EXECUTIVE SUMMARY

BACKGROUND

State Comptroller John Sharp launched the Texas School Performance Review (TSPR) in March 1991 as
a comprehensive management and performance review program to help public school districts promote
better elementary and secondary education through improved management and cost efficiency.

To date, 19 Texas public school districts with varying geographic and demographic characteristics have
benefitted from the Comptroller's top-to-bottom reviews. Excluding Tyler Independent School District
(T1SD), the subject of this report, these reviews have yielded nearly 1,800 proposals and taxpayer
savings of more than $166 millionall without recommending the layoff of a single classroom teacher.

In addition, the Comptroller has released two "report cards'™-the first in 1993 and the second last year-
detailing progress made by the first 16 districts that came under review. Those districts have
implemented 87 percent of TSPR's recommendations. And because each school performance review is
designed to unearth innovative ideas for other districts, the report cards have been made available to all
Texas public school districts.

In September 1995, the Comptroller selected Empirical Management Services to assist with a
management and performance review of TISD. The TISD Board of Trustees and district superintendent
had joined community members in requesting the review.
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SUMMARY RESULTS

Based on interviews, surveys, documents and community input, the Comptroller's review team
developed 122 recommendations for this report.

The team identified total savings of more than $21 million that could be realized by TISD over the next
five years (school years 1996-97 to 2000-01) if the recommendations are implemented. No dollar costs
or savings are shown during 1995-96, because most recommendations would not have a full fiscal effect
until 1996-97. The recommendatiors include one-time investment opportunities of $586,990 in fiscal
1997 and total investment opportunities of $1,634,242 over the next five years. Cumulative net savings
(savings less recommended investments) from all recommendations could reach nearly $19.8 million by
fiscal 2001.
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PERSPECTIVE

In September 1995, the Texas Comptroller of Public Accounts contracted
with Empirical Management Services (EMS) to conduct a management
and performance review of the Tyler Independent School District (TISD).

The goal of school performance reviews conducted by the Comptroller's
office is to promote better education for school children through more
effective management and improved operational and cost efficiencies. The
goals of the TISD management and performance review are to:

Determine whether sufficient and correct administration and
support resources are available for the education process;
Ensure adequate resources support the education process, and
Ensure that resources are used in the most effective and cost-
efficient manner possible.

The review of TISD was completed over afive-month period. The major
activities were scheduled and accomplished as displayed in Exhibit 1-1 on
the following page. Throughout the project, every effort was made to
minimize disruptions to schools and to the district office.

Stakeholder input was a major component of the review process. The
methodology section that follows describes the various mechanisms that
were used to maximize community, employee and student involvement in
theinitial phase of the review.

The Comptroller expresses appreciation to TISD's Board of Trustees,
Superintendent Thomas Hagler; and school district employees, students
and community residents, who provided information during the
preparation for, and implementation of, on-site activities. Special
appreciation is given to Dr. Eddie Hamby, assistant superintendent of
Business Services, for providing office space, equipment, meeting room
facilities and coordinating all data requests for the review. Special
appreciation is also given to Ms. Sandra Jennings, secretary to the
superintendent, who acted as the management review team'’s liaison,
coordinating many of the stakeholder, board member and administrative
staff interviews.



Exhibit 1-1

T1SD Management and Performance Review

Major Activitiesby Month

Month

Major Activities

September
1995

Contract signed between EM S and the Comptroller
of Public Accounts.

Conducted initial meetings between EMS, TISD
officials and the Comptroller's office.

Designed surveys for use with TISD principals,
teachers and students.

Designed survey instruments for use with the Tyler
community (Public Input Survey).

Designed interview and focus group instruments.

Conducted surveys and analyzed results from TISD
principals, teachers and students.

Conducted and summarized findings from interviews
with TISD board members, community |eaders and
the TISD community.

October
1995

Analyzed existing reports ard materials on TISD
obtained from the district and state.

Conducted on-site review using tailored guidelines
to reflect unique local conditions as well as public,
employee and student input and concerns.

Collected and analyzed additional information.

November
1995

Developed draft report.

December
1995

Reviewed and revised draft report with Comptroller's




staff.

January Presented fina findings from TISD review.
1996

January Presented final draft to Comptroller.

1996

February

1996

Comptroller released final report.




Chapter 1
INTRODUCTION

METHODOLOGY
Stakeholder |1 nvolvement

During the week of September 25, 1995, EMS conducted on-site
interviews in TISD. Individua interviews or interviews in small group
settings, focus groups and an open forum occurred during the stakehol der
involvement phase of the review. Twenty Tyler community members
participated in individua interviews, and 70 Tyler community members
participated in nine focus groups held to obtain input from community,
business and civic leaders, professional educator organizations and school
volunteer support groups. Approximately 76 Tyler residents attended the
open forum held at Birdwell Elementary cafeteria on October 10, 1995.
This forum provided an additional opportunity for the TISD community to
give input to the review team.

The Public Opinion Survey and results are included in Appendix A.
Interview and focus group findings, public forum comments and a
summary of board comments are included in Appendix B. Appendix C
contains the interview guides used for interviewing students,
administrators, teachers and other campus personnel.

To ensure TISD school principals, teachers and students had adequate
input into the management and performance review process, EMS used
three different surveysin September 1995. Through these anonymous
surveys, school administrators and teachers had the opportunity to express
their views about the management and operations of the school district.

The survey results, including the survey instruments with the response
percentages by item, are included in Appendix D for the Teacher Survey,
Appendix E for the Principal Survey, and Appendix F for the Student
Survey.

During the course of the review, the review team learned that the
administration advised teachers on how to respond to the teacher surveys.
To ensure accurate feedback from teachers, a random telephone survey
was conducted by Telesurveys of Texas. Two hundred and eighty teachers
were surveyed and the results are included in Appendix D.

EMS used the results of the surveys and focus groups to identify major
concerns and address these concerns during the management review
process. Additionaly, requests from individuals who wanted to provide



information, either during the on-site review phase of the project or by
telephone, were accommodated (approximately nine telephone interviews
were conducted). Many concerned Tyler residents expressed their
opinions by contacting the Comptroller's hotline, and directly to the
management review team by letter or telephone. EM S recorded all of the
TISD stakeholder input and, where possible, EM S incorporated that input
into the management review process.

Formal On-site Review

During the weeks of October 9, 1995 and October 16, 1995, EMS
interviewed TISD senior administration, department and program heads
and campus personnel (i.e., principals, assistant principals, guidance
counselors, teachers and custodians). Nine management review team
members conducted interviews with more than 125 TISD staff members
during the two-week period the project team was on site in the district.
Seventeen of the digtrict's 28 facilities were visited by at least one team
member. The nine management review team members who conducted the
administrative and operational review were organized in specialized teams
that examined the core functions of the district, presented in Chapters 3
through 14 of this report. These chapters include:

District Organization and Management
Educationa Service Delivery
Community Involvement

Personnel Management

Asset and Risk Management
Financial Management

Information Services

Purchasing and Warehouse Services
Facilities and Use Management
Transportation

Food Service

Safety and Security



Chapter 1
INTRODUCTION

OVERVIEW OF TISD

The overview of TISD provides a snapshot of the characteristics and
trends presented in the body of this report. The data used in the overview
was obtained from the Texas Education Agency's (TEA) Academic
Excellence Indicator System (AEIS) report and Shapshot '94 School
District Profiles, 1994 edition. Many comparisons are made between
TISD, Texas state averages and Region VI, of which TISD is a member.
Region VI is one of 20 TEA Regiona Educational Service Centers
(RESC's) established to support Texas public school districts.

TISD isthe largest of eight school districts in Smith County. The district
has an enrollment of 16,725 students and has 28 schools (2 high schools, 6
middle schools, 16 elementary schools and 4 aternative schools).

To provide an example of some of the comparisons that will be made

throughout this review, Exhibit 1-2 depicts TISD, the state and three

districts with comparabl e student enrollment: Harlingen Consolidated,
Galena Park and Grand Prairie.

Although comparable in enrollment, the districts have different ethnic
makeups. One reason for the variation would be geographic location of the
district and its students. When compared to the state average, TISD has
more than double the African American enrollment, only half the Hispanic
enrollment and is equal to the state in white student enrollment.

TISD's Texas Assessment of Academic Skills (TAAS) scores fall dightly
below the state averages in reading, math and all tests taken. Grand Prairie
ISD's TAAS averages are the highest in al categories over the state,
TISD, Harlingen 1SD and Galena Park 1SD.

In later chapters, TISD will be compared to nine peer districts selected by
TISD and a sampling of Region VII districts.

Exhibit 1-2
Comparison of TISD, the State and Three Peer Districts
Fiscal 1993-94
State of TISD Harlingen | Galena Srand
Texas IsD | ParkisD | T Al




Total Students 3,601,839 116725 |15733 16,530 | 17,427
African American | 14% 35% 1% 19% 11%
Hispanic 36% 16% | 84% 46% 33%
White 48% 48% | 15% 33% 51%
Special Education | 11% 8% 12% 9% 11%
Bilingual/ESL 10% 5% 13% 12% 6%
Economically 45.1% 41.6% |64.6% 41.7% 39.1%
Disadvantaged
Attendance Rate 94.9% 02.2% (94.9% 94.6% 95.4%
All TestsTaken  |55.6 537 506 48.4 59.2
Reading 765 730 |72.7 723 81.1
Writing 79.0 790 782 77.1 85.6
Math 60.5 580 |555 52.9 63.4
Total Teachers 52% 51% 46% 53% 55%
RTyTH.
T/° Minority 34% 31% | 63% 24% 26%
eachers
Student/Teacher |, g 161 177 18.0 18.4
Ratio
gﬂ;al Admin. $55206 | $56.210/$67,171 | $56.823 |$69.827
gmaQSUSAdmln' $46,425 |$47.351|$44.849 | $46,400 |$47,555
Avg. Teacher
Sdary $28,894 |$28,025/$30,257 |$28,997 | $30,085

Source: Shapshot '94, TEA

TISD had ataxable value per student of $188,629, and atotal operating
expenditure budget of $78 million during fiscal 1994-95. Exhibit 1-3
presents TISD's enrollment and operating expenditure history for the past

five fiscal years.

Exhibit 1-3
TISD Student Enrollment and Expenditure History
Fiscal 1990-91 - Fiscal 1994-95
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TISD's total enrollment increased by 3 percent during the past five years.
During the five- year period illustrated below, TISD realized the most

noticeable variance in its Hispanic student population, rising

by 50

percent; the white student population declined by 11 percent, while the
district's African American student population increased by 5 percent.
Exhibit 1-4 presents the district's total student enrollment by ethnic

population for the past five fiscal years.

Exhibit 1-4

TISD Total Student Enrollment by Ethnic Group

Fiscal 1990-91 - Fiscal 1994-95
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TISD's student population is broken down by ethnic group in Exhibit 1-5.
The district is racialy balanced, with white students comprising 46
percent of the student population and minority students (African
American, Hispanic and Other students) comprising 54 percent of the
district'stotal student population.

Exhibit 1-5
TISD Student Population by Ethnic Group
Fiscal 1994-95
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Per-pupil expenditures are a measure that Texas public school districts use
to gauge the average cost of educating a student. TISD's total expenditures
per-pupil (all funds) have been lower than the state average for the past
five years. On average, TISD's per-pupil expenditures were 10 percent
lower than state average per-pupil expenditures. Exhibit 1-6 compares
TISD per-pupil expenditures to the state average.

Exhibit 1-6
Total Per-pupil Expenditure Comparison (All Funds)
(T1SD and Texas State Average)
Fiscal 1990-91 - FY 1994-95
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Source: AEIS 1990-91 through 1994-95, TEA



TEA usesthe TAAS as a key measurement of academic performancein
Texas Public education. For the past two fiscal years, TISD students have
scored an overal lower percent passing rate than both Region VII and the
state average. Exhibit 1-7 compares TISD's TAAS pass rate percentages
to Region VII and the state average.

Exhibit 1-7
Comparison of TAAS Pass-Rate Per centages
for All Tests Taken Grades 3-8 and 10
Fiscal 1993-94 and Fiscal 1994-95
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Source: AEIS1994-95, TEA

The TAAS currently focuses on three subject areas: reading, writing and
math. Exhibit 1-8 compares the pass-rate percentages in the three subject
areas for fiscal 1993-94 and fiscal 1994-95.

Exhibit 1-8
Comparison of TISD TAAS Pass-Rate Per centages
for All Tests Taken Grades 3-8 and 10
Fiscal 1993-94 and Fiscal 1994-95
(by Subject Area)
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TAAS scores improved for al three ethnic groups (African American,
Hispanic and white) between fiscal 1993-94 and fiscal 1994-95, as shown
in Exhibit 1-9.

Exhibit 1-9
Comparison of TISD TAAS Pass-Rate Per centages
for All Tests Taken Grades 3-8 and 10
Fiscal 1993-94 and Fiscal 1994-95
(by Ethnic Group)
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TISD's overal staffing increased by 11 percent between fiscal 1990-91

and fiscal

1994-95. Professional staff and educational aides represented the largest
growth areas, increasing by 34 percent and 39 percent, respectively.
Teaching positions and student enrollment increased by 3 percent. Exhibit
1-9 presents a breakdown of TISD employees by staff type for the past

five years.

Fiscal 1990-91 and Fiscal 1994-95

Exhibit 1-10
TISD Staffing Level Change

Staff Position Type | FY 1990-91 | FY 1994-95 | % Change
Professional Staff | 195 262 34%
Teachers 1,019 1,048 3%
Educational Aides | 180 251 39%
Auxiliary Staff 578 621 7%

Total 1,972 2,182 11%

Source: AEIS1990-91 and 1994-95, TEA




Exhibit 1-10 presents TISD employees by employee category. Forty-eight
percent of al district employees are teachers.

Exhibit 1-11
T1SD Employees by Employee Category
Fiscal 1994-95
Employee Category | Number of Employees| % Total

Central Administration | 24 1% ‘
Campus Administration | 44 2%
Professional Support | 194 9% ‘
Teachers 1,048 48%
Educationa Aides 251 12%
Food Service 156 7%
Transportation 168 8%
Maintenance/Custodial | 188 9%
Warehouse 12 -%
Other 97 4%
Total Staff Employed | 2,182 100%

Source: AEIS1994-95, TEA



Chapter 2
STATISTICAL PROFILE OF TISD

A. Student Characteristics
B. Student Performance
C. Personnel Statistics

D. Financia Statistics

An important component of the TISD review is the compilation of the
statistical profile. The statistical profile compares key academic, financial
and operational performance data to a select group of Texas school
districts with similar characteristics (peer groups), other school districts
within TISD's home region (Region VII) and districts across the state
(state average). Region VII comparisons include only those school
districts in Smith County.

Throughout the management review process, key performance ratios will
be used to measure critical administrative, management and operational
practices. These performance ratios will be used to determine district
strengths as well as opportunities for the district to improve. The
comparisons presented in the statistical profile reflect both unique
demographic characteristics, academic performance and expenditure
patterns, as well as highlighting issues that challenge all Texas school
districts.

TI1SD selected the school districts presented in Exhibit 2-1 asits peer
districts. These peer districts were used for comparison purposes
throughout the management review process. For some comparisons within
this report it is inappropriate to use al of the selected peer districts,
because some districts are not comparable in student enrollment and/or
budget.

Exhibit 2-1 depicts the total enrollment and ethnic breakdown of TISD's
nine peer districts. Based on student enrollment, TISD is the fifth largest
district in its peer group.

Exhibit 2-1
TISD and Selected Peer Districts

Enrollment by Ethnicity

Peer 1994-95 : African . . Econ.
Districts | Enrollment White American Hispanic | Other Disadvntg.
Irving 25,812 49% | 13% 31% % | 45%




Midand | 23,074 54% | 10% 350 1% |48%
g:’eoels(e 17,837 4% | 17% R¥% 1% | 45%
Galena Park | 16,992 0% | 19% 8% 3% |40%
Tyler 16,656 46% | 36% 17% 1% | 43%
Waco 15,564 26% | 41% 2% 1% | 72%
Bryan 12,845 4% | 23% 0% 1% |50%
Temple 8613 53% | 25% 0% 2% |44%
Longview | 8,090 41% | 50% 8% 1% | 49%
Lufkin | 7,983 5206 | 31% 16% 1% | 49%
Average

without | 15,201 45% | 25% 8%  |2% |49%
TISD

Source: AEIS 1994-95

TISD isthe largest school district in Smith County, as illustrated in
Exhibit 2-2. When compared to the next largest district (Whitehouse),
TISD is more than four times larger in enrollment.

Of the Region VII school districts compared, TISD isthe most ethnically
diverse. The remaining Region VII school districts compared havean
average minority student enrollment of 20 percent. Exhibit 2-2 presents

Smith County demographic data.
Exhibit 2-2
Selected Region V11 School Districts
1994-95
Enrollment by Ethnicity
Smith .
1994-95 . African , : Econ.
County White ; Hispanic | Other | _.
Districts Enrollment American Disadvntg.
Tyler 16,656 46% | 36% 17% 1% |43%
Whitehouse | 3,496 88% | 9% 2% 1% |19%
Lindale 2,388 87% | 9% 3% 1% |28%
Bullard 1,117 90% |6% 3% 1% |29%




Winona 916 73% | 22% 4% 1% 36% ‘
Troup 909 7% |18% 5% 0% 44%

Arp 805 66% | 30% 3% 1% | 44% ‘
Average

without 1,605 80% | 16% 3% 1% 33%

TISD

Source: AEIS 1994-95

TEA isresponsible for gathering and reporting performance data for all
Texas public school districts. Historical performance data have been
obtained from the TEA reports below:

Academic Excellence Indicator System (AEIS), 1990-91 through
1994-95 District Performance, Texas Education Agency.

Public Education Information Management Systems (PEIMS),
1990-91 through 1994-95 actual and budget data, Texas
Education Agency.

To present fiscal 1995-96 data, information was obtained from TISD
administrative offices. Some tables and charts will have more than one
source.



Chapter 2
STATISTICAL PROFILE OF TISD

STUDENT CHARACTERISTICS

Over the past six years, TISD's enrollment peaked in fiscal 1993-94 with
16,725 students, growing steadily from fiscal 1990-91 to fiscal 1993-94.
From fiscal 1993-94 to fiscal 1995-96, enrollment declined by 1 percent.
Overdll, TISD has experienced a 2-percent increase in enrollment between
fiscal years 1990-91 and 1995-96. Exhibit 2-3 illustrates TISD's
enrollment trend over the past six fiscal years.

Exhibit 2-3
TISD Enrollment Statistics

1993-94

e 1994 95

16,7125
199]1-92 16,068 16,656

199596

16,515

1990-21

14,182

Source: AEIS1990-95; TISD - Sudent I nformation Services

TISD's Student Information Services office calcul ated the projected
student enrollment for fiscal 1995-96 to fiscal 1999-2000 depicted in
Exhibit 2-4 as of September 23, 1994. Although T1SD miscalculated
fiscal 1995-96 enrollment by minus 2 percent, they predict student
enrollment in TISD will continue to decline over the next five years.

Telephone interviews were conducted with administrators of private
schools within TISD boundaries to determine if students were leaving
TISD and enrolling in private schools. The private school administrators



confirmed a consistent rise in enrollment over the past two school years
and said a significant portion of their new students were transfers from
TISD. Their common reasons for the transfer of TISD students to private
schools were the lack of quality of education and discipline in TISD.

Exhibit 2-4
TI1SD Projected Enrollment Statistics
Fiscal 1995-96 - Fiscal 1999-2000

1995-96 199697 199709

199899
16,849

16,840
16,829

16,741
19992000

16,565

A

Source: TISD - Sudent Information Services

TISD's enrollment trends vary by ethnic group. During the six fiscal years
from 1990-91 to 1995-96, white student enrollment declined from 52
percent to 44 percent of total enrollment. African American student
enrollment remained steady, ranging from 34 percent to 36 percent, while
Hispanic enrollment increased from 12 percent to 19 percent. Exhibit 2-5
illustrates TISD's enrollment trend by ethnic group.

Exhibit 2-5
TI1SD Enrollment Trend
(by Student Ethnic Group)
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Because of the steady increase in Hispanic student enrollment, TISD's
Bilingual and English as a Second Language (ESL) program participation
increased by 1 percent between fiscal years 1994-95 and 1995-96.

Overal, TISD experienced aimost no change in specia program

enrollment between fiscal years 1994-95 and 1995-96. Exhibit 2-6

summarizes TISD's student enrollment in specia programs.
Exhibit 2-6

TISD Special Programs Enrollment Statistics

TISD
1994-95 1995-96
# % # %

Total Enrollment 16,656 | - 16,552 | -
Special Programs

Special Ed. 1,357 |8% (1,395 8%

Bilingual/ESL Ed. 1,128 |7% (1,284 |8%

Career/Tech. Ed. 3,289 |20% 3,103 |19%




Gift./Taent. Ed. 1,203 |7% (1,237 |7%
Economic Status
Economically Disadvantaged | 7,121 |43% 7,213 | 44%

Source: AEIS1994-95;

TISD - Sudent Information Services

Exhibit 2-7 compares enrollment statistics, based on ethnicity, special
program participation and economic status for TISD and the nine peer
districts selected by TISD.

Exhibit 2-7
Comparison of TISD and the Peer Didtricts
Fiscal 1993-94 and Fiscal 1994-95 Enrollment Statistics

TISD Peer Districts
1093-94 | 1994-95 1093-94 | 1994-95
¢ o | # | u% ¢ o | # | %
Total Average
od o |16725)-  |16656 - aveage  |14963)-  |15201 -
Ethnicity Ethnicity
White 8028 |48% |7.662 |46% |White 7.032 | 47%)| 6,840 | 45%
African 0 o | African 0 0
T 15854 |35% 5996 (36% A 13202 | 22%|3800 |25%
Hispanic 2676 |16% 2,832 |17%| | Hispanic 4330 |29% 4,256 | 28%
Other 167 |1% 167 |1% | |Other 200 2% 304 |2%
Special Programs Special Programs
Special Ed. 11,338 |8% 11,332 |8% | |Specia Ed. 1,496 |10% 1672 |11%
Eg'”gua'/ESL 836 5% (1166 |7% E(']:'”gua”ESL 1197 |8% |1.064 |7%
Egreer”ec“ 2500 |15% 3331 |20% (E:Sree”TeCh 1,945 |13%|1.976 |13%
Gifted & . | |cifted & .
oedd 1171 M6 166 |76 | SNCE 1197 8% (1368 | 9%

Economic Status

Economic Status




Economically
Disadvantaged

7,025

42%

7,162

43%

Economically
Disadvantaged

6,973

47%

7,448

49%

Source: AEIS1993-94 and 1994-95
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STATISTICAL PROFILE OF TISD

STUDENT PERFORMANCE

Advanced Courses and College Admission Tests

Student performance indicators include the percentage of students enrolled
in advanced courses, the percentage of students passing college admission

tests and students overall test scores on college admission tests.

Exhibit 2-8 illustrates that during the 1993-94 school year, TISD's student
attendance rate (92 percent ) was below the averages for both Region VI
(96 percent) and the state (95 percent). The exhibit also shows 14 percent
of 1993-94 TISD students participated in advanced courses, above both
the region and state averages.

Exhibit 2-8

1993-94 Student and College Admission Tests
for TISD, Region VII and the State of Texas

School . Region State of

Y ear Indicator TISD VI| Texas
1993-94 Percent of Student Attendance 92% | 96% 95%
i Percent of Studentsin Advanced 0 0 0
1993-94 Courses 14% | 12% 13%

Source: AEIS 1994-95

Exhibit 2-9 shows TISD tests fewer students as a percent of total

enrollment than either the state or the region, and the percentage of TISD
students scoring "Above Criterion" on college admission tests was more
than the region and only 1 percent below the state participation levels. The
exhibit also shows that TISD's class of 1993 ranked above Region VI
digtrictsin al sub-categories of College Admissions Testing with 16
percent scoring "At or Above Criterion."

Exhibit 2-9
1993-94 Student and College Admission Tests
for TISD, Region VII and the State of Texas

School Year

College Admissions Tests

TISD

Region
VII

State of
Texas




Class of Percent At or Above

1993 Criterion 16% |13% 1%
%g’f of 16% | 14% 17%
Class of Percent Tested 46% |55% 64%
1993

Class of 0 o o
oot 51% |58% 65%

Source: AEIS 1994-95

Exhibit 2-10 shows that TISD's average Scholastic Aptitude Test (SAT)
scores for school years 1990-91 through 1993-94 were consistently higher
than the region and state averages. African American students SAT scores
declined during the four-year period and were below the average scores

for the district, region and state.

Exhibit 2-10
1990-94 Average SAT Scores
for the State of Texas, Region VII and TISD

TI1SD SAT Scores by Ethnicity
S\((:r;g(r)l State R{e/glilon District A'Ar‘r:reirﬁ?:gn Hispanic | White | Other
1990-91 873 888 956 761 * 990 969
1991-92 874 |873 900 746 * 930 |1071 ‘
1992-93 1884 887 930 747 1,000 961 |908
1993-94 885 |891 931 720 729 977 1920 ‘

Source: AEIS 1990-95
* Denotes masking by TEA because there were |ess than five participants

Exhibit 2-11 illustrates fluctuation in TISD's American College Test
(ACT) scores from year to year. The 1993-94 average of 19.8 decreased
from the previous year's average of 20.8 and is lower than the region
(20.2) and state (20.1) average. African American ard white students
ACT scores fell in 1993-94. Minority students' scores are consistently
below district, region and state averages.



Exhibit 2-11
1990-94 Average ACT Scores
for the State of Texas, Region VII and TISD

TISD ACT Scores by Ethnicity

%22?' State Rs/glilon District A'Ar\r]:reirﬁacgn Hispanic | White | Other
1990-91 |19.9 19.9 21.1 171 * 231 |230 ‘
1991-92 |19.9 198 19.7 17.2 17.0 216 |*
1992-93 |20.1 | 20.0 20.8 17.3 * 222 |19.2 ‘
1993-94 |20.1 |20.2 19.8 16.9 16.9 217 |*

Source: AEIS1990-95
* Denotes masking by TEA because there were |ess than five participants

Dropout Rates

Another indicator of student performance is the district's dropout rate.

Dropout rates for Hispanic students are consistently higher than the state's
guideline of 5 percent. Of the school yearslisted in Exhibit 2-12, Hispanic
students continuously had the highest dropout rates, averaging 7.1 percent

annually.
Exhibit 2-12
1990-94 Dropout Rates
for the State of Texas, Region VII and TISD
T1SD Dropout Rate by Ethnicity

School Region | ... . African . . .

Y ear State V| District American Hispanic | White | Other
1990-91 |3.9% |3.4% 3.1% 5.3% 102% |4.3% |6.4%
1991-92 | 3.8% | 3.0% 3.0% 2.5% 5.2% 2.7% |0.0%
1992-93 | 2.8% |2.4% 3.0% 2.9% 6.3% 2.2% |3.2%
1993-94 |2.6% |2.3% 3.8% 4.4% 6.8% 27% |2.3%

Source: AEIS 1990-95

TAAS Scores




TAAS scores also are used to measure student performance. According to
TEA's most recent accountability report (released spring 1995), TISD was
cited for low performance at four schools because of poor academic
performance.

John Tyler High school was cited for poor academic performance on two
counts- less than 25 percent of its economically disadvantaged students
passed the math portion of the TAAS, and the campus also had an
attendance rate that fell below the state's goal of 94 percent.

Although Robert E. Lee High School students scored above the state
average in all categories of the TAAS, the school was accredited warned
by TEA because of its dropout rate. John Tyler High School, Dogan and
Hogg middle schools were each cited for less than 25 percent of their
students passing the math portion of the TAAS test. Dogan Middle School
was cited for less than 25 percent of its Hispanic and economically
disadvantaged students passing the math portion of the TAAS, while Hogg
Middle School was cited for less than 25 percent of its African American
students passing the math portion.

Exhibit 2-13 illustrates the TAAS percentages and the percent change for
spring 1994 and 1995 for grades 3 through 10.

Exhibit 2-13
1994 and 1995 TISD
Per centage of Students Passingthe TAAS Test

Grade Subiect % Passed % Passed % of
Level ) Spring 1994 Spring 1995 Change
. 72.5% 76.2% 5.1%
31 _'?;z‘i ngMah Al o006 71.0% 14.5%
57.3% 65.9% 15.0%
72.9% 78.5% 7.7%
40 Reading Writing 84.4% 80.8% -4.3%
Math All Tests 57.7% 71.9% 24.6%
53.6% 63.8% 19.0%
. 73.8% 76.9% 4.2%
5 _'?:g' ngMath All 1 go'a, 68.1% 14.8%
56.3% 63.4% 12.6%




| 70.0% 75.4% 7.7%
gh $§i ngMah All | oo 7o, 56.4% -0.5%
52.1% 54.8% 5.2%
| 71.7% 76.7% 7.0%
7 .'?zd' ngMah All - 5g'og, 58.5% 0.5%
S 54.3% 56.9% 4.8%
74.7% 75.6% 1.2%
" ReadingWriting | 72.6% 74.7% 2.9%
Math All Tests 54.9% 53.6% -2.4% -
49.3% 46.5% 5.7%
76.6% 75.4% -1.6%
10" Exit | Reading Writing 79.6% 85.5% 7.4%
Level Math All Scores | 56.7% 57.7% 1.8%
52.6% 54.0% 2.7%

Source: AEIS 1994-95

Exhibit 2-14 shows the differences in the TAAS passing rates in the three
test categories. reading, writing and math for TISD's two high schools.
Robert E. Lee High School's test scores declined between the spring 1994
and spring 1995 test dates, while passing rates for writing and math
improved over that same time period. John Tyler High School's passing
rates improved both years.

Exhibit 2-14 also illustrates the variation in test scores between the two
high schools. A review of each test category indicates John Tyler students
scored 24 percent lower in reading, 18 percent lower in writing and 37
percent lower in math than Robert E. Lee students during the Spring 1995
school year. In addition, John Tyler's writing and math scores increased
more than 10 percent from Spring 1994 to Spring 1995.

Exhibit 2-14
1994 and 1995
Percent Passing the TAAS Test
(by High Schooal)

% Passed % Passed

School Subject Spring1994 | Spring 1995

% of Change



Robert E. | Reading 86.2988.0%  |85.0%92.0% |-1.4% 4.6%
Lee Writing Math | 70.6% 72.6% 2.9%
All Tests 81.6% 83.2% 2.0%
John Tyler | REING 50.1%63.9% | 612%740% | 3.4% 15.8%
Y \Writing Math | 32.6% 36.1% 10.7%
All Tests 51.7% 56.9% 10.1%

Source: TISD - Office of Secondary Education




Chapter 2
STATISTICAL PROFILE OF TISD

PERSONNEL STATISTICS

The following pages compare employment data for TISD, peer districts,
the region and the state.

Exhibit 2-15 illustrates that in 1994-95 TISD had atotal of 2,182 full-time
staff equivalents (FTE's). This figure increased from the previous year's
(1993-94) total of 2,024 employees.

Minorities made up 21 percent of both 1993-94 and 1994-95 teaching staff
in TISD, while the peer districts had an average of 17 percent. The fisca
1994-95 percentage of minority teachersin TISD (21 percent) was less
than the minority student population of 54 percent.

In Exhibit 2-15, the 1994-95 figures show that TISD has the highest
percentage (76 percent) of regular education teachers, but falls belowthe
peer districts in the employment of Special Education teachers.

TISD employs alarger percentage of educational aides (11 percent) than
the peer districts (9 percent).

TISD teachers have more average years of experience with 12.5 years.
TISD and its peer districts aso have close to the same student-to-teacher
ratio (15.9 and 15.8, respectively).

Exhibit 2-15
Comparison of Fiscal 1993-94 and Fiscal 1994-95
Personnd Statisticsfor TI1SD and the Peer Districts

1993-94 | 1994-95 1993-94 | 1994-95 \
# | % # | % # | % # | % \
Totdl Staff FTE |2,024|- | 2,182/ - f_‘r’gage&a” 1743|- |1.823|-
Total Teachers Total
ETE 1,041 |51% 1,041 |48% | |1 oreprE | 915 |53% 949 |52%
Staff/Aides Staff/Aides
Central Admin. |16 1% |16 1% | |Centra 17 1% 118 1%




Admin.
Campus 47 |29 |47 1206 | | CAMPUS 52 |3% |55 3%
Admin. Admin.
Professiona 1159 | goy [150 |gop | |FYOfESSONA |55 200 1108 | 706
Support Support
Auxiliary Staff 542 | 27% 542 |27% g‘;}‘]ﬂ"ar y 523 |30%|529 |29%
Educationd 1519 |1100/219 |1106| |EQUCAIONA 1105 200 1164 9%
Aides Aides

TEACHERS TEACHERS

Ethnicity Ethnicity
White 822 |79% 822 |79%| |White 760 |83% 797 |84%
African African
A meroan 198 |19% 198 |19%| |, 0 922 |10% 104 |11%
Hispanic 21 2% |21 2% Hispanic 46 5% |47 5%
Other - 0% | - 0% | |Other 18 |2% |9 1%
Area of Concentration Area of Concentration
Regular Ed. 791 |76%|791 |76% |Regular Ed. 650 |71%) 683 |72%
Specia Ed. 83 |8% |83 (8% | |Specid Ed. |92 |10% 95 |10%
Bilingual/ESL 12 a9 |42 4% Bilingual/ESL 37 |a% |38 4%
Ed. Ed.
Career/Tech Ed. |42 |4% |42 | 4% Egr eerfTech 17 la90 |38 |4%
Avg. Yearsof ) i Avg. Yearsof i i
Experionce 125 12,5 Expaiocs | 115 11.6
Student/Teacher Student to
etio 16.1 15.9 Teecher Retio | 160 15.8

Source: AEIS1993-94 and 1994-95

Exhibit 2-16 compares average salaries and the increase of those salaries
by job classification for fiscal years 1993-94 and 1994-95. TISD campus
administrators and teachers incurred the largest salary increases of 4 and 3

percent, respectively. Central administrators and professional support




employees received less than 1 percent salary increases from fiscal years
1993-94 to 1994-95.

Exhibit 2-16
TISD Average Salary Dollars
Fiscal 1993-94 and Fiscal 1994-95

$56,210 $55,355
g47351 49,430

$33,692 $33824
$28,025 $28,811

Central Carrpus Professional Teachers
Lydrin, & drmin. Support
0O 1993-94 @ 199495

Source: AEIS1993-94 and 1994-95

Exhibit 2-17 shows that for fiscal 1994-95, TISD had the lowest average
salaries for central administrators, professional support and teachers.

Exhibit 2-17
1993-94 Average Salary Dollars
of TISD, Peer Districts, Region VII and the State of Texas

Central Administrative Salary Averages




$62,121

$56,784

$56,355

TISD Peer Diatricts State of Texas

Campus Administrative Salary Averages

$40.430

$47,690

$47,150

TISD Peer Diatricts State of Texas

Professional Support Salary Averages




$36,913

$33.824

TISD Peer Districta State of Texas

Teacher Salary Averages

$20,452

428,978

$28,811

TISD Peer Districta State of Texas

Source: AEIS 1994-95



Chapter 2
STATISTICAL PROFILE OF TISD

FINANCIAL STATISTICS

An overview of actual revenues and expenditures for TISD and their peer
digtrictsis presented in Exhibit 2-18.

Exhibit 2-18
Fiscal 1992-93 and Fiscal 1993-94
Revenues and Expenditures of TISD and Peer Districts

TISD Peer Districts

1993-94 1994-95 1993-94 1994-95

$ % $ % $ % $ %

Revenues Revenues
State 24,184,309 | 32% | 24.580.429 | 32% | | State 25,177,299 | 36% | 26,037,243 | 35%
L ocdl and 42,322,540 | 56% | 44,552,028 | 58% | | -o¢d and 39,164,688 | 56% | 42,403,510 | 57%
Other Other
Federal 0,069,116 |12% |7,681.384 |10% | |Federal 5,594,955 |8% |5951.370 | 8%
Total Total
Revenue Per |4,519 4,519 Revenue Per |4,712 4,914
Pupil Pupil
Total 75,575,965 76,813,842 Total 69,036,943 74,392,123
Revenue Revenue

Expenditures Expenditures
Instructional | 37,829,022 | 54% | 39.662,041 | 55% | | Instructional | 33,427,075 | 52% | 35,240,528 | 52%
Centrdl 6,304.837 9% 3605640 5% | |CENUd 4499799 | 7% |3388512 5%
Admin. Admin.
Campus 2802150 |4% |3,605640 5% | |CAMPUS 3214142 |5% |3.388512 |5%
Admin. Admin.
Plant Services | 7,005,374 | 10% | 7,932,408 |11% | |Plant Services | 7,071,112 |11% |7,454.727 | 11%
Other 10,508,062 | 15% | 7,211,280 |10% | | Other 0642426 |15% |6,777,025 | 10%
Totd Total
Operating 4,189 4,657 Operating 4,355 4,983
Fxnenditiires Fxnenditiires




Per Pupil Per Pupil

Total Total
Operating | 70,053,744 |92% | 72,112,802 | 93% Operating | 64,282,837 |89% |67,770,246 | 90%
Expenditures Expenditures
Non- 6,212,190 (8% (5,452,398 |7% Non- 7,827,480 | 10% | 7,906,189 | 10%
Operating Operating

TOt"."I 76,265,934 77,565,200 TOt".iI 72,110,317 75,676,435
Expenditures Expenditures

Source; AEIS1993-94 and 1994-95

Exhibits 2-19 through Exhibits 2-24 present cost-per-pupil comparisons

for the major function codes which group or categorize expenses within

the district. For function codes compared, TISD's per-pupil cost was lower

than both the peer districts and the state average.

Instructional Cost Per Pupil

Exhibit 2-19

1994-95

$2,321

$2,462

$2,387

TISD

State Peer

Districts

Source: PEIMS 1994-95 Budget Data

Instructional Support Per Pupil

Exhibit 2-20

1994-95




$436
$427
$392
TISD State Peer
Districts
Source: PEIMS 1994-95 Budget Data
Exhibit 2-21
Service Costs Per Pupil
1994-95
$410
$390

$350

TISD State Peer
Districts

Source: PEIMS 1994-95 Budget Data

Exhibit 2-22
General Administrative and Debt Services Per Pupil
1994-95



$174
$154
$147
TISD State Peer
Districts
Source: PEIMS 1994-95 Budget Data
Exhibit 2-23
Plant Maintenance and Oper ations Costs Per Pupil
1994-95
$556
$506
$484
TISD State Peer
Districts

Source: PEIMS 1994-95 Budget Data

Exhibit 2-24
Other Costs Per Pupil
1994-95



$30

319

§32

TISD

State

Peer
Disiricis

Source: PEIMS 1994-95 Budget Data




Chapter 3
DISTRICT ORGANIZATION AND
MANAGEMENT

A. Board and Governance

B. Policies and Procedures

C. District Management

D. Planning

E. School Management and Site-Based DecisionMaking

BOARD AND GOVERNANCE

Under Senate Bill 1 (S.B. 1), enacted by the Texas Legidature in May
1995, the board of trustees of a Texas independent school district isa
corporate body, elected by the public with the "exclusive power and duty
to over see the management of the public schools of the district.” The
board, as alegal agent of the State of Texas, derivesits lega status from
the Texas Constitution and the Legislature. It must function in accordance
with applicable state and federal statutes, as well as regulations
interpreting those statutes and relevant court decisions. Specific powers
granted to the board under S.B. 1 include the power and duty to:

Adopt rules and bylaws necessary to govern and oversee
management of the public schools of the district.

Acquire and hold real and personal property, sue and be sued, and
receive beguests and donations and other money or funds.
Dispose of property no longer necessary for the operation of the
school district.

Levy and collect taxes; issue bonds, including determining the rate
of tax to be levied within the dollar limits voted and specified by
law (in instances when a specific tax rate has not been adopted at
an election authorizing atax).

Prepare, adopt and file a budget for the next fiscal year and file a
report of disbursements and receipts for the preceding fiscal year.
Ensure district accounts are audited following the close of each
fiscal year, at district expense, by a Texas certified public
accountant or public accountant holding a license from the Texas
State Board of Public Accountancy.

Approve adistrict-developed plan for site-based decision making
(SBDM) and provide for implementation.

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



Retain al powers and duties not specifically delegated by statute to
the school board or the State Board of Education.

CURRENT SITUATION

Before May 1994, TISD board members were elected at large. Beginning
in May 1994, TISD board members were elected from single- member
districts. TISD has a sevenr member board with each member elected for a
three-year term. Board policy provides for staggered terms to ensure that
one-third of the board members are up for election each year. Elections are
held the first Saturday in May of each year. Board policy does not provide
for term limits.

Elections, held in May 1994, converted the board to single- member
districts. Three of the seven members elected in May 1994 ran for re-
election in May 1995 to begin the staggered terms. In the May 1995
elections, two incumbents were re-elected and one new board member was
elected. One board member died in July 1995, and a new member was
appointed to fill histerm. In October 1995, the president of the board
resigned, ad a new president was elected by the board. The current board
islisted in Exhibit 3-1.

Exhibit 3-1
T1SD Board of Trustees
1995-96
Term Months of
Name Title ExDires Service Occupation
P as of 3/1/96

Brenda Taylor- . Manager, U.S. Post
Kirkland President (1996 22 Office

) ) Vice Sdes
Gill Hitt President 1938 22 Representative
Henry Dennard | Secretary | 1998 10 Bank Vice President
Therelee Owner,
Washington Member 1998 22 Construction Co.
JoseFdiciano  |Member | 1997 22 ggv”er’ Insurence
Bill Lust Member | 1996 7 8(‘;"”6“ Fertilizer

. Director, Y outh
* ]

Dan Balin Member 1996 4 Camp




Source: TISD Superintendent

*In its regular meeting in October 1995, the board decided to fill the Place
4 vacancy by alowing citizens residing in the district represented by Place
4 to submit to the board the names of individuals interested in being
appointed to fill the vacancy.

Board meetings are held on the third Thursday of each month. A specid
meeting is held at 5:30 p.m. on the third Tuesday of each month to review
both information and discussion items. Regular meetings are held at 6:30
p.m. on the third Tuesday of each month to obtain public input and handle
action items. All special meetings are held at the central office, while
regular meetings are held at either Birdwell Elementary or the board office
(beginning in January 1996, all regular meetings were to be held at the
board office).

The superintendent coordinates the agenda. Each month, the agendais
established with input from the board president and executive staff. Each
board member, through the board president, is alowed to place items on
the agenda. Both the agenda and supporting materials are delivered to each
board member on the Friday afternoon before the week of the board
meetings.

The official minutes of open sessions are prepared by the board secretary
who also works as secretary to the assistant superintendent for Business
Services. Minutes for executive sessions are taken by the elected secretary.

FINDING

A review of the minutes of both regular and special board meetings from
May 13, 1994 to September 12, 1995 found that the secretary of the board
records, in detail, the discussion and subsequent votes of board members.

COMMENDATION

TISD board minutes accurately document board proceedings.

Since approved minutes of official board meetings become legal
documents chronicling board actions, it is imperative that the documents
are complete and accurate. TISD's minutes of regular and special board

meetings are recorded in detall.

FINDING



Five of the six members of the board were newly elected in May 1994.
The lone holdover member died in July 1995, and a new member was
appointed in August 1995. Consequently, each member of the board has
less than two years experience. Although each member has received 20
hours of mandatory training stipulated by the State Board of Education
under the provisions of S.B. 1, three board members admit they have not
taken full advantage of continuing training opportunities offered by
various organizations and told us they are rot sure of their respective roles
and responsibilities. Without this information, board members told the
review team they are becoming involved in the day-to-day operations of
the district (micromanaging), which has rendered them ineffective in their
governance role. For example, 56 percent of the respondents to the written
(self-administered) teacher survey and 84 percent of the respondents to the
self-administered principal/assistant principal survey felt the board and
administration did not work well together. Teachers also cited constant
conflicts and alack of communication among board members, and
suggested the board focus more on educating children. Principal §/assistant
principals said central administration is working as well as it can with a
"difficult board" that hasits "own agenda," and suggested the board take
classes in consensus building and team work.

When asked during a second telephone survey to grade the board's ability
to establish effective district policies, 60 percent of teachers responding
gave the board a grade of "C" (41 percent) or "D" (19 percent). In the
same survey, 64 percent of teachers responding graded the board's
knowledge of the educational needs of studentsin TISD as"C" (45
percent) or "D" (19 percent). See Appendix D for the results of both
teacher surveys.

Interviews with each member of the board and executive administration
also revealed an atmosphere of distrust between the board and the
superintendent. Four of the six board members expressed serious concern
about the lack of trust between the board and superintendent and its impact
on the district.

Members of the executive administration indicated that the atmosphere of
distrust has led to micromanagement by the board and undermined the
administration's efforts to manage the district effectively. For example, the
superintendent is sometimes not allowed to participate in executive
sessions-even when he is not the topic of discussion. This was particularly
disturbing to the administration because deliberations on sensitive matters
were taking place without input from the superintendent. Board members
felt excluding the superintendent from executive sessions was justified
because the superintendent, in their view, had breached the confidentiality
of discussions held in executive session.



During school visits, team members were informed of a situation in which
the board directed the administration not to influence the selection of an
elementary principal by the Campus Performance Objective Committee
(CPOC). When the administration complied and submitted the selection of
the CPOC to the board for approval, the board called CPOC membersto a
regular board meeting to verify that the administration did not influence
the selection. Subsequent interviews with board members corroborated the
information obtained during school visits. The lack of trust in the
superintendent and certain members of the administration by a majority of
the board was cited by board members as justification for questioning the
CPOC members about the involvement of the administration in the
process.

The depth of mistrust throughout the district is further supported by an
independent review of the accreditation status of TISD. Texas Education
Agency (TEA) conducted an on-site accreditation visit to TISD during the
week of October 23-27, 1995. TEA visited two middle schools and one
high school rated low-performing due to performance on TAAS, and one
high school rated low-performing due to dropout rate. In its draft report,
entitled District Accreditation Report for Selected Campuses and issued
December 5, 1995, TEA reported that: "Discord on the board and
perceived lack of support of some board members for central
administration and/or for teachers and principals has lowered morale in the
district and eroded public confidence.”

Recommendation 1;

Board member s should receive training on a continuing basisin
school district gover nance, team-building and sensitivity, and request
assistance from TEA when questions arise related to governance and
school district administration.

Each board member should attend training in school district governance
when opportunities arise. Specific emphasis should be placed on the
responsibility of the board as it relates to school district governance and
policy-making, instead of involvement in day-to-day operations and
administration. TEA provides consultants to assist districts throughout the
state with defining the roles and responsibilities of the board and
administration and establishing a functional governance structure that
results in a cohesive relationship between the board and administration.

The district should hire ateam building facilitator to conduct a series of
team building and sensitivity training workshops or retreats to create an
atmosphere of trust between the board and the superintendent. The retreats
should identify the origins of mistrust. This training should concentrate on
identifying the personality profiles of each board member and the



superintendent, building a team and making a commitment to work
together as a cohesive group for the good of the district.

IMPLEMENTATION STRATEGIESAND TIMELINE

The board president should assign the superintendent the
1. | responsibility for collecting information related to board March 1996
training and the use of TEA consultants.

The superintendent and board president should identify at least

2. | three team building facilitators who are qualified to lead ll/lggrgh - April
board/superintendent retreats and request proposals from each.
3 The superintendent should identify a facility that would March - April
" | accommodate a two-day retreat for 10 people. 1996

The superintendent, in conjunction with the board president,
4. | should select ateam-building facilitator from the three April 1996
facilitators identified and a facility for the retreat.

The board should approve the selection of both the facilitator
and the location of the retreat and select the date of the retreat
5. |from alist of available dates. The board also should approve | April 1996
the use of TEA-recommended consultants to assist with
governance and administration issues as needed.

Each month, the superintendent should communicate training April 1996
- ) and each
6. | opportunities available for board members to the board month
president. thereafter
The president of the board should send a monthly April 1396
L e and each
7. memorandum to each board member listing training
opportunities shared by the superintendent month
' thereafter
April 1996
8 Each board member should attend training sessions relevant to | and each
" | school district governance and other topics of interest. month
thereafter
9 The board and superintendent should attend the two-day team | June - July

building retreat. 1996

FISCAL IMPACT

A continuing education program for the board would require at least
$4,900 per training session for the entire board. This estimate assumes that
registration fees, travel, hotel and per diems will average $700 per board




member for each training session. Board members should attend at least
two sessions per year, for atotal annual cost of $9,800. TISD currently
budgets approximately $10,000-$15,000 each year for board training and
travel. Therefore, no additional cost is associated with ongoing training
activities.

However, the cost associated with the team-building retreat consists of one
facilitator for two days at $1,500 per day (including materias), plus the
cost of the facility at $250 per day. The sessions should be held at least
once ayear. Also, TEA consultants typically bill Texas school districts
between $200-$400 per hour. To be conservative, TISD should budget at
least 50 hours for TEA consultants at $400 per hour ($20,000).

Recommendation | 1996-97 | 1997-98 | 1998-99 12%%%' 2000-01

Provide training to the

board ($23,500) | ($23,500) | ($23,500) | ($23,500) | ($23,500)

FINDING

Regular board meetings lasted an average of 4 hours and 13 minutes from
May 19, 1994 to December 15, 1994 (Exhibit 3-2), and 3 hours and 21
minutes from January 19, 1995 to August 17, 1995. Beginning February
13, 1995, the board began to hold special meetings two days before the
regular board meeting. The purpose of the special meetingsis to review
information and discussion items that would prolong the regular meetings.
Special meetings from February 13, 1995 to September 12, 1995 averaged
two hours and 13 minutes (Exhibit 3-3).

Exhibit 3-2
Regular/Special Board Meetingsin Calendar 1994
May 13, 1994 through December 15, 1994

Calendar 1994

Regular/ Time of Session I

Date | Special Open Executive Total Time |

May 13 |S 15 min. 15 min. 30 min. |
May 19 R 4hrs. |40 min.|1hr. 30min. |6hrs. |10 min.

June2 |S 10 hrs. | 30 min. 10 hrs. |30 min, |
June 16 |R 2hrs. |40 min. 45min. |3hrs. | 25min.

June19 | S 7hrs. |45 min. 7hrs. |45 min. |




July 21 |R 3hrs. |20min.|4hrs. |40min. |8hrs.
Aug5 |S 3hrs. |10 min. 30min. |3hrs. |40 min.
Aug9 |S 2hrs. |30 min. 40min. | 3hrs. |10 min.
Aug18 |R lhr. |45min. 35min. |2hrs. |20 min.
Aug24 | S 35 min. 20 min. 55 min.
Sept6 |S 2hrs. |35 min. 55min. | 3hrs. |30 min. |
Sept 15 |R lhr. [50min. 40min. |2hrs. |30 min.
Oct11 |S 3hrs. |55 min. 3hrs. |55min. |
Oct17 |S lhr. |25min. 1hr. 25 min.
Oct24 |R 2hrs. |15 min.|1hr. 25min. |3hrs. |40 min.
Oct31 R 30 min. 35min. |1hr. 5min.
Nov 17 |R 3hrs. |46 min. 44 min. |4hrs. |30min.
Nov 30 | S 25 min. 25 min.
Dec15 |R 2hrs. |47 min. 35min. |3hrs. |12 min.
Regular Meetings | Special M eetings
Total Minutes 2,027 min. 2,210 min.
Average Length 4 hrs. 13 min. 3 hrs. 20 min.
Source: Minutes of Regular and Special Meetings.
Exhibit 3-3
Regular/Special Board Meetingsin Calendar 1995
January 19, 1995 through September 12, 1995
Calendar 1995
Regular/ Time of Session

Date | Special Open Executive Total Time
Jan19 |R 3 hrs. 55min. |3hrs. |55min.
Feb13 |S 1hr. 2hrs. | 5min. 3hrs. |5min.
Feb16 R lhr. {15min. | 1hr. 25min. | 2hrs. |40 min.




Feb21 |S 5min. 55min. |1hr.
Mar 13 | S 2hrs. |10 min. |4 hrs. |10min. |6hrs. |20 min.
Mar 16 |R lhr. [40min.|1hr. 30min. |3hrs. |10 min.
Aprl3 'S 1hr. 44min. |lhr. |44 min.
Aprl8 'S 55min. | 1hr. 50min. |2hrs. |45min.
Apr20 |R 2hr. |15 min. 45min. | 3hrs. ’
May8 |'S 20 min. 20 min.
May 16 | S 15min.|2hrs. [20min. |2hrs. |35 min. ’
May 18 R lhr. |55min.|21hr. 2hrs. |55 min.
June3 |S 2 hrs. | 47 min. 40min. |3hrs. |27 min.
June13|S lhr. |Smin. |1hr. 35min. |2hrs. |40 min.
Junel5 |R lhr. |55min.|3hrs. |23min. |5hrs. |18 min.
July 14 | S 8min. |1hr. 42min. |1hr. [50min.
July 20 |R 1hr. {41 min. | 1hr. 54min. |3hrs. |35min.
July 24 | S 2 hrs. | 15 min. 2hrs. |15 min.
July 29 | S 1hr. |55 min. lhr. |55min.
Aug8 'S lhr. |20min.|21hr. 2hrs. |20 min.
Aug15|S 2 hrs. | 35 min. 20min. |2hrs. |55 min.
Aug1l7 R 2 hrs. 20min. | 2hrs. |20 min.
Aug19 |S 2 hrs. | 5min. 2hrs. | 5min.
Sept 11 |S 45 min. 45 min.
Sept 11 |S 40 min. 40 min.
Sept 12 | S 55 min. 55 min.
Sept12 | S 45 min. 45 min.
Regular Mestings | Special Meetings’
Total Minutes 1,613 min. 2,261 min.
Average Length 3 hrs. 21 min. 2 hrs. 13 min. ’

Source: Minutes of Regular and Special Meetings.



The board's lack of organization contributes to lengthly meetings. On
October 19, 1995, members of the review team attended a regular board
meeting at Birdwell Elementary School. During the meeting, team
members observed the absence of a consent agenda for routine action
items as well as the lack of structured time periods for discussing mgor
agenda items such as recognitions, action items, discussion items and
information items. Because the agenda did not conform to structured time
periods, agenda items were not discussed in the order presented in the
printed agenda and there were extended discussions on routine action

items.

Recommendation 2;

Develop a timed agenda for board meetings and a consent agenda for
routine action items.

A timed agenda would keep board meetings on schedule and eliminate
lengthy discussions among board members that prolong meetings.
Additionally, a consent agenda would separate business items that recur
monthly and require board approval or ratification from nonroutine action
items requiring more discussion. The entire consent agenda could be
approved in one vote (unless individual board members had specific
guestions), thereby eliminating individual votes oneach routine action
item. Exhibit 3-4 is an example of atimed agenda using the October 19,
1995 agenda.

Exhibit 3-4

Sample Timed Agenda for TI1SD Regular Board M eetings

Abbreviated Version of October 19, 1995 M eeting

October 19, 1995 - 6:30 P.M.

[tem

Number Time Description of Activity
| 6:30 p.m. Call to Order (roll call, announcement of quorum,
etc.)
. 6:35 p.m. Prayer and Pledge of Allegiance
. 6:40 p.m. Recognition of Teachers, Students, Staff, etc.
V. 6:55 p.m. Public Participation
Consent Agenda
Vv 7:25
' p.m. Approve minutes of Special Meeting,

September 19, 1995




Approve minutes of Regular Meeting,
September 21, 1995

Approve Minutes of Special Meeting,
October 9, 1995

Approve Financial Statement for September

1995
Action Agenda
- Board of Trustees Items (Interlocal
230 Agreements, Selection of Place 4,
VI. p.m Instructional Focus, etc.)

Bids)

Instruction Items (Waiver Requests)

Business and Finance Items (Approval of

VII. 7:45 p.m. Discussion Items
VIII. 8:15p.m. Information Items ‘
IX. 8:30 p.m. Executive Session ‘
IMPLEMENTATION STRATEGIESAND TIMELINE
The superintendent, in consultation with the director of March
1. | communications and other executive staff, should develop a sample 1996
timed agenda for both regular and special board meetings.
5 The superintendent should present the sample timed agenda to the March
" | board for discussion and comments. 1996
3 The superintendent should revise the sample agenda and incorporate | April
" | the board's comments. 1996
4 The board secretary should be instructed to serve as "time keeper" April
" | and aert the board president when time periods expire. 1996
5. | The board should test the timed agenda at a regular meeting. ﬁ%g
6 The superintendent should modify the timed agenda based on the May
" | results of testing and begin using it. 1996

FISCAL IMPACT

No cost is associated with the development of a timed agenda.




FINDING

The board does not use Robert's Rules of Order, and as a result, regular
board meetings are not controlled as well as they could be-contributing to
the lengthiness of the meetings. For example, when review team members
attended the regular board meeting on October 19, 1995, it was noted that
the board was not following parliamentary procedure as motions were
presented, discussed and voted up or down. A motion was made and
discussion was initiated (on the motion) before the motion was seconded.
Moreover, once the motion was seconded and voted down, discussion
continued as if the motion were still on the floor.

Recommendation 3;

Use Robert's Rules of Order and appoint a parliamentarian to the
board.

The president of the board should use Robert's Rules of Order that govern
parliamentary procedure. Using Robert's Rules of Order and becoming
more familiar with parliamentary procedure would enable the president to
understand and recognize "points of order" when colleagues act contrary
to acceptable parliamentary procedure. This will facilitate orderly and
efficient board meetings. Additionally, the parliamentarianwill provide
technical knowledge of parliamentary procedure to the board for rulings if
disputes arise.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The superintendent should provide each board member with a March
" | copy of Robert's Rules of Order. 1996
, | The board president should become familiar with basic 'X'arri‘fh )
" | parliamentary procedures discussed in Robert's Rules of Order. 19?96
The superintendent, in cooperation with the board president, April
3. | should appoint a parliamentarian to the board (e.g., director of b
o 1996
communications, parent or nonstaff person).
The board should approve the appointment of the parliamentarian
4. | and begin following parliamentary procedure according to May 1996
Robert's Rules of Order.

FISCAL IMPACT

No cost is associated with implementing this recommendation.




FINDING

Although permitted in the Policies of the Board of Trustees, TISD's board
does not have any standing committees that allow board input (from a
policy perspective) to the district's administration. Texas Association of
School Boards (TASB) does not recommend a specific standing
committee structure for Texas school boards. However, it provides general
assistance in developing local policy for establishing a committee based
on the district's needs.

During the on-site interviews, amajority of board members expressed
concern about their lack of input in the planning process as well as their
inadequate understanding of major functions related to the overal
management of the district such as curriculum and instruction, personnel,
finance and budgeting. In addition, administrators indicated that board
members routingly called them with questions regarding items they did not
understand. Some administrators said they received directives from the
board that did not come through the superintendent.

Recommendation 4:

Amend board policy to create at least four standing committees of the
board, addressing the major functionsrequired to manage thedistrict
effectively.

These committees should, at a minimum, include: (1) personnel; (2)
planning and budgeting; (3) curriculum and instruction, and (4) finance
and facilities. Standing committees should be appointed annually, and
each committee should have the following members:

One or two board members,

Superintendent or his designee (the superintendent should be an
ex-officio member of all committees); and

At least one or more members of the executive management team
primarily responsible for the area covered by the standing
committee. For instance, the assistant superintendent for Business
Services would be a member of the finance and facilities
committee (which aso would address internal audit matters).

Each committee should be responsible for reviewing action items and
information items to be presented to the board at its regular meetings.
Extended discussion and clarification of policy issues would be held in
committee meetings and brought to the full board with appropriate options
fully developed before these items are presented to the board for
ratification.



Implementing the recommended committee structure would reduce the
need for special meetings and provide a forum that would encourage
interaction between board members and the administration. In addition,
members of the administration could be asked detailed questions by board
members serving on the committee, thereby increasing trust and
cooperation.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent, in conjunction with the board president and March -
executive administration, should define the four standing April
" | committees of the board to be created, along with the 1596
administrative staff to be assigned each committee.
The board president and the superintendent should present the April
" | suggested standing committees to the full board for feedback. 1996
The assistant superintendent for Administrative Services should M
. | draft aboard policy to establish standing committees of the board 1983/6
based on the board-approved committee structure.
The board should approve the revised policy creating standing June
" | committees. 1996
The board should establish dates and times for each standing June
" | committee meeting (preferably on the same day). 1996
The board president should appoint a different member of the June
" | board as chairman of each standing committee. 1996
The board should adopt the standing committee structure in lieu of | June
" | scheduling specia board meetings. 1996

FISCAL IMPACT
No cost is associated with creating standing committees of the board.
FINDING

Financial and Educational program reports from the administration to the
board are not easily understood or analyzed by board members. Each
month, the board receives agenda material that includes financia reports
showing budgeted revenues, revenue collected during the month, revenue
realized to date, the percent of revenue collected and the uncollected
balance. Additionally, expenditure data is reported by function, and the
report reflects budgeted amounts, current month expenditures, funds
committed to date, the percent of budget committed and the budget
balance. The board is not given comparisons between periods or




comparisons between budget and actual revenues and expenditures, with
accompanying analysis of variances. Without an analysis of significant
variances, the board cannot easily identify developing financia or
operational problems. Evidenced by problems experienced by neighboring
districts, decisions based on incomplete financial or operational data could
impair education programs and district operatiors.

Additionally, executive management reports on the status of educational
programs, grant activity and investment activity are not presented in the
agenda material. During interviews, board members said the reports raise
more questions than they answer. Members said they would like to see
more high-level executive reporting with summary analyses that can be
easily interpreted.

Recommendation 5:

Develop a user-friendly executive reporting format for presenting
financial and educational program-related management reportsto the
board.

The board and executive management team should agree to an executive
reporting format for financial and program-related data. The format should
be easy to understand and provide critical management information in a
summary form with graphs and analyses to facilitate board review and
analysis. The reporting format and content should reflect information the
board needs to make informed policy decisions. The following items are
examples of information that should be included in the executive
management reports:

Separate revenue and expenditure reports showing columns for
prior year actual amounts, adopted budget, revised budget,
projected balance at year end and associated variances. Notes
should be added to the report that explain significant variances.

A reconciliation of fund balances, summarizing monthly activity in
fund balances, including those items that increase and decrease
fund balances, with notes explaining significant increases and
decreases.

Summary of department budgets by function showing columns for
prior year actual amounts, adopted budget, revised budget,
projected balance at year end and associated variances. In addition,
each department's performance measures should be presented as
well as the status of that measure for the month. In the summary
section of the report, department managers should highlight
operational or administrative issues affecting their ability to meet
performance goals.



A summary of monthly and annual grant activity, including

number and dollar value of proposals submitted, number and dollar

value of proposals awarded and ratio of proposals awarded to
proposals submitted.
A summary of specific educational programs and related

performance indices such as students participating, comparative

student data (e.g., comparisons of annual graduation rates, dropout
rates and TAAS scores by school) comparative funding of specific
programs between fiscal years, anticipated funding in subsequent

years, actual vs. planned program performance and notes
explaining significant variances between planned and actual
performance.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | Thefinancia standing committee of the board should hold a
workshop consisting of board members and members of the
executive management team. This workshop should identify
critical management information required by the board.

The board should list the types of management reports it
would like to see and the format in which it would like to
see information presented.

The board and superintendent should agree on the type and
format of management reports.

April
1996

The superintendent should direct appropriate members of the
2. | executive staff to create the reports and begin submitting them to
the board each month.

June -
August
1996

FISCAL IMPACT

No cost is associated with this recommendation.

FINDING

As amatter of courtesy, board members are provided advance materias

for discussion items. No formal board policy exists requiring these
advanced materials.

During the special meeting on October 17, 1995, the board was asked to

discuss revisions of the district's leave-of-absence policy, when members

had not received a copy of the suggested policy revisions in the agenda

material that was delivered the previous week (prior to the special




meeting). Although some members expressed concern about not receiving
the information in advance, the board instructed the assistant
superintendent to read the policy revisions aloud and proceeded to discuss
the item. However, the board took no action on the item during the
meeting.

Recommendation 6:

Implement a board policy that tables discussion itemsfor which
advance materials have not been received.

As arule, board members should not discuss items for which detailed
documentation has not been provided before the meeting. While this may
have been an isolated incident, it is important that board members receive
background material to be discussed in advance of board meetings.
Implementing a policy that prohibits the discussion of items for which
advance materials have not been received will ensure that each board
member is sufficiently familiar with the item being discussed.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should direct the assistant superintendent for
Administrative Services to draft a board policy that prohibits the
discussion of items for which detailed documentation has not been March
received by board members in advance of the discussion. The only 1996
exceptions should be emergency items that have serious financia or
student-related implications.

FISCAL IMPACT

No cost is associated with implementing a new policy.




Chapter 3
DISTRICT ORGANIZATION AND
MANAGEMENT

POLICIESAND PROCEDURES

Effective management of a school district requires sound, clearly written
and legally valid policies and procedures that are continuously updated.
The State Board of Education has mandated that each Texas school district
adopt policies governing school operations and make the policies available
to al school employees and the public.

CURRENT SITUATION

TISD uses TASB's policy service as the source for proposed district
policies and revisions or updates to existing policies. The assistant
superintendent for Administrative Services is responsible for maintaining
The Policies of the Board of Trustees (policy manual). The assistant
superintendent for Administrative Services also reviews policies
periodically submitted by TASB, drafts proposed policies or policy
revisions with input from executive management (including the
superintendent) and presents the policies to the board for adoption.

Proposed policies and policy amendmerts may be initiated by members of
the community, school personnel, the superintendent or board members,
but generally are recommended for board consideration by the assistant
superintendent for Administrative Services. Proposed policies or
amendments are presented to the board at one meeting for a "first reading”
and are usually adopted at the next meeting. Immediately after board
approval, updates to the policy manual are distributed to campus
principals and central office personnel.

Administrative regulations and procedures governing TISD are included in
the Administrative Handbook, which provides guidelines and procedures
for implementation of State Board of Education and governmental
regulations and local district policies. TISD defines administrative
regulations as those that:

Reflect standard district operation or implementation procedures;
Specify a step-by-step process to enforce policy;

Designate a management process,

Describe how, when, where and by whom the policy is enforced;
Give specific applications of policy, and

Expand or complement policy.



Administrative regulations related to local school governance, business
and support services, personnel, instruction, students and community
relations are included in the Administrative Handbook.

FINDING

TISD has comprehensive policy and administrative handbooks that are
continuously updated (through the TAS.B. Policy Manual Service) by the
assistant superintendent for Administrative Services. The policy manual
has been updated through Update 49, which was approved by the board
September 21, 1995. Update 50 (local policies reflecting the provisions of
S.B. 1) wasin progress as of October 1995. When Update 50 is
completed, new policy manuals and administrative regulations will be
prepared and distributed.

TISD's administrative departments maintain an up-to-date Administrative
Handbook.

COMMENDATION

TISD is commended for maintaining up-to-date policy and
procedur es manuals.

Up-to-date policy and procedures manuals are essential to the efficient
operation of a school district within guidelines established by federal, state
and local regulations.

FINDING

Since October 1995, the district has been tied to the policy revision service
offered by TAS.B. through the Texas Education Network (TENET), which
allows the assistant superintendent for Administrative Services to access
policy updates and revisions via modem.

COMMENDATION

TISD iscommended for using state-of-the-art technology to
electronically access policy updates and revisions from TASB.

Electronic access to policy revisions provides information instantly that
would otherwise be sent to the district by mail. By downloading files
through an electronic modem, TISD can efficiently process policy
revisions and update local policies for board action faster.

FINDING



TISD does not have a specific schedule for the adoption of suggested
policy revisions by TASB. When suggested revisions are received, copies
are made and distributed to the executive staff for review and comments
prior to being placed on the board agenda for afirst reading. The
suggested updates are placed on the board's agenda one month for
discussion (i.e., "first reading”), and the next month for approval.

Recommendation 7:

Develop a specific, time-phased schedule for receiving commentsfrom
executive management to facilitate timely adoption of suggested policy
revisons from TASB.

Although policy revisions are received from TAS.B. on aregular basis, an
internal, time-phased schedule for review and adoption would facilitate the
timeliness of the updates to the policy and procedures manuals (e.g.,
executive staff comments due five working days after receipt of suggested
revisions, etc.). This schedule would serve as atool to monitor the status
of executive management's progress so that policy revisions and updates
may be adopted by the board and distributed throughout the district within
areasonable time.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should direct the assistant superintendent for March
1. | Administrative Services to prepare, in draft form, a time-phased 1996
schedule for receiving executive management's comments.
The assistant superintendent for Administrative Services should April
2. | prepare the schedule (with input from the executive management 1$|9096
team) and submit it to the superintendent for approval.
3 The assistant superintendent for Administrative Services should April
" | begin using the schedule. 1996

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 3
DISTRICT ORGANIZATION AND MANAGEMENT

DISTRICT MANAGEMENT

As specified in TISD board policy, the superintendent is "the chief executive employee of the district
and is responsible for the effective execution of policies adopted by the board.” The superintendent also
manages the administration of all district operations and assigns personnel responsibilities. Specific
duties of the superintendent referenced in the board policy manual include:

Working with the staff, board and community in curriculum planning and recommending all
curriculum guides.

Encouraging campuses and programs to be self-directed and focused on the district's mission.
Implementing the comprehensive planning process as required by S.B. 1.

Conducting periodic evaluations of all programs and operations to determine the improvements
needed.

Promoting goal-oriented performance and support for those involved in achieving campus
performance objectives.

Recommending the number, types and organization of positions needed to carry out district
functions effectively.

Directing and supervising the staff evaluation program.

Developing administrative procedures and regulations for the management of school operations.
Developing and implementing effective communication between the schools and community;
and promoting community support and involvement with the schools.

Performing related duties assigned by the board.

CURRENT SITUATION

Dr. Thomas Hagler has served as TISD superintendent since December 1991. Dr. Hagler initially signed
athree-year contract that was set to expire in January 1995. The contract was amended by the board in
July 1994 to extend to June 1998.

In 1992, Dr. Hagler reorganized the district by eliminating and realigning several administrative
positions. An organizationa chart approved by the board in October 1995 is presented in Exhibit 3-5.

Exhibit 3-5
TISD Organizational Chart



Effective September 1995
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Note Boxes with rounded corners denote members of TISD's executive management team.

The executive management team consists of the superintendent, three assistant superintendents, the
executive directors of Elementary Instruction, Secondary Instruction, and Personnel Services, and the
director of Communications. At a minimum, the executive management team meets weekly for two to
four hours. Additional meetings are held if the superintendent deems it necessary to address specific
iSsUes or concerns.

FINDING

TISD's current organizational structure properly aligns similar functions and has the appropriate number
of assistant superintendents for a district of its size.



COMMENDATION

TISD iscommended for aligning primary functions within its organizational structureto deliver
educational, operational and administrative services.

FINDING

The appraisal form for central office administrators with instructional responsibilities is identical to the
appraisal form for those administrators without instructional responsibilities. During interviews and
school visits, it was noted that the directors of Elementary and Secondary Education as well as the
assistant superintendent for Instructional Services did not often spend time in the schools. Rather,
meetings are typicaly held in the central administration building.

The digtrict appraisal form does not include criteria to evaluate the amount of time the assistant
superintendent for Instructional Services and the directors of Elementary and Secondary Instruction
spend actually visiting the schools. None of the 19 evaluation criteria specifically address the amount of
time administrators with instructional responsibilities spend visiting schools. When asked during the
interviews to estimate the amount of time they spent visiting schools throughout the district, each
administrator estimated |less than 20 percent. This estimate was corroborated during school visits, when
principals said they would like to have the directors of Elementary and Secondary Instruction visit their
campuses more frequently during the school year. In a site-based decision making (SBDM) model, the
central office should support individual campuses. Crucid to this support is the familiarity that
elementary and secondary directors have with issues and concerns expressed by administrators on the
campuses. This familiarity can be realized only through continuous interaction with campus
administrators on their campuses.

Recommendation 8:

Revise the Administrator/Support Staff Appraisal Form to include a section evaluating the
per centage of time central administratorswith instructional responsibilities spend in the schools.

Because interaction with principals is a critical element in the support roles of the elementary and
secondary directors (as well as the assistant superintendent for Instructional Services), one of the criteria
used to evaluate their performance should be the amount of time spent on the campuses within their
scope of responsibility. Each administrator should be required to spend a minimum of 50 percent of their
time in the schools. This percentage should be included in each administrator's job description and
annual statement of goals and objectives. Each year, administrators should be held accountable for the
actual percentage of time spent in the schools.

The form should aso provide for feedback from campus administrators about the level of support
received from central office administrators. Including feedback from campus administrators in central
administrators appraisal forms would enable the superintendent to better assess the level of support
provided to campuses by administrators with school responsibilities.

IMPLEMENTATION STRATEGIESAND TIMELINE



The superintendent should revise the Administrator/Support Staff Appraisal Form to
1. | incorporate a special section that evaluates central office administrators with school May 1996
responsibilities based on the amount of time spent on campus.

The superintendent should present the revised appraisal instrument to the board for

5 June 1996
approval.
The superintendent should use the revised form to evaluate central office August 1996 and
5 | Thesu _ revis each year
administrators with school responsibilities. thereafter

FISCAL IMPACT
No fiscal impact is associated with this recommendation.
FINDING

Members of the review team received comments from teachers participating in focus group sessions
during the stakeholder input phase of the review about alack of trust between central administration and
teachers. Some teachers participating in the focus groups said that athough they generally thought the
administration did a good job, they were suspicious of some administration's management decisions.

While administering the teacher surveys, the review team experienced an incident that supported the
teacher comments about a lack of trust. The district requested and received (from the Texas School
Performance Review division of the Texas State Comptroller's Office) a copy of the winning proposal to
conduct a management and performance review of TISD. Included in that proposal was a sample survey
instrument designed to seek the individual opinions of teachers on the management and operation of
TISD.

Central administration photocopied the sample survey and forwarded it to campus administrators with a
memorandum indicating that the superintendent "asked that each campus review this information,
answer the questions and use this material to prepare for the state audit.” On several occasions during
the stakeholder input phase of the review, members of the review team were informed that teachers were
encouraged by principals to collaborate on responses to the survey and to provide favorable responses
(sampl e responses were provided by some principals).

Responses to the initial teacher survey are included in Appendix D. These responses were similar to the
sample survey responses shared with teachers before the review team administered their teacher survey.
Because the review team wanted to ensure open and unbiased answers to the teacher survey, a telephone
survey was conducted as a follow up to the written survey (also in Appendix D).

Teacher surveys are administered to solicit individual responses to obtain an accurate picture of
individual perceptions of district management and operations. Even though it cannot be determined who
provided sample responses to the teacher survey, teachers attending stakeholder input focus groups
perceived that the central administration attempted to influence the survey results. This perception
suggests an element of trust is lacking between central administration and teachers.




Recommendation 9:

Conduct a series of workshopsto build trust between central administration and teachers.

Trust between the administration and teachers throughout a school district is essential to successful
management. An absence of trust affects morale and productivity. Central administration should conduct
workshops to address the concerns of teachers, provide more interaction between teachers and central

administration and begin to build trust between administrators and teachers.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should schedule periodic workshops for teachers and
1. | members of the executive management team. These workshops should
include the entire executive management team.

March 1996

The superintendent should hold at |east two workshops before the end of
the 1995-96 school year and semi- monthly workshops thereafter.

April - May 1996 Semi-
monthly beginning in the
1996-97 school year

Members of the executive management team should encourage teachers to
3. | express their concerns at each workshop and should share administrative
plans that will affect teachers.

April - May 1996 Monthly
beginning in the 1996-97
school year

FISCAL IMPACT
No fiscal impact is associated with this recommendation.

FINDING

TISD's outside legal fees have averaged $141,805 annually over the past three fiscal years. Services
rendered have included grievance hearings, contract reviews, court-ordered desegregation reviews,
single-member district changes, TEA matters, bond issues, employee lawsuits, salary disputes and

routine legal matters.

Exhibit 3-6 presents legal fees paid by the district over the past three fiscal years along with the average

for the three-year period.

Exhibit 3-6
Summary of Outside L egal Fees Paid by TISD




Fiscal Year 1992-93 through Fiscal Year 1994-95

F00 $187,708

$180,000 -
$141,805

$123,811
$140,000 $113.895

$100,000 |

$50,000 |
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FY 1991-93 FY 1993-94 FY 1994 95 Average

Source: TISD Legal Invoices.

Legal feesincreased approximately 65 percent between fiscal 1992-93 and fiscal 1993-94 because of
legal research and consultation related to moving to single- member districts from an at-large method of
electing school board members.

Recommendation 10:
Hire an in-house general counsel to handle routine legal matters.

An in-house general counsel could handle routine legal tasks such as reviewing insurance contracts,
conducting grievance hearings, ruling on open records requests and researching legal issues raised by
the board and administration Based on legal invoices reviewed, these activities represent approximately
65 percent of legal fees paid by the district. Non-routine legal matters (e.g., discrimination suits brought
by employees, bond issues, environmental issues, etc.) could continue to be handled by outside legal
counsel. However, the in-house legal counsel would determine (in accordance with board policy) legd
issues that would require outside assistance and obtain appropriate board approval.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board should develop a policy on the use of outside legal counsel. April 1996
The personnel committee of the board should devel op criteria, complete with qualifications,

2. - . May 1996
for hiring an in-house general counsal.

3. | The board should advertise for an in-house general counsel in the appropriate media. June 1996

4. | The board should interview and hire an in-house general counsel. 'i“;gg St




FISCAL IMPACT

Current legal fees average $141,805 annually. In the Tyler area, an in-house general counsel could be
hired for approximately $50,000 per year. A full-time legal secretary must be hired as well. Additional

costs would include the initial start-up costs for legal reference books and supplies. A summary of the
cost of an in-house general counsel follows:

Annual salary of $50,000, plus fringe benefits at the average central administration rate of 16.86
percent ($50,000 x 1.1686 = $58,430).

Full-time secretarial help for fiscal year 1996-97 through fiscal year 2000-2001 based on an
annual salary of $24,000, plus the professional support staff average fringe benefits rate of 18.23
percent ($24,000 x 1.1823 = $28,375).

The net effect is a savings of $55,000 annually ($141,805 less $86,805). Start-up costs in fiscal year
1996-97 for legal reference books and supplies will cost approximately $3,000.

Recommendation 1996-97 | 1997-98 | 1998-99 | 1999-2000 2000—01‘

Contract for in-house legal counsel | $52,000 | $55,000 | $55,000 | $55,000 $55,000|

FINDING

TISD has been using the services of the same law firmfor the past 10 years. Invoices from the firm
reflect neither hours worked nor hourly rates charged by lawyers performing the work.

Recommendation 11:

Implement alocal policy that precludes payment of invoicesfor legal feesin which the hoursand
rates charged for servicesrendered are not shown on theinvoice.

TISD should not pay legal invoices on which hours and rates charged for services are not itemized

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should direct the assistant superintendent for Business Services to draft a April

1. | policy that precludes payment of legal invoices when hours and rates charged for services are b

o 1996

not reflected on the invoice.

2. | The board should approve the policy on payment of legal invoices. 'lﬂgg/e
The board should develop and implement alocal policy on the use of outside counsel (when October

3. | necessary) that requires rotation of outside legal counsel every three to five years, and the 1996
board should use a Request For Proposal to select legal counsel.

FISCAL IMPACT




No fiscal impact is associated with this recommendation.
SUMMARY OF ORGANIZATIONAL CHANGES

The proposed organizational chart for TISD presented in Exhibit 3-7 reflects changes recommended in
various chapters of this report.

The only change to the existing organizational structure resulting from recommendations included in
this section of the report is the addition of an in-house legal counsel. Other changes are discussed in
appropriate chapters of the report and include:

Reorganizing the instructional services function (Chapter 4);

Realigning the athletic director's reporting responsibility directly so that it reports to the director
of Secondary Education rather than to the assistant superintendent for Administrative Services
(Chapter 4);

Adding an internal auditor (Chapter 8), and

Consolidating the Distribution Center with Purchasing (Chapter 10).



Proposed T1SD Organizational Chart

Exhibit 3-7

Scdiial
Baard

Hant Sugt, for
Burinen S,

Eledget &
HAecoaning

Wanagamant
Sarvieaa (ME

Py retaning!
Diat, Center

Traswporiation

Waragemant

Faciltis

Craphizy

Seurty

[reereal
Rafbar

Hant. Sugt.

mtraction |5,

Prafumil
Dk Mo

Coroarand
Tachns kgy

1
Campuiae

Crantsand
Corriuumn

PACE
TAFP

I
Campaps

Adul T leg
Behas|

Bilnpn|
mi L

Titks [ant
Companmtory Hd.

Tashai gy

e Tabened
& Curriulm




Chapter 3
DISTRICT ORGANIZATION AND
MANAGEMENT

PLANNING

Planning is among the most important activities of a school district's board
and administration. Planning is the act of establishing a mission and
identifying goals, objectives and alternative courses of action toward the
mission. In its purest sense, planning anticipates the effect of decisions,
indicates possible financial consequences of alternatives, focuses on
educational programs and methods of support and links student
achievement with cost.

CURRENT SITUATION

TISD has a fragmented planning process in which separate long-term
plans either have been completed or at various stages of completion. The
superintendent and designated members of TISD's executive management
team are responsible for developing specific plans. For example, the
superintendent assumes responsibility for overseeing the development of
the site-based and technology plans, while the assistant superintendent for
Instruction is responsible for overseeing the devel opment of the
instructional focus plan.

The instructional focus plan was prepared by a committee of community
and business leaders, parents and district staff appointed by the board in
April 1995 based on recommendations received from the administration.
The first in a series of public meetings to solicit community input was held
during the first week of November 1995, and the board approved the plan
in December 1995.

FINDING

The board does not participate in the planning process to the extent that its
goals and aspirations for the district are reflected in either the long-term
plans or budget process. During interviews, some board members said the
board was included in the planning process for developing the
instructional focus plan only after they requested creation of a committee
consisting of community and business |eaders representing their interests.
Didtrict officials, however, said (during interviews) the planning process
for the instructional focus plan included an administrative
recommendation (to the board) for including seven members from the
community to provide input for the plan. Upon reviewing the membership
of the committee, the board added seven additional members representing



their interests. Based on interviews with board members and district
officias, it is apparent that some board members perceive that because the
board was not initially consulted when determining membership of the
instructional focus planning committee, the board was excluded from the
planning process.

However, when district administration was asked if the board's goals and
aspirations were reflected in strategic goals and objectives for the district,
the review team was provided with specific goals for the superintendent
for the 1995-96 school year that were developed by the board in a specia
meeting on July 14, 1995. The superintendent's goals were to:

Improve employment procedures for grooming future principals so
that only the highest quality staff are employed.

Improve and strengthen evaluation procedures for grooming future
principals, and provide training opportunities for principals and
central office staff to reduce weaknesses and enhance strengths.
Enhance and emphasize grooming future principals role as
instructional and campus leaders, and to enhance, emphasize and
clarify support and resource functions of central office staff.
Create an evaluation process for the superintendent that will
involve quarterly meetings to assess progress.

Although these goals were specifically developed for the superintendent
for the 1995-96 school year, they do not represent the districts' strategic,
long-term goals and objectives.

Recommendation 12;

Schedule aretreat for the board and superintendent to develop
mutually agreed upon long-term goals and objectivesfor the district.

An "envisioning" retreat would enable the board and superintendent to
interact and achieve consensus regarding the long-term goals and
objectives of the district. Once these goals and objectives are agreed upon,
a public hearing should be held to obtain input from the district's
stakeholders. The goals and objectives should then be refined and
incorporated into the strategic plan through the strategic planning
oversight committee.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should schedule an "envisioning” retreat in
conjunction with the team-building retreats. The facilitators also
would lead the envisioning sessions as a component of the team-
building sessions.

May
1996




2 The board and superintendent should attend the envisioning retreat fjlne i
*| as scheduled. y
1996
The superintendent should present the goals and objectives that were Jly
3. | agreed upon at the retreat to the strategic planning oversight 1996
committee.

FISCAL IMPACT

The fiscal impact associated with this recommendation has been addressed
in the Board and Governance section of this chapter (section A). In section
A, arecommendation was made to conduct team building and sensitivity
workshops that would typically include an "envisioning” session. The cost
of the workshop is included with the recommendation in section A of this
Chapter.

FINDING

TISD does not have a comprehensive strategic plan that reflects the shared
vision of the board, superintendent and community. The district has long-
term plans in fou separate areas-two of which are complete, and two of
which are in progress. These plans are not linked to achieve common
goals. Long-term plansinclude: (1) technology plan (complete); (2)
facilities master plan (complete); (3) site-based plan (in progress) and (4)
instructional focus plan (in progress). The technology and facilities master
plans were completed with input from the previous school board that was
seated before single-member districts.

Recommendation 13:

Develop a compr ehensive strategic plan that incor porates the shared
vision of the board, the superintendent, the Campus Perfor mance
Objectives Committees (CPOC) and the community.

TISD should develop a comprehensive strategic plan that combines the
four existing long-range plans into an overall plan for the district. The
combined plan should reflect the goals and objectives of the district (by
major program and department), along with implementation strategies,
timelines and assignments of responsibilities. At a minimum, the plan
should include the essential elements contained in the instructional focus,
site-based, technology and facilities plans and should be aligned with the
mission and overall goals and objectives of the district. The plan should be
updated each year and used to establish budget priorities.

IMPLEMENTATION STRATEGIESAND TIMELINE




The board should direct the superintendent to develop a

1. |strategic plan for the district that combines and links existing | April 1996
long-range plans.
The superintendent should form a strategic planning oversight
committee consisting of administrators, board members, Apri
. pril - May
2. | principals, parents, members of campus performance
c b : ) ) 1996
objectives committees, community leaders and business
leaders.
3 The superintendent should designate the assistant May 1996
" | superintendent for Instruction as chairman of the committee. &
The assistant superintendent for Instruction should create four
work teams (one responsible for each of the existing long-
range plans) to develop action plans for integrating the
4. |separate plansinto an overall strategic plan for the district June 1996
based on goals and objectives provided by the superintendent
and the board (these goals and objectives should be developed
at the board planning and team building workshop).
5 The work teams shoqld devel op and present their action plans August 1996
to the strategic planning committee.
6 The committee should prepare the initial draft of the strategic | August -
" | plan. October 1996
7 The committee should present the initial draft to the board for | November
" | review and comments. 1996
3 The work teams should incorporate the board's comments and ?gegcgm ber
present to the community for public input. January 1997
The committee should include substantive comments received Eebruar
9. |from the community into the draft and finalize the strategic 1997 y
plan.
10. | The board should approve the strategic plan. March 1997

FISCAL IMPACT

No fiscal impact is associated with this recommendation.




Chapter 3
DISTRICT ORGANIZATION AND
MANAGEMENT

SCHOOL MANAGEMENT AND SITE-BASED DECISION-
MAKING

Schools are organized to meet the needs of communities. Each school
within a school district has a principal, teachers and support personnel,
including counselors, teacher aides and custodians. Recently, the emphasis
on sSite-based decision making has influenced the way schools are
managed. Section 11.253(a) of S.B. 1 mandates that "each school district
maintain current policies and procedures to ersure that effective planning
and site-based decision making occur at each campus to direct and support
the improvement of student performance.”

Under S.B. 1, each school district must establish campus- level planning
and decision-making committees that corsist of representative
professional staff from the school, parents, business representatives and
community members. These committees advise and work with school
administrators on campus planning, goal-setting, budgeting and decision
making.

Section 11.253(c) of S.B. 1 aso requires that "each school principal, with
the assistance of the campus-level committee, develop, review and revise
the campus improvement plan for the purpose of improving student
performance for al student populations.” The campus plan must outline
the role of the school committeesin goal setting, curriculum, budgeting,
staff patterns and school organization.

Under S.B. 1, school districts must also establish a district-level planning
and decision-making committee configured like campus-level committees.
The notable exception is that at least two-thirds of the elected professional
staff representatives from the district must be classroom teachers. Section
11.252(a) of S.B. 1 requires that "each school district have a district
improvement plan that is devel oped, evaluated and revised annualy in
accordance with district policy, by the superintendent with the assistance
of the district-level committee. The purpose of the district improvement
plan isto guide district and campus staff in the improvement of student
performance for al student groups in order to attain state standards in
respect to academic excellence indicators (i.e., dropout rates, percentage
of graduating students who meet course requirements established for a
recommended high school program, results of Scholastic Aptitude Test,
etc.).”



Beginning September 30, 1995, and every two years thereafter, the law
required each school district to evaluate the effectiveness of its decision
making and planning policies, procedures and staff development activities
related to district and campus-level decision making and planning. The
evaluation is to ensure that district policies, procedures and staff-
development activities are effectively structured to affect student
performance positively.

The implementation of site-based decision making (SBDM) by school
districts has provided a mechanism for teachers, parents and community
members to help central and campus administrators make decisions to
improve student performance.

CURRENT SITUATION
TISD is organized into 27 school centers, including:

16 elementary schools

6 middle schools

2 high schools

2 alternative schools

1 specia education school

Each school is staffed with a principal and one or more assistant
principals, instructional consultants, counselors, librarians, teachers,
custodians, food service personnel and other specialized personne.

TISD has established SBDM at each campus. These committees, called
Campus Performance Objective Committees (CPOCs), have a minimum
of 13 members:

1 principal

6 teachers

2 staff members

2 parents

2 community residents

FINDING

TISD's assistant superintendent for Instruction developed a District
Decision-Making and Planning Evaluation Instrument to evaluate the
effectiveness of the district's decisionmaking and planning policies,
procedures and staff development activities related to district-and campus-
level decision making and planning. The instrument was distributed on
September 19, 1995 to elementary and secondary campuses, with



instructions to complete the instrument and return to the assistant
superintendent for instruction's office no later than September 29, 1995.

The evaluation instrument included questions related to the effectiveness
of the district's implementation of SBDM and related staff devel opment.
Once the instruments were returned, responses were tabulated and
summarized for analysis. The results were reviewed by the Districtwide
Educational Improvement Council (DEIC) at their October 31, 1995
meeting.

COMMENDATION

TISD iscommended for complying with the provisions of SB. 1
related to evaluating the effectiveness of its SBDM policies by
September 29, 1995.

FINDING

During interviews, the review team determined that TISD is developing an
updated, districtwide plan for SBDM. The superintendent has assumed
responsibility for working with the DEIC to complete the plan. In August
1995, the superintendent established a districtwide task force made up of
stakeholders in the SBDM process (40 members). The purpose of this task
force was to review and evaluate the current SBDM process to identify
opportunities to strengthen decentralization districtwide. The districtwide
plan for SBDM would then be updated based on the findings of the task
force. Based on the original timetable established in August 1995, the
districtwide SBDM plan is expected to be updated and submitted to the
board for approval in June 1996.

Although the districtwide SBDM plan is not complete, the DEIC has
developed and published a 1995-96 Plan of Action for District
Improvement (PADI). The PADI summarizes Texas Assessment of
Academic Skills (TAAS) results for the 1994-95 school year and
compares actual results to established goals by subject (i.e., math, reading
and writing) for grades three through eight. The plan also presents subject
matter objectives for improving 1995-96 TAAS percentage passing rates
by ethnicity and economic status, including specific strategies,
implementation initiatives, resource regquirements, positions held
accountable for implementation, benchmark dates and measurable
outcomes related to accomplishing the stated objectives.

COMMENDATION



TISD iscommended for establishing atask force consisting of
stakeholdersin the SBDM processto update the districtwide SBDM
plan to strengthen the district's decentralization process.

The districtwide site-based plan is an essential component of the overall
strategic plan for the district. TISD is commended for obtaining input from
stakeholders throughout the district to improve and strengthen its SBDM
process.

FINDING
TISD schools are organized with the following minimum staffing pattern:

Elementary schools have a principal, an instructional consultant
and a counselor.

Middle schools have a principal, an assistant principal, an
instructional consultant and counselors.

High schools have a principal, more than one assistant principal, an
instructional consultant and more than one counselor.

The principals are the chief executive/administrators of each campus, with
the assistant principals responsible for discipline and operational
functions, and the instructional consultants responsible for the
"instructional leadership” on the campuses. S.B. 1 designates the principal
asthe instructional leader of each campus.

TISD has a graduated staffing plan for secondary schools that uses a pool
of administrative positions from which middle schools and high schools
are staffed based on student enrollment. Depending on student enrollment
at agiven middle or high school, administrative positions that can be used
for assistant principals, instructional consultants and guidance counselors
range from three to 12. The administrative positions can be used for either
additional assistant principals, instructional consultants or guidance
counselors; however, each secondary school must have a minimum of one
assistant principal, one instructional consultant and one counselor.

Exhibit 3-8 summarizes TISD's secondary staffing plan.

Exhibit 3-8
Summary of TISD's Secondary Staffing Plan

Type of School and Number of Administrative and Professional
Enrollment Positions
Middle School

Enrollment to 700 students 3 positions




Enrollment 701 - 900 students | 4 positions
Enrollment 901 - 1,200 -
sudents 5 positions
Enrollment over 1,200 6 positions
students P

High School

Enrollment to 1,600 students |9 positions
Enrollment 1,601 - 2,100 10 positions
students P
Enrollment 2,101 - 2,600 11 positions
students P
Enrollment over 2,600 12 positions
students P

Source: TISD Secondary Saffing Plan.

TISD's instructional consultants handle instructional |eadership duties that
is the responsibility of the principa as enumerated in S.B. 1.
Consequently, the instructional consultants appear to function in a quas-
assistant principal role in the secondary schools, thereby adding additional
administrators to secondary schools. In atelephone survey of TISD
teachers, 60 percent of the respondents (see Appendix A) either agreed or
strongly agreed that instructional consultants were effective in their roles
and 83 percent graded the principal’s role as instructional leader as either
"A" or "B." The results show that responsibility for campus administration
and leadership in TISD is shared by principals, assistant principals and
instructional consultants.

The current secondary staffing plan provides more administrative
positions than recommended by the Southern Association of Colleges and
Schools (SACS), which is one assistant principal for every 600 students.
This minimum standard is used by many school systems throughout the
country, and has been used to determine administrative staffing levels for
assistant principals in previous management and performance reviews of
Texas school districts conducted by the Comptroller. Exhibit 3-9
summarizes the ratio of students to assistant principals and instructional
consultants in TISD's secondary schools.

Exhibit 3-9
T1SD Secondary Schools
Ratio of Studentsto Assistant Principals
and Instructional Consultants




Type of
School

Student
Enrollment

Number
of
Assistant
Principals

Number of
I nstructional
Consultants

Total
of
APs
and
ICs

Ratio of
Students
to APs

Ratio of

Students

to APs &
ICs

Middle
School
Boulter

608

608

304

Dogan
Middle

460

230

Hogg
Middle

425

425

213

Hubbard
Middle

1,108

554

369

Moore
Middle

599

599

300

Stewart
Middle

566

566

283

Total
Middle
School

3,766

13

538

290

High
Schools
Robert
E. Lee
High

2,344

469

391

John
Tyler
High

1,804

451

361

Total
High
School

4,148

11

461

377

Source: Calculated from enrollment and staffing data provided by TISD.

Asdepicted in Exhibit 3-9, TISD exceeds the benchmark standard of 600
students for every assistant principal in al secondary schools when
assistant principa and instructional consultant positions are combined. It
is important to note that both assistant principals and instructional




consultants have responsibility for campus administrationbut each
position has a different area of responsibility

Recommendation 14:

Develop and implement a policy to revise the secondary staffing plan
to ensure one full-time equivalent assistant principal, including
instructional consultants, for every 600 students.

Implementing this recommendation will reduce the number of campus
administrative positions at middle schools and high schools, such as
assistant principals and instructional consultants, by a total of nine full-
time equivalent positions. Since both positions perform functions typically
required of assistant principals, the district could choose to eliminate
either assistant principal or instructional consultant positions.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Instructional Services should draft a
policy to revise the secondary staffing plan to ensure one full-time April

L equivalent assistant principal for every 600 students at the secondary | 1996
level
2 The assistant superintendent for Instructional Services should submit | May

the policy to the board for approval. 1996

The director of Secondary Instruction and secondary principals should
meet with both the assistant superintendent for Instructional Services
3. | and the superintendent to plan for implementation of this
recommendation. Implementation should be accomplished through
attrition and placement in other positions as they become available.

May
1996

FISCAL IMPACT

The minimum fiscal impact of this recommendation-based on eliminating
nine positions-was cal culated based on the following:

Eight instructional consultant positions at an average salary for
professional support staff of $35,005 per year, plus 18.23 percent
of salary for fringe benefits ($35,005 x 8 x 1.1823 = $331,091 per
year).

One assistant principal position at an average salary for campus
administrators of $49,617 per year, plus 17.58 percent of salary for
fringe benefits ($49,617 x 1.1758 = $58,339 per year)




Note: Should the district decide to eliminate nine assistant principal
positions, annual savings would increase to $525,051 ($58,339 x 9
positions).

1999-

Recommendation 1996-97 | 1997-98 | 1998-99 2000-01

2000

Allocate campus
administrators based on
student enrollment

FINDING

Based on interviews with board members, the superintendent and central
office administrators, the review team found TISD committed to SBDM.
The superintendent formed a committee to evaluate the effectiveness of
SBDM in TISD and to look for ways to improve the district's SBDM
process. However, board members, central administrators, campus
principals and teachers did not agree on the mechanics of SBDM. For
example, the board feels that schools (through the CPOCs) should control
the selection of principals from a pool of qualified candidates provided by
central administration, but central administrators feel they should have
considerable input in the selection of principals-beyond the identification
of qualified candidates.

Uncertainty surrounding the mechanics of SBDM is further supported by
the findings of an on-site accreditation visit to TISD performed by TEA
during the week of October 23-27, 1995. TEA visited the campuses of two
middle schools and one high school rated low-performing due to
performance on TAAS, and one high school rated low-performing due to
dropout rate. In its draft report, entitled District Accreditation Report for
Selected Campuses and issued December 5, 1995, TEA reported that
"while the district is committed to the full implementation of shared
decision-making, effective decentralization is limited by a general lack of
training and understanding on the part of the staff and some campus
administrators." The report aso stated: "Interviews and observations at the
campus level indicated a great and immediate need for further training for
both campus administrators and all staff members since confusion persists
regarding the purpose of site-based decision making, its relationship to
student achievement, and parameters, roles and responsibilities.”

Moreover, community members provided the review team a copy of an
appeal to the State Commissioner of Education (the Commissioner) by a
TISD student. In the appeal, TEA noted that the superintendent reversed a
site-based decision made by a campus principal before receiving awritten
complaint regarding the matter in dispute. The Commissioner wrote: "...it

$389,430 | $389,430 | $389,430 | $389,430 | $389,430




is important to note that the unilateral action taken by the superintendent
was itself aviolation of TISD's policy requiring a filed written complaint
prior to district intervention in a campus matter.”

Recommendation 15:

Provide additional trainingin SBDM to the board, central
administration and principals emphasizing the appr opriate scope of
authority for campusleadersand central administrators.

The board, central administration and principals should attend training in
SBDM. They should become familiar with the rules outlined in S.B. 1 and
TEA's interpretation of those rules. They aso should gain a better
understanding of their respective roles in the SBDM process, with the
ultimate objective of improving student performance and accountability.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should contact the regional
1. | education service center to request site-based training April 1996
and technical assistance.

5 The superintendent, board, central administration and ;epgﬂbirulag?
" | principals should attend scheduled SBDM training. 19979 J

FISCAL IMPACT

Region VI provides SBDM training for school districts within the region.
SBDM training is delivered in two three-day sessions during the school
year. The director of Curriculum and Training for the Region VII Service
Center indicated that SBDM training would be provided for TISD at a
daily cost of $30 per person. The fiscal impact is calculated as follows:

27 campus administrators at $30 per person, for six days (27 x $30
X 6 = $4,860)

20 central administrators at $30 per person, for six days (20 x $30
X 6 = $3,600)

Tota annual cost is $8,460 ($4,860 + $3,600). This amount does
not include cost estimates for training board members because a
minimum of $10,000 is budgeted annually for board training.

Recommendation 1996-97 | 1997-08 | 1998-99 12%%%' 2000-01




Provide SBDM training for
board members, central
administration and campus
administrators.

($8,460)

($8,460)

($8,460)

($8,460)

($8,460)




Chapter 4
EDUCATIONAL SERVICE DELIVERY
AND PERFORMANCE MEASURES

This section of the management and performance review includes five key areas that address Tyler
Independent School District's (TISD's) educational service delivery and student performance.

The five key areas include the following:

A. Instructional Delivery System
B. Student Performance

C. Specia Programs

D. Student Services

E. Co-curricular Staffing

INSTRUCTIONAL DELIVERY SYSTEM

A cost-effective instructional delivery system is one that provides effective learning for students without
unnecessary expenditures for instructional personnel, managers, materials or supplies. For effective
management of instructional programs, it isvital that budgets and planning goals be carefully devel oped
and regularly monitored by staff directly responsible for program implementation. Managers must be
accountable for ensuring that resources produce improvements in student performance. Professional
development for staff linked to the district's overall goals and objectives for studentsis a critica
component of an effective instructional delivery system.

CURRENT SITUATION

Educational servicesin TISD are delivered to more than 16,500 students in 27 schools. As seen in
Exhibit 4-1, educational services are provided in: 16 elementary schools; 6 middlie schools; 2 high
schools; 2 aternative schools (Roberts and PACE), and 1 special education school. TISD also operates
Camp Tyler as an instructional resource facility.

Exhibit 4-1
TISD Student Enrollment as of October 1995
(by School and Grade)

SCHOOL GRADE
Elementary *EE |Pre-K | K 1 2 3 4 5 | Total
Austin 3 38 82 87 81 88 87 54 520
Bell 3 |0 43 |60 |60 |66 |52 |66 350
Birdwell 2 0 45 61 66 66 62 66 368




Bonner 0O |70 |121 |108 |96 (86 |89 |84 |654
Clarkston 9 |16 |68 |50 |63 |67 |67 |75 415
Dixie 0 |0 83 |78 97 |8 |100 |81 |521
Douglas 0 |44 |91 |103 |109 123 |97 103 |670
Gary 0 |0 56 |52 |45 |41 |55 |59 |308
Griffin 0 |76 82 |97 |71 |65 |67 |62 |520 |
Jones 6 |57 |45 |42 |32 |39 |41 40 (302
Orr 0 |20 57 |74 |70 |82 |69 (80 452 |
Owens 0 |0 114 (141 |154 (137 |169 144 |859
Peete 0O |40 |56 |69 |49 49 |44 43 350
Ramey 0O |60 |58 |92 |93 104 |96 |8 588
Rice 2 |0 102 |123 |147 (108 (171 (159 812
St. Louis (1) 5 |0 0 6 4 2 1 10 |28
Wood 7 |0 96 131 (141 (135 |116 |129 |755
Special Populations(2) |15 |0 0 0 0 0 0 0 15
Total 52 | 421 11,1991,374|1,378|1,340|1,383|1,340| 8,487
Middle School 6 7 8 | Totd
Boulter 208 |211 (206 |625
Dogan 137 |169 |154 |460
Hogg 156 |136 |140 |432
Hubbard 376 370 (361 1,107
Moore 202 |205 (192 |599
Roberts (3) 2 8 10 |20
St. Louis (1) 7 9 9 25
Stewart 201 |195 |171 567 |
Homebound (4) 2 1 0 3
Total 1,291 (1,304 | 1,243 3,838|
High School 9 10 11 12 |Total




Robert E. Lee 727 1602 |536 (492 |2,357
Roberts (3) 19 7 7 0 33
TAPP & PACE 14 29 35 32 110
St Louis (1) 3 10 |4 7 24
John Tyler 677 1483 386 274 1,820
Homebound (4) 0 0 1 1 2
Total 1,440|1,131| 969 | 806 | 4,346
TISD Total 16,671

Source: TISD - Office of Sudent Services

*Early Education: Children with handicapping conditions in the infant to 3 yr-old group
(1) Serves special education childrenin all grade levels; (2) Children of teen-parents; (3) Bootcamp for

middle and high school students; (4) Services provided to homebound children

Total instructional expenditures for TISD are dightly less than the state's average but higher than four of

five selected comparison school districts. TISD spends approximately 10 percent less than the state

average for student instruction, as shown in Exhibit 4-2.

Exhibit 4-2

Fiscal 1993-94 | nstructional Expenditures Per-Pupil

Source: Shapshot '94

School District | Expenditures Per-Pupil
GalenaPark  |$2,271
Midland $2,393
Irving $2,399
Goose Creek  $2,410
Tyler $2,473
Waco $3,134
State Average |$2,553




The Instructional Services Unit in TISD contains 34 professional and 42 paraprofessional employees.

Exhibit 4-3 depicts the current organizational structure for Instructi

Exhibit 4-3
Current Organizational Char
TISD Instructional Services

onal Services.
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The executive director of Secondary Instruction is responsible for supervising eight middle and high
school principals and two administrators of alternative campuses, in addition to supervising central
office staff as shown in the organizational chart (Exhibit 4-3). Similarly, the executive director of
Elementary Education supervises the principals of 16 elementary schools, the director of Camp Tyler

and the principal of the St. Louis Special Education School.

The coordinator for Gifted and Taented Education (GTE), the coordinator of Grants and the director of
Instructional Technology are responsible for providing curriculum support for content areas: the
coordinator for GTE supports the development and implementation of the science curriculum; the
director of Instructional Technology supports mathematics curriculum development and
implementation; and the coordinator of Grants is responsible for language arts and social studies.



TISD has many instructional programs that are deemed exemplary by administrators, teachers and staff
who are responsible for program implementation. Some of these programs include:

Reading Recovery, for first grade students

Accelerated Reading, for elementary students

Literacy-Based Classroom Model, for teaching reading in the elementary grades
Partnership for Accelerated Education (PACE)

Project LOVE (Learning Opportunities through Vocational Education)
Higher-Order Thinking Skills (HOTS)

TISD offers an Instructional Resource Center (IRC), staffed with the director of Professional
Development/Media, a secretary and four clerks, which provides resources for instructional purposes
and professional growth. The IRC purchases instructional classroom materials recommended by teachers
and staff. These materials are housed at the IRC and are loaned to campuses. The IRC staff provides a
comprehensive list of al materials to each teacher that is updated annually. Bimonthly updates about
new resources are provided in a newsletter format. In addition, each teacher receives a $100 supply
allotment for preparing instructional materials at the IRC. While elementary school teachers use their
entire IRC allotment, most secondary teachers spend little to none of the funds.

Organizational Structure

FINDING

The assistant superintendent of Instructional Services directly supervises the mgjority of professional
staff in the division resulting in an inordinate amount of time spent performing supervisory functions.
The following staff report to the assistant superintendent of Instructional Services: director of Career and
Technology, executive director of Secondary Education, director of Special Education, director of
Bilingual and ESL, executive director of Elementary Education, director of Title | and Compensatory
Education, director of Instructional Services, coordinator of Grants and Curriculum, director of Student
Information Services, director of Technology and Curriculum, coordinator of Gifted and Talented and
Curriculum, director of Professional Development and Media.

Recommendation 16:

Changethereporting structure of positionsin Instructional Servicesto decrease the number of
positions reporting directly to the assistant superintendent.

The proposed changes in organizational structure are listed below:

The position of director of Career and Technology should be changed to coordinator of Career
and Technology and should report to the director of Secondary Education.

The position of director of Bilingual and ESL Education should be changed to coordinator of
Bilingual and ESL Education and should report to the director of Instructional Services.

The coordinator of Grants and Curriculum should report to the director of Instructional Services.
The coordinator of Gifted and Taented Education and Curriculum should report to the director
of Instructional Services.



IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Instructional Services and the superintendent should propose to | April

L the board a plan for reorganizing the reporting structure of Instructional Services. 1996
2. | The board should approve the plan for reorganizing Instructional Services. ‘Igg%

The assistant superintendent for Instructional Services should inform staff in the division of the | June

new reporting structure.\ 1996
4 The assistant superintendent for Instructional Services should provide a new organizational August
" | chart for the division to all TISD staff. 1996

FISCAL IMPACT

This recommendation can be implemented with existing district resources.

FINDING

Under the organizational structure of TISD, the director of Athletics reports to the assistant
superintendent of Administrative Services. This placement emphasizes the role of athletics as a part of
student services rather than athletics as a part of instructional services delivered.

Recommendation 17:

Move thereporting responsibility of the director of Athletics from Administrative Servicesto the
Division of Instructional Services.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The assistant superintendents of Administrative Services and Instructional Services should April

" | discuss transferring the function for overseeing athletic programs. 1996
5 The assistant superintendent for Instructional Services should revise the organizational chartto | June

" | reflect the addition of staff responsible for directing the district's athletic program. 1996
Jduly

3. | The director of Athletics should report to the assistant superintendent of Instructional Services. 1996

FISCAL IMPACT
This recommendation can be implemented at no cost to the district.

Instructional Planning

FINDING




In April 1995, the board approved a process to plan for the district's delivery of instructional services.
The initiation of the plan included the appointment of ateam of school employees, parents and
community leaders to guide the process. Chapter 3 briefly discusses the district's planning processes.

The team began developing a statement of beliefs, a mission statement, instructional parameters and
objectives. The original plan approved by the board called for the planning team to develop strategiesto
accomplish each of the plan’s objectives. This team determined that the development of strategies would
be more appropriately left to instructional leaders and campus representatives.

Instructional objectives recommended by the Instructional Focus Planning Committee are listed below:

All students will exceed the state attendance standard.

All graduates will be readily employable and/or will be adequately prepared for higher
education.

All students will graduate without encountering violence, acohol or drug abuse on our
Campuses.

All students will graduate.

All students will perform above state-expected achievement levels.

COMMENDATION
TheTISD isdeveloping a plan to guide the delivery of instructional servicesin thedistrict.

An objective in the 1995-96 Plan of Action for District Improvement includes providing a
comprehensive framework that will improve the delivery of instructional. This framework includes an
element for public forums to address the contents of the instructional focus plan. The district and
individual campuses are beginning the process of developing strategies to meet the plan’s objectives.

FINDING

Although the district hasinitiated curriculum and instruction planning efforts, those closest to providing
the services to students-the teachers- have not been adequately informed of the planning activities of the
Instructional Focus committee, nor are they adequately represented on the committee. Only eight out of
the 40-member committee (20 percent) are teachers.

Exhibit 4-4 provides the composition of the Instructional Focus Planning Committee with the
membership of the Instructional Focus Committee consisting primarily of administrative personnel.

Exhibit 4-4
TISD Instructional Focus Planning Team Member ship

Number
Member Serving
On Team

Superintendent 1




Director of Communications

Board Representative

Assistant Superintendent for Instruction

Assistant Superintendent for Business

Assistant Superintendent for Administration

Executive Director Secondary Education

Executive Director Elementary Education

Executive Director Personnel
Central Office Instructional Staff
High School Principal

Middle School Principal
Elementary School Principal

Secondary Instructional Consultant

Elementary Instructional Consultant

Secondary Assistant Principal
High School Teachers
Middle School Teachers

Elementary School Teachers
Parents

Community Leaders
Total

BlN|NwlowNP IR RINR RN R R R R R R e e

Source: TISD - Instructional Services Division

During ontsite visits, teachers said they were unaware of the district's activities to establish a process
that would result in the development and implementation of an instructional plan in TISD. Principals are
delegated the responsibility for communicating the district's actions to campus-based staff.

Recommendation 18:

Shift the member ship of the Instructional Focus Committee by increasing the number of teachers
and by decreasing the number of administrative staff.

In addition, processes should be established to communicate Instructional Focus Committee activities to
all teachers.



The contributions of the directors of Business, Personnel and Administration to planning for instruction
are acknowledged. However, their time may be better spent as advisors to the committee and not as
active participants in instructioral planning.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Instructional Services should meet with a teacher
1. | representative of each Campus Performance Objective Committee (CPOC) to review April 1996
the Instructional Focus Committee's activities.

> Following the April 1996 update, the assistant superintendent should meet with teacher ‘gr% Oli?]?f and
representatives quarterly. Quarterly

The assistant superintendent of Instructional Services should add six teachers to the
3. | Instructional Focus Committee and decrease the membership of district administrative | April 1996
staff.

CPOC representatives should meet with respective campus-based administrative and
4. |instructional staff to provide information about Instructiorel Focus Committee
activities and solicit input for further instructional planning efforts.

April 1996 and
Ongoing

FISCAL IMPACT

This recommendation can be accomplished with existing resources.
Curriculum

FINDING

The district has begun efforts to align the mathematics curriculum with TAAS objectives, and has
allocated funds within the technology budget to support the alignment. The district has budgeted
$12,000 from the state technology allotment and $3,000 from TISD general funds for Performance Plus,
an electronic instructional management system.

The Performance Plus Instructional Management System is used for grades three through eight to:

align the curriculum in mathematics with the expectations of TAAS;
track student progress in mathematics without increasing paperwork, and
increase student test scores on the math TAAS.

Students are assessed every six weeks to determine performance on objectives for which instruction was
delivered. Elementary students math scores on the TAAS have increased (Ex hibit 4-5).

Exhibit 4-5
Comparison of Fiscal 1994 and Fiscal 1995
TAASMath Scoresby Grade




PERCENT PASSING |
Grade | 1994 | 1995 |% Change
39 162.0% | 71.0%  9.0% |
4 57.7% | 71.9% | 14.2%
5 59.3% | 68.1% | 8.8%
6"  56.7% |56.4% -.3% |
7™ 58.2% | 58.5% | .3%
gh 54.9%|53.6% -13% |
10" | 57.7% | 56.7% | -1.0%

Source: AEIS 1994-95
COMMENDATION

TISD's development of the Performance Plus I nstructional M anagement System has provided a
way to track student performance in mathematicsin relation to TAAS objectivesin gradesthree
through eight.

FINDING

With the exception of the mathematics curriculum specialist's responsibility for the mathematics content
area support, curriculum specialists do not provide TISD campus-based staff with sufficient leadership
and technical assistance in the development, implementation and revision of TISD curriculum. During
interviews with staff who share curriculum responsibility as well as other district management
responsibilities, staff reported that their role in providing curriculum assistance for a specific subject
areawas limited to activities such as attending conferences and meetings and disseminating information.
Staff reported their work on curriculum for a specific subject area was performed on alimited "as
needed" basis.

Recommendation 19:
Coordinate curriculum development in content areas with individual school sites.

IMPLEMENTATION STRATEGIESAND TIMELINE

The curriculum specialists for content areas should meet with the directors of Elementary and April
1. | Secondary Education to systematically evaluate and revise the district's curriculum to 1£|JO96
incorporate the views and activities of the Instructional Focus Committee.

Curriculum speciaists should work with instructional consultants or assistant principals of August
instruction to identify campus curriculum needs and resources. 1996




Curriculum specialists should routinely meet with administrators and teachers to revise the

curriculum and provide technical assistance to campus-based staff. Ongoing

FISCAL IMPACT

Existing resources can be used to implement the recommendation.
Program Evaluation

FINDING

The responsibility for program evaluation at the district level lies with the assistant superintendent of
Instructional Services. Program evaluation activities are often informal and provide inadequate data for
measuring program effectiveness. Asinstructional programs are initiated, a plan for evaluation is not
consistently implemented. For many existing instructional programs, (e.g., Accelerated Reading and
HOTYS), the staff has little reliable data that supports program effectiveness. Two programs, Reading
Recovery and the Literacy-Based Classroom Model, provided documentation of program effectiveness.
No standard evaluation processis in place to help TISD make appropriate and cost-effective decisions to
improve student learning.

Recommendation 20:

Establish a districtwide evaluation system for instructional programs.

The evaluation of existing and new educational programs should be improved. As programs are
initiated, evaluation plans should be designed and implemented. Program evaluations provide essential

information for program improvements and promote efficient and effective practices.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Instructional Services should meet with all directors
1 of instructional areas to develop a plan to identify instructional programs used in al | April 1996
schools and to prioritize program evaluations.

The assistant superintendent, directors in instructional areas and principals should

5 review cost per student, expected outcomes, student achievement scores, retention May
' rate, attendance rates and any other data relevant to student achievement for each 1996
program to be evaluated.

The directors of instructional areas should coordinate with principals the
program evaluations at their respective schools to include documentation of:

3. - Context-documenting where the program is offered to eligible students. August 1995
- Process-describing how the program attempts to meet student needs.
Product-reporting the elements that document program effectiveness.




The assistant superintendent for Instructional Services should maintain reports of the
4, district's program evaluations to include concise summaries of program strengths Ongoing
and recommendations for program improvements.

The assistant superintendent for Instructional Services should ensure that all

; . : Ongoin
recommendations for program improvement are implemented. going

FISCAL IMPACT

This recommendation can be accomplished with existing resources.
Scheduling

FINDING

The number of instructional minutes taught weekly by an average teacher varies from 1,300 minutes at
the middle schools to 1,250 minutes at Robert E. Lee High School to 1,350 total minutes for John Tyler
High School (Exhibit 4-6). Middle school teachersin TISD and teachers at Robert E. Lee High School
are assigned to teach five class periods of the sevenperiod day. Teachers at Robert E. Lee teach periods
that are 50 minutes in length. Teachers at John Tyler High School use block scheduling to implement
instruction and, therefore, teach in 90-minute blocks.

Exhibit 4-6
Daily and Weekly Number of Instructional Minutes

School Daily |Weekly
All Middle Schools *260 1,300 ‘
Raobert E. Lee High School 250 1,250
John Tyler High School **270 11,350 ‘
Roberts Alternative School ***330 |1,400
Partnership for Accelerated Education (P.A.C.E.) | ****371| 1,855

Source: TISD - Instructional Services Department

*Number of minutes includes 35 minutes of Advisor/Advisee activities
** Average

*** | ncludes 30 minutes of tutorial daily

****Class periods vary in length




TISD middle school teachers teach five classes, each lasting 45 minutes, and conduct activities known
as "Advisor/Advisee" for 35 minutes daily. Advisor/Advisee activities generally include the Channel
One news program, tutoring, TAAS remediation, guest speakers and small group guidance for effective
education. One middle school has recently changed to block scheduling, but teachers in the school
provide the same number of instructional minutes to students per week as do other middle school
teachers.

High school teachers at Robert E. Lee have one planning period for individua planning and preparation
and one planning period for team planning. John Tyler High School teachers have the equivalent of two
daily planning periods, one intended to provide for individual teacher planning and the other for
collaborative planning. The review team observed that teachers were not using the planning periods for
the intended purpose.

At Roberts Alternative School, teachers teach 250 minutes and provide 30 additional minutes of tutorial
aday. At the Partnership for Accelerated Education (PACE) Alternative School, teachers may teach as
many as 370 minutes daily (time varies depending on subjects taught).

During ontsite school visits, the review team found that middle school and high school teachers were not
engaged in collaborative planning activities for delivering interdisciplinary instruction to students during
team planning time. Middle school teachers expressed a need to increase the amount of instructional
time to have adequate time to prepare students for TAAS.

Recommendation 21;

All middle school and high school teachers should spend the same amount of instructional timein
the classroom each week.

Increasing the instructional time spent by teachers at the middle schools and at Robert E. Lee High
Schooal to that spent on other TISD campuses, will provide for more effective use of time than did a
second planning period. Time would be better spent with teachers and students actively engaged in
teaching and learning experiences. Increasing the middle school instructional time to six periods and
adding 35 minutes daily for Advisor/Advisee activities will provide 310 minutes of daily instruction.
Robert E. Lee High School teachers could each be given a sixth classroom teaching assignment and one
planning period plus a 30- minute lunch break within the seven-period day.

IMPLEMENTATION STRATEGIESAND TIMELINE

Principals at each middle school and Robert E. Lee High School should plan teaching

1. | assignment for the 1996-97 school year using six teaching periods per teacher, instead of the 249%%
five scheduled for the 1995-96 school year.
2. | Principals should identify and notify teachers affected by the changes. i‘gg%

Middle school teachers and teachers at Robert E. Lee High School should begin teaching six August
periods per day. 1996




FISCAL IMPACT

Adding a sixth teaching period would decrease the number of teachers needed from the current 247
middle school teachers to 206, and the 125 teachers at Robert E. Lee to 121; calculated as follows:

247 teachers x 5 teaching periods per teacher = 1,235 teaching periods divided by 6 teaching
periods per teacher = 206 teachers. Thus, the middle school teaching staff could be reduced by
41 teachers.

For Robert E. Lee High School, 125 teachers x 5 teaching periods per teacher = 725 teaching
periods; 725 teaching periods divided by 6 teaching periods per teacher = 121 teachers. The
teaching staff at Robert E. Lee High School could be reduced by 4 teachers.

Therefore, a combined total of 45 teachers could be eliminated from the teaching staffs of middle
schools and Robert E. Lee High School.

The fiscal impact is calculated by eliminating 15 positions through attrition per year beginning in the
1996-97 school year based on current teacher attrition rates.

Using an average teacher's salary of $29,632 and 18.81 percent benefits or $35,206 per year per teacher
the district would realize a cost savings of $528,090 for 15 teachers; $1,056,180 for 30 teachers; and
$1,584,270 for 45 teachers.

Recommendation 1996-97 | 1997-98 | 1998-99 |1999-2000 | 2000-01

Establish uniform instructional time at Middle

and High School level $528,090 | $1,056,180 | $1,584,270 | $1,584,270 | $1,584,270

I nstructional Resources
FINDING

Camp Tyler is a unique educational program than benefits Tyler community students. The camp serves
students in pre-kindergarten through grade 12. Camp Tyler is located on 375 acres of |akefront property
on the outskirts of Tyler. The purpose of the camp is to enhance life skills and to promote environmental
education. Camp Tyler is owned by the Camp Tyler Foundation, formed in 1940 as an educational trust
and managed, operated and financially supported by TISD. (The Camp Tyler Foundation is a separate
organization from the TISD Foundation).

COMMENDATION

TISD iscommended for funding Camp Tyler to provide enhanced educational experiencesin
environmental education and life skillsfor members of the Tyler community.

FINDING




Each year, TISD fifth graders spend three nights and four days at the camp. Other TISD students
participate in educational activities at the camp, but do not stay overnight. In addition to being used by
TISD students, Camp Tyler is used by surrounding public school districts such as Arp, Bullard, Chapel
Hill, Lindale, Troup, Whitehouse and Winona. Loca Tyler parochial schools also use the camp. The
Camp Tyler Foundation has established an agreement with nonTISD public and parochial school
districts that the camp can be used without charge. The exception to this practice is that non-TISD
school districts are to reimburse TISD for electricity when used for overnight stays. During fiscal 1994-
95, more than 23,000 camp participants visited Camp Tyler. Fifty percent of the visits were related to
TISD programs and 50 percent were non-TISD related.

Two months out of the year (June and July), severa children's organizations (e.g. scouting groups and
children with medical impairments) use the camp exclusively. The children’'s organizations are charged
$2 per child per day.

TISD staff members use Camp Tyler on occasion for retreats and training sessions. There is no system
in place to charge TISD departments when district employees use the camp.

Camp Tyler also is used on occasion by private citizens for activities such as weddings and reunions.
TISD accounting records did not indicate the district was reimbursed for these events.

TISD incurred $611,000 in costs associated with operating Camp Tyler during fiscal 1994-95. Camp
operating costs consist of salaries for the camp director and teaching staff, ground and facilities (cabins)
maintenance, food for camp participants, food for farm animals and general operating supplies. Only
two nontTISD organizations were billed for use of the camp. Reimbursement by nonTISD school
districts (public and parochial) and children's organizations totaled $2,400.

Recommendation 22;

Work with Camp Tyler Foundation to establish a method for T1SD to recover some of the
operating costs for Camp Tyler incurred from non-T1SD use.

The district should determine the camp's operating costs and develop a cost recovery schedule for non
TISD use.

IMPLEMENTATION STRATEGIESAND TIMELINE

The Camp Tyler Director and the director of Budget and Accounting should analyze camp | May - June

L participant use and develop a cost recovery fee schedule based on operating costs. 1996
2 TISD representatives should meet with representatives of the Camp Tyler Foundation to June - July
" |work out mutually agreeable cost recovery schedules for nonTISD users. 1996

The Camp Tyler Director and the director of Communications should work with Tyler
3. | community-based and philanthropic organizations to establish scholarships for camp
participants (i.e. children's organizations).

June -
August 1996

4. | The Camp Tyler Director should routinely perform financial and operational analysis. Ongoing




FISCAL IMPACT

While no dollar amount is estimated, nonTISD users of Camp Tyler should help the district defray
operating costs. Any savings TISD realizes, should be diverted to other TISD educational programs.



Chapter 4
EDUCATIONAL SERVICE DELIVERY
AND PERFORMANCE MEASURES

STUDENT PERFORMANCE

Students, parents and school district communities expect appropriate
learning is occurring in all schools. When student performance is found to
fall below regiona or state averages in certain subject areas, grade levels
or entire schools, cost-effective improvement measures should be
designed and implemented by school and school district instructional
managers.

CURRENT SITUATION

Student performance is measured statewide by the Texas Assessment of
Academic Skills (TAAS). The TAAS measures student performance in the
areas of math, reading and writing at grades four, eight and ten. Students
in grades three, five and seven are tested for math and reading. Minimum
passing standards, defined for all sections of the TAAS, are established by
state law uniformly applied statewide.

The Texas Education Agency, through its Academic Excellence Indicator
System (AEIS), provides a variety of comparative data. School districts
can use these data to compare the performance of students with the
performance of students in the same geographic region and throughout the
state.

Although the Tyler community isonly 15 percent minority, the TISD
student population is 56 percent minority, according to the October 1995
TISD school enrollment count. As shown in Exhibit 4-7, performance
levels of the TISD's African American and Hispanic students on the
TAAS are below the performance levels of white students.

Exhibit 4-7
Spring 1994 Percent of TISD Students
Passing TAAS Subtests
(by Ethnicity)

PERCENT PASSING
TAAS Subtest | African American | Hispanic | White
Reading 55.9% 575% |88.1%




Writing 65.5% 66.3% 90.8%‘
Math 35.1% 41.3% 77.2%‘

Source: AEIS1993-94

The attendance rate for the 1993-94 school year was 95.2 percent, one-
tenth of a percent higher than the state average attendance rate. The
district's annual dropout rate for

1993-94 exceeded the state's dropout rate of 2.8 percent. The district's
percentage of students taking advanced courses was greater than that of
the state's (Exhibit 4-8).

Exhibit 4-8

Fiscal 1993-94 Attendance and Dropout Rate

Performance I ndicator State | District
Student Attendance Rate 95.1% | 95.2% |
Dropout Rate 2.6% |3.8%
Percent Students Taking Advanced Courses | 13.2% | 14.2% ‘

Source: AEIS 1994-95
FINDING

The Texas School Accountability process designates a performance rating
for al districts and campuses in the state. Four campusesin TISD were
identified as low performing:

John Tyler High School, due to low math scores for economically
disadvantaged students (fewer than 25 percent of one or more
student groups passed the math portion of the TAAS);

Robert E. Lee High School, for excessive dropout rates among
African American students;

Dogan Middle School, due to low math scores for Hispanic and
economically disadvantaged students (fewer than 25 percent of
Hispanic students passed the math portion of the TAAS), and
Hogg Middle Schooal, for low math scores for African American
students (fewer than 25 percent of African American students
passed the math portion of the TAAS test).



In addition, the district was designated as "accredited-warned" because the
Hispanic dropout rate of 6.4 percent exceeded the state standard of 6.0
percent.

A comparison of TAAS test scores for TISD, Region VII and the state
showed that studentsin TISD, in most cases, scored lower on performance
measures than the region and the state (Exhibit 4-9). Exhibit 4-10
provides a comparison of 1994 and 1995 TAAS scores by subject and by
ethnic group. The data show performance increases in all subject areas for
1994-95 for al groups with the exception of writing scores for Hispanic
and economically disadvantaged students.

Exhibit 4-9
Comparison of Student Performance for T1SD,
Region VII and the State of Texas

Spring 1994
Performance I ndicator TISD |Region VII | State of Texas

Grade 3: Reading 72.5% | 77.1% 77.9%
Mathematics 62.0% | 60.8% 63.0%
Grade 4: Reading 72.9% | 73.2% 75.5%
Writing 84.4% | 84.4% 85.5%
Mathematics 57.7% | 54.9% 59.4%
Grade 5: Reading 73.8% | 77.0% 77.5%
Mathematics 59.3% | 60.2% 62.6%
Grade 6: Reading 70.0% | 75.2% 74.1%
Mathematics 56.7% | 61.2% 61.1%
Grade 7: Reading 71.7% | 77.0% 75.9%
Mathematics 58.2% | 60.4% 59.7%
Grade 8: Reading 74.7% | 79.7% 77.2%
Writing 72.6% | 71.2% 69.8%
Mathematics 54.9% | 62.0% 58.6%
Grade 10: Reading 76.6% | 79.4% 77.7%
Writing 79.6% | 84.7% 82.5%
Mathematics 56.7% | 58.5% 58.4%
Grade 3-8,10: Reading 73.0% | 76.9% 76.5%
Writing 79.0% | 79.8% 79.0%
Mathematics 58.0% | 59.8% 60.5%
College Admissions Tests

Classof 1993




Percent At or Above Criterion |15.8% | 12.8% 17.2%
Percent Tested 45.5% | 55.0% 64.2%
Average SAT Total Score 930 887 884
Average ACT Composite Score | 20.8 | 20.0 20.1

Source: AEIS1993-94
NOTE: Writing is not part of TAASat Grades 3, 5, 6 and 7

Exhibit 4-10

Comparison of TISD Fiscal 1994 and Fiscal 1995 TAAS Scores
(by Subject and Ethnic Group)

READING MATH WRITING
Per cent Passing Percent Passing Percent Passing
% % %
GROUP | 1994 | 1995 | [ ©1 | 1994 | 1995 | © | 1904 | 1995 |\ ) o
White 88.1% | 91.5% |3.4% | 77.2% |82.7% |55% | 90.8% |92.3% | 1.5%
Alfrican 55.9% |50.8% |3.9% |35.1% |39.5% |44% | 65.6% |67.8% |2.2%
N . . . . . . . . .
Hispanic 57.7% | 64.1% |6.4% | 41.3% |48.3% |7.0% | 66.3% |63.2% |(-3.1)%
g‘ggﬂ%gd 55.206 |60.0% |4.8% | 36.7% |41.8% |5.1% | 64.7% |63.5% |(-1.2)%
All Groups | 73.0% | 76.4% |3.4% | 58.0% |62.6% |4.6% | 79.0% |80.0% |1.0%

Source: Texas School Alliance

COMMENDATION

TAAStest resultsfor 1995 show improvement in reading and
mathematicsfor the elementary grades and all ethnic groups tested.

FINDING

A comparison of 1994 and 1995 data show that increases in TAAS scores
occurred primarily in mathematics for grades three through five. Exhibit
4-11 provides a comparison of reading and mathematics test scores for all




grades tested. Grade four showed the greatest increase in mathematics test
scores for the two years analyzed.

Exhibit 4-11
Comparison of Reading and Math TAAS Scores
All Students by Grade L evel
Fiscal 1994 and Fiscal 1995

READING MATH \
Grade | 1994 | 1995 |% Change | 1994 | 1995 %Change‘
31 72.5% | 76.2% | 3.7% 62.0% | 71.0% | 9.0% |
4 72.9% | 78.5% | 5.6% 57.7%|71.9% | 14.2% |
5t 73.8% | 76.9% | 3.1% 59.3% | 68.1% | 8.8%
6" 70.0% | 75.4% | 5.4% 56.7% | 56.4% | (-.3)%
7" 71.7% | 76.7% | 5.0% 58.2% | 58.5% | .3%
gh 74.7%| 75.6% | 1.9% 54.9% | 53.6% | (-.7)%
10" | 76.6% 754% | (-1.2)%  |56.7% 57.7% 1.0% \

Source: TISD - Instructional Services Office
COMMENDATION

Thedistrict's TAAS scores for mathematics increased significantly at
the elementary level.

FINDING

District administrators and staff at the elementary level stated that the
Performance Plus Instructional Management System (PPIMS) has been
instrumental in increasing student test scores in mathematics. The process
used to establish the PPIM S included the devel opment of benchmark
assessment tests from a core sequence of TAAS objectives used by
teachers in grades three through eight across the district. No additional
personnel costs have been involved in implementing and maintaining
PPIMS since the program was implemented by the Instructional
Technology Department.

Recommendation 23;



I mplement the Perfor mance Plus I nstructional M anagement System
(PPIMS), for mathematicsfor the ninth and tenth grades, in addition

to gradesthreethrough eight.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Instructional Technology should establish

1. | benchmark assessment tests from a core sequence of TAAS April 1996
objectives used by ninth and tenth grade teachers.
The director of Instructional Technology should meet with ninth Decermber

2. and tenth grade teachers to initiate the instructional management 1996
system.

3. | Ninth and tenth grade teachers should begin using PPIMS. igr;;ary

FISCAL IMPACT

The PPIMSS has been implemented in grades three through eight at no

additional personnel costs. Only costs associated with managing student
six-week performance testing online would be incurred for implementing
the system in grades nine and ten. If the total Performance Plus budget for
1995-96 for managing student performance ortline in mathematics for
grades three through eight was $15,000 ($2,500 each grade level), it is
estimated that the system could be implemented for grades nine and ten

for an additional cost of $5,000 annually.

. 1999- 2000-

Recommendation 1996-97 | 1997-98 | 1998-99 2000 2001
Implement PPIMS in ninth

and tenth grades (%$5,000) | ($5,000) | ($5,000) | ($5,000) |($5,000)




Chapter 4

EDUCATIONAL SERVICE DELIVERY
AND PERFORMANCE MEASURES

SPECIAL PROGRAMS

Students with specia needs require specia programs to be delivered either
by regular classroom teachers (sometimes with the assistance of
instructional aides), by compensatory or remedial education teachers or by
specia education teachers. School districts receive additional funding
from state and federal sources to offset the additional cost of delivering
these specia programs. Special programs should provide a cost-effective
structure that supports the extraordinary needs of designated students, and
simultaneoudly build the capacity of general education programs to
address the diverse needs of the district's overall student population.

TISD specia programs serve more than one-half the studentsin the
district, with some students served in multiple programs, as needed.
Exhibit 4-12 displays specia programs, estimated |egidlative entitlement,
numbers of students served or FTE and per-pupil/FTE expenditures for
specia programs for the 1995-96 school year in TISD.

Exhibit 4-12
L egidative Payment Estimate For Special Programs Per Pupil
Fiscal 1995-96
Special Program Estimated FTE/Number of DollarsPer
J Entitlement Students FTE/Student
Special Education $4,074,062 510 FTE $7,988 per FTE
Bilingual/ESL .
Education $231,525 906 students $256 per student
Compensztory $3,603,963 8,200 tudents | $439 per student*
Education e ’
Career and
Technology Education $1,849,749 528 FTE $3,503 per FTE
Gifted/Taented .
Education $227,978 761 students $300 per student

Source: TEA Division of State Funding

* Supplemental funds




Special Education
CURRENT SITUATION

TISD provides a continuum of Special Education services to more than
1,300 students in compliance with the federal law that requires school
districts to provide free and appropriate education to students with
disabilities from age 3 to 21. Exhibit 4-13 gives student enrollment for
each disability and a breakdown of special education funding for 1994-95.

Exhibit 4-13
T1SD Special Education Program Statistics
Fiscal 1994-95
Disabilitiesand Number of Students Being Served*
Condition Number ‘
Orthopedically Handicapped (OH) 4
Other Health Impaired (OHI) 78 \
Auditorially Handicapped (AH) 42
Visually Handicapped (VH) 18 \
Deaf/Blind (DB) 1 ‘
Mentally Retarded (MR) 271
Emotionally Disturbed (ED) 122 \
Learning Disabled (LD) 517
Speech Handicapped (SH) 308 ‘
Autistic (AU) 2
Noncategorical Early Childhood 3
TOTAL 1,366 |

Source: TISD - Office of Soecial Education
* not FTE

The Individuals with Disabilities Education Act (IDEA) of 1975 requires
school districts to provide certain educationrelated health services to
children with disabilities and to develop Individual Education Plans (IEP)
for each. The |EP, developed by a committee of parents and qualified
professionals, is awritten plan based on a student's abilities and
educational needs. The plan must contain long-term goals and short-term



objectives for when services will start and end; who will provide the
services,; the criteria used for evaluating progress, and a statement of the
student’s current areas of competency. While school districts offer special
education programs for children with learning disabilities they are also
required to provide services such as homebound instruction for children in
hospitals or residentia facilities and classroom instruction for children
with severe physical problems that require on-site health care and
monitoring.

As of September 1992, the state's Medicaid program was amended to
allow school districts to enroll as Medicaid providers and to apply for
Medicaid reimbursement for services they are providing to children with
disabilities. School Health and Related Services (SHARS) are defined as
those services determined to be medically necessary and reasonable to
ensure adisabled child under the age of 21 receives the benefits of afree
and appropriate public education. School districts need not spend any new
money, but instead can simply apply for reimbursement for specific
services provided to Medicaid-certified children.

FINDING

As amajor initiative during the 1994-95 school year, TISD collaborated
with the University of Texas at Tyler to present two college- level courses
in inclusion strategies and collaboration techniques. The project was
funded by a grant from the Texas Education Agency (TEA) for
approximately $159,000. The goal of the Inclusive Education Teacher
Training Project was to provide training to teachers at each of the
elementary and secondary campuses in TISD so that students with
disabilities receive successful inclusive educational experiences. Four
elementary schools and one middle school became pilot schools for the
project.

The courses offered included Facilitating Inclusion, which addressed
characteristics of specia learners, and the need for inclusive settings.
Collaborative Consultation covered effective methods of presenting,
modifying and adapting instruction, methods and materias, for the
educational success of all learnersin an integrated classroom setting.
TISD reimbursed qualified personnel $90 to defray tuition costs. The
University of Texas at Tyler also offered a $100 scholarship to each
qualifying participant. No grant funds were used for tuition.

COMMENDATION

TISD Special Education Department has taken measuresto provide
elementary and secondary teachers professional development



opportunitiesto promote successful inclusive educational experiences
for special education students.

FINDING

St. Louis School provides special education servicesto 78 severely and
multi- handicapped students. Twenty-two students served at St. Louis
come from outside TISD. A daycare program for teenage mothers and
children of TISD staff is housed at the St. Louis campus. St. Louis
students are provided a variety of campus-based and community-based
inclusion activities, but are not included in regular education classroom
learning experiences.

Texas school districts such as Olney and Mansfield have implemented
inclusion programs to maintain all special needs programs within regular
classroom environments or to place the mgjority of special education
students on age-appropriate home campuses. Academic, social and
attitudinal changes have occurred as aresult of these districts' long-term
commitment to inclusive education. While these two districts both serve as
model inclusive education programs, the processes that were used to
achieve success vary. Technology, curriculum modifications, alternative
curriculum and instructional activities, cooperative learning experiences
and peer tutoring are examples of strategies used by Olney and Mansfield
Independent School Districts to achieve success in inclusive education.

Recommendation 24:

Increase inclusion of special education studentsenrolled at St. Louis
in regular education environmentsin other T1SD schools.

TISD staff should determine ways to provide St. Louis special education
students opportunities to participate in teaching and learning experiences
with regular education students. Inclusion of students who are age-
appropriate for elementary grades regular education should occur first.
Teachers should be provided continued professional development and
technical support to implement inclusive education practices.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Instructional Services and the
director of Specia Education should appoint atask force of
administrators, teachers and parents to study inclusive
education for St. Louis special education students.

August 1996

The appointed task force should contact the Olney and September
Mansfield Indenendent School Districts to ohtain information | 1996




about successful inclusion programs.

The task force should develop a plan to provide inclusive

education for St. Louis special education students. January 1997

The district should provide St. Louis specia education March 1997
students learning opportunities in regular education classes. and Ongoing

FISCAL IMPACT
The district can implement this recommendation with existing resources.
FINDING

A 1991 TEA study indicated that 16.7 percent of the state's special
education population was Medicaid-€eligible. TISD has approximately
1,350 special education students, of which 225 (16.7 percent of 1,350) are
estimated to be Medicaid eligible. This estimate is considered conservative
in light of the fact that 43 percent of TISD's overal student population is
economically disadvantaged. The Texas Department of Health has
analyzed claimsfiled to date under SHARS and indicates that schools
receive an average of $756 a year for each Medicaid-eligible student for
whom they bill. Based on this information, the potential Medicaid
reimbursement payments for TISD should conservatively be estimated at
$170,100 annually (225 students eligible x $756 average reimbursement).
To qualify for Medicaid reimbursement, claims must be filed within 12
months of the date that services are delivered.

Last school year, the Specia Education Department received
approximately $90,000 in Medicaid reimbursements. According to
information obtained from the district, speech therapy, physical therapy,
occupational therapy, assessments and psychological evaluations,
transportation and health-related services are being claimed. The services
that qualify for reimbursement under the SHARS program include
assessment, audiology, counseling, medical services, school health
services, occupational therapy, physical therapy, speech therapy and
psychological services.

One computer specialist/secretary in the Special Education Department is
responsible for Medicaid billings and maintaining the Medicaid database.
TISD uses the services of the Texas Association of School Boards (TASB)
to help file Medicaid reimbursements. TASB charges TISD $1.50 per
reimbursed claim for these services. Although TASB helped the district
establish processes for Medicaid reimbursement, current reimbursements
to the district are lower than the amount estimated by TEA.




Based on the significant potential for increased revenues, other school
districts around the state have invested resources in hiring professional
staff to assist with Medicaid billing or have contracted for this service
through athird party. Some firms assume their relationship with the
district will be ongoing, while others attempt to make the district more
self-sufficient. For example, one consultant's contract is for a four-year
period, during which the consultant provides on-site technical assistance
as well as training seminars and meetings with staff. At the end of four
years, the school districts may run the program and take over the software
or continue the arrangement.

Recommendation 25:

Maximize reimbur sements by billing Medicaid for all services
rendered to special education students and by contracting with a
consulting firm to assist with claims.

Immediate steps should be taken to seek reimbursement from Medicaid for
all qualified services provided to special education students. As soon as a
consultant is hired, the district's current Medicaid billing representative
should act as a liaison with the consulting firm and ensure that all
information required by district Medicaid is available. The district could
continue to use TASB services for Medicaid reimbursement following
implementation of a consultant's recommendations to ensure that the
district is billing for al eligible claims.

IMPLEMENTATION STRATEGIESAND TIMELINE

The Special Education director and the Medicaid billing
representative should review the contractual arrangements of other | April
school districts that contract for Medicaid billing, and determine 1996
what services will maximize TISD's reimbursements.

The Special Education director should ask the Purchasing

2. | Department to submit a request for proposal (RFP) for professional ‘%ég%
Medicaid billing services based on research of available services.

3. | Proposals should be evaluated and a contract signed. i‘ggfe

4. The district should begin using the Medicaid billing services. ﬁ;ggg

FISCAL IMPACT

Based on an estimate of 225 Medicaid eligible students x $756 average
annual reimbursement, the district should realize Medicaid revenues of




$170,100, or additional revenues of $50,201 annually ($170,100 potential
-- $119,899 received in the 1994-95 school year). Consulting firms
typically are paid a contingency fee of 14 to 20 percent, based on the
amount of revenue they secure for the district. A conservative cost
estimate of 20 percent, or $10,040, is used for this purpose. A full year's
savings are anticipated for the first year because retroactive billings for up
to 12 months are allowed by Medicaid. If Medicaid billing procedures
remain relatively the same from year to year, the district may only need
consulting services for one year to establish processes to maximize the
district's Medicaid reimbursements.

1997- | 1998- 1999-

Recommendations 1996-97 98 99 2000
Hire a Consultant ($10,040)
Bill for all Medicaid eligible
Services $50,201 | $50,201 | $50,201 | $50,201 | $50,201
Net Savings $40,161 | $50,201 | $50,201 | $50,201 | $50,201

Compensatory Education
CURRENT SITUATION

Special programs for at-risk students are funded through the State
Compensatory Education Program (CEP) and are used to improve the
regular school program so that identified at-risk students can achieve
success in school and meet the desired student outcomes, such as attaining
grade-level proficiency, performing satisfactorily on the state assessment
instruments and graduating from high school. Special instruction that
satisfies basic program requirements may be funded provided it is
specifically designed to meet the needs of students identified for those
programs and is not a standard approach to courses or subjects.

Programs for at-risk students may include regular program enhancements,
such as using computer-assisted instruction, providing staff development
to train staff working with at-risk students, adding staff to reduce the size
of classes of eligible students or using special materials or supplies to meet
needs of at-risk students. Counseling and school social work services are
also considered to be program enhancements. Exhibit 4-14 showsthe
percentage of identified at-risk students on each campus of TISD. For
1995-96, 44 percent of TISD'stotal student enrollment, were determined
to be at-risk excluding the special education school enrollment, early
education enrollment, and homebound students.




The 1994-95 State Compensatory Education budget for TISD was
$3,564,686. Tota funds available for 1995-96 are $3,370,557.

Exhibit 4-14
Fiscal 1994-95 and Fiscal 1995-96 At-Risk Students
(by Campus)

School Number At-Risk | Total Enrollment | Percent At-Risk
Elementary Schools| 94-95 | 95-96 | 94-95 | 9596 | 94-95| 9596 |
Austin 263 306 389 486 68% | 63%

Bell 94 93 366  |350 26% |21% |
Birdwell 108 99 348 340 31% | 29%
Bonner 470 502 637 655 4% | 77%
Clarkston 99 83 422 411 23% | 20%
Dixie 161 169 536 525 30% | 32%
Douglas 493 539 689 665 72% | 81%
Gary 121 150 295 320 41% |47%
Griffen 241 194 504 524 47% | 37%
Jones 140 115 313 315 45% | 26%

Orr 236 225 481 445 49% |51%
Owens 139 170 857 860 16% | 20%
Peete 115 152 356  |333 32% |46% |
Ramey 236 264 634 576 37% | 46%
Rice 137 134 944 812 15% |17% ‘
Woods 171 169 766 758 22% | 22%
Middle Schools

Boulter 346 412 603 613 57% | 67%
Dogan 256 417 426 461 60% | 90%
Hogg 253 298 485 434 52% | 69%
Hubbard 192 378 1,144 (1,111 17% | 34%
Moore 293 253 589 609 50% | 42%
Stewart 295 324 535 564 55% | 57%




High Schools

Robert E. Lee 703 691 2372 12,321 30% | 30%
John Tyler 1,335 |1,038 |1,699 |1,794 67/% | 58%
Alternative Schools

Roberts 49 53 52 53 94% | 100.0%
PACE 88 70 98 107 90% | 65%
Total 7,034 7,298 16,540 |16,442* 43% |44%

Source: TISD - Division of Instructional Services
Does not include early education, S. Louis Special Education School and
Homebound

FINDING

During the 1994-95 school year, TISD provided all schools a specified
amount of state Compensatory Education funds based on the percentage of
at-risk students enrolled. Schools used the site-based decision making
process to decide how funds should be used.

COMMENDATION

T1SD has established an equitable process based on at-risk student
enrollment and identified needs to allow individual schools decision-
making authority in the use of state Compensatory Education
Program funds.

FINDING

TISD staff, both at the district office and school-based, articulated a
commitment to provide instructional programs designed with the best
interests of at-risk students in mind. While some schools used state
Compensatory Education funds to purchase computers and software for
computer-assisted instruction, other schools used funds for tutorial support
for TAAS preparation. Examples of other ways in which funds were used
included implementation of the Accelerated Reading and Helping One
Student to Succeed (HOST) programs, supplemental reading materials and
hiring aninstructional aide.

A systematic process for planning, coordinating, and evaluating programs
for at-risk students has not been implemented. School-based staff need




additional training in how test data can be analyzed to determine the
effectiveness of instructional programs and how instructional programs
and strategies should be revised to meet student needs. Additional
guidance and direction is needed for individual campuses to conduct
meaningful needs assessments to obtain data to address academic and
other needs of at-risk students.

Recommendation 26:
Provide focused staff development for administratorsand teacherson
how to implement, coordinate, evaluate and improve instructional

programsfor at-risk students.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Professional Development in cooperation with the

1 Instructional Focus Committee should form a subcommittee of April
" | district and campus-based staff to develop a plan for deliveringin- | 1996
service opportunities to staff on working with at-risk students.
The director of Professional Development should contact TEA to
5 determine staff development delivery models for innovative and May
" | research-based practices to help teachers restructure classroom 1996

experiences to improve the performance of at-risk students.

The director of Professional Devel opment should schedule
3. | professional development opportunities and structured follow-up
activities to address the needs of at-risk students.

FISCAL IMPACT

A shift in educational emphasis for at-risk students will not require
additional funds.

Title|
CURRENT SITUATION

Under the new guidelines replacing Chapter 1 programs (now known as
Title ) TISD implements schoolwide programs on nine elementary school
campuses and two middle school campuses. One elementary school has
been identified as a targeted assistance campus (a campus with a limited of
Title | students) and serves eligible students in a pull-out program
(students are served outside the regular classroom).

Title | funds have been used in TISD to reduce the pupil-to-teacher and
pupil-to-paraprofessional ratios in three schools. In some schools, funds

August
1996




have been used to extend the number of hours daily that paraprofessionals
work.

The district has attempted to align instruction with state-mandated tests
using Title | dollars. Instructional programs and practices that have been
implemented with Title | funds include computer-assisted instruction;
extended day, week and year instruction; and special programs such as
Helping One Student To Succeed (HOSTS), Higher Order Thinking Skills
(HOTS), Reading Recovery and Seeking Ultimate Mastery in Meeting
Individual Tasks (SUMMIT). Title | funds have been used for
supplemental materials, computers and other technology, field trips ard
staff development activities for teachers.

Reading Recovery, an early intervention program to assist lowachieving
first-time first grade students, was implemented on eight campuses. Six
Title | campuses and two non-Title | campuses also use the Reading
Recovery program.

FINDING

During the summer of 1995, the Tyler Literacy-Based Classroom Model
was implemented using Chapter 1 and state Compensatory Education
funds. This program provides a cognitive-coaching training model for
teachers and an accelerated instructional program for more than 700 at-
risk students in grades one through five and bilingual Pre-K and
kindergarten students. The summer program was collaboratively designed
to respond to the needs of at-risk studentsin nine Chapter 1 schools. The
curriculum included interrelated components for literacy (reading and
writing) and enrichment (mathematics, language development and fine
arts). The summer program took place on two elementary school
Campuses.

An evaluation of the Tyler Literacy-Based Classroom Model is being
conducted. The two-phase evaluation is designed to assess student
achievement, teacher implementation and organizational outcomes of the
Tyler Literacy-Based Classroom Model. A random sample of 100 Chapter
| summer school students and 100 Chapter | students who did not attend
summer school are being used as the student comparison groups. Ten
teachers randomly selected will provide data on implementing the
instructional model.

COMMENDATION

The Tyler Literacy-Based Classroom Model has been designed to
assist low-achieving studentsin increasing reading skillsaswell asto



engage teachersin professional development opportunities using
modeling, demonstration teaching, reinforcement and feedback.

Career and Technology Education
CURRENT SITUATION

Career and Technology Education (formerly known as Vocationa
Education) focuses on academic skills and technical skills needed by
business, industry and labor for junior high and high school students. The
program helps students to be aware of and prepare for job opportunities
available to them after graduating from high school, a post secondary
institution or from a university. TISD students may enroll in more than 50
courses at the high school level and three courses at the middle school
level in the areas of agriculture, business, health science, home economics,
industrial and trade technology and marketing.

TISD isamember of the East Texas Tech Prep Consortium and has Tech
Prep articulation agreements with three of the seven post-secondary
ingtitutions. Exhibit 4-15 provides information on Tech Prep opportunities
for TISD students, community colleges, technical colleges and universities
that participate in Tech Prep agreements with TISD.

Exhibit 4-15
TISD Tech Prep Opportunities and
Associated Post-Secondary I nstitutions
Fiscal 1993-94

Tech Prep Opportunities ‘

Accounting Fashion Merchandising

Air-conditioning and Refrigeration Food Production/Culinary Arts ‘
Automotive Technician Hazardous Materials Management
Aviation Maintenance Technology Industrial Maintenance Mechanics
Avionics Technology Instrumentation Technology

Business Management/General

Business Mechanical Engineering Technology

Occupationa Safety and Health

Chemical Technology Technology

Child Devel opment Office Administration/Office Technology

Computer Science Ornamental Horticulture




Drafting Design Technology Plant Engineering Technology

Electronics Technology Plastics Technology

Farm and Ranch Management Welding

East Texas Tech Prep Consortium Post-Secondary | nstitutions

Kilgore College Trinity Valey Community College

Northeast Texas Community College | Tyler Junior College

Panola College The University of Texas at Tyler

Texas State Technical College

Source: "Tech-Prep: Pathway to Your Future,” TISD Student Bulletin
Supplement 1993-94

FINDING

Exhibit 4-16 provides student enrollment data for the 1994-95 and 1995-
96 school years. The implementation of block scheduling at John Tyler
High School and the added emphasis on Tech Prep programs at Robert E.
L ee High School and John Tyler High School have resulted in increased
student enrollment in career and technology education courses.

Exhibit 4-16
Career and Educational Technology Student Enrollment
Fiscal 1994-95 and Fiscal 1995-96

Student Enrollment | Percent |
School 1994-95 | 1995-96 |Increased

Raobert E. Lee High | 1,642 2,082 21.1%

John Tyler High 1,330 1,803 26.2% ‘

Boulter Middle 112 240 53.4%
Dogan Middle 107 175 38.9% |
Hogg Middle 153 222 31.1%
Hubbard Middle | 316 326 3.1%
Moore Middle 127 247 48.6%
Stewart Middle 97 153 36.6%

Total 3,884 5,248 26.0%




Source: TISD - Office of Career and Technology Education

Of the 3,883 students enrolled in Career and Technology Education
classes, 147 of these students participate in the Tech Prep four-year
graduation plan. Articulation agreements exist for 26 high school courses
in which students earn high school credit while ssimultaneously earning
college credit at Tyler Junior College. Students may earn college credit for
nine additional courses at Kilgore Community College. Texas State
Technical College also provides TISD high school students college credit
for eight high school courses. Representatives from business and industry
provide input for courses offerings and curriculum through program area
Advisory Councils. Comments from members of the business community
were favorable about the quality of Tech Prep students entering the job-
market.

COMMENDATION

TISD's significant increase in the number of Tech Prep coursesand
articulation agreements offered to the district's students has resulted
in increased student enrollment in Career and Technology Education
cour ses.

Gifted and Talented
CURRENT SITUATION

Gifted and Taented (GT) programs are a provision of specia educational
services focusing on childrenwho are either handicapped or gifted. The
Texas Education Code defines GT students as:

...achild or youth who performs at or shows the potential for performing
at a remarkably high level of accomplishment when compared to others of
the same age, experience, or environment who:

1. exhibits high performance capability in an intellectual,
creative, or artistic area;

2. possesses an unusual capacity for leadership; or

3. excelsin a specific academic field.

TISD has received a Taent Pool waiver from the TEA for gradesK-1to
serve al students instead of only those kindergarten and first grade
students who are determined eligible by atest. The Talent Pool is a service
delivery option that provides for the total TISD kindergarten and first
grade population to receive an enriched curriculum usually provided for
the district's gifted students. Two full-time Talent Pool teachers serve five
schools each, therefore 10 of the 16 elementary schools are served. The



remaining six schools are served by full-time Gifted and Talented
Education (GTE) teachers. Talent Pool teachers use enrichment strategies
and techniques with all studentsin all kindergarten and first grade classes.
GTE teachers aso act as resources for the regular classroom teacher. The
GTE teacher and the regular classroom teacher gather data to identify and
place students in the GTE program.

Individual campuses provide GTE services for other elementary students.
Severa campuses are assigned full-time enrichment teachers who
establish group meeting times with the regular classroom teachers. The
enrichment teacher meets for 90 minutes once a week with each group.
The regular classroom teacher is then responsible for providing an
additional 60 minutes per week of instruction using GTE strategies. At
other campuses, the identified students are transported to the Clarkston
Learning Center for GTE services. At the secondary level, middle and
high school students identified as gifted and talented are offered
accelerated classes in one or more subject areas.

FINDING

Exhibit 4-17 shows the student enrollment in the GTE program for the
1994-95 and 1995-96 school years and aso identifies changesin
professional staffing for the two school years. During both school years, a
full-time coordinator directed the program.

Exhibit 4-17

TISD Gifted and Talented Education (GTE) Program
Student Enrollment and Staffing

Student Enrollment

Number of Staff

GTE

. 1994-95 1995-96 Staffing 1994-95 | 1995-96
Service
All K and All K and Talent Pool "

Talent Pool 1st grade 1st grade teachers 1 2

Elementary |476 460 Elementary ¢ 6
teachers

Secondary | 737 779 Secondary 54 (part | 51 (part
teachers time) time)

Source: TISD - Office of Gifted and Talented Education

* A Bilingual teacher was added to serve the Hispanic population.




The GTE program identified and served more minority students during the
1995-96 school year than the previous year. Exhibit 4-18 provides data

that show the increase in minority enrollment in the GTE program over the
last year. Nonetheless, as shown in Exhibit 4-19, the ethnic disparity
among the gifted and talented students remains high.

Exhibit 4-18
Comparison of Gifted and Talented Student Enrollment
Fiscal 1994-95 and Fiscal 1995-96
(by Ethnicity)

Per cent Participating

Year |AmericanIndian|Asian |African American | Hispanic | White
1994-95| .4% 1.3% | 12.5% 3.8% 82.0%
1995-96|.3% 1.8% |14.6% 5.6% 77.7%

Source: TISD - Office of Gifted and Talented

Exhibit 4-19
Fiscal 1995-96 Comparison of Gifted and Talented Students
(by Ethnicity to Total Student Enrollment)

Ethnicity Per cent Served | Percent of Enrollment|
African American | 14.6% 36.0% |
Hispanic 5.6% 18.8% |
White 77.7% 44.4%

Other Populations | 2.1% <1.0%

Source: TISD - Office of Gifted and Talented

TEA rules concerning participation in educational programs for gifted and
talented students state that data and procedures used during the
identification process shall be designed to assure that the population of the
program for gifted students reflects the population of the total district.
TEA staff who work with GTE programs across the state indicated that
there are a number of exemplary GTE programs in Texas, where both
white and minority students are successfully participating in the programs.
Some schools use nonverbal tests to determine digibility in GTE
programs. These tests eliminate any verbal biases that may inhibit
participation by minority students.




Recommendation 27:

Develop and implement a plan for increasing the number of minority
students served in the Gifted and Talented Education (GTE)

program.

To increase the number of minority students served in the GTE programs,
TISD should contact TEA for the names of exemplary school districts,
copies of pertinent publications and assistance with designing a program
to attract minority participation. This information should serve as a source
for TISD to develop a plan for increasing minority participation. Annual
goals should be set for increasing minority participation so that the ethnic
diversity of the GTE program reflects the student population of the district
within five years.

IMPLEMENTATION STRATEGIESAND TIMELINES

The Gifted and Taented Coordinator should contact TEA's April

1. | Division of Gifted/Talented Education for assistance in redesigning |50
a program to increase minority participation.

5 The coordinator should review materials provided by TEA and May

" | contact exemplary school districts. 1996

The coordinator should develop a plan for increasing participation June

3. |in the GTE programs with input from parents, teachers, community 1996
leaders and the administration.

4. | The plan should be presented to the superintendent for approval. ‘;ég%
Implementation of the plan should begin during the annual budget ALOUSE

5. | meetings when goals are set for increasing participation in the 19996
program for the 1996-97 school year.

FISCAL IMPACT

This recommendation can be accomplished with existing district
resources.

Bilingual Education Programs/English as a Second Language
(Bilingual/ESL)

CURRENT SITUATION
Bilingual education is a full-time program of dual language instruction

that emphasizes the mastery of basic English language skills so that
students can quickly participate effectively in the regular school program.




State Board of Education rules adopted in 1981 address the education of
language minority students in Chapter 77. Chapter 72, adopted in 1985,
reaffirms the mandate for services to bilingual students. Districts must
address the language differences of the students they serve.

Students of limited English proficiency (LEP) are those whose:

...primary language is other than English and whose English language
skills are such that the students have difficulty performing ordinary
classwork in English. (Texas Education Code, Section 21.452)

Each district is mandated by Texas Education Code, Section 21.543, to
offer two types of specia language programs to students. Bilingual
programs are full-time dual- language programs that provide basic
instruction in the student's primary language as well as a program to teach
the English language. English as Second Language (ESL) programs
provide intensive instruction in English from teachers trained to instruct
students with language differences.

L EP students may receive both bilingual and ESL programs as they
progress through the school system in the following manner:

Bilingual education in kindergarten through the elementary grades,
Bilingual education, instruction in ESL or other transitiona
language instruction approved by the agency in post-elementary
grades through grade eight and

ESL Instruction in grades nine through twelve.

To help dleviate the overcrowding of two bilingual campuses, Bonner and
Douglas Elementary Schools, TISD transports bilingual students,
originaly transported to Bonner and Douglas from Jones and Griffin
Elementary Schools, to athird bilingual campus, Austin Elementary
School. Approximately 60 students have been affected by this change. The
result is areduction in class size at Bonner and Douglas. Exhibit 4-20
provides the number of students and staff at each campusin TISD that
serves Bilingual/ESL students.

Exhibit 4-20
Fiscal 1995-96 Bilingual/ESL
Students and Staff

Campus Students | Teachers | Aides
Austin Elementary (Bilingua) | 214 11 7
Bonner Elementary (Bilingual) | 351 17 13




Douglas Elementary (Bilingual) | 354 18 11 ‘
Dogan Middle (Bilingual) 44 1 1
Hogg Middle (ESL) 48 3 1 \
Hubbard Middle (ESL) 7 1 0
Moore Middle (ESL) 28 1 1
John Tyler High (ESL) 36* 2 2 \
Robert E. Lee High (ESL) 11 1 0
Total 1,093 |55 36 |

Source: TISD - Instructional Services
Exhibit 4-20 does not include 28 students receiving modified instruction
for English 1, 2, and 3.

FINDING

Like many school districts across the state, TISD has a shortage of
bilingual elementary teachers. To recruit and maintain bilingual teachers
TISD grants a stipend of $1,000.

The Bilingual/ESL Department, in collaboration with Tyler Junior College
Continuing Education, offers a preparation class for the Texas Oral
Proficiency Test in Spanish to teachers in need of increasing their
communicative skillsin the language. In addition, a stipend program for
teachers and paraprofessionals working towards bilingual certification is
provided for course-work at the University of Texasat Tyler (UTT) and
Stephen F. Austin University.

A working relationship between the University of Texas at Tyler English
as a Second Language Division and the Bilingual/ESL Department of
TISD is being developed that will provide an ESL practice for UTT
students at the middle school level. This program will benefit TISD
students by providing one-onone tutorials in oral and written English
skills.

To facilitate the transition of intermediate-level ESL students at the middle
and high schools to the regular all- English classroom, the Bilingual/ESL
Department, in collaboration with the Intercultural Development Research
Association (IDRA), is expected to provide intensive training for
secondary ESL teachers. This training will involve the integration of
language and content instruction through thematic units. Full-day training



is scheduled for November 1995, January 1996 and March 1996.
Additiona workshops presented by IDRA have been arranged for ESL
and bilingual teachers during district in-service dates in October 1995 and
February 1996.

Through Title VI funding, bilingual and ESL teachers at the elementary
and secondary levels are provided the latest professional reference
materials in second language acquisition and bilingual education.

COMMENDATIONS

TISD has taken measures to secure and train Bilingual/ESL teachers
to provide appropriate servicesto the growing Hispanic population.

FINDING

A district accreditation report by the TEA Division of Accreditation
indicated that on-site visits to low-performing campuses (Dogan and Hogg
Middle Schools and John Tyler and Lee High Schools) conducted in
October 1995 reveal ed:

...a lack of well-researched, defined, and coordinated English as a Second
language (ESL) program at the designated campuses and at the district
level, despite the growing number of LEP students entering the district.
Although campus staff expressed the desire to serve these students,
misunder standing and miscommunication regarding the implementation of
the program are evident.

The TEA review team also noted alack of placement and exit criteria, as
well as alack of procedures for evaluating program effectiveness and
student progress.

The report also stated that long-standing practices of maintaining
numerous lower-level courses filled with predominantly minority and
economically disadvantaged students overtly express a belief that these
lower-level courses will be permanently needed.

Recommendation 28:

Develop proceduresto evaluate effectiveness of the Bilingual/ESL
program at each participant school that will include tracking student
progr ess.

Although the director of Bilingual/ESL provided information on
alternative assessment, exit criteria, budgets and enrollment statistics for
the program serving Bilingual/ESL students, little, if any, documentation



was provided to suggest that the district is taking measures to determine
how effective the program is and/or plans for improving Bilingual/ESL
services.

IMPLEMENTATION STRATEGIESAND TIMELINE

With the assistance of the assistant superintendent for
1 Instructional Services and the director of Instructional Services, Aoril 1996
" | the director of Bilingual/ESL should develop a comprehensive P
plan to evaluate the Bilingual/ESL program.
A_d_mlnlstratlve staff and faculty at schools providing August 1996
5 Bilingual/ESL services should analyze current performance and
" | levels of students receiving Bilingual/ESL services and onaoin
establish goals for future performance levels of students. going
The director of Bilingual/ESL should observe model programs August 1996
3. : 4 . . and
and determine strategies for improving TISD programs. Ongoing

FISCAL IMPACT

Existing district resources can be used to implement this recommendation.
Adult Evening School

CURRENT SITUATION

TISD operates an Adult Evening School for persons who seek academic
credit, refresher courses or courses for educational enrichment. Students
served in the Adult Evening School range in age from 16 to 21, with the
majority of students 17 or 18 years of age. TISD students are charged $60
per course and out-of-district students pay $75 per course per semester.
Any high school credit course is offered if there is sufficient demand for a
class.

Courses in English, government, mathematics, typing, arts and crafts,
record keeping, business law, consumer economics, sociology, free
enterprise, science and general business are regularly scheduled.

TISD facilities at Robert E. Lee High School are used for the adult
evening school. Through general revenue funds, TISD teachers are paid an
hourly wage above their salary for providing instruction for the Adult
Evening School.

FINDING




Student enrollment in the adult evening program has steadily declined
over the past five years (Exhibit 4-21). TISD employs a director of Adult
Evening School (.30 full-time equivalent) based on pay Grade 1 of the
administrative salary scale using genera revenue funds.

Exhibit 4-21
TISD Adult Evening Program
Student Enrollment and Students Completing Program

Year |Enrollment Completed‘
1991-92| 84 41 |
1992-93| 66 50 |
1993-94| 66 40
1994-95 |53 40 \
1995-96| 35

Source: TISD - Instructional Services

Through the East Texas Employment and Training Incorporated program
(ETI) TISD aso serves students through age 21 by offering both regular
diploma and general education development (GED) courses of study. ETI
provides academic and life-skills instruction for at-risk students and TISD
dropouts. The program provides self-paced instruction to persons needing
enhancement and/or general review. The length of time a student is
enrolled in the program varies based on the skills demonstrated on the Test
of Adult Basic Education administered at entry and the type of training
needed for the diploma or GED.

TISD aso collaborates with the East Texas Adult Education Cooperative
(64 independent school districts within the 12 county area) to offer
educational servicesto any person 17 years of age or older who has
completed less than 12 years of education. Using adult and continuing
education grant funds, the program offered at the Adult Learning Center of
the Tyler Junior College Regional Training and Development Center
prepares adults with the skills necessary to obtain a GED such as health,
citizenship, homemaking, family planning, community living, and
consumer and job education.

TISD also employs a full-time staff member as a specia populations
coordinator, responsible for the PACE program, an alternative
competency-based school program for potential high school dropouts. The
PACE program allows students to study independently as they work to
achieve 80 percent mastery in their courses. The coordinator for Specia



Populations also manages the Tyler Adolescent Parenting Program
(TAPP).

The PACE program currently allows students to decide how many courses
they wish to work on and how much time to spend on each course each
day. Individualized instruction and self-paced learning have been found
helpful to adult learners and other students seeking high school course
credit or those wanting to improve skills in an academic area of interest.

Recommendation 29:

Modify the current PACE program to serve students who wish to
pursue high school course credit during evening hours and eliminate
the Adult Evening Schooal.

Students interested in obtaining high school course credit or those wishing
to enroll in courses for persona enrichment during evening hours may
best be served in one of TISD's other programs or a modified alternative
program that allows students to progress at their own pace. Responsibility
for directing an individualized program offered to evening students should
be placed under the coordinator of Special Populations. Thus, the position
of director of the Adult Evening Program is eliminated.

Minor adjustments in the delivery of the already operational PACE
program, such as providing instruction during evening hours and altering
schedules of evening teachers, would allow for the delivery of educational
services to students previously offered through the Adult Evening School.
No tuition should be charged and Average Daily Attendance (ADA)
should be claimed for participating students.

IMPLEMENTATION STRATEGY AND TIMELINE

The assistant superintendent for Instructional Services should
notify the current director of the Adult Evening School of plans
to consolidate the adult evening program with programs for
special populations.

The assistant superintendent for Instructional Services should
meet with the coordinator of Special Populations to identify

April 1996

2. | processes to establish an individualized instructional program, May 1996

modeled after the PACE program, for students to obtain high
school credit for courses during evening hours.

The assistant superintendent for Instructional Services should
present to the board for approval the plan for consolidating the
Adult Evening School with other programs currently offered for
specia populations such as the PACE program.

June 1996




The coordinator of Special Populations should work with

teachers to develop individualized instruction for self-paced June 1996
4, o : nd
learning in courses not currently offered in the PACE program, Ongoing

but requested by students enrolled in the Adult Evening School.

The coordinator of Special Populations should develop brochures

credit.

and other documents to orient students currently enrolled in the | June 1996
5. | adult evening program and prospective evening studentsinthe | and
new format for delivering instruction for high school course Ongoing

A modified PACE program will serve adult students during
evening hours.

August
1996 and
Ongoing

FISCAL IMPACT

The recommendation to modify the PACE program to serve students who

wish to pursue high school course credit during evening hours can be
accomplished within existing resources. Any tuition losses should be

offset by an increase in revenue generated by an increase in TISD's ADA.

The current salary of the director of the Adult Evening School is $7,907
for 183 days (.30 full-time equivalent). Since thisis less than 20 hours per

week (.5 full-time equivalent), benefits are not provided.

Recommendation 1996- | 1997- | 1998- | 1999- | 2000-
97 98 99 2000 01
Consolidate the Adult Evening $7,907 $7,907 |$7,907 |$7,907 |$7,907

Schools




Chapter 4
EDUCATIONAL SERVICE DELIVERY
AND PERFORMANCE MEASURES

STUDENT SERVICES

Student Services typically provided in school districts include health,
guidance and counseling. Ideally, districts should ensure that student
services personnel are available in sufficient numbers to meet students
needs, and that these personnel are dedicating their time to provide the
professional services for which they are trained.

CURRENT SITUATION

The current organizational structure for TISD includes a director of
Student Services who reports to the assistant superintendent for
Administrative Services; adirector of Student Information Services, who
reports to the assistant superintendent for Instructional Services, and a
director of Instructional Services, who also reports to the assistant
superintendent for Instructional Services. Each position has responsibility
in performing duties related to acquiring, maintaining, analyzing,
synthesizing, reporting and disseminating student information that is
necessary in the district's mission to deliver educational and related
services to students and subsequently evaluate the performance of
students.

TISD provides health, guidance and counseling services to students in the
district. Health services are administered through Administrative Services
by the coordinator of Health Services. Each school in the district has a
school nurse.

Guidance and counseling services are administered through Instructional
Services by the director of Student Information Services. Each elementary
school and each middle school have at least one guidance counselor. The
high schools allocation for guidance counselorsis based on atotal
allocation of administrative/professional positions according to the
number of students enrolled. Each middle school and high school must
have at least one instructional consultant, one guidance counselor and one
assistant principal according to the secondary staffing plan. High school
guidance counselors are responsible for al aspects of testing TISD
students including test preparation, coordination and administration
(TAAS tedt, reading tests, placement tests, Bilingual/ESL tests).

FINDING



The positions of director of Instructional Services, director of Student
Information Services and director of Student Services have similar
responsibilities, as reflected in their job descriptions and verified through
on-site interviews. Exhibit 4-22 provides a comparison of job descriptions
of the three related positions.

Exhibit 4-22

Comparison of Key Job Descriptions

Director of Instructional

Director of Student

Director of Student

Services I nformation Services Services
. : Systematically and
h’?;?&ﬁﬁ;gﬁggg and continuously monitors
data to ensure that
hel ps them to understand L
the Academic Excellence program activities are
Indicator System results, related to program

to set school goals and to
apply evaluation results.

outcomes; uses these
findings for corrective
action and improvement.

Demonstrates appropriate
use of student
achievement datain
interpreting, reporting and
acting on results.

Coordinates student
information services with
related instructional
programs to focus on the
needs of students.

Provides dataand
information as needed
and/or requested to
teachers, administrators,
the board of trustees, and
superintendent.

Collects, processes and
distributes testing and
other data and interprets
this information for
guidance, administrative
and instructional
pUrposes.

Develop, implement and
maintain a statistical
process whereby students
with different
backgrounds and
achievement levels can be
compared fairly.

Identifies and maintains
at-risk and dropout
student files at all grade
levels.

Administers computer-
related functions, such as
grading, assessment
information, attendance
and Public Education

Supervises and monitors
student records input for
PEIMS.




Information Management
Systems (PEIMS).

Monitors district and
campus attendance.

Coordinates, develops
and maintains the PEIMS
data collection process as
mandated by TEA.

Other Responsibilities

Other Responsibilities

Other Responsibilities

Textbook adoption
Art, music and P.E.
Graduation activities
Non-TISD instructional
programs

i.e., Junior League, zoo
trips,

Tyler Museum of Art

Guidance services
External test data (i.e.,
SAT, ACT)

Exit-level TAAS

Section 504 of the
Rehabilitation Act of
1973 which protects the
rights of personswith
handicaps. Student
records. enrollment,
health, student behavior,
withdrawals, transfers

Source: TISD - Job Descriptions

Recommendation 30:

Consolidate the three positions of directors of Student Information
Services, Instructional Services and Student Servicesto two positions
of director of Student Services and director of Instructional Services.

The management of services to students not directly related to the delivery
of instruction and the evaluation of student performance should be
assigned to the director of Student Services. All responsibilities directly
related to the instructional process and resulting stud ent outcomes should
be performed by the director of Instructional Services. Each director
should have one secretary. Exhibit 4-23 illustrates the alignment of roles,
responsibilities and duties.

Exhibit 4-23
Proposed Delineation of Responsibilities and Duties
for Director of Student Services and Director of I nstructional Services

Director of Student

X Director of Instructional Services
Services

Section 504

State and District-Adopted Testing

Student Discipline Disaggregation and Dissemination of Test Data




Hedth Services

AEIS and PEIMS Data

Student Attendance

Art, Music and Physical Education

Student Records

Special Programs (Bilingual/ESL, Gifted and
Taented/Curriculum, Grants/Curriculum

External Research
Projects

Non-TISD Instructional
Programs

Crisis Management Plan

Summer School

Guidance and
Counseling Services

IMPLEMENTATION STRATEGIESAND TIMELINES

The assistant superintendent of Instructional Services and assistant
superintendent for Administrative Services, in collaboration with the
superintendent, should prepare a plan to consolidate the positions of April
1. | directors of Student Information Services, Student Services and 19p%
Instructional Services and redefine the job performance statements for
the positions of director of Instructional Services and director of
Student Services.
2 The board should approve consolidation of these positions and the May
" | revised job descriptions. 1996
The director of Personnel should eliminate one secretarial support 1
i . e . ne
3. | position and reassign roles and responsibilities to support the directors 1996
of Instructiona Services and Students Services.
FISCAL IMPACT
Eliminating one director position would provide the district a savings of
$55,341 plus benefits of 16.86 percent for atotal savings of $64,671.
Eliminating the annual salary and benefits of a secretary would save the
district atotal of $27,411 ($22,170 in salary + $5,239 in benefits).
Recommendation 1996- | 1997- | 1998- | 1999- 2000-
97 98 99 2000 01
Consolidate 3instructional | g9, g5 | 392,082 | $92,082 | $92,082 | $92,082

director positions




FINDING

In the Comprehensive Guidance Program for Texas Public Schools:
Guide for Program Development Pre-K through 12th grade, TEA
identifies four components for a comprehensive guidance program:

Guidance Curriculum to help al students develop basic life skills;
Responsive Services, to intervene on behalf of those students
whose personal concerns put their continued personal-social,
career and/or educational development at risk;

Individual Planning System, to guide students as they plan,
monitor and manage their own educational career, and personal-
social development and

System Support, which describes management activities which
indirectly benefit students.

Exhibit 4-24 shows the state's recommended time for counselors to spend
on each component of the comprehensive guidance program and the actual
time spent by TISD guidance counselors. Middle school guidance
counsglorsin TISD reported that they spend an average of 3 percent of
their time in developing and implementing a guidance curriculum to assist
in developing basic life skills-much less than the state recommendation of
35 to 40 percent. High school guidance counselorsin TISD reported that
they use 10 percent of their time on developing and implementing a
guidance curriculum, which is somewhat lower than the state
recommended 15 to 25 percent. Guidance counselors at the middle and
high school levels reported that non-guidance activities interfere with the
development, implementation and vertical coordination of a guidance
curriculum. For example, at one high school guidance counselors reported
that their non-guidance activities included the following:

maintaining and reporting at-risk data,

preparing the honor rall,

preparing and maintaining student records,

reconciling schedule conflicts that occurred due to clerical errors
and

preparing, coordinating, distributing and administering the various
tests used by the district (readiness, TAAS placement, reading
inventory, Bilingual/ESL, etc.)

Exhibit 4-24
Per centage of Actual Time Spent on Guidance Components
(by TI1SD Counselors Compared to State Recommended Per centage)

Per cent of Elementary Counselor Time
Compared to State Recommendations




Guidance | Responsive | Individual | Systems Non-
Curriculum | Services | Planning | Support | Guidance
TISD Average | 34% 30% 10% 24% 2%
State 04 - AN0 04 - 400, 04 - 100 10% - 0
Recommended 35% -40% | 30% -40% | 5% - 10% 15% 0%
Per cent of Middle School Counsdor Time
Compared to State Recommendations
Guidance | Responsive | Individual | Systems Non-
Curriculum | Services | Planning | Support | Guidance
TISD Average | 3% 19% 25% 9% 44%
State U A0 o (0 15% - 10% - o
Recommended | 3270 ~40% | 30% -0% | “o50, 15% 0%
Per cent of High School Counselor Time
Compared to State Recommendations
Guidance | Responsive | Individual | Systems Non-
Curriculum | Services | Planning | Support | Guidance
TISD Average | 10% 29% 28% 10% 23%
State o OEQ o _ 250 25% - 15% - 0
Recommended | 1270 ~25% | 25% - 35% | “o5g, 20% 0%

Source: TISD - Sudent Information Services

Recommendation 31:

Develop a guidance curriculum to incor por ate a continuum of
counseling servicesfor Pre-K through 12th grade.

Joint meetings of the counseling and guidance staff should be held to
provide a well-planned guidance curriculum and continuum of services as
students move though the TISD system. Assistant principals, team leaders
and grade level chairs will be required to assume non-guidance functions

previously performed by counselors.

IMPLEMENTATION STRATEGIESAND TIMELINES

The director of Student Services should hold joint meetings of
the elementary and secondary counseling staffs to provide for
awell-planned guidance curriculum to incorporate in a
contintnim of cotnsalina and atiidance services to all sfudents

April 1996




as they move through TISD.
The director of Student Services should establish aregular Monthl
staff meeting for the entire department to ensure the -
2.1 : . i , beginning in
implementation of the guidance curriculum and continuum of Auoust 1996
services from Pre-K through grade 12. g
Evaluation procedures should be put in place as the :
3. . L Ongoing
curriculum is implemented.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 4
EDUCATIONAL SERVICE DELIVERY
AND PERFORMANCE MEASURES

CO-CURRICULAR STAFFING

A school district's staffing budgets and expenditures for its co-curricular
programs should be available and readily understood. Since athletics
represents a significant portion of co-curricular activities, the overall cost
of athletic programs should clearly depict both that portion of teachers
salaries that is dedicated to required instruction and the portion dedicated
to athletics.

CURRENT SITUATION

TISD offers avariety of sports activities for interscholastic participation
by both boys and girls. Except for the head football coaches at the two
high schools, coaches at the middle and high school levels are paid
according to the same salary schedule asteachers, using the degree
obtained and the number of years teaching experience to arrive at an
individual's salary. Head football coaches, one at each of the two high
schools, negotiate their salaries and do not have teaching assignments. All
other coaches are assigned teaching duties based on their area(s) of
certification. Coaches are provided coaching stipends ranging from $1,500
to $6,000, to fulfill responsibilities required in coordinating and
implementing a specific sports program.

FINDING

Unlike most secondary school teachers who are assigned to either four or
five instructional periods per day (depending upon whether their school
has a six-or-seven period day), many TISD high school coaches teach the
equivalent of three or fewer instructional periods per day including
physical education classes. Remaining time is spent on athletic periods or
planning/conference periods, thus, it takes almost two coaches to provide
the same classroom instruction provided by one non-coaching teacher.

The district's two high schools have atotal of 52 coaches and 2 head
football coaches. Due to current classroom teaching assignment
differences between coaches and regular teachers, personnel and operating
costs for providing classroom instruction are increased when coaches are
used instead of regular teachers.

Recommendation 32;



Develop a uniform workload wher eby coaches teach the equivalent of
five of seven class periods, or four of six instructional periods
(including physical education) per day.

Approximately 65 to 70 percent of each coach's day should be spent
delivering classroom instruction to students. If a school uses a seven
period day, one period should be used for planning, one for coaching
responsibilities and the remaining five periods for instruction.

IMPLEMENTATION STRATEGIESAND TIMELINE

As part of the policy development process, the board should
develop and adopt a policy that all teachers (including coaches)
teach at least five instructional periods per day. Physical

1. | education may be counted among the periods, but athletic August 1996
periods in which students are not earning a physical education
credit should not be counted toward the minimum period
requirement

The assistant superintendent of Instructional Services should
devel op staffing requirements and budgets for the 1996-97 September
2. | school year based on the newly adopted policy. Reductionsin | 1996 -

the number of teachers/coaches should be realized through August 1997
attrition.

The assistant superintendent of Instructional Services should
3. | implement the new staffing configuration beginning with the | August 1997
1997-98 school year.

FISCAL IMPACT

By having each coach, excluding head football coaches, teach the
equivalent of five of seven or four of six non-athletic periods per day, 14
fewer coaches/teachers will be required, as shown in Exhibit 4-26.

Exhibit 4-26
Staffing Impact of Requiring Each High School Coach to
Teach At Least Five Non-Athletic Periods

Number Of Non-Athletic Periods Teachers Needed if
School Coaches* Currently Taught By Coaches Taught
Coaches Additional Periods
John
Tylert* 24 76 19
Rohert E. |28 91 19




Lee

Total 52

167

38

Source: Derived from TISD Instructional Services Division
* Excludes head football coaches at both high schools who are on
assigned salaries rather than teaching contracts.
** John Tyler High School has block scheduling and numbers are

adjusted accordingly.

The fiscal impact is calculated by eliminating five positions through

attrition per year beginning in the 1996-97 school year based on current

attrition rates, and four positions eliminated during 1998-99. For 1996-97,

eliminating five positions through attrition will save $176,030 ($29,632
average teacher salary plus $5,574 in benefits); $352,060 for 10 teachers

during 1997-98 and $598,502 for all 14 teachers during 1998-1999.

Recommendation

1996-97

1997-98

1998-99

1999-
2000

2000-01

workload for coaches

Develop uniform teaching

$176,030

$352,060

$492,884

$492,884

$492,884




Chapter 5
COMMUNITY INVOLVEMENT

A. Public Information Management

B. Methods Used to Communicate with the TISD Community
C. TISD's Relations with Local Colleges and Universities

D. Community Participation in School- Based Organizations
E. Parental Involvement Programs

F. Support Services

Effective community involvement is essentialy a function of
communication, and as such, depends on an established communication
system between the school district and the community. An effective
communication system relies on trust, continuity and an established
rapport between the district and the community, fostered for example
through partnerships with local media, organizations and businesses.

Effective relationships between the district and its community should be
guided by a community involvement plan that includes:

guidelines for parent and business participation in local decision
making processes,

outreach activities designed to encourage parental involvement,
methods for recruiting business sypport for school functions, and
strategies for communication both with the community (external
communications) and within the school district (internal
communications).

The efforts each school district takes to involve its community vary and
must reflect unique cultural, economic, business, civic and socia climates.
Particularly important are efforts by the district and community to involve
parents, local businesses and minority groups.

To support community involvement, the district uses a variety of outreach
interactions, such as partnerships (mentoring and tutoring), parental
involvement, advisory committees and coalitions, public relations
(including external and internal communications), collaborative planning,
school and community events, volunteer programs, bequests and
foundations, minority relations, relationships with higher education
providers and local government.

Therole of district administration should be to help each school develop
and sustain positive relationships within the community. To improve
student performance and enhance the learning climate, community and



parental involvement must be coordinated and organized as an integral
part of the campus curriculum and extracurricular activities.

CURRENT SITUATION

TISD community involvement and public relations are centralized and
managed through the Communications Office. The Communications
Office is managed by a director and includes a receptionist, cable access
television technician, mail delivery clerk and office assistant (Exhibit 5-
1). The office is responsible for public relations, media relations,
districtwide telephone services, intra-school mail services and the
assembly of board agendas and meeting notices. In addition, the office is
responsible for writing the TISD Newdletter for distribution to the
community four times a year.

Exhibit 5-1
TISD Communications Organizational Chart

Superintendent
Director
Cotntrications
Eeceptionist
Cable Access Ilal Delivery Office
Technician Clerk Assistant

The primary program that the Communications Office coordinates is the
district Partners-in-Education (PIE) program. This program is coordinated
in conjunction with the Tyler Area Chamber of Commerce. An education
partnership is avoluntary relationship between a community group and a
school group. Potential partners submit an application form to a steering
committee of district and chamber of commerce representatives. The



committee matches the community partner to a school partner who then
meet to determine their goals and coordinate programs for the year. Any
other community programs are coordinated by individual campuses.

The Communications Office reports directly to the superintendent and
maintains the following budget (Exhibit 5-2):

Exhibit 5-2
TISD Communications Office
1995-96 Budget

Category Amounts ‘
Salaries and benefits | $212,450 |
Materials and Supplies| $75,450 ‘
Total $287,900 ‘

Source: TISD - Office of Communication's



Chapter 5
COMMUNITY INVOLVEMENT

PUBLIC INFORMATION MANAGEMENT
CURRENT SITUATION

The director of Communications is responsible for coordinating the
superintendent's regular meetings with principals and teachers, as well as
meetings with local media. The responsibility also includes the
development of the annual TISD school calendar, special publications and
the TISD Newdletter that is published in the Tyler Courier Times
Newspaper four times a year. The Communications Office also serves as
the contact for outside media regarding instructional programs, personnel,
board agendas and general district information.

FINDING

The school board, through the Communications Office, does not
effectively communicate with the community. For example, the U.S.
Department of Justice letter (Appendix G) about the proposed attendance
boundary changes and facilities projects was withheld from the
community for more than seven months. Because the board withholds
information on occasion, the community's trust in the board is
undermined. Focus group participants stated that the board has not
adequately communicated with the community.

Recommendation 33:

Conduct quarterly public forum meetings to encour age community
involvement.

The TISD board should conduct these open forums to encourage trust and
cooperation among community members. In addition to allocating time for
public comments, community members should be encouraged to submit
their reactions to issues discussed in the quarterly public forums in writing
to the board. The month following the public forum meeting, the board
should publish aresponse in a specia edition of the quarterly newdletter.

IMPLEMENTATION STRATEGIESAND TIMELINE

The board should organize and schedule a quarterly public | March 1996 -
" | forum meeting. April 1996

2. | Once scheduled. the hoard should advertise and conduct the | May 1996




quarterly public forum meeting.

The board should respond to community concerns by issuing

a response through the quarterly newsletter. June 1996

FISCAL IMPACT
No fiscal impact is associated with this recommendation.
FINDING

The Communications Office lacks a community outreach plan to direct its
efforts. While communication with the media is an important and vital
function, the office does not have a plan or established guidelines for
community outreach for the district as awhole or for individual campuses.
Campus principals, teachers and parents operate independently without
centralized direction and coordination from the Communication's Office.
Asaresult, there is awide range of programs and publications offered by
the different schools. These programs include Parent and Teacher
Organizations (PTO), specia fundraising events, parent and student
volunteer tutors and mentors, booster clubs and partnerships with outside
organizations and busi nesses.

Additionally, TISD lacks an active outreach program for parental
involvement among minority groups within the community. Hispanic and
African American parental involvement islow. The public input phase of
this review identified segments in the African American and Hispanic
communities that perceive the district to be unresponsive to their needs.
For example, the Hispanic community members pointed out that the
district publishes little information in Spanish and district meetings are
held outside the Hispanic community, which limits their involvement.

The 1970 desegregation order established a biracial committee composed
of white and Africant American community members to address the
desegregation issues in the community, but the committee has been
inactive for several years.

Recommendation 34:

Design and implement an effective outreach plan for the community
that includesreactivating the biracial committee established by the
desegr egation order, and expanding the committee to include
Hispanic member s of the community.

The outreach plan should establish guidelines for notifying the public of
district events. The plan should be devel oped with the assistance of the



Region VIl Site Based Decision-Making (SBDM) representative for the
region. The plan should include the date and the method for distributing
information to the public. The plan should address all facets of the
community, including area businesses, churches and organizations. The
plan should identify target groups in the community that could be more
involved and develop outreach strategies for these community members.

For individual campuses, the plan should include strategic planning goals
and SBDM activities to involve campuses in a comprehensive and
effective district outreach program. The plan should address methods of
communication with parents, volunteers and businesses in the community.
The plan aso should include methods of communicating outreach
activities among campuses in the district. Campuses would be aware of
what other campuses are doing and may encourage campuses to
coordinate more on outreach activities. This would allow campuses to
provide a more consistent and coordinated effort directed towards
outreach activities in the district.

A community outreach committee should be established for the Tyler
community, and should report directly to the superintendent. The
committee should include leaders in the minority community such as
representatives from the National Association of Colored People
(NAACP) and the League of United Latin American Citizens LULAC),
Interfaith, Communities on Patrol (COPS) and any other groups that bring
ethnic groups together in the Tyler area.

In addition, the district should offer support to minority organizations in
the community. For example, one way would be to coordinate educational
programs with the Tyler Hispanic Center. The center provides English and
Spanish language classes, tutoring and information to the Hispanic
community. At the very least, the district should have a representative at
the Hispanic Center to discuss district activities and attempt to encourage
more parents and citizens to participate in district activities.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Communicatiors, in conjunction with the
Region VII SBDM representative and campus representatives,
should develop aformal community involvement plan.

The plan should establish methods and dates of
communication with al local community groups.
The plan should include provisions for the board to
create acommunity outreach committee and recruit
leaders from the minority community, including, but
not limited tn achvocary aroling in Tvler Qich agthe




NAACP, LULAC, COPS, and Interfaith

2. | The plan should be submitted to the board for approval. July 1996
The plan should be implemented for the coming school year | August 1996

3. | and updated every year as programs and community and every year
involvement changes. thereafter

The committee should meet regularly with the superintendent
4. | to discuss strategies for increased minority involvement in
TISD.

June 1996 and
ongoing

The committee should participate in school activities and have | June 1996 and
an opportunity to influence decisions of site-based councils. | ongoing

FISCAL IMPACT
No fiscal impact is associated with this recommendation.
FINDING

The Partners in Education (PIE) committee does not attempt to channel
business partners to underserved TISD campuses. Campuses do not have
an equal number of business partners. While the PIE program has been
successful in recruiting business volunteers, its success varies by campus.
Exhibit 5-3 illustrates the number of business volunteers at each campus.

Exhibit 5-3
1994-95 Number of Partnersin Education
(by Campus)
School Number of Business Partners
ELEMENTARY SCHOOLS

Austin 9

Bell 11

Birdwell 3

Bonner 3 ‘

Clarkston 7

Dixie 2 ‘

Douglas 5

Gary 5




Griffin 20
Jones 8
Orr 5
Owens 6
Peete 3
Ramey 7
Rice 6
Woods 11
St. Louis School | 17
Camp Tyler 10
MIDDLE SCHOOLS
Boulter 8
Dogan 4
Hogg 4
Hubbard 4
Moore 14
Stewart 7
HIGH SCHOOLS

Lee 13
Tyler 8
Total 200

Source: TISD - Communications Office
Recommendation 35:

Attempt to evenly assign business partnersin the Partnersin
Education (PIE) program to campuses throughout the district.

The PIE Steering Committee should ensure that campuses receive about
the same of number of business partners. If some businesses do not agree
with their campus assignment, the PIE Steering Committee should work
with campuses and businesses and attempt to make even assignments or



reassign business partners and campuses that are willing to work together.
This approach would ensure a more balanced distribution of business
partners so that all campuses receive similar benefits in terms of volunteer
hours and in-kind donations.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The PIE Steering Committee should review and evaluate the March
" | distribution and assignment of business partners to campuses. 1996
2 The steering committee working with local business should reassign | April
" | business partners to attain a more balanced distribution. 1996
As new partners submit application forms, the steering committee M
3. | should ensure that assignments are based on the number of business 19{36

partrers already assigned to campuses.

FISCAL IMPACT
No fiscal impact is associated with this recommendation.
FINDING

While the Communications Office is aware of some district activities and
promotes those, the office has not promoted nor addressed important
issues such as at-risk students, dropout rates, increased diversity and
enrollment and test scores. Many community members felt that although
the quality of education at TISD was good, the local private schools were
better marketers of their services than TISD. There are currently no
measures in place to monitor the performance of public relations activities
in TISD.

Recommendation 36:

Monitor the performance of public relations and communications
activities.

TISD should develop measures to monitor performance in the areas of
budget, media and community perceptions, information availability, and
community concerns, etc. The director of Communications and the
superintendent should regularly monitor and report to the board on the
performance of public relations activities.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The directar of Commiinicatinng chniild devel on nerformance March




measures and report them periodically to the superintendent and the | 1996
board.

FISCAL IMPACT

No fisca impact is associated with this recommendation.



Chapter 5
COMMUNITY INVOLVEMENT

METHODSUSED TO COMMUNICATE WITH THE TISD
COMMUNITY

CURRENT SITUATION

TISD maintains a cable access television department responsible for
developing videos, commercials and other promotional efforts. In
addition, the district maintains a local access television channel to
broadcast board meetings, district promotional videos and district and
campus announcements.

FINDING

TISD effectively uses television and newsprint to promote the district.
TISD develops ard airs several television commercials promoting the
district throughout the year. Examples of television commercias include
the Teacher of the Year Award, the International Baccalaureate program,
technology programs, specia programs and the bilingual program.

COMMENDATION

TISD iscommended for using a public education channel to broadcast
school board meetings and various campus announcement and
upcoming TISD events.

Monthly board meetings are televised as are various campus
announcements and district events. For example, Griffin Elementary
produces a 10 minute segment entitled "Story Time" on MGG Channel 2
each Friday in which a story isread by a student. Students also broadcast
news and sports three times a day, Monday through Friday on Channel 2.

FINDING

The TISD community involvement program lacks periodic
communication tools, such as a regular monthly newsletter and brochures,
targeted directly for the community. While a quarterly newsletter is
printed in the Tyler Courier Times, district events occur more frequently
and the quarterly newdetter does not to aert the community to immediate
upcoming events and programs.

Recommendation 37:



TISD should develop a monthly community newsletter, mass-mailed
to community businesses and or ganizations.

Regular newsdletters would help the district reach segments of the
community not reached through newspapers and television publicity. The
newsletter should contain brief highlights of the district's activities, with
the telephone number of the Communications Office prominently
displayed so the public can call to obtain additional information. Each
newsletter should feature a special community partner who has
contributed time and donations to TISD schools. This would provide
greater visibility to the district, greater community awareness and
understanding of school needs and enhance support and involvement in
the schools.

In addition, the newsletter should highlight various district programs and
the opportunities available to participate in the programs. This newsl etter
would serve as an informational tool to new businesses and community
members in the area and provide information to new residents through the
Chamber of Commerce.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Communications should produce a
L monthly TISD community newsletter. September 1996
5 The director of Communications should request existing | September 1996
" | partners to sponsor printing the community newsletter. and ongoing
3 The director of Communications should coordinate with | September 1996
" | area businesses to display the district newsletter. and ongoing

FISCAL IMPACT

The cost of printing and distributing a monthly community newsletter is
about $1,000 per month for printing and postage, or $12,000 annually.

Recommendation | 1996-97 | 1997-98 | 1998-99 12%%% 2000-01

Distribute a monthly

newsletter ($12,000) | ($12,000) | ($12,000) | ($12,000) | ($12,000)




Chapter 5
COMMUNITY INVOLVEMENT

TISD'SRELATIONSWITH LOCAL COLLEGESAND
UNIVERSITIES

CURRENT SITUATION

For the past five years, the TISD has coordinated with the Tyler Junior
College (TJC) and the University of Texas at Tyler (UTT) in various
district educational programs. Programs assist both students and teachers
advance their educationa goals.

FINDING

TI1SD works closely with local colleges and universities to encourage
district teachers to enhance their teaching methods while obtaining
advanced degrees. In addition, TISD works with local colleges to prepare
college-bound and career and technology students for the future. TISD and
the TJC offer adual-credit program for qualifying high school juniors and
seniors. The college and district identify high school courses that are
contracted out to the junior college and students receive both college and
high school credit simultaneously. Students can receive up to 15 semester
hours of college credit before they graduate from high school. Courses
include air conditioning, welding, accounting, keyboarding, computer
science, electronics, child development, speedwriting, business computer
applications, construction graphics, manufacturing graphics and others.

TJC, TISD and the Mental Health and Mental Retardation (MHMR)
department have formed a consortium to mentor at-risk students. The
program uses college students to work one-on-one with at-risk youth and
mentor them in homework and other activities. All college mentor
students are paid a stiperd for assisting at-risk students.

UTT has helped the district sponsor student and teacher programs. For
example, aliteracy-based training program was sponsored for at-risk
students. About 700 students participated and 54 teachers were trained in
the prog-am. In addition, a program has been initiated entitled "Project
2000," which was established in conjunction with the university's master's
degree program for TISD teachers. District teachers who want to pursue a
master's degree attend UTT, and TISD and the university split the cost of
tuition.

COMMENDATION



TISD iscommended for maintaining strong tiesto local colleges and
universities and using the relationship to enhance both student and
teacher education experiences.



Chapter 5
COMMUNITY INVOLVEMENT

COMMUNITY PARTICIPATION IN SCHOOL BASED
ORGANIZATIONS

CURRENT SITUATION

While a comprehensive record of community participation in school-based
organizations is not available, some campuses are involving important
community members in their education programs.

TISD isworking with the East Texas Employment and Training Center, a
partially funded Job Training Partnership Act Program (JTPA) for
dropouts seeking a high school diploma. The program offers students, who
have been unsuccessful in the regular high school program or aternative
education program, tutoring and TAAS test preparation so students can
graduate with a high school diploma or general equivalency diploma
(GED). TISD contracts with JTPA and pays for students to attend the
program with money received from the state based on average daily
attendance. The program has had 50 students participating at a cost of
$75,000.

TISD maintains a Partnership for Accelerated Education (PACE) program,
an aternative high school program for students who have been
unsuccessful in regular high school.

Criteriafor enrollment is for students who have failed two or more
subjects in a semester; have dropped out of school for more than a
semester; have been retained one or more times; and/or are over-age; are a
pregnant or parenting teen and have completed all graduation
requirements except for passing the TAAS test. Last year, the program
served 250 students and 47 graduated from the program.

A program started at Griffin Elementary allows students to gain
experience in operating and working in the school's business society called
"Tiny Tech Town." The project is sponsored by a TEA grant. Project
LOVE (Learning Opportunities through Vocational Education) is designed
to integrate academics with vocational learning and gives students the
sense of responsibility it takes to run a business. Project LOVE isaso
geared to develop early leadership abilities and enthusiasm for school as
students experience success in job-related activities. In addition,
cooperative partnerships are established with businesses, such as Nations
Bank, TB Butler Publishing Company, the U.S. Post Office, Brookshire
Store, Wal-Mart, UT-Tyler and Region V1.



In addition, the district has the TISD Foundation, an independent,
community-based, non-profit organization, whose mission is to promote
excellence in education by developing and sustaining financial and non
financial support from the private sector to benefit the public schoolsin
the district. The foundation was started in 1991 by leaders from the
business and education communities, and its primary objectives are to
fund innovative educational programs that cannot be provided with district
funds; foster community support for TISD public schools; and increase the
involvement of parents in the educational process of their children.

The TISD Foundation currently funds three programs in the district: The
Teacher Incentive Grant Program, a Scholars Program and a Parent
Education Program. The Teacher Ircentive Grant Programs provides
teachers with resources to explore new teaching techniques and develop
creative classroom projects that will enhance students' use of textbooks.
Grants of up to $500 are awarded twice a year to teachers on a competitive

basis.

Exhibit 5-4 illustrates the Teacher Incentive Grant Programs funded for

fall 1994.
Exhibit 5-4
Teacher Incentive Grant Programs Funded
Fall 1994
Campus Program Funded

Bonner " , .. N
Elementary Reading for Proficiency
Hubbard Middle | "Real World Math"
Clarkston i ;
Elementary Ditto Buster
Bell Elementary | "Moving Makes a Difference”

Hubbard Middle

"Literature Links- Double L Project”

Bell Elementary

"Learning Styles of the Y oung and Successful”

Gary Elementary

"Learning Through Literature"

Hubbard Middle

"Be An Inventor"

Dixie Elementary

"Take Home Bags"

Dixie Elementary

"Native American Music: Combining Literature, Legend and
Ceremony"

Camp Tyler

"Roping in Higher Level Thinking Skills'




Owens Elementary

"Bigger is Better"

Hogg Middle "Lights, Camera, Action: Student Video Productions’
Tyler High "The S3 Team (Saturday Science Students)"

Bonner "PEP- Physical Education Parents”

Elementary

Birdwell "Whole Language Approach to Discovering New Worlds
Elementary Through Literature"

Source: TISD - Foundation information

The TISD Foundation Scholars Program is designed to motivate and assist
those students who have exhibited the potential to become National Merit
Scholarship Semi-Finalists. This program offers specialized classwork for
top-performing tenth grade students. Status as a National Merit
Scholarship Semi-Finalist is determined by scores on the Preliminary
Scholastic Aptitude Test (PSAT) administered in the junior year.

Exhibit 5-5 and Exhibit 5-6 lists the year, number of Teacher Incentive
Grants and Parent Education Grants and award amounts funded to date.

Exhibit 5-5
T1SD Foundation Teacher Incentive Grants Awar ded
Year |Number of Grants|Award Amount
1992-93| 30 $15,000
1993-94 | 42 $21,000
1994-95| 32 $16,000
1995-96 | 32 $16,000
Total 136 $68,000

Source: TISD - Foundation information

Exhibit 5-6

TI1SD Foundation Parent Education Grants Awar ded

Year |Number of Grants | Award Amount

1992-93 4 $4,000

1993-94 | 6 $6,000




1994-95 5 $5,000
1995-96 | 5 $4,500
Total |20 $19,500

Source: TISD - Foundation information

The Parent Education Program consists of Parent Education Grants and
the Parent University. The Parent Education Grant Program provides
grants of up to $1,000 each on a competitive basis to individual campuses
to meet the needs of that campus. Each campus is challenged to initiate a
plan to increase parents involvement. The Parent University provides
several informational sessions led by local professionals on a variety of
parenting issues. Sample topics include communicating with your child,
surviving high school, steps to help children succeed, the gifted and
talented, parenting issues for at-risk youth, gangs in Tyler and increasing
children's self-esteem.

Exhibit 5-7 illustrates the Parent Education programs funded by campus
for 1994-95.

Exhibit 5-7
1994-95 Parent Education Grants Funded

Campus Program Funded ‘
Gary Elementary "Growing - By the Day"
Special Services "Putting Parents Back in Control"
Annex
Boulter Middle I?arents,llEducators and Community Combating
Violence
Bell Elementary "Parents Make a Difference, Too!"

Birdwell Elementary

"Parents Can Make a Difference"

Source: TISD - Foundation information

FINDING

The TISD Foundation is an established and well-received community
organization. Focus group participants agreed that the foundation is a
strong resource group in the district. The foundation can help assist
campuses financially with classroom projects and parent programs.




COMMENDATION

TISD iscommended for supporting the TISD Foundation and using
the relationship to enhance the educational experience of both
teachers, students and parentsin the community.

FINDING

TISD campuses have been recognized statewide and nationally for their
achievements in academics, athletics and extra-curricular programs.
Exhibits 5-9, 5-10 and 5-11 provide a partia listing of district
achievements by campus.

Exhibit 5-8
Partial Listing of District Achievements
1993-94 through 1994-95

Superintendent invited to participate in the Lamar University

District Superintendents Academy.

Four elementary principals were selected for the Texas Elementary
Principals and Supervisors Association Academy.

SAT scores 45 points over state average and 29 points over national
average.

Executive Director of Elementary Education was selected by the Texas
Elementary Principals and Supervisors Association (TEPSAN) to
represent Region VII as TEPSAN of the Y ear for 1994-95.

Source: TISD - Office of Communications information

Exhibit 5-9
Partial Listing of Elementary School's Achievements
1993-94 through 1995-96

Rice

Achieved Recognized status for student performance in 1994-95.
Elementary

December 1994, two teachers received Technology grants.

A teacher was selected as one of ten recipients of the national
"Discovery Network's Teacher Recognition Program” for
innovative instructiona use of commercial-free television and
commitment to excellence in education.




Third grade students in 1994-95 scored in the 76 percentile on

[E)IO uglas TAAS math while the district average was in the 70 percentile in
ementary

1994-95.
Bonner December 1994, won the Texas Successful School Award for

Elementary improvement of TAAS scores and received $8,394.

Orr 1993-94 won $43,000 for TAAS test score improvement from
Elementary TEA.

1993-94 won 1% in fourth grade District Writing Contest.

1994-95 won 2" in third grade Regional Spelling Bee.

1994-95 Technology grants received for:

Bell - | Seeand Hear, We See and Hear, We Learn;
Eleme - Dialoguing with Authors Along the Superhighway;
ntary - Developing a Literacy Portfolio; and

Real Writing, Real Reading, Real Gain.

1994-95 teacher grants received for:

Literacy Location;
Moving Makes a Difference; and
Celebration Sation.

1995-96 teacher grants received for:
Reach Out and Touch Someone; and

Completing the Missing L.I.N.C. (Locomotion, Integration,
Neurological Connection).

Source: TISD - campuses supplied information

Exhibit 5-10
Partial Listing of Secondary School's Achievements
1993-94 through 1994-95

Moore |Drug Free Youth In Texas. Largest secondary school in the U.S. to
Middle |remain dria free for 3 vears (teachers. staff and stuidents tested) in




1992-93, 1993-94, and 1994-95. Invited to White House to receive
National Drug Free Schools Award in 1992-93.

Recognized by State Board of Education for TAAS improvement in
1989-90.

Received Scholastic Gains Award - Governor's Excellencein
Education Committee in 1990-91.

Received Successful Schools Award - Governor's Excellence in
Education Committee in 1993-94.

Students earned highest TEAMS scores, top 10% of schoolsin
Texas in 1989-90.

Hubbard
Middle

Principal presented the 1995 "Excellence in Education Award" by
the Texas Women's Alliance.

Principal installed as Texas Middle School Association President in
February 1995-96.

Recelved 1994-95 Successful School Award - Significant Gains.

1994-95 Math Counts Competition - 1% place Individual in East
Texas.

1994-95 Duke Talent Search - State and Grand National recognition.
Seventh grader scored a perfect 800 on SAT math.

LeeHigh

English Advanced Placement Special Recognition Award in 1994,

1994 State of Texas Award - Biology Teacher of the Year.

1994 State School Board's - Celebrations of Educational Excellence
Award.

1995 National Biology Teachers Award Biology Teacher of Texas.

1995 Advanced Placement Biology: National Model Curriculum.

1996 a teacher received the Texas Excellence Award for
Outstanding High School Teachers.

Academic Decathlon 1994-95 Region VIl Champions - Advanced to
State.

Varsity cheerleaders placed 14" for their division in the National
Cheerleading Association Championships in 1994-95.

Teacher received the Senior High School Art Educator of the Y ear
award for the state of Texas in 1994-95.




1994 a teacher received ajournalism award from the Texas Press
Women's Association.

One-act play club advanced to the state meet in Austin in 1994-95. ‘

Tyler High | 1993-94 acceptance into the International Baccalaureate Program. ‘

1994-95 State 5A Football Championship. ‘

1994-95 5A Regiona Boys Basketball Championship.

April 1995 the choir won the " Sweepstakes' trophy in the annual
University Interscholastic League Concert and Sightreading
competition.

Source: TISD - campuses supplied information
COMMENDATION

TISD iscommended for having campusesthat are recognized
statewide and nationally for their academic, athletic and extra-
curricular programsthat they sponsor.

FINDING

Community participation varies by campus. District campuses must
independently coordinate all community involvement activities and must
work with other campuses to coordinate the dissemination of community
involvement information. Principals and campus organizations are
responsible for coordinating the involvement of the community in their
programs. The Communications Office does not coordinate any school-
based programs.

The Communications Office does not provide a central point of
coordination for community activities on campuses. For example, when
the review team requested comprehensive information on district
community programs, the office contacted individual campuses to obtain
the information. Moreover, the office is not tracking and monitoring any
campus community programs to gain information such as number of
volunteers, program hours, types of programs and the value of monetary
or in-kind donations. Exhibit 5-11 illustrates a partial listing of
community program information that was provided by campuses.

Furthermore, based on information received by individual campuses, some
campuses are also not tracking community involvement information such
as number of volunteers, volunteer hours and in-kind donations (Exhibit



5-11). District community program information is not coordinated,
centralized nor tracked consistently.

Exhibit 5-11

Partial Listing of Programs, Number of Volunteers,
Hoursand In-Kind Donations

Program Name # of Volunteer In-K!nd
Volunteers Hours Donations

PTA 1,576 615 $5,100
Mustang Posse n/a 100 $ 1,000
Partners In Education n/a 60 n/a
Booster Club 15 750 n/a
IB Parents 150 1,000 n/a
Jr. Achievement 12 949 n/a
Parents/V olunteers 80 2,879 n/a
g;‘gggi onship Banquetand | o 2,500 $22,000
Tutoring 15 1,460 n/a
School Supplies/Donations | n/a 278 $22,233
Big Brother/Big Sister n/a 50 n/a
Reading n/a 230 n/a
Egr?glglja]gaes a Second n/a 775 n/a
Field Trips 170 15 $382
Head Start n/a 800 $9,795
Project LOVE n/a n/a n/a
Total 2,029 12,461 $60,510

Source: TISD - campuses supplied information
Note: N/A = Information not available from the district.

Recommendation 38:




Develop a TISD school volunteer program to coordinate and track
major volunteer effortsby campus.

The volunteer program should be responsible for tracking and monitoring
all volunteer activities, the number of volunteers, volunteer hours and
volunteer donations (monetary and in-kind). The program should track all
community involvement activities by parents, organizations and
businesses. Monthly and annual performance reviews should be conducted
to ensure that campuses with low numbers of volunteers are supplemented
with volunteers from the community. Monthly and annual monitoring of
program activities ensures that volunteers are recognized and encouraged
to continue in the programs. Community volunteers also supplement paid
staff hours because volunteers can work in various places where paid
employees are now used.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Communications should coordinate with campus

1. | principas on program activities, volunteer hours and volunteer March
: 1996
donations.
The director of Communications should compile district volunteer ,
: ) , April
2. | program information monthly to monitor and track program 1996

activities.

Campus principals should submit volunteer program information May
monthly to the director of Communications. 1996

The director of Communications should perform monthly and
4. | annual performance reviews of volunteer programs to ensure
campuses have sufficient volunteers.

June
1996

FISCAL IMPACT

The district may incur some administrative costs involved in
implementing a volunteer program. However, this recommendation could
achieve savings to offset these costs if time spent by paid employees can
be supplanted with community volunteers. Therefore, no costs or savings
are estimated for implementation of this recommendation.




Chapter 5
COMMUNITY INVOLVEMENT

PARENTAL INVOLVEMENT PROGRAMS
CURRENT SITUATION

TISD's Parent Teacher Organizations (PTOs) are considered the strongest
parental-involvement groups in the community. PTOs assist campuses
with mentoring programs and fundraising activities. Some campuses have
won wards for their PTO programs, such as Owens Elementary, Stewart
Middle School, Woods Elementary, Hubbard Middle School and Rice
Elementary. Not all district campuses maintain strong parent
organizations. The level of involvement and types of programs vary by
campus.

FINDING

The degree of parental involvement in the PTOs varies by campus. The
level of involvement depends on principals, parents and PTO members.
Some campus PTOs have improved parental involvement rates by
networking with each other. In addition, some principals offer door prizes
to the class with the most parents attending a PTO meeting.

Recommendation 39:
Develop incentivesfor parentsto attend PTO meetings, such as door
prizes, that could include restaurant certificates, grocery certificates

and movie passes donated by area merchants.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Communications should solicit input from all March
1. | principals and PTO representatives for suggestions on incentive 1996
programs.
5 The director of Communications in conjunction with campus PTOs | April
" | should determine various incentives to offer. 1996
3 The director of Communications should ask area businesses to May
" | donate prizes. 1996
4 The director of Communications should publicize incentive June
" | programs in the monthly community newsletter. 1996

FISCAL IMPACT




Donations and incentives such as door prizes are to be solicited from local
businesses.

FINDING

TISD provides a School/Home Connection program that hel ps parents
develop ways to ensure students successfully complete homework
assignments. The program isin its second year and is funded by the Title 1
program, the program is currently at nine elementary schools and three
middle schools. The objectives are to provide training for parents to ensure
successful results in working with their children; relieve the frustration of
parents and students in completing their homework; to empower parents as
teachers; to improve the achievements of students; and to present parents
with experience to enhance the school-home relationship. The program
will be offered at the remaining elementary and middle schools within the
next two yesars.

In addition, Exhibit 5-7 lists the TISD Foundation Parent Education
Grants funded to various TISD elementary and middle schools. For
example, the Special Services Annex received funding for its program
entitled "Putting Parents Back in Control" while Bell Elementary received
funding for a program entitled, "Parents Can Make a Difference." Boulter
Middle received funding for a program entitled, "Parents, Educators and
Community Combating Violence."

COMMENDATION

TISD iscommended for sponsoring parent education programsin the
district that allow parentsto be involved in their children's education.



Chapter 5
COMMUNITY INVOLVEMENT

SUPPORT SERVICES

The following section discusses the support services provided by the
Graphics Reproduction Services (GRS) department of TISD. GRS reports
directly to the assistant superintendent of Administrative Services.

CURRENT SITUATION

The Graphic Reproduction Services (GRS) Department serves as the copy
center for TISD and fills ailmost al of its special printing needs. According
to GRS staff, the department was established during the 1969-70 school
year to improve quality, efficiency and cost effectiveness of printing and
graphics services. After adistrictwide study in the 1974-75 school year,
TISD developed plans to standardize all operational and educational

forms. In the 1994-95 school year, GRS printed about 13 million copies
for 27 TISD schools and provided support to various other administrative
efforts (Exhibit 5-12).

Exhibit 5-12
GRS Customer s and Scope of Services

Areas Served By GRS Summary of Printing Jobs
School brochures and newsletters
Progress reports

27 TI1SD schools - Curriculum guides

Daily operational forms

School board agendas
Board € ection documents

Superintendent's Office L etters and memos

Brochures
Principa report forms

Administrative Services
Contracts

Budget and accounting forms
Purchase orders and work orders
Personnel handbooks

School menus

Business Services




Free lunch applications and contracts

Student behavior policies
Tests and surveys

- Business cards
Instructional Services - Letter heads

Grant Proposals

Course guides

Source: TISD - GRS Department

The GRS currently employs three full-time printers, one apprentice
printer, one part-time student apprentice printer through the high school
work program and two part-time summer students working through a state
and federal grant. Exhibit 5-13 illustrates the organizationa structure of
the GRS.

Exhibit 5-13
TI1SD Graphic Reproduction Services
Organizational Chart

Lssistant
supenntendent

Administrative Services

Director
Graphic
Eeproduction
SEervices

Craftsman/ Coordinator Lpprentice
Printer/ Craftsman/ CraftsmanPrnter
Typesetter Printer (12 FTE)




GRS printsa variety of forms. The department operates a typesetting
machine, color copy machine and other equipment to meet current printing
needs. GRS operates on an annual budget and is reimbursed for services
using an internal service fund. The Budget and Accounting Department
handles payment of al invoices and revenues received by GRS through
this fund. Exhibit 5-14 shows the expenditures for fiscal year 1994-95.
GRS expenses vary with production, and the price of each printing request
is covered through an internal service fund.

Exhibit 5-14
Fiscal 1994-95 GRS Budget
Budget Item Budget Amount

Paper, Chemicals and Materias $91,628
Salaries and Benefits $127,016
Maintenance and Repairs $5,521

Travel $ 864

*Utilities (electricity, water, phone) | $ 3,000
Estimated Total $228,029

Source: TISD GRS Budget and Accounting Department
*Based on TISD utility bills and floor space occupied by GRS

Exhibit 5-15 illustrates the production for fiscal year 1994-95. In fiscal
year 1994-95 GRS produced about 13 million copies, or on average one
million copies per month.

Exhibit 5-15
Fiscal Year 1994-95 GRS Monthly Production



2,500,000

2,000,000 -

1,500,000 -

1,000,000

500,000 1

Source: TISD - GRS Department
FINDING

GRS does not have a pricing model that quantifies costs on a per copy
basis. This has resulted in GRS charging prices for reproduction services
that are lower than its costs.

GRS had an estimated average cost per copy of 1.8 centsfor the 13
million copies that GRS produced in fiscal year 1994-95, while the district
charged district customers an average of 1.3 cent per copy. This means
that the district does not recover $.005 cents per copy by using its present
pricing structure.

Recommendation 40:

Develop a cost recovery pricing schedule, based on the total cost of
supplies, labor, equipment, shrinkage, and over head.

GRS should use data from the Accounting and Budget department to
determine its costs in fiscal 1994-95. GRS should take all items from the
accounting data related to cost such as supplies and materials, 1abor,
equipment costs, and other overhead to quantify monthly costs. With
monthly cost data and monthly printing volume, GRS staff should be able
to determine monthly as well as annual cost per copy and develop a
pricing schedule that recovers the department’s cost.

IMPLEMENTATION STRATEGIESAND TIMELINE



The GRS director should meet with the staff in the Budget and

1 Accounting office and submit a request for information to obtain March
" monthly accounting data for GRS itemized payments as well as 1996
revenue.
The director of GRS should estimate the overhead for the April
2. | department such as electricity, water, telephone to add these 1$|9096
estimated expenditures to the operating and production costs.
3 The director of GRS should calculate the average cost per copy May
" | based on the size and nature of the printing assignment. 1996
4 Develop a price structure based on this cost analysisand publisha | June

list to all district customers. 1996

FISCAL IMPACT

GRS can become a true internal service fund by increasing its price per
copy to equal the calculated break even point. Based on $.005 per copy in
unrecovered costs to GRS and the number of copies produced last year,
GRS can recover about $65,000 in costs annually. While thisis not an
actual savingsto the district as awhole, true costs will be allocated to
internal customers.

FINDING

In 1994-95, TISD processed about 13 million photo reproductions. The
TISD Graphic Reproduction Services Department does not have a
documented system that schedules and prioritizes work requests. For
example, two different schools from the district may submit a request for
services and have a specia need for the job to be completed on or around
the same day. The manager of GRS decides which jobs receive priority on
adiscretionary basis.

Recommendation 41;

Develop and document a procedure for ranking and prioritizing work
requestsreceived by GRS.

The district should publish this procedure so that all administrators are
aware of the process.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of GRS should develop a survey to distribute to school | March
nrincinals to nain feedhack concernina the nature and scone of 1996




printing requests they believe should receive priority.

5 The director of GRS should gather, calculate, and rank the survey April
" | responses. 1996
3. | The director of GRS should inform TISD principals of the results. 2/'983/6
4 The director of GRS should ingtitute the new print request ranking | June
" | policy before the annual peak- usage times. 1996

FISCAL IMPACT

No cost is associated with the implementation of this recommendation.
FINDING

GRS does not have aformal process for estimating the time it will take to
complete printing jobs from the date of receipt.

Since TISD recently implemented site-based decision-making, principals
at each campus are responsible for approving printing requests. Because
more work requests are coming from more locations, the number of
customized requests being received by GRS has increased.

Recommendation 42;

Develop a table that detailsthe estimated time to complete a printing
work order.

It would help TISD customers to know the approximate time it will take to
complete ajob based on the number of copies, the type of binding required
and other special print requirements.

This schedule should be used as a planning tool to take into consideration
print requests that are recurring on aregular basis. For instance, the GRS
director should schedule recurring jobs from the beginning of the month to
the fifteenth of the month. A large printing request received on tenth of the
month, for example, would not receive priority until the sixteenth of that
same month. If all district staff are aware of the timeline, the volume of
printing work can be evened out across the month and produce a more
efficient work cycle.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The directar of GRS chniild datermine the annrnnriate achediile for March




the recurring printing jobs and submit calendars to affected 1996
customers.
The director of GRS should meet with staff and principles to April
2. | determine a reasonable time to complete awork order by size, nature 1596
and scope of the printing request given the recurring schedule.
3 The director of GRS should meet with staff to explain and discuss May
" | the new time frame for job completion. 1996
The director of GRS should institute the new schedule and estimated June
4. |time frame and inform al district customers of the new turrover 1996

time policy.

FISCAL IMPACT

No costs are associated with the implementation of this recommendation.




Chapter 6
PERSONNEL MANAGEMENT

In this chapter, the functions and activities of the Tyler Independent
School District (TISD) Department of Personnel Services are reviewed.
The chapter is broken into seven sections:

A. Organization and Management

B. Recruitment and Employment of Personnel
C. Sdary Schedules and Employee Benefits
D. Job Descriptions

E. Personnel Records

F. Employee Appraisals

G. Staff Development

ORGANIZATION AND MANAGEMENT
CURRENT SITUATION

Major functions performed by TISD's Department of Personnel Services
include:

Interpreting and recommending personnel policies and procedures.
Processing professional applications.

Recruiting and hiring professional staff.

Processing recommendations for employment of personnel from
departments and schools.

Processing transfers, resignations, retirements, terminations and
contract renewal for all employees.

Directing the preparation and revision of job descriptions and the
classification of positions.

Processing all leave requests (extended, emergency, sick bank, sick
pool) for district employees.

Developing and implementing competitive salary schedules.
Facilitating employee relations programs, including mediation,
complaint and grievance processing.

Overseeing employee evaluations and ensuring systems are
implemented effectively and uniformly.

Tracking certification and professional growth.

Managing district records for students and personnel.

The Department of Personnel Services is made up of an executive director,
asecretary to the director, two records officers, apersonnel clerk and a
clerk for securing substitutes. The executive director reports to the
assistant superintendent of Administrative Services.



Major responsibilities of the staff include:

Receiving and processing applications for professional staff.
Processing new employees.

Maintaining personnel records for professional and
paraprofessional employees.

Updating and maintaining job descriptions and the classification of
al district positions.

Maintaining records of certification and professional growth.
Tracking appraisals.

Preparing Public Education Information Management Systems
(PEIMS) reports.

Obtaining substitutes for teachers and paraprofessionals.
Developing a personnel directory and employee handbook.
Performing secretarial responsibilities.

Along with administering the department and its staff, the executive
director is responsible for recruiting professional staff, managing the
department budget, supervising the storage of district records and ensuring
that personnel are working effectively and efficiently.

FINDING

Personnel Services, with a staff of five support personnel and one director,
extends many employee services to the district's 2,068 employees. The
following exhibit (Exhibit 6-1) presents a breakdown of employees by
classification.

Exhibit 6-1
Number of Employees per Employee Classification
Asof October 1995

Position Classification # of Employees
Administrators and Other Professional Support Staff | 224
Teachers 1,056
Clerical/Technical 407
Manual Trades 381
Total Employeesin TISD 2,068

Source: TISD - Personnel Services

Applications for al professional staff (administrators, teachers and other
professional support) positions are processed through Personnel Services.
To apply for paraprofessional (clerical/technical) and auxiliary (food
services, maintenance and transportation) positions, the applicant must



apply through the Texas Employment Commission (TEC), which is being
absorbed into the Texas Workforce Commission (TWC). The agency has
received, processed and sent applications for paraprofessional and
auxiliary positions to the district when notified that a vacancy existed.
TEC has provided this service free of charge. The district first engaged its
services in 1989 because the district lacked office space and personnel to
process employment applications. Interviewing and hiring of personnel
has continued to be performed by the district.

COMMENDATION

TISD, second largest employer in the Tyler community, is
commended for the efficiency and effectiveness of managing
Personnel Serviceswith a staff of one director and five support
positions.



Chapter 6
PERSONNEL MANAGEMENT

RECRUITMENT AND EMPLOYMENT OF PERSONNEL

A magjor function of Personnel Servicesis the recruitment and employment
of personnel for authorized positionsin TISD.

CURRENT SITUATION

When an administrative/professiona vacancy occursin TISD, Personnel
Services posts the vacancy, recruits applicants and processes the new
employee. All applicants are provided an initia interview by the executive
director of Personnel Services. When a position becomes available for a
principal, director, assistant superintendent or other professional staff,
qualified applicants are interviewed by a committee consisting of teachers,
administrators, directors, superintendents and, in some cases, a community
representative. The committee recommendation is sent to the
superintendent and then the board for consideration.

For teaching positions, alist of qualified candidates along with the
candidates applications are sent to campus principals. Candidates are
interviewed by the principal and a campus-based committee. Once a
candidate is selected, a recommendation to hire is sent to Personnel
Services, which forwards the recommendation to the superintendent and
board for final consideration.

The digtrict has engaged TEC to post vacancies and process applications
for paraprofessional and auxiliary employees. Those persons interested in
working for the district have applied through TEC, which sends
paraprofessional applications to Personnel Services to select applicants for
interviews by departments or campuses filling positions. Applications for
auxiliary positions have been sent by TEC directly to the department or
campus with the vacancy, and the department selected applicants they
wished to interview. Once a department or campus decides to hirean
applicant, the applicant's name has been sent to Personnel Services, which
handles the hiring.

FINDING

TEC has been processing applicants for TISD paraprofessional and
auxiliary positions for five years.

Some department administrators feel the service works well, while others
responsible for hiring paraprofessional and auxiliary employees expressed



concerns over the outside agency's ability to refer qualified applicants.
According to the director of Personnel Services, if a department
administraor is not satisfied with applications forwarded by TEC, the
administrator may request additional applications. Department
administrators said these requests delay the filling of vacancies.

Department administrators said that many potential paraprofessioral and
auxiliary employees do not want to apply through TEC because the
application process is tedious, requiring long waits, and the TEC officeis
in an "undesirable" part of town. An unknown number of potential
applicants do not approach the district because they will not apply through
TEC. Asaresult, the district may be losing qualified applicants as well as
increasing the time required to fill openings.

TEC officials said they are willing to work with the district to resolve
problems. The officials said some applicants are not referred to TISD
because they seek more pay than the district is offering. TEC and
Personnel Services each said that any district department that knows of a
qualified candidate can "reverse refer” the candidate by calling Personnel
Services and/or TEC and requesting that the applicant's application be
forwarded for consideration, expediting the employment process.

By shedding the job of processing applications for paraprofessional and
auxiliary employees, TISD has saved countless hours and facility space.

Recommendation 43;

Contact TWC to determineif an alternate telephone or mail
application process can be established for paraprofessional and
auxiliary employees.

The director of Personnel Services should contact TWC to attempt to
identify alternative application processes to better accommodate
applicants. The district should not attempt to circumvent the TWC
position posting and applicant process because such a move would make
the district vulnerable to unfair hiring practices.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Personnel Services should contact TWC to
1. | identify alternatives for posting and processing potential March 1996
employment applicants.

If aternative posting and applicant processing is achieved, the
2. | director of Personnel Services should communicate the new
process to al district departments.

March 1996
and Ongoing




FISCAL IMPACT

This recommendation can be implemented with existing staff and

resources.

FINDING

Exhibit 6-2 presents the ethnic composition of TISD student and teacher
populations. Minority students account for 53 percent of the student
population, but minority teachers account for only 22 percent of the

teaching staff. The district's Hispanic enrollment has doubled in the last

seven years, while total student enrollment has remained steady.

In 1986-87, there were 1,427 Hispanic students and by 1994-95, the

number had increased to 2,890. The total number of teachersin 1986-87

was 992, with 12 Hispanic teachers. In 1994-95, Hispanic teachers
numbered 25. African American students numbered 5,617 in 1986-87 and
by 1994-95 had increased to 5,939. While African American student

enrollment has increased, the number of African American teachers has

decreased from 233 in 1986-87 to 203 in 1994-95.

While the district reports that they aggressively recruit minority

applicants, and a statement to this effect is included as a part of the board-
approved Site-Based DecisionMaking Plan, there is no formal plan or

program in place to attract and hire minority teachers.

Exhibit 6-2
1994-95 TI1SD Students and Teachers
(by Ethnic Classification)

American Agan African Hispanic Total
$ Minority

White

Totals

Indian American
# % # |% # % |# % # %

%

Students

18 |0.1% |123|0.7% | 5,939 | 35% | 2,890 | 17% | 8,970 | 53%

7,886

47%

16,856 |

Teachers

1 |01% |2 |0.2%|203 |19% |25 24%|231 |22%

882

79%

1,113 ’

Source: AEIS 1994-95

Recommendation 44:

Establish a committee of parents, community members and district
staff to set goals and objectives, and to develop a program to attract

minority teachersto thedistrict.



The committee's efforts should include setting goals for hiring and
retaining African American and Hispanic teachers until a more racially
balanced staff is achieved.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should appoint a committee of parents,
1. | community members and district staff. The executive director | April 1996
should serve on the committee.

Once the committee is formed, a chairperson should be
2. | selected, monthly meeting dates established and committee May 1996
goals and objectives discussed.

A recruiting program for the 1996-97 school year should be
3. | finalized by the end of July 1996 and presented to the July 1996
superintendent for approval.

4. | The program should be implemented. August 1996
The committee should evaluate its efforts at the end of each June 1997
5. | school year and a report should be submitted to the :
and Ongoing

superintendent and the board.

FISCAL IMPACT
This recommendation will have no fiscal impact.
FINDING

While TISD filled all positions for bilingual teachers for the 1995-96
school year, a shortage of certified bilingual teachers and applicants
persists. Twenty-nine of the 49 teachers teaching bilingual classes are on
Texas Educational Agency (TEA) Emergency Teaching Certificates
issued by Region VII. Because of the difficulty in recruiting certified
bilingual teachers, some teachers are on emergency permits and have been
granted extensions (by TEA) beyond the three-year limit because they
have not yet passed the Texas Ora Proficiency Test.

At one time the University of Texasat Tyler (UTT) awarded certification
in bilingual education but discontinued the program in the mid-1980s.
Teachers desiring to become certified in bilingual education must now
travel great distances to take course work for certification. Recently, UTT
formed a committee to look at reinstating the bilingual program.

A $1,000 stipend is paid to bilingual teachers to encourage certification
and to attract bilingual teachers to the district. This stipend is not sufficient




to attract prospective teachers who are recruited by districts in more
attractive locations or offering higher pay.

Recommendation 45:

Create a cooper ative group of school districtsin the Tyler areato
actively seek alternative certification for bilingual teachersthrough
the Regional Education Service Center (RESC) and such institutions
asthe University of Texasat Tyler (UTT).

The executive director of Personnel Services should meet with
representatives at UTT and the Region VIl RESC to discuss the district's
need for bilingual teachers and various certification alternatives.

IMPLEMENTATION STRATEGIESAND TIMELINE

The executive director of Personnel Services should meet with area | April
ISDs to discuss mutual needs. 1996

TISD and the ISDs should then meet with the RESC and UTT as well
2. | as other ingtitutions capable of helping to seek aternative
certification for bilingual teachers.

June
1996

FISCAL IMPACT

This recommendation can be accomplished without a fiscal impact to the
district.




Chapter 6
PERSONNEL MANAGEMENT

SALARY SCHEDULESAND EMPLOYEE BENEFITS

Term contracts, competitive salaries and attractive fringe benefits, such as
retirement and health benefits, are keys to attracting and retaining highly
qualified and competent professional personnel.

CURRENT SITUATION

TISD professiona personnel, except new employees, are offered two-year
contracts. New hires are on one-year probationary contracts that may be
extended up to three years.

In 1995-96, the pay schedule for a teacher with a bachelor's degree ranged
from a beginning teacher's salary of $22,000 to $37,551 for 32 years or
more experience. For ateacher with a master's degree, the salary is
increased $1,000 per year beginning at $23,000 for no experience, and the
pay schedule peaks at $38,551 for 32 years or more.

For other employees, no automatic step increases based solely on years of
experience are given. Pay grade levels for positions are based upon a
range, with the midpoint of a pay range the basis for calculating salary
increases. With this type of employee, consideration for salary increasesis
also based on performance, rather than solely years of employment.

A wide range of benefits are available to employees. These include:

Hedlth insurance

Life insurance

State retirement

Sick leave

Sick pool and bank

Persona |eave

Jury leave

Tax-sheltered annuities

Free admission to TISD athletic events
Meals for employees approximately at cost

Each TISD employee receives five state persona leave days. Local sick
leave days (a maximum of seven) depend on the number of months of
service.

FINDING



Exhibit 6-3 compares TISD salaries for administrators, professional

support staff and teachers to salaries in five other school districts
comparable in total enrollment.

Exhibit 6-3
Comparison of Average Administrative/Professional Salaries
and Student to Staff Ratio

1993-94
Goose .

e Tyler | Bryan | Waco | Galena Midland
Classfication | gy | gp ISD | Park ISD Clrsegk 1SD
Student 16,725 12542 114,733 |16530 |18031 | 22,799
Enrollment
Professiond 11001 |ogg 1248 |1082 |1261  |1544
Staff
Studentto Staff 1100 11911 (141|161 18/1 221
Ratio
Central $56,210 | $62,262 | $59,023 | $56,823 |$64,171 |$59,801
Administration ' ! ’ ’ ’ '
Campus
Aemnaration | 47,351 | $45,079 | $43,880 | $46,400 |$48451 |$49,857
Professional $33,692 | $34,375 |$35,328 |$36,942 |$37,941 |$36,642
Support
Teachers $28,025 | $27,180 |$26,659 | $28,997 |$30,344 |$29.410

Source: AEIS1993-94

The ratio of students to staff membersin Tyler I1SD is 16-to-1 compared to
alow of 12-to-1in Bryan ISD and a high of 22-to-1 in Midland ISD.

According to surveys and a public hearing conducted by the review team,
teachers in the district are held in high regard. In the telephone survey,
amost 70 percent of community members interviewed gave teachers A's
and B's when asked about their ability to educate students. During the
public hearing, people said teachers were "caring,” "well trained,"
"dedicated” and "of high quality."

Longevity may be a significant factor. For instance, in 1993-94, of the
1,041 teachers, 532 teachers (more than 50 percent of the teachersin the
district) had 11 years or more of experience; ailmost 200 had 6 to 10 years

of experience.




Approximately 35 percent (367) of the 1,056 teachers in the district held
advanced degreesin 1993-94.

COMMENDATION

The TISD is commended for retaining well qualified experienced and
effective teachers by:

Providing a salary schedule that rewar ds employeesfor job
worth aswell as experience.

Awar ding teacher s with advanced degrees an additional $1,000
for each step on the pay schedule.

K eeping competitive with salariesin districts of similar size.

Retaining well qualified, experienced and effective teachers.



Chapter 6
PERSONNEL MANAGEMENT

JOB DESCRIPTIONS

Personnel Servicesis responsible for the reclassification of all positions
and preparation and revision of all job descriptions.

CURRENT SITUATION

TISD job descriptions are updated regularly and maintained in a binder
and in files within Personnel Services. Job descriptions are made available
to employees and applicants. Each fall, the director of Personnel Services
sends job descriptions to the departments and campuses and requests that
the descriptions be reviewed and updated as necessary.

FINDING

All of the job descriptions reviewed were either recently updated or being
updated. None were found to be missing except for those being updated.
The descriptions are organized and arranged by pay grades for each
classification of employee: administrative/professional, clerical/technical
and manual trades.

The descriptions were generally consistent in format and organization. All
relevant information about each position was included. The format of
administrative and professional support staff descriptions were not
consistent, but the department was editing and reformatting them.
Included in the descriptions are:

Pogition title

Reporting structure

Qualifications required

Performance responsibilities

Terms of employment

Working conditions (mental and physical demands)

The clerical/technical and manual trade job positions also serve as an
evauation instrument for employees. All job descriptions are computer
generated and can be edited and revised eadlly.

COMMENDATION



Personnel Servicesis commended for regularly updating job
descriptions and for organizing the descriptionsin a clear and concise
manner.

FINDING

While job descriptions are well organized and indexed according to pay
grades, locating a particular position is challenging, because there is no
table of contents in the job description binders.

Recommendation 46:

Provide a table of contents at the beginning of each employee
classification binder so that particular job descriptions can be easily

located.

IMPLEMENTATION STRATEGIESAND TIMELINE

The executive director of Personnel Services should decide how best
1. | to index each employee classification that would allow a person to
find a particular job description quickly and easily.

April
1996

Staff should prepare the table of contents for each employee M
2. | classification binder as instructed by the executive director and insert &

. . e 1996
into the job description manuals.

FISCAL IMPACT

This recommendation can be implemented at no cost to the district.




Chapter 6
PERSONNEL MANAGEMENT

PERSONNEL RECORDS

State law requires that school districts maintain individual personnel
records on all employees and maintain the confidentiality of those records.
The primary reason for keeping such records is to document years of
service for state retirement and the maintenance of licensing and
certification data.

CURRENT SITUATION

Personnel Services maintains employee records for professional and
paraprofessional employees only.

FINDING

Personnel records for auxiliary employees are maintained in the Food
Service, Maintenance and Transportation departments, respectively.
Personnel Services does not oversee the maintenance of these records and
whether proper documents are retained.

Recommendation 47:

Maintain personnel records of auxiliary employees (Food Services,
Maintenance and Transportation) in Personnel Services.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should request that Food Services, Maintenance
1. | and Transportation Departments transfer personnel records of their
employees to Personnel Services no later than the end of May 1996.

April
1996

Once the files are received, they should be organized and filed by June
personnel staff. 1996

FISCAL IMPACT

This recommendation canbe accomplished with existing resources.

FINDING




Records on professional and paraprofessional employees are kept in two
types of files, the audit file and the personnel file. These files contain the
following information:

Audit file-employee's contract, service record, professional growth
record, oath of office, TB test results, W-4 form, certification
documents and appraisals.

Personnel file-employee's application, letter of intent to hire and
remaining personnel papers.

A reference card for each teacher also is maintained in the department.

The card contains address information, telephone numbers, class schedules
and emergency and general information that department staff can easily
access in case of emergencies or as areference.

Personnel files are stored in filing cabinets within a vault and are locked
nightly. A random review of the files showed the files up to date and
secure as required. All required documents were found in the files.

COMMENDATION

Personnel Servicesiscommended for the manner in which personne
records are maintained.

FINDING

The digtrict requires that a service record be maintained for al
professional and paraprofessional employees. The service record card is
kept in the employee's personnel file and must be updated each year with
the following information: the school district in which the teacher is
serving, pay step, grades taught, dates of service and state sick and
personal leave days earned and used.

Two records officers manually type the updated data onto the service
record yearly; the records officers said it takes approximately 12 minutes
to pull up the data electronically and type it onto each card. At thisrate,
with 1,687 professional and paraprofessiona staff members, it takes then
approximately 42 days (2 months) working non-stop for eight hours a day
to complete the task. The records offices perform other departmental tasks
aswell.

While information recorded on to the service record is available
electronically on the district's AS/400 system, the records officers cannot
generate labels with the updated information. Labels are used in many
districts to update service records quickly and efficiently.



Recommendation 48:

Develop a computer program allowing the records officersto print
labels of personnel information to be attached to each employee's
servicerecord.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Data Processing should develop a program for the
records officers that would allow them to print computerized labels of | May
personnel data that would be applied to the service record card of the | 1996
employee.

2. | Records officers should be trained to use the program. ‘:g;%
Records officers should generate labels electronically and attach labels
: : : . Jduly
3. | to each employee's service record and place them in their personnel 1996

file.

FISCAL IMPACT

The administrative time saved by using automated labels (about 35 days
annually) could be redirected to more productive tasks performed by
records officers.




Chapter 6
PERSONNEL MANAGEMENT

EMPLOYEE APPRAISALS

Major reasons for evaluating employees include improving performance
or potential, providing direction for professiona growth and making
administrative decisions about employees.

CURRENT SITUATION

According to district administrative policies and procedures, all district
employees should be evaluated once a year. For teachers, the district
makes use of the Texas Teacher Appraisal System and its evaluation
instrument. All certified teachersare evaluated at least once during the
school year, while uncertified teachers on a permit or internship are
evaluated twice.

For TISD principals, the appraisal process begins as early as August each
year with an overview of the principal’'s campus performance objectives.
In November, an interim review of campus performance objectivesis
conducted and in January input is collected from teachers. Principals
complete a self-evaluation before holding a conference with their
supervisor or board-approved appraiser. All other
administrative/professional staff begin evaluations in early January.
Paraprofessional and auxiliary employees are evaluated by using
appropriate appraisal instruments adopted by the school board.

A signed copy of the appraisal instrument is placed in each employee's
personnel file.

According to Senate Bill 1, an administrator may not be paid with school
district funds if the administrator has not been evaluated in the preceding
15 months.

FINDING

Appraisals for professional and paraprofessional employees are returned to
the department of Personnel Services for filing in the respective
employee's personnel file. As the appraisals are returned, the name of the
employee is checked off alist of employees so that by the end of the
school year, Personnel Services has a cumulative list of appraisals that
have been received. The department informs the appraiser by letter when
appraisals have not been received.



Exhibit 6-4 summarizes the total number of performance appraisals the
department had ot received by November 1995. The exhibit shows that

appraisals had not been received for nearly 6 percent of all

administrative/professional employees and 12 percent of paraprofessional
employees. Appraisals for 13 teachers al'so had not been received.

Exhibit 6-4
1994-95 Employee Appraisals Not Received

Employes Classfication | & 10) | ot Concluciea | by Classfication
Administrative/Professional | 224 13 5.8%
Teacher 1,056 13 1.2%
Clerical/Technical 407 49 12.0%
Total 1,687 75 4.4%

Source: TISD - Personnel Services, November 1995

Recommendation 49:

Develop proceduresto ensurethat evaluations are conducted each
year and develop a local policy to hold appraisers accountable.

Administrative procedures should be developed that will clearly outline to
the appraiser and to employees the importance of conducting appraisals,
and the potentia for violating state law by not performing appraisals. The
procedure should spell out atimeframe for the evaluation process, a
deadline for appraisals to be submitted and the consegquences of not
meeting the deadline. Part of the process could include sending reminders
at least aweek before the deadline. A grace period of 10 days could be
established before consequences are applied.

A local policy should be developed to hold appraisers accountable such as

withholding an appraiser's paycheck.

IMPLEMENTATION STRATEGIESAND TIMELINE

Personnel Services

The executive director of Personnel Services should develop
procedures for conducting appraisals. A part of the procedure should | April
clearly state deadlines for submitting appraisals to the department of | 1996

2. | The nrocedures should he suibbmitted to the sunerintendent for Mav




approval and, once given, the procedures should be communicated | 1996
to district employees and implemented immediately.
3 The executive director working with the superintendent should June
" | develop a policy to hold appraisers accountable. 1996
4. | The policy should be presented to the board for approval. ‘iglge;
. . August
5. | Once approved by the board, the policy should be implemented. 1996

FISCAL IMPACT

This recommendation can be implemented at no cost to the district.




Chapter 6
PERSONNEL MANAGEMENT

STAFF DEVELOPMENT

Texas law mandates that school districts provide professional development
and in-service training to school district personnel. The state allows school
districts to reduce the number of school days for students to allow more
time for staff development.

CURRENT SITUATION

The department of Professional Development and Library/Media Services
(Professional Development), adivision of Instructional Services, is
responsible for staff development activities. The director of Professional
Development and Library/Media Services is responsible for three major
aress.

Library Programs (K-12)
Professional Development Center
Instructional Resource Center (IRC)

The director coordinates instructional programs and selection of materials
for campus libraries; maintains media library collections and teacher
resources; and coordinates the Professional Development Center's
districtwide professional development activities, the Pay for Knowledge
Program, an induction program for beginning teachers and an
Adminigtrative Leadership Academy.

FINDING

The Instructional Resource Center provides timely resources for
instructional purposes and professional growth. IRC provides numerous
resources, classroom materials and equipment to teachers and staff. The
IRC is outgrowing its space and has requested relocation to a larger
facility.

TISD requires all professional staff to complete a specified number of
professional growth activities every five years. Participants earn points for
each activity. For instance, participants earn three points for three hours of
college work or the equivalent. Staff with bachelor's degrees must earn six
points during a five-year period and employees with master's degrees must
earn three points every five years.



In addition to college course work, many other opportunities are available
to earn professional development points. For instance, approximately 70
different workshops were offered from June through August 1995 in
which professional credit could be earned. According to the Professional
Development director, more than 1,900 participants attended at |east one
of the 1994-95 summer staff development offerings.

The Pay for Knowledge program is a new professional development
program offered to teachers and professional staff. The program is a series
of workshops offered during non-contract hours (evenings, Saturdays or
during the summer) alowing teachers to remain with students during the
day. The program does not include continuing education for the purpose of
obtaining additional certifications or degrees nor does it replace the
requirement for teachers to take college courses every five years. Teachers
and staff are compensated at $7 per hour for training. Any workshop that
is offered must be for a minimum of two hours to qualify for the program.
TISD uses teachers and administrators from in and outside the district as
presenters. A committee assists in scheduling and determining topics and
presenters.

Beginning in January 1996, the district is offering an Administrative
Leadership Academy to provide TISD employees an opportunity to
explore and pursue an administrative position. Participants will be
required to meet during nortcontract hours for two hours per month. Some
of the topics covered will be leadership training, accountability, time
management, conflict resolution, discipline/school management and
quality schools. Participation in the academy will be on a three-year
continuing cycle with participation limited to 20 employees. Employees
applying to the academy must hold avalid Texas teaching certificate and
have a minimum of three years of classroom experience. Participants are
not necessarily awarded an administrative position in TISD at completion
of the work; however, having participated in the program will be noted
and viewed favorably when applying for an administrative position.

Two districtwide staff development days were scheduled for 1995-96. One
day was devoted to training teachers in the secondary schools. The
program consisted of a keynote speaker and sessions covering a broad
array of educational topics. Staff development for elementary staff
consisted of campus-based programs. The second districtwide staff
development day planned for February 1996 will follow the same formet;
however, the general sessions will be geared to district elementary
teachers. Secondary staff will hold campus-based programs.

The department of Professional Development has scheduled severa
training sessions for administrators during 1995-96. Programs such as
"Total Quality Schools,” "Documentation of Personnel,” and "Vertical



Alignment of the Curriculum™ will be provided. Other sessions will be
held at the request of the principals or as needs arise.

COMMENDATION

TISD'sInstructional Resource Center providesalarge array of
professional growth and staff development activities during the school
year and summer months.

FINDING

The department of Professional Development budget for staff

development activities includes funds designated for professional
development at each campus. Prior approval is not required for the use of
these funds, but the Campus Performance Objective Council (CPOC) must
approve the expenditures and sign reimbursement forms. Allocated funds
are based on the number of classroom teachers ($10 per certified
classroom teacher) at each campus. An alotment of $500 for each
elementary campus and $1,000 for each secondary campusis also
provided.

Funds allocated to the campuses are intended to cover resources for
quality staff development. When campuses request reimbursement for the
activity, an evaluation of the workshop or conference must be filled out
and returned to the Professional Development director. The evaluation
provides the director with information about speakers, program topics and
workshops that might be presented to teachers on districtwide staff
development days. However, the director does not receive reports on the
particular needs of the campus and what will be done to meet those needs.
Such a report from each campus would be helpful to the director to plan
programs centrally that would also address the needs of several campuses
together and assist the director in the development of activities.

Recommendation 50:

Develop a needs assessment at each campusto ensure that teachers
have the opportunity for input into the type of staff development
programsthat are developed and that the staff development programs
addressthe specific instructional needs at each campus.

IMPLEMENTATION STRATEGIESAND TIMELINE

Each Campus Performance Objective Council should conduct a
needs assessment to determine the type of activities that should
be developed to meet the instructional needs of the teachers at
that campus.

June 1996




A report should be prepared for the director of Professional

2. | Development outlining the comprehensive staff development July 1996
needs for that campus and how these needs will be met.
Centralized staff development activities should focus on the August

3. | development of activities which address the needs of severa 1996 and
campuses. on-going

FISCAL IMPACT

This recommendation will not fiscally impact the district.




Chapter 7
ASSET AND RISK MANAGEMENT

This chapter of the report contains three sections that describe the asset
and risk management functions at Tyler ISD (TISD).

A. Cash and Investment Management
B. Risk Protection
C. Bond Issuance and | ndebtedness

CASH AND INVESTMENT MANAGEMENT

Cash and investment management involves the systematic coordination of
cash-flow forecasting, cash-flow management, investment of surplus cash
and sound banking and investment relationships.

CURRENT SITUATION

The assistant superintendent of Business Services has overall
responsibility for TISD's cash and investment management functions.
Management of the daily operational activities for cash and investment
management is delegated to the director of Budget and Accounting.

TISD maintains its cash for operations at Nations Bank in Tyler, in
interest and nor interest bearing accounts. The district awards depository
contracts every two years through the competitive bidding process. The
district's current depository cortract with Nations Bank is effective
through August 31, 1997.

The contract includes a fixed-rate option for certificates of deposit (CDs),
not offered by other banks that bid on the depository contract. TISD has
benefited from this fixed rate option in years when market rates dropped
and fixed-rate CDs became an attractive investment. All services provided
by Nations Bank are charged to the district on afee schedule which was
agreed to in the depository contract.

Operating Accounts

FINDING

TISD maintains 11 separate operating accounts. In contrast, several of the
school districts that have undergone management and performance

reviews (Brownsville and Longview) have consolidated their depository
accounts resulting in lower management fees and more efficient



maintenance and administration of bank accounts. Exhibit 7-1 presents

TISD's 11 bank accounts.

Exhibit 7-1

TISD Operating Accounts
Nations Bank, Tyler

Fiscal 1994-95

Bank Account Name

Interest Bearing

Average Daily

Account Balance
General Operating Fund Yes $325,373
Head Start Fund No N/A
Store Fund Yes $8,135
Consolidated Application Fund No N/A
Payroll Fund Yes $793,409
Financia Clearing Fund Yes $285,835
Bond Interest and Sinking Fund | Yes $100,622
Insurance Fund Yes $331,628
Trust and Agency Fund Yes $ 65,043
Elijggs-Hallmark Health Insurance No *7BA
Workers Compensation Fund No $ 66,378

Source: TISD Bank Satements

* Zer o Balance Account

Recommendation 51;

Consolidate the district's oper ating accounts.

TISD should reduce the number of its operating accounts from 11 to
seven, eliminating the store fund, financia clearing fund, trust and agency
fund and Hibbs Hallmark Health Insurance fund. The recommended
operating accounts for the district include:

Operating Account

Purpose




1. General Operating Fund Food Service and Vendor Disbursement

2. Head Start Required Segregation by Federal Regulation
3. Consolidated Application Specia Revenue Grants

4. Payroll Payroll Clearing Accounts

5. Bond Interest and Sinking Fund Payment of Debt Service Requirements

6. Insurance Fund Self-Insured Health Insurance Fund

7. Workers Compensation Sdlf-Insured Workers Compensation Fund

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Budget and Accounting should obtain approval to | June
close the four accounts. 1996

The director of Budget and Accounting should reconcile all
2. | operating accounts and advise the bank that four accounts will be | July 1996

closed.
3 The director of Budget and Accounting should close the four August
" | accounts. 1996

FISCAL IMPACT

The district incurs $42,000 annually in account maintenance fees. TISD
should realize a savings of $15,000 as a result of lower account
maintenance fees. An indirect savings will also be realized because
administrative time normally spent on reconciling bank accounts and other
account maintenance activities can now be diverted to other work
activities.

. 1996- | 1997- | 1998- 1999- 2000-
Recommendation

97 08 99 2000 01
Consolidate operating $15,000 | $15,000 | $15,000 | $15,000 | $15,000
accounts

FINDINGS

Exhibit 7-2 presents the consolidated average daily (uninvested) account
balance for 8 of TISD's 11 depository accounts. The consolidated average
daily account balance excludes the district's Head Start, Consolidated
Application Fund and Hibbs Hallmark Health Insurance Fund accounts.
The Head Start account was excluded because regulations require school
districts to maintain segregated bank accounts for federally funded



programs. The Consolidated Application Fund account (for special

revenue grants) was excluded because grant funds also must be

segregated. The Hibbs-Hallmark Health Insurance account was excluded
because it is a zero balance account and is tied to the insurance reserve
fund for disbursements, which are controlled by the third party

administrator who manages the district's health insurance claims,

During fiscal 1994-95, the average daily balance of $1,976,423 ranged
from $3,041,480 in December 1994 down to $1,278,105 in June 1995.
Based on fiscal 1994-95 uninvested balarces, the district has the potential

to earn another $109,824 annually in additional interest income.

Exhibit 7-2
T1SD Additional Interest Income
Generated from Uninvested Account Balances

Nations Bank, Tyler

Fiscal 1994-95
TISD TexPool/ Divided ..
Month Consolidated L one Star by Dpae;r/s Aldndt'etr'z;aj
Uninvested I nterest Annual Month Income
Balance Rate Days

September | ¢, 184 052 4.40% 365 30 $7.898
1994
October | ¢ 181 689 4.40% 365 31 $8,527
1994
November |1 917 667 4.60% 365 30 $7,250
1994
December | 43 541 480 5.75% 365 31 $14,853
1994
January | o 384 442 6.00% 365 31 $12,151
1995
February | o 045,118 6.00% 365 28 $9,413
1995
March 0
1005 $2.003,652 6.05% 365 31 $10,295
April 1995 | $1,801,818 6.15% 365 30 $9,108
May 1995 | $1,476,962 6.10% 365 31 $7.652
June 1995 | $1,278,105 6.0% 365 30 $6,303
July 1995 | $1,740,912 5.90% 365 31 $8,724




August

1995 $1,561,138

S5.77%

365

31

$7,650

Total

$109,824 ‘

Source: Nations Bank Rate Quotes/TexPool and Lone Sar Investment

Account Analysis

Recommendation 52:

Obtain the zero balance account (ZBA) feature for all operating

accounts.

The ZBA feature is a bank service provided by most large banks,
including Nations Bank in Tyler, where the district's current operating
accounts are maintained. The ZBA feature transfers all uninvested account
balances to a higher interest yielding account at the end of each business
day, leaving zero balances in each of the districts operating accounts, after
all checks have been presented to the bank for payment. The ZBA feature
allows users to maximize interest income.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Budget and Accounting should contact the
1. | district's bank officer at Nations Bank about re- negotiating the | June 1996
district's bank depository contract to include the ZBA feature.
> The director of Budget and Accounting should obtain the ZBA July 1996
feature.
3 The director of Budget and Accounting should schedule training | August
" | for department staff to use the ZBA feature. 1996
4 The director of Accounting and Budget should implement the September
" | ZBA account feature. 1996

FISCAL IMPACT

The ZBA account feature should generate additional interest income of
$109,824 annudly for the district as shown in Exhibit 7-2.

Recommendation

1996-97

1997-98

1998-99

1999-2000

2000-2001 ‘

Obtain ZBA feature

$109,824

$109,824

$109,824

$109,824

$109,824 ‘

FINDINGS




At present, the director of Budget and Accounting assigned to assist with
the cash management function must contact Nations Bank each business
day to obtain the balance of each of the district's operating accounts. The
district has no automated method of determining operating account
balances, which is critical to cash flow management.

The district has obtained a banking feature called ot line view that
facilitates the recommended ZBA feature for those bank customers that do
not have automated mechanisms to monitor daily cash balances. However,
the district has not obtained an appropriately equipped personal computer
(PC) and modem to activate the on-line view feature.

Recommendation 53;

Activatethe on-line view featur e to obtain full benefit of the ZBA
feature.

The district should activate the on-line view feature from Nations Bank to
obtain computerized access to account balances. The district also should
use the on-line view feature to monitor its investment accounts.

The didgtrict's Data Processing Department plans to network the district
administration facility to the campuses. Once the network project has been
completed, the on-line view feature also can be installed at each campus
so that bookkeepers can monitor student activity fund accounts.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Budget and Accounting should acquire the

1. | appropriate personal computer and modem to access both | September 1996

Nations Bank and its other investment account balances.

The director of Budget and Accounting should schedule
training for department staff to use the ZBA feature.

The director of Budget and Accounting should implement
the on-line view feature.

Once the district administration and campuses are linked to | When
the network, the director of Budget and Accounting should | districtwide
have the online view feature installed at campuses so network is
activity fund balances aso can be reviewed. completed

FISCAL IMPACT

Investment in the on-line view feature is necessary to achieve the
additional interest income that will be generated from implementing the

September 1996

September 1996




zero balance account feature. To activate the on-line view feature, the
district must purchase a PC (approximate cost, $3,000) and a modem

(approximate cost, $500). The cost of the ontline view feature before

networking the campuses is $200 per month or $2,400 annually. Cost
estimates for obtaining on-line view for the campuses can be obtained
once the district's network is complete. Nations Bank will provide training
on use of the ZBA feature for TISD staff at no cost to the district.

Recommendation 1996-97 | 1997-98 | 1998-99 12%%%' 2000-01
Activate the on-line view ($5,900) | ($2,400) | ($2,400) | ($2,400) | ($2,400)

feature at bank

| nvestment Accounts

FINDINGS

TISD maintained its major investment account with TexPool until

December 1994. The district transferred its major investment account to

the Lone Star Investment Pool in January 1995. TISD aso investsin

discount agency notes that yield rates higher than CDs. Discount agency
notes are backed by government agencies such as Fannie Mae or Freddie

Mac with rates determined by the current market index. The district

maintains multiple investment accounts so that investment risk is spread

over several accounts.

The district monitors each investment account daily and attempts to invest

the largest portion of its available investment balance in the account with

the highest yield. The average balance in TISD's TexPool account for

fiscal 1994-95 was $1.2 million, and the average rate of return was 5.28
percent. The average balance TISD maintained in discount agency notes

was $9.6 million, and the average rate of return was 5.85 percent. The

average balance in the district's Lone Star account was $5.9 million, and

the average rate of return was 5.9 percent. The average rate of return

yielded by discount agency notes and the Long Star account were higher

than the rate of return yielded by the TexPool account.

Exhibit 7-3 presents the average balance and rate of return for the three

investment accounts maintained by TISD in fiscal 1994-95.

Exhibit 7-3
TISD Average Investment Account Balance and Rate of Return
Fiscal 1994-95




410,000,000

%, 000,000 4
4,000,000 4
Rate of
$4.000,000 4 Beturn
5280
$2,000,000 -
TexPool Discount Lone Star

Agency Notes

Source: TexPool, Discount Agency Note and Lone Star Account Analysis
COMMENDATION

TISD iscommended for maximizing returns on itsinvestment
accounts and spreading investment balances over several safe
securities.

FINDING

Significant changes were made to the Public Funds Investment Act during
the Texas Legidature's 74th Regular Session. These changes became
effective September 1, 1995 and cover all Texas state agencies, cities,
counties and school districts. Some of the changes are outlined below.

The governing body of an investing entity must adopt a written
investment policy on the investment of its funds and the funds
under its control.

The investment policy must be written, emphasize safety of
principal and liquidity, and address investment diversification,
yield, maturity and the quality and capability of investment
management.

The governing body shall adopt a separate written strategy for each
of the investment funds under its control, and each strategy must
describe the investment objectives of the particular fund.




The governing body shall review the investment policy and
investment strategies at least annually.

Officers of the investing entity must attend as least one training
session relating to the officers responsibilities within 12 months of
assuming investment duties.

Investment officers must prepare and submit to the governing body
awritten report of investment transactions for all funds, at least
quarterly.

TISD is aware of the recent Public Investment Act changes and has
devel oped specific action items to address the newly passed legidation.
For example, since September 1995, TISD investment officers have
already atterded the Texas Association of School Board (TASB) policy
in-service training that focused on the development of investment
strategies and objectives. The district also has begun revising existing
written investment policies and investment report formats that record
investment transactions for al funds.

COMMENDATION

TI1SD iscommended for keeping abr east of legidative changes that
safeguard thedistrict's investments and for taking stepsto conform to
the new legidation.

Cash-Flow Forecasts
FINDING

TISD's director of Budget and Accounting develops a cash flow forecast
at the time the annual budget is prepared. Exhibit 7-4 presents an example
of the spreadsheet model the district uses for its annual cash flow forecast.
Because the district's cash-flow forecast moddl is not detailed, it is
difficult to determine daily and monthly cash requirements.

Exhibit 7-4
TISD Projected Cash-Flow
Fiscal 1995-96
(Example)

Revenue/Expenditures| September 1995 | October 1995|
Beginning Balance $7,777,679 $10,877,849 |

Loca Tax Revenue 195,055 195,055 |
Other Revenue 10,814 10,814




205,870 205,870
4,538,557 4,538,557
Other Expenditures 1,350,492 855,311
5,889,049 5,393,869
24th Balance 2,049,500 5,689,850
State Revenue 8,915,103 6,937,407
Loca Tax Revenue 195,055 195,055
Other Revenue 10,814 10,814
9,120,973 7,143,277
Payrall 0 0
Other Expenditures 337,623 213,828 |
337,623 213,828
Ending Balance $10,877,849 $12,619,299
Annual Cash Flow| Total for 1995-96
State Revenue $24,542,859
Loca Tax Revenue | 39,011,075
Other Revenue 2,162,850
Totals $65,716,784
Payroll $54,462,687
Other Expenditures | 11,254,097
Totals $65,716,784

Source: TISD Budget and Accounting Department

Expenditure categories contained in the district's existing cash flow model
include only payroll and other expenses. During the year, the district will
inevitably have cash requirements for some potentially large expenditure



items. Actual cash requirements will be much more difficult to forecast
using the district's current spreadsheet model if the timing of those
expected expenditures or the amount of cash revenue is not accurately
forecasted.

Recommendation 54:

Enhance existing cash-flow forecasting model.

TISD should enhance its existing cashflow forecasting model by
developing spreadsheets that include more revenue and expenditure detall
that anticipates the need for withdrawals from investment accounts to
cover district operational expenses. Exhibit 7-5 through Exhibit 7-7
presents examples of more detailed cash flow forecasting models that
TISD can use to enhance its existing cashflow mode.

Exhibit 7-5

Sample Cash-Flow Model

(Monthly Revenue and Expenditure Summary)

L egidative Payment

Esimate

Cash . .

Month Long Foundation | Per Capita Tax Expenditures
Revenues Revenues Revenues

(Short)
g‘;ﬂember 0 0 0 0 0
%iﬁc’ber 0 0 0 0 0
gs?ﬁ,’ember 0 0 0 0 0
ggﬁember 0 0 0 0 0
;aST,Pary 0 0 0 0 0
gggruary 0 0 0 0 0
March 25" |0 0 0 0 0
April 25" |0 0 0 0 0
May 25" |0 0 0 0 0




June 25

July 251"

9;9”3 0 0 0 0 0

Total 0 0 0 0 0

Exhibit 7-6
Sample Cash-Flow Model
(Monthly Expenditure Summary)
Edtimated | Actual |Estimated | 2Y8 | Eqtimated | Actual
. Actual | Estimated | EStimat ctual |Estimated | " . = [Esfimat ctu
Month |Difference Pavment | Pavment Certified | Certified | Non-Cert. Cert Vendor Vendor
y y Payroll | Payroll | Payroll " | Payments | Payments
Payroall

g‘gﬁtember 0 0 0 0 0 0 0 0 0
%{}‘Pber 0 0 0 0 0 0 0 0 0
l;l;hvember 0 0 0 0 0 0 0 0 0
55eth°e'"ber 0 0 0 0 0 0 0 0 0
‘;?#aw 0 0 0 0 0 0 0 0 0
;%r“a’y 0 0 0 0 0 0 0 0 0
2"5??“ 0 0 0 0 0 0 0 0 0
April 25" |0 0 0 0 0 0 0 0 0
May 25" |0 0 0 0 0 0 0 0 0
June2s™ |0 0 0 0 0 0 0 0 0
July 25" |0 0 0 0 0 0 0 0 0
QE‘){,?“S‘ 0 0 0 0 0 0 0 0 0
Total 0 0 0 0 0 0 0 0 0




Exhibit 7-7

Sample Cash-Flow M odel
(Daily Expenditure Summary)

Bond
General . Interest Workers
. Head |Consolidated Insurance
Date | Operating - Payroll | and Comp.
Fund Start | Application Sinking Fund Fund
Fund
Balance 231/
Forward 12/31/95 | $144,665 | $45,866 | $60,861 $342,252 | $13,969 | $465 $(88,288)
Check
#14632 11/29/95
Depost/TEA | 1/01/06 | 517,049
101
Deposit/TEA
204 01/01/96 | 3,832
Deposit/TEA
211 01/01/96 | 7,624
Deposit/TEA | 51 /01/06 | 235,059
212
Deposit/TEA
201 01/01/96 | 8,859
LoneStar 41 /05/96 | 3,200,000 (350,000)
Deposit
TexPool
Withdrawal 01/05/96 (100,000)
Check
414648 01/05/96 | (175)
Check
#14649 01/08/96 | (200,000)
Deposit
($4.379.21) 01/08/96 | 4,148 100 131
Deposit 01/09/96 | 302
Deposit
($1.664.84) 01/10/96 | 1,123 542
Check
#14690 01/10/96 | (9,344) (250) 1,471




Current
Cash
Balance

$

$3,913,144 | $45,616 | $ (39,139) $342,352 | $16,112 | $465 (438,351)

IMPLEMENTATION STRATEGIESAND TIMELINE

In addition to the examples presented, the director of Budget and
1 Accounting should identify districts with exemplary automated cash- | May
" | flow models and use those models as a guide when developing a casht | 1996
flow model for TISD.
2 The director of Budget and Accounting should implement the June
" | enhanced cashflow forecasting mode. 1996

FISCAL IMPACT

Existing staff should be used to implement this recommendation.



Chapter 7
ASSET AND RISK MANAGEMENT

RISK MANAGEMENT

Risk management limits the district's exposure to financial loss through
insurance coverages for district employees, students and district assets.

CURRENT SITUATION

TISD's risk management activities are administered by the assistant
superintendent of Business Services. The district has no other employees
formally assigned to risk management.

Employee Health I nsurance
FINDING

TISD maintains a "salf-funded" health insurance program that offerstwo
options for district employees-a mgjor medical plan or an in-hospital
benefit plan. The district contributes $90 each month for employees
enrolled in its major medical plan and district employees contribute $96
per month. The district's major medical plan covers most employee
medical expenses once the employees annual deductible of $100 has been
met. The district contributes the entire premium of $30 per month for
employees enrolled in its in-hospital benefit plan. The in-hospital benefit
plan provides a reimbursement of $100 per day if an employee is confined
to ahospital. All premiums are paid into a "self-funded” pool and as
needed are made available to the third party claims administrator (Claims
Administrative Services, in Tyler) for payment of medical claims and
services.

On September 1, 1994 administration of the district's "self-funded”
insurance program was transferred from Acordia Benefits of Texas, Inc. to
Hibbs-Hallmark Insurance Company of Tyler. As part of Hibbs
Hallmark's administration services, the insurance carrier established a
health care network with four Tyler area hospitals to provide additional
discounted health benefits to employees enrolled in its employee health
insurance program. Participating Tyler hospitals agreed to provide a 30
percent discount for in-patient and out-patient hospital claims. Health care
network administrators indicated that the hospital reimbursement program
resulted in a savings of about $300,000 for fiscal 1994-95.

TISD's "sdlf-funded” health insurance program is protected against
unanticipated catastrophic individual or aggregate loss by "stop- loss’



coverage carried through American Heritage Life Insurance Company.
The district's "stop-loss' protection covers al individual employee health
insurance claims exceeding $60,000.

Exhibit 7-8 presents health coverage plan costs for both fiscal 1993-94
and fiscal 1994-95. The exhibit also presents the number of TISD
employees, dependents and COBRA participants who were covered under
the insurance plan. (COBRA participants consist of former district
employees who have the right to purchase health coverage as legidated by
the Consolidated Omnibus Budget Reconciliation Act). It should be noted
that the total number of participants covered under the district's health plan

increased while the cost of the plan decreased, indicating the district is

effectively managing costs.

Exhibit 7-8

Health Coverage Plan Cost and Participants
Fiscal 1993-94 and 1994-95

Total Costs Average Number | FY 1993- | FY 1994- % Change
of Participants 94 95 +Inc./(Dec.)
Health Coverage Plan Costs $3,930,600 |$3,747,931 | (5%)
Employees w/Major Medical 1.150 1,232 7%
Cov.
Employees w/In-Hospital
Benefits Cov. 874 950 %
Dependents 304 304 0%
COBRA Participants 3 6 100%
Total 2,331 2,492 7%

Source: TISD Business Services Office

COMMENDATION:

Thedistrict should be commended for developing and implementing a
comprehensive, cost effective " self-funded” health insurance

program.

Workers' Compensation Insurance

FINDINGS




TISD participatesin a partially self-funded workers compensation
program developed by Hibbs-Hallmark & Company and administered by
Claims Administrative Services, Inc. Over the past three fiscal years, the
total number of workers compensation claims filed have declined by 8
percent (145 claimsin fiscal 1992-93 as compared to 134 claims in fisca
1994-95). The total dollar value of the claims incurred have decreased by
46 percent. The total dollar value for claims incurred in fiscal 1992-93 was
$519,262 compared to $279,931 in fiscal 1994-95.

In addition to the benefit of declining claims costs, TISD alsoisrealizing
substantial savings from its participation in a partially self-funded workers
compensation program. Because the workers compensation program is
partially self-funded, the district pays only for the claims incurred plus an
additional claims administration fee to the claims administrator who
processes and reimburses the claims. If TISD were enrolled in a
commercia group workers compensation plan, costs would be
substantially higher. According to rate quotes from two commercial
insurance carriers, the average standard premium costs the district would
have incurred for each of the past three yearsis $1,213,978. The average
dollar value for workers' compersation claims incurred was $397,000. The
district's average savings over standard premium cost, for the past three
years was $817,000. Exhibit 7-9 presents TISD's workers compensation
claims history and summarizes its associated cost savings for the last three
fiscal years.

Exhibit 7-9

TISD Workers Compensation Claims History
Fiscal 1993-93 - 1994-95

. Savings
) Number . Admin. Total Standard Over
Claims of Clams | Feesand . .
) . : . Claims | Premium | Standard
Period | Claims Paid Claims .
. Incurred Cost Premium
Filed Reserves
Cost
1992-93 |145 $487,672 | $31,590 | $519,262 |$1,160,992 |$641,730
1993-94 (134 $320,297 | $71,901 | $392,198 |$1,335,216 | $943,018
1994-95 (134 $132,392 | $147,539 | $279,931 |$1,145,725 | $865,980
Average 138 $313,454 | $83,677 | $397,130 | $1,213,978 | $816,909

Source: Hibbs-Hallmark Insurance Company

COMMENDATION




Thedistrict contained workers compensation claims costs for the past
three fiscal years and realized the substantial savings ($817,000) by
participating in the partially funded workers compensation program
versusa commercial program.

FINDING Claims Administrative Services provides analysis of al
workers compensation claims for the district. Asillustrated in Exhibit 7-
10, workers compensation claims are declining with regard to the district's
professional workers and increasing in the other categories. The district
does not investigate claims trends or target any safety programs in worker
categories in which claims are largest. In addition, the district does not
break claims down far enough to provide any useful data.

Exhibit 7-10
TISD Workers Compensation Claims
By Worker Category
Fiscal 1993-93 - 1994-95

66 %4
3%

1992 0% 199394 1994 05
O Professional W All Oiher O Bus Drivers

Source: Hibbs-Hallmark Insurance Company
Recommendation 55:

Track workers compensation claims and costs by worker category
and develop safety programsto reduce claims.

According to the publication Healthy Business, Fall 1995 by the K el sey-
Seybold Clinic of Houston - Department of Occupational Medicine, the
strategies most effective at cutting worker's compensation costs include:



auditing claims,
establishing an injury prevention program and
educating workers.

TISD should request more detailed worker compensation reports from its
third party administrator and analyze claims by worker category (i.e.
worker compensation claims reports should describe in more detail the "all
other" worker category and the nature of all associated claims). The
following information should be requested from the district's workers
compensation third party administrator:

accident type,

frequency of accident occurrences,
location of accident(s) and
frequency of accident locations.

Although the district's workers' compensation claims have continuously
declined over the last three fiscal years, the district still should develop
safety programs that target worker categories in which a claims history
tends to be high and in which claims are increasing.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Business Services should request April
1. more detailed workers compensation analysis from the claims 1596

administrator.

The assistant superintendent of Business Services should assign a June
2. | specific individual to monitor claims and develop associated saf ety 1996

related programs to reduce workers' compensation costs.

FISCAL IMPACT

Based on occupational medicine statistics provided by various health
maintenance organizations (HMQO's), the district should be able to save an
additional 10 percent of total workers compensation claims costs by
implementing this recommendation. Workers compensation claims cost
for fiscal 1994-95 totaled $397,130. The mid-year workers compensation
claims amount for 1995-96 closely approximates the 1994-95 amount.

1996- | 1997- | 1998- | 1999- | 2000-

Recommendation 97 08 99 2000 01

Track workers compensation
claims and conduct safety $39,700 | $39,700 | $39,700 | $39,700 |$39,700
programs to lower costs.




Property, Casualty and General Liability Insurance

FINDING

TISD maintains property and casualty insurance coverage with Hibbs-
Hallmark & Company, alocal Tyler insurance carrier. The district has
developed a comprehensive property and casualty program that protects
against financial loss. Examples of TISD's property and casualty insurance
plan includes coverage for employee benefits, fire, accidents, automobile
damage, crime and vandalism, theft, essential equipment and professional
and public officials liability.

TISD evaluates insurance premium costs every other year to ensure the
district pays the lowest possible premiums. Exhibit 7-11 presents TISD's
property related insurance coverage.

COMMENDATION

TISD iscommended for maintaining compr ehensive, cost effective
property, casualty and general liability insurance for the district.

Exhibit 7-11
TISD Property Casualty/General Liability Insurance Coverage
Fiscal 1995-96
Typg of Insurance Amount of Deductible Policy AnngaJ
Policy Company I nsurance Term | Premium

Package Cigna
Policy: Lloyds
Property
Generd $127,420,604 | $25,000
Liability $1,000,000 N/A
Employee $1,000,000 $1,000 1/1/95 to
Benefits $20,000 $0 12/31/95 | $256:482
Crime $$37,087 $250
Camera $412,319 $250
Equipment $125,000 $2,500
Computers
Scoreboard
Portable Cigna 1/1/95 to
Buildings: Insurance $2,547,400 $500 12/31/95 $14,775
FirePoalicy: |Cigna 1/1/95to
Camp Tyler | Lloyds $1,554,300 $100 12/31/95 $14,765
Accident: Hartford $5,000/$25,000 | None 8/17/94 |$1,311




Head Start Ins. to 6/1/95
Program
Bodily Injury
and Property
Damage
Business | DA $100,000/ Nore 1/1/95 to ?537,742
Automobile Mutualy $300,000/ 12/31/95 | i
$100,000
$2,500 Medical
Cov.
Automobile |INA $1,847
Physical  |Country ~ |ACUACEN egy gm00 (VU0 (q4
] Value 12/31/95 )
Damage: Mutual Units)
) Hartford
Boiler and 1/1/95 to
Machinery: Ste_am $1,000,000 $1,000 12/31/95 $26,204
Boiler
Electric Cigna $4,000000 | oo 915/95 e
Equipment: |Insurance |Blanket o 'ng
q : 0/14/96
Equipment Cigna 1/1/95to
Floater: Insurance $127,415 $250 12/31/95 $1,593
Underground Zurich 4/27/95
Storage Tank Insur ance $1,000,000 $5,000 to $3,000
Liability: 4/26/96
Access Life
. Insurance | $7,500 access 1/1/95to
';,"ed'ca' of North | of $2.500 $2500  |1o31/05 | 1465
ayments )
America
School Board | National 1/1/95 to
Liability: Union Fire $2,000,000 $10,000 12/31/95 $26,204
Employee-
$5,000
Public Various
L Westchester | Officials 1/1/95 to
OffICI.aIS Fire $10,000 None 12/31/95 $747
Bond: o
$35,000
ROTC Bond: | 2> FIr€ ¢ 000 None 6127194 | 5105

I nsurance

to




6/62/95

Tax Assessor: .
Collector | NOrth River f0h 500 None V9510 | ¢y
Bond Insurance 12/31/95

Source: Hibbs-Hallmark & Company
Fixed Asset Protection
FINDINGS

The district has the fixed assets system in place to classify, tag and
reconcile its inventory of fixed assets. However, when atest of fixed
assets (15 items were tested) was conducted on two of the campuses, tag
numbers were absent from 10 of the 15 items tested, and in five instances,
the tag number that appeared on the fixed asset listing did not appear on
the item examined. All of the items tested had been placed in the district's
inventory at least two years ago. The district reported that it conducts a
physical inventory of fixed assets every other year.

During ontsite interviews with the director of the Distribution Center and
the coordinator of fixed assets ard textbooks, members of the review team
learned that Central Receiving has responsibility for assigning and
affixing a property control number to fixed assets (i.e., "tagging”). This
process is designed to control the type and location of property purchased
by the district. Currently, TISD does not have a policy for tagging fixed
assets. Property control tags are routinely affixed to fixed asset purchases
over $5,000, which appears to be a misinterpretation of TEA Bulletin 679,
Change 28 (Change 28). The bulletin outlines the method for determining
if an expenditure from governmental funds should be classified as an
operating expense or recorded in the general fixed assets group of
accounts. Change 28 requires expenditures for equipment and capital
outlay items greater than $5,000, with a useful life of more than one year,
be recorded in the general fixed assets group. This tagging of fixed assets
for purposes of property control should be accomplished for any assets the
district wishes to control, such as, audio visual equipment, etc.

Because no policy exists for the tagging of fixed assets less than $5,000,
property control tags are not consistently affixed to al items of furniture
and equipment throughout the district.

A test of fixed assets inventory at an elementary, middle and senior high
school revealed that some controllable items were received in the central
distribution center and not tagged. Other items that were recorded as being
at a given campus were not located at those campuses. Some items thet



were lost or stolen were till carried in fixed assets inventory. Other assets

were not properly included on some campuses inventory.

Exhibit 7-12 summarizes the results of the test of fixed assets at Griffin

Elementary School, Moore Middle School and Robert E. Lee High

Schooal.
Exhibit 7-12
Results of Test of Fixed Assets
— Griffin Moore Robert E.

Description Elementary Middle LeeHigh Total
Total fixed assets tested (# of 10 10 10 20
items)
Total exceptionsfound 5 9 9 23
Per cent of exceptionsto 0 0 0 o
total tested 50% 90% 90% 7%
Computer equipment tested,
not tagged (# of computers) 0 21 23 a4

Source: TISD fixed assets listing and on site observations at the schools

indicated.

Asreflected in Exhibit 7-12, exceptions were found with 77 percent of the

items tested. These exceptions ranged from an inability to locate the item
recorded in the fixed assets listing at the school to items located at the
schools that were not recorded in the fixed assets listing. Moreover, the
more serious exception was noted in an independent test of the computer

labs at the middle and senior high schools. None of the computer
equipment was tagged at either school. Thisis aresult of the district's
policy to tag only fixed assets with a value of $5,000 or more.

Recommendation 56:

Develop and implement property control policies and procedures for

controlling fixed assets.

Implementing a property control policy would provide reasonable

assurance that the district's fixed assets are safeguarded and are assigned

to the appropriate location. Additionally, the district should reduce its
$5,000 threshold for tagging items (specifically for computer and

electronic equipment) to avoid loss from theft. (Note: This process should
not effect what is capitalized, only what items are controlled).




IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for TISD Business Services, in April -
1 cooperation with the director of the Distribution Center should Mp
" | develop property control policies and procedures, including the 19{36
minimum asset value to be tagged.
: June
2. | The board should approve the policy. 1996

FISCAL IMPACT
This recommendation can be implemented at no cost to the district.
FINDING

The district contends that it conducts a physical inventory every other
year, yet, inventory items that should have appeared on the inventory
listing did not appear on the list at all, or if included on the list, were not

properly tagged.
Recommendation 57:

Conduct a detailed inventory of fixed assets throughout the district
and tag all itemsin accordance with the new property control policy.

A detailed inventory of fixed assets, with the appropriate adjustment of the
fixed assets listing to the actual physical inventory, would more accurately
reflect the existing property within the district and help control property
additions and deletions. In addition, properly tagged fixed assets would
ensure that TISD's assets could be easily located and accounted for, with
lessrisk of loss from theft. The district should continue to conduct the
physical inventory every other year. These updated inventory surveys
should be more effective once a thorough inventory is complete.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Business Services should
have current fixed assets listings prepared for each campus
and department, and (in cooperation with the director of

L Purchasing) begin developing arequest for proposals (RFP) May 1996
to perform an inventory of fixed assets and tag fixed assets
throughout the district.
o | The assistant superintendent for Business Servicesand the |, July 1996

director of Purchasina shotild finalize and issi e the RFP.




with a due date not to exceed 30 days.

The assistant superintendent for Business Services and the

3. | director of Purchasing should review the proposals and August 1996
select the firm to conduct the fixed assets inventory.
The assistant superintendent for Business Services should
4 submit the contract to the board for approval. August 1996
5 The contractor should conduct the inventory of fixed assets | September -
" | and tag the appropriate items. November 1996
The fixed assets coordinator should make the appropriate
6. adjustments to the fixed assets inventory. December 1996
The director of the Distribution Center should conduct ‘;?lgughlsgg?
7. | periodic spot checks to ensure fixed asset inventory reports months
are correct and up-to-date. thereafter
The director of the Distribution Center should conduct a June - August
8 districtwide inventory of fixed assets. A contractor canbe | 1998 and every
" | hired to assist the district with tagging and conducting a two years
physical inventory. thereafter

FISCAL IMPACT

In adistrict the size of TISD, this recommendation can be implemented at

aone-time cost of $35,000.

. 1997- | 1998- | 1999- | 2000-
Recommendation 1996-97 98 99 2000 o1
Hire a contractor to conduct an
inventory of fixed assets ($35,000) | $0 %0 %0 %0




Chapter 7

ASSET AND RISK MANAGEMENT

BOND ISSUANCE AND INDEBTEDNESS

CURRENT SITUATION

This subsection involves the issuance of bonds, debt funding and

refinancing. Organization and execution of district bond issues, debt
funding and refinancing are the responsibility of the assistant
superintendent of Business Services. TISD's last bond issue was in 1983.
The district had a refunding issue in 1985 and again in 1993. Since the last
refunding issue, there have been contractual obligations issued by the
district, but these did not require a vote of the public, only a vote of the
district's board of trustees.

FINDING

First Southwest Company of Dallas was the financial advisor for the
district's bond issue and bond refundings. TISD realized a savings of $1.2
million as aresult of the 1985 bond refundings and a savings of $181,000
as aresult of the 1993 bond refunding. Refunding is the process of retiring
one bond issue with the proceeds of a new bond issue. Exhibit 7-13
provides a description of TISD's outstanding bond indebtedness at the end
of fiscal 1994-95.

Exhibit 7-13
T1SD's Outstanding Bond Indebtedness
August 31, 1995

I Interest Original Outstanding

Description/Purpose Rate Amount Amount
Whitehouse 15D (Annexation of Assumed [$2452  |$1,764
residential subdivision)

. 6.0% -

1985 Refunding 8204 $31,620,317 |$ 8,889,683
1989 Public property finance 6.6% -
contractual obligations (School buses 8'5%‘: $635,000 |$ 190,000
and portable buildings) '
1990 Public property finance 580 -
contractual obligations (Purchase of 8.5(; $500,000 |$170,000
A S/400 mainframe comnuter and 70




campus computer equipment used for
instructional technology)

1993 Refunding (Note: Outstanding
amount is higher than original amount | 3.25% -
because no interest has been paid to 4.2%

date)

$6,864,920 | $ 7,002,506

Total Outstanding - - $16,253,953

Source: TISD Audited Financial Statements (August 31, 1995)

Exhibit 7-14 present TISD's debt service requirement at the end of fiscal
1994-95.

Exhibit 7-14
TISD's Debt Service Requirement
August 31, 1995

Year Ended August 31| Principal Interest | Total Debt Requirements
1996 $3,800,850 |$96,893 | $3,897,743

1997 3,483,421 |262,483 | 3,745,904

1998 2,822,947 | 656,252 3,479,199

1999 2,418,924 | 827,476 3,246,400

2000 2,020,170 949,830 2,970,000

Subsequent 1,707,641 1,027,359 |2,735,000

Total $16,253,953 | $3,820,293 | $20,074,246

Source: TISD Audited Financial Satements (August 31, 1995)
COMMENDATION

TISD iscommended for refunding outstanding bond indebtednessin
1985 and 1993, saving the district $1.38 million.



Chapter 8
FINANCIAL MANAGEMENT

This section of the report reviews the financial management functionsin
Tyler ISD (TISD), and contains four major subsections:

A. Planning and Budgeting

B. Accounting and Fiscal Operations
C. Financial and Operational Analysis
D. Internal Management Control

BACKGROUND

Effective financial management is based on resource allocations, as well
as a sound financial plan that addresses districtwide short-and long-term
resource requirements.

An on-going challenge for Texas school district financial managersisto
develop an integrated financial management program that includes the
following activities:

Long-range and strategic planning,
Annual budgeting,

Capital facilities planning,
Long-range debt financing,
Accounting and fiscal operations and
Asset management.

The assistant superintendent of Business Services has overall
responsibility for the financial management functions in TISD. However,
most of the day-to-day financial management functions are performed in
the district's Budget and Accounting Department.

At present, the district does not prepare a comprehensive long-range or
strategic plan that links districtwide goals and objectives to the budget
process. The district has prepared an in-depth capital facilities plan (a
detailed overview of the plan is discussed in Chapter 11, Facilities Use
and Management) supporting a $39 million bond election that was to be
presented to the Tyler community in the fall of 1994.

TISD prepares an annual operating budget. The district's general operating
budget for fiscal 1995-96 totaled $68 million and its total expenditure
budget (all funds) totaled $84 million.



Both accounting and fiscal operations and asset management are
supervised by the director of Budget and Accounting. Day-to-day work
activities associated with these two financial management functions are
shared by the director of Budget and Accounting and the department's
bookkeepers.

Exhibit 8-1 provides an overview of the financial- management functions
performed in TISD and the staff positions assigned to perform those
functions.

Exhibit 8-1
TI1SD Financial Management Function/Responsibility Matrix

Financial Staff Position iah Day-to-
M anagement Assigned to R Overs_%_lt_ Day .
Function Function esponsibility Rgspons
bility
No
organizatio
Long ;
Range/Strategi nal _u_nlt or
¢ Planning position
assigned
- Asst. Supt.
Annual Bus. Ser.
Budget - Dir. Budget v v
Process & Acctg.
Capital - Asst. Supt.
Facilities Bus. Ser. v v
Planning
Long-Range - Asst. Supt.
Debt Bus. Ser. v v
Financing
Dir. Budget
Accounting ic@tcc’[g;
and Fiscal g v v v
Operations Payroll
P Staff
Asset - Dir. Budget v v
Management & Acctg.




Acctg. Staff

Source: TISD Job Descriptions




Chapter 8
FINANCIAL MANAGEMENT

PLANNING AND BUDGETING

The core activities of any financial management program are the planning
and budgeting functions.

CURRENT SITUATION

The planning function at TISD begins when the assistant superintendent
for Instruction Services projects districtwide and campus level student
enrollment and devel ops program plans for a one or two year period,
depending on the funding source of the program.

A critical component of the budget process for school districts is ensuring
that adequate funds will be available to support budgeted expenditures
throughout the school year. School districts are required by the Texas
Education Agency (TEA) to maintain reserve balances which function
similarly to a savings account. The reserve fund serves several purposes,
such as providing:

A source of fundsin case of emergency.

A source of cash to pay billsin case the outflow of expenditures
temporarily occurs faster than the inflow of revenues.

A place to build up savings to make large purchases not affordable
within asingle year (e.g., a new computer system).

TEA guidelines recommend that the optimum fund balance for a district
should cover reserves, cashflow deficits and an estimated monthly cash
disbursement amount. Using recommended TEA guidelines, TISD's
financial auditor prepares a calculation of the optimum fund balance and
presents it in the district's annual financial report each year. Exhibit 8-2
presents TISD's optimal fund balance.

Exhibit 8-2
Optimum Fund Balance
Fiscal 1994-95
.| Total General Fund Balance as of 08/31/95 1.1%$6,549,191

. | Reserved Fund Baances-- General Fund

3410

Inventories 2a $172,674




"1(LINE L MINUS LINE B)....eueveniriiieienieesieesie e

3430 Prepaid Items 2b. 147,142

3440 Outstanding Encumbrances 2c. 620,406

3480 Sdlf-funded Insurance 2d.

3490 Other-- Long-term Receivables 2e.

Other-- 2f.

Total Reserved Fund Balance (2a+2b+2c+2d+2e+2f) .1940,222
. | Designated Unreserved Fund Balances-- General Fund

3510 Construction, Repairs, Renovation 3a.

3520 Claims and Judgments 3b.

3530 Expected.F_i scal Year 1995 Model 401 Cash 2.

Flow Deficit

3540 Capital Expenditures - Equipment 3d.

3590 Other 3e.

Total Designated Unreserved Fund Balance (3a+3b+3c+3d+3e+3f)

Estimated amount needed to cover fall (9/1/95 - 1/30/96) cash flow deficitsin
. | the General Fund (Net of borrowed funds and funds representing deferred

0SS 0117

Estimated Average Monthly Cash Disbursements of General Fund for Period 5 451 390
TTOILIO5 = BIBLIOB.....ccveeceeceeietesete ettt ettt i

Genera Fund Optimum Fund Balance (Lines
| DABEAE) o 6,391,612

Excess (Deficit) Net Undesignated Unreserved General Fund Fund Balance $157.579

Source: TISD 1995 Financial Audit Report




During fiscal 1993-94, TISD's fund balance was below the optimum level
required by TEA. During fiscal 1994-95, the district increased its fund
balance to the optimum level. To avoid falling below the optimal fund
balance level in future years, TISD now reviews the adequacy of its fund
balance as a part of its annual budget process.

TISD's annual budgeting process begins in late March of every year, with
budget forms distributed to the campuses and administrative departments.
In mid-May, completed campus and administrative departmental budgets,
along with any supplemental budget requests, are returned to the
appropriate assistant superintendents for review. Preliminary revenue
estimates and budget totals are then compiled.

During the first three weeks of June, an administrative staff committee
reviews the supplemental budget requests and salary projections for the
upcoming budget year. Over the next month (late June until late July), the
director of Budget and Accounting runs several budget iterations until a
proposed budget document is ready for executive staff review. About this
same time, the district receives tax revenue estimates from the Smith
County Appraisal District.

Once tax revenue estimates are available, budget work sessions are
conducted with TISD board members. During the budget work sessions
with the board, general budget assumptions are presented, and board
members have an opportunity to seek clarification on any budget items
and to request additional documentation to support specific line item
expenditures.

During the first week of August, TISD's tax rate is officially set and
formal notice to adopt the budget is published. TISD's school board adopts
the district's budget in mid-August of each year. Exhibit 8-3 presents
TI1SD's fiscal 1995-96 budget preparation calendar.

Exhibit 8-3
TISD Fiscal 1995-96 Budget Preparation Calendar

Date Budget Activity
E/IGarch Budget calendar devel oped
g/loarch Budget forms are distributed to campuses and departments
May 15 Campus and department budgets, along with supplemental budget

requests, are submitted to assistant superintendents

Mav 16- | Budgets are compiled and preliminary budget totals are prepared




19

May 25

Preliminary estimates of current year revenue are prepared

June 1-8

Administrative Staff Committee reviews supplemental budget requests

June 23

Administrative Staff Committee reviews salary projections for the
current year

July 20 | Executive staff reviews the proposed budget
TISD receives "Certified Tax Roll" from Smith County Appraisal
July 25 o
Didtrict
July 27 | Budget work session is held with the TISD Board
August 1 | Effective and rollback tax rates are published
August 7 | Notice is published to adopt budget and set tax rate
August

17

TI1SD Board adopts budget and formally sets district tax rate

Source: TISD Budget and Accounting Department

TISD's effective tax rate was lower than all nine of its peer districts for the
three budget years compared (fiscal 1993-94 through fiscal 1995-96).
Exhibit 8-4 presents atax rate comparison for TISD peer districts.

Exhibit 8-4
TI1SD Peer District Tax Rate Comparison
Fiscal 1993-94 through 1995-96

Tax Rate
. #of FY 1993- | FY 1994- | EY 1995-

District Enrollment Schools o %5 %
Irving 1SD 254351 |31 15546  |15696 | 1.6386
IGSOS’SG Cresk 115031 22 15070  |158092  |1.5892
fasag)e”a Pak 116,530 19 1.5868 1.5868 1.5868
Bryan 1SD 12542 19 14850  |15200 | 1.5200
TempleISD | 8,483 19 15630 |15630 |1.4616
Waco 1SD 14,733 29 14200 114200 | 1.4200
Midland ISD | 22,799 35 13873  |13873  |1.3873




Longview ISD |8,077 17 1.3799 1.3799 1.3799
Lufkin ISD 8,033 18 1.3694 1.3694 1.3694
Tyler 1SD 16,725 28 1.3050 1.2900 1.3030

Source: TISD Budget and Accounting Department

Exhibit 8-5 presents a comparison of TISD's amended budget and actual
expenditures by function code. TISD actual expenditures (general

operating fund) were under budget by $1,590,840. TI1SD actua

expenditures exceeded its budget in two function categories -guidance and
counseling and co-curricular activities.

Exhibit 8-5

T1SD Fiscal 1994-95 General Fund

(Student Enrollment 16,656)

Budget vs. Actual Expenditure Comparison by Function

Function Expenditure Alrgéezdgesd 1994-95 Variance
Code Description Actuals Over (Under)
Budget

11 I nstruction $39,100,000 $38,639,890 |($460,110)
I nstructional

21 Administration 1,170,000 1,152,344 (17,656)
Instructiona &

22 Media Services 1,328,000 1,261,017 (66,983)
School

23 Administration 3,690,000 3,569,979 (121,021)
Instructional Staff

25 Development 135,000 108,553 (26,447)

26 Communication 390,000 353,398 (36,602)

31 Guidance & 2,036,000 2175520 | 139,520
Counseling
Attendance &

32 Social Work 380,000 360,202 (19,798)

33 Health Services 680,000 655,434 (24,566)

34 Transportation 2,092,175 2,008,884 (83,291)

36 Co-Curricular 1,150,000 1166705 | 16,705
Activities




37 Food Service 99,000 94,784 (4,216)
Generd

4 Adminiration 2,788,000 2,577,235 | (210,765)

42 Debt Service 2,000 1,303 (697)

51 Z""‘O”t Maintenance | g 400,000 8,199,364 | (200,636)

perations

52 Facilities Acquis. & | 5 5y 20,877 (470,123)
Construction

75 DataProcessing | 270,000 266,669 (3,331)

81 Community 15,000 13,177 (1,823)
Services
Total

. $64,225175 | $62,634,335 | ($1,590,840)

Expenditures

Source: TISD 1994-95 Amended Budget and 1994-95 Audited Financial
Data (Actuals)

Exhibit 8-6 presents TISD's budgeted revenue by source for both general

operating and total expenditures (all funds) for fiscal 1995-96.

Exhibit 8-6
TISD Fiscal 1995-96 Budgeted Revenue

Revenue General Fund FY % of All FundsFY % of

Source 1995-96 Total 1995-96 Total
State $27,242,859 40% $28,118,892 34%
Local 41,148,925 60% 46,707,167 56%
Federal 25,000 - 8,555,871 10%
Total $68,416,784 100% $83,381,930 100%

Source: TISD 1995-96 Budget Document

Exhibit 8-7 presents TISD's fiscal 1995-96 expenditure budget by
function code for both general operating expenditures and all funds.

Exhibit 8-7

TISD Fiscal 1995-96 Expenditure Budget by Function Code




Function Expenditure FY 1995-96 General FY 1995-96 (All
Code Description Operating Budget Funds) Budget

11 Instruction $42,781,637 $46,216,519 \
Instructiona

21 Administrations 1,236,964 2,848,826

22 Instructional & Media |1 355 40 1,346,488
Services
School

23 Administration 3,985,686 4,029,628

o5 Instructional Staff 100,000 108,649
Development

26 Communication 326,881 333,188
Guidance &

31 Counssling 1,984,533 2,718,772

32 Attendance & Social | 557 o9 545,883
Work

33 Health Services 686,703 819,164

34 Transportation 2,249,418 2,055,061 ‘

36 Co-Curricular 1,128,664 1,167,886
Activities

37 Food Service 91,777 4,611,387 ‘
Generd

41 Adminisiration 2,517,902 2,758,562

42 Debt Service 25,000 4,192,481

51 Plant Maintenance & | g 355 779 8,413,620
Operations

52 Facilities Acquis. & | g 5y, 1,737,278
Construction

75 Data Processing 210,727 212,955

81 Community Services |10,119 10,399

- Total Expenditures | $68,416,784 $84,126,746

Source: TISD 1995-96 Budget Document



Exhibit 8-8presents TISD's fiscal 1995-96 budgeted expenditures by
major function code. Seventy-three percent of the district's general
operating budget expenditures are alocated to instruction for students (63
percent for direct instruction and 10 percent for instructional support).
Fourteen percent of the district's general operating expenditures are
allocated to plant maintenance and operations and 8 percent are allocated
to pupil services. General administrative and debt service and data
processing and community service expenditures comprise the remaining 5
percent of the district's general operating expenditures by major function
code.

Exhibit 8-8
TISD Budgeted General Operating Expenditures
(by Major Function Code)
Fiscal 1995-96

Function . _ % of
Code Expenditure Description Amount Total

10

Instruction $42,781,637 | 63%

20

Instructional Support 6,971,935 |10%

- Instructional Administration

- Resources & Media Services

- School Administration

- Curriculum & Personnédl
Development

- Communication

30

Pupil Services 6,528,685 |8%

- Guidance and Counseling

- Attendance Services

- Hedlth Services

- Pupil Transportation

- Co-Curricular Activities

- Food Service




General Administration & Debt

0
40 Service 2,542,902 |4%
50 Plant Maintenance & Operations 9,370,779 | 14%
70/80 Other 220,846 1%
- Data Services

- Community Services

Total $68,416,785 | 100%

Source: TISD 1995-96 Budget Document

Exhibit 8-9 presents TISD's budgeted general operating expenditures by
object code.

Exhibit 8-9
Fiscal 1995-96 T1SD Budgeted General Operating Expenditures
(by Object Code)

Object Code Amount | % of Total ‘
Payroll $56,418,689 | 82%
Purchased and Contracted Services | $ 4,870,065 | 7% ‘
SuppliesMaterials $ 3,850,496 | 6%
Other Expenses $1,641,177 | 3% \
Debt Service $ 25,000 0%
Capital Outlay $1,611,358 | 2%
Total $68,416,785 | 100%

Source: TISD 1995-96 Budget Document

Exhibit 8-10 presents fiscal 1994-95 budgeted per pupil cost comparisons
for selected TISD peer districts, broken down by function code. As shown
in the exhibit below, even though TISD had the lowest genera operating
budget of the selected peer districts for fiscal 1994-95, it ranked second in
allocation of resources to direct instruction (function code 10) behind




Goose Creek 1SD. Both Waco 1SD and Galena Park |SD allocated fewer
resources to direct instruction than TISD.

Exhibit 8-10
TISD Selected Peer District Per Pupil Cost Comparison
(by Function Code)
Fiscal 1994-95 General Operating Budget

Function

Galena

Goose

Description Code Park Creek Waco Tyler
Enrollment
(Fall 1994) N/A 16,992 17,837 15,564 16,656
# of Schools | N/A 22 19 29 28
Tota Genera
Operating N/A $65,605,285 | $76,111,552 | $63,419,785 | $63,072,016
Exp.

I nstruction 10 $2,340 $2,538 $2,347 $2,396
Instructional
Support 20 $445 $445 $482 $365
Pupil Services |30 $344 $461 $407 $359
Gen. Admin.

& Debt 40 $124 $175 $199 $147
Service

Plant

Maintenance |50 $581 $605 $589 $502
& Operations

DataProc. &

Comm 70/80 $27 $43 $51 $17
Services

Total Cost

Per Pupil N/A $3,861 $4,267 $4,075 $3,786

Source: 1994-95 PEIMS School District Expenditures Report (Actuals)

FINDINGS

The assistant superintendent for Business Services has oversight
responsibility for the district's annual budget process, and the director of
Budget and Accounting compiles most of the budget detail necessary for




completion of the annual budget document. Procedures and due dates for
the annual budget preparation are provided in a detailed budget calendar.

TISD's current budget process beginsin late March of each year. As
previously discussed in Chapter 3, the board has not developed long term
goals and objectives that are linked to the budget process. The board
members first involvement with the budget process does not occur until
late July of each year. Adoption of the final budget is scheduled for mid-
August. While on site at the district, many of board members stated that
earlier involvement with the budget process would provide an opportunity
to assess the allocation of budget resources to the district's priorities,
thereby facilitating a more thorough analysis of budget data so that
informed decisions can be made.

Recommendation 58:
I nvolve school board members earlier in the budget process.

TISD's budget preparation calendar should be amended to involve board
members earlier in the budget process. Board members should be provided
preliminary budget data in mid-May, as soon as preliminary budget
compilation and budget totals are available. As recommended in Chapter
3, the board should create a standing budget committee to facilitate the
budget process.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Business Services should obtain
1 board approval to amend the budget calendar to include presentation | March
" of preliminary budget data to the board's budget committee in mid- | 1996
May.
5 The assistant superintendent of Business Services should notify all March
" | budget preparation participants of changes in the budget calendar. 1996
3 The assistant superintendent of Business Services should present May
" | preliminary budget data to the board budget committee. 1996

FISCAL IMPACT

No cost is associated with implementing this recommendation.
FINDINGS

The format of TISD's official budget document is not conducive for use as

afinancia management tool. While on site, the management review team
examined budget documents prepared for the last three fiscal years. Only




very high level summary information is included in the district's official
budget documentation. TISD's official budget documentation contains the
district's tax rate work sheet and estimate of local tax revenue, estimated
special revenue funds, reconciliation of fund balance for the genera
operating fund and budgeted general operating expenditures by function
code.

TISD's official budget document does not include the following:

Assumptions used to develop the budget;

Organizational structure of the district;

Prior and current year budget comparisons for revenue projections;
Prior and current year budget expenditure comparisons by function
and object code;

Expenditure budgets by campus,

Expenditure budgets for educational programs,

Expenditure budgets by organizational units (i.e., superintendent's
office, budget and accounting department, instructiona technology
department) and

Number and title of full-time equivalent employees budgeted to
each organizational unit, department and campus.

Recommendation 59:

Change TI1SD's official budget document format to make the
document mor e useful as an operations and financial management
tool.

TISD's officia budget document should be designed so that it can be used
as a policy document, as an operations guide, as afinancia plan and asa

communication device for the district's financial management staff, TISD

board members and the Tyler community.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Business Services should begin
1. | gathering the necessary information to develop budgets for
individua programs by campus.

March
1996

The assistant superintendent of Business Services and the director
of Budget and Accounting should begin collecting sample budget | March -

formats from Texas public school districts that develop April 1996
exemplary budget documents.

The director of Budget and Accounting should attend budget
3. | training workshops conducted by the Texas Association of School
Boards (TASB) on a periodic basis to keep abreast of budaet

AS
avallable




format enhancements that facilitate effective financial

management.
The assistant superintendent of Business Services and the director June -
4 of Budget and Accounting should decide on a revised budget ALOUSE
" | format and incorporate the new budget in the official budget 195?6

document for the 1996-97 budget cycle.

FISCAL IMPACT
No cost is associated with implementing this recommendation.
FINDING

TISD was over budget in two function codes (guidance and counseling
and co-curricular activities) during fiscal 1994-95 without formal
approval. TISD has a system in place that encumbers expenditures
ensuring that district expenditures do not exceed the available fund
balance. Despite this system, in some cases, district officials have spent
more funds than budgeted without first seeking board approval.

TEA-Bulletin 679, Change No. 30 states budget amendments must be
made before commitments (encumbrances or expenditures) are made if the
commitment will exceed the available balance of the appropriation on the
function code level. The board of trustees must approve amendments to
the budget, and the amendment must be reflected in the official minutes of
the board meetings and may not occur after August 31 of each year. At a
minimum, an amendment is required when a change is needed to increase
any one of the functional expenditure categories. Amending the budget is
not required if actual expenditures do not exceed budgeted amounts.

The district does not perform monthly budget variance analysis, nor does
the district prepare and distribute monthly budget comparison reports to
administrative department heads and campus principals regularly. Several
district and campus administrators also indicated that budget comparison
reports were difficult to understand.

Recommendation 60:

Perform monthly budget variance analysisto avoid over spending
appropriations and formally amend budget before committing district
funds.

Budget variance analysis should be performed on a monthly basis for all
district programs and departments. Budget variance analysis should result
in district and campus administrators receiving a one-page budget




summary report comparing monthly and year-to-date budget and actual

totals. The budget summary report also should provide percentage totals

for each budget line item and the remaining budget for each line item.

Monthly budget variance analysis will aleviate overspending in account

codes that have reached projected expenditure levels and allow the district

to allocate resources at projected levels in account codes that have not
reached projected expenditure levels.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of business services and the director of

1. | Budget and Accounting should submit budget amendmentstothe | Monthly
board for approval before spending any "over budget" funds.
The director of Budget and Accounting should develop a policy that
2 states that employees responsible for overspending function codes | April
" | should be reprimanded. This policy should be submitted to the 1996
board for approval.
The director of Budget and Accounting should develop budget vs. April
3. | actual expenditure reports for all administrative departments and 1€|3096
programs.
The director of Budget and Accounting should distribute budget vs. M
4. | actual expenditure reports to al administrative department's and 1983/6
program heads on a monthly basis.
The director of Budget and Accounting should prepare summary
5 budget vs. actual expenditure reports and provide this datato board | May
" | members on a monthly basis, along with the district's other 1996

summary financial reports.

FISCAL IMPACT

No cost is associated with implementing this recommendation.




Chapter 8
FINANCIAL MANAGEMENT

ACCOUNTING AND FISCAL OPERATIONS

Accounting and fiscal operations involve collecting, transaction reporting
and disbursing the district's, federal, state and local funds. An effective
accounting and fiscal operation ensures adequate internal controls govern
the district's collection and disbursement activities. Financial reports
generated from the district's automated accounting system should be
reported both accurately and timely.

CURRENT SITUATION

TISD'sdirector of Budget and Accounting has overall responsibility for
managing the accounting and fiscal operations of the district. The director
of Budget and Accounting is supported by an accounting coordinator, four
bookkeepers and one cashier. The district's Payroll department also has a
considerable impact on the fiscal operations of the district, since personnel
costs are the largest expenditure category for al district organizational
units. TISD's Payroll Department reports directly to the assistant
superintendent of Business Services. The district's Payroll Department is
staffed with two payroll clerks.

FINDING

Accounting staff routinely post transactions and close the district's general
ledger within 10 days of the end of each month. Additionally,
management reports summarizing monthly financial activity for the
district are submitted to the board timely each month.

COMMENDATION

Thedistrict should be commended for timely closing of financial
records and timely presentation of financial reportsto board
members.

FINDING

Two payroll clerks process the district's payroll for more than 2,000
employees every month and also process payroll checks for all substitute
teachers. Based on the current payroll processing requirements, the Payroll
Department is short staffed by at least one-half full-time equivaent (FTE)
employee. Lack of sufficient staff also contributes to payroll coding errors.



In practice, one of the payroll clerks actually supervises payroll processing
and is compensated at an administrative pay grade, commensurate with
that of a supervisor. However, this responsibility is not reflected on the
organizational chart or in the clerk’s job description.

Recommendation 61;

Reassign responsibilitiesin the Payroll Department and cross-train
bookkeeperson the payroll system.

Change the job title of the senior payroll clerk, ultimately responsible for
processing payroll to payroll supervisor or coordinator and develop ajob
description that accurately reflects supervisory job responsibilities.
Dedicate the equivalent of one-half FTE from the Budget and Accounting
Department staff (bookkeeper's) position to assist with payroll processing.

All of the district bookkeeper positions should learn the district's payroll
system and be assigned payroll processing responsibilities regularly. In
addition to aleviating the staffing shortage that currently existsin the
Payroll department, having additional employees cross-trained to perform
the payroll processing function will ensure that work flow is not disrupted
when employees vacate a position.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Business Services should advise the
1. | Personnel Services department of the title change of the payroll clerk
to payroll supervisor or payroll coordinator.

April
1996

The Personnel Services department should change the job title and April

assist with the development of a new job description. 1996
3 The Personnel Services department should review the new job April
" | responsibilities with the payroll supervisor. 1996

FISCAL IMPACT

Since the senior payroll clerk is aready compensated at a supervisor's
salary, no additional increase in pay is required for the title change. The
department will realize some indirect savings as a result of using cross-
trained employees more effectively.

FINDINGS
The organizational structure that supports TISD's accounting and fiscal

operations does not promote efficient financial management functions
within the district. The Budgeting and Accounting Department, in which




accounting and fiscal operations are performed, and the Payroll
Department are not physically located in the same organizational unit at
TISD. In many school districts, these two functions are physically
organized within the same department. This arrangement allows payroll
personnel become more knowledgeable of the district's account code
structure (resulting in reduced payroll coding errors), procedures for
processing payroll accruals and budgetary considerations and constraints
for payment of district employees.

Exhibit 8-11 presents the existing Budget and Accounting Department
organizational structure.

Exhibit 8-11
Existing Budget and Accounting Department
Organizational Structure

A gaistant
Supetintendent
Business Services

Director
Budget & Accounting
Payroll Cletks
(Z)
& coounting
Coordinator
. Bookkeepers
Cashier
(4

Recommendation 62;

Change the district's financial management organizational structure
so that the Payroll Department reportsto thedirector of Budget and
Accounting.



Changing the reporting structure of the Payroll Department will enhance
the payroll staff's knowledge of the district's account code structure and
with training, reduce payroll coding and accrual errors. Presently,
adequate office space is not available to co-locate the accounting
operations and payroll functions. As soon as adequate space is available,
however, the two functions should be co-located. Exhibit 8-12 illustrates
the proposed organizational structure for accounting and fiscal operations
functions performed in the Budget and Accounting Department.

Exhibit 8-12
Proposed Budget and Accounting Department
Organizational Structure

A zsistant
Superintendent
Buaziness Jervices

Director
Budget &
&ccounting
Accounting Pagrroll
Coordinator Supervisor
| Payroll Cletks
11

it Bookkeepers (1173

4

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Business Services should advise
the director of Budget and Accounting and the payroll clerks that
1. | the payroll processing reporting structure will be changed so that | April 1996
the payroll function reports to the director of Budget and
Accounting.

]:I;)t:cran Zersonnel Services department should process transfer April 1996

3. | The Persnnneal Services shauld distribute notification of the April 1996




organizational change to the appropriate personnel.

The assistant superintendent of Business Services should arrange | When

4 to collocate the accounting and fiscal operation functions and office
" | payroll processing functions, once office space becomes space
available. permits

FISCAL IMPACT

No cost is associated with implementing this recommendation.
FINDING

TISD has no accounting procedures manual. The district currently uses
TEA's Bulletin 679 as its accounting policy manual, but its day-to-day
operating procedures are not documented.

The purpose of a procedures manual is to provide accounting staff with
detailed procedures for performing critical accounting functions. TEA
Bulletin 679 alone is insufficient to govern district accounting operations.

Recommendation 63:
Develop an accounting procedur es manual.

The Budget and Accounting Department should develop a procedures
manual that describes in detail the steps necessary to perform critical
accounting functions. Examples of functions that should be outlined in the
procedures manual include transaction postings, month-end closings,
preparation for cash disbursements, handling of accounts payable, payroll
processing and reconciling bank statements.

The accounting procedures manua should be used to cross-train all
accounting and payroll staff.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The director of Budget and Accounting should direct each staff April
" | member to document all critical accounting processes. 1996
5 The director of Budget and Accounting should develop a draft May
" | procedures manual from documented accounting processes. 1996
3 The director of Budget and Accounting should test accounting June
" | procedures against actual accounting operations. 1996
4. | The director of Budaet and Accountina should finalize the July 1996




procedures manual and distribute it to all accounting staff. ‘

The accounting procedure manual should be revised biannually,

" | thereafter. Ongoing

FISCAL IMPACT
No cost is associated with implementing this recommendation.
FINDING

A random sample of accounts payable invoices and employee travel and
expense reimbur sements (50 transactions) were reviewed to evaluate
record keeping practices, timeliness of processing, and timeliness of
payment. This review revealed that the district's Budget and Accounting
Department processes some reimbursements (7 of the 50 transactions
tested) without sufficient documentation for payment. Additionally, in
some cases (6 of the 50 transactions), payment was issued to vendors 30 to
45 days after the due date.

Recommendation 64:
Develop a procedure for processing vendor invoices for payment.

Procedures should be developed for handling the accounts payable
functions. In all cases, adequate documentation should be attached to a
vendor invoice before approving the invoice for payment. A processing
schedule should be established giving optimal processing times so that
payments are received by vendors in atimely manner and the district
receives vendor discounts. Once the appropriate procedures have been
developed, staff should be trained to use the procedures.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The accounting coordinator should develop a procedure for March
" | processing appropriately documented district invoices. 1996
The director of Budget and Accounting and the accounting
: : March
2. | coordinator should develop a schedule for promptly paying 1996
iNvoices.
3 The procedure for processing vendor invoices should be tested and | March
" | included in the accounting procedure manual. 1996
4 Bookkeepers should receive training to use the new vendor March

payments processing procedure. 1996




FISCAL IMPACT

No cost is associated with implementing this recommendation.



Chapter 8
FINANCIAL MANAGEMENT

FINANCIAL AND OPERATIONAL ANALYSIS

Financial and operational analysis measures how effectively a school
district's financia resources are spent and evaluates the performance of
educational programs and services. Financial and operational analysisis
also performed to alert management of changes in financial situations that
could cause a negative impact on the district.

FINDING

All Texas school districts must submit budget and actual financial data to
the Public Education Information Management System (PEIMS), a
division of the Texas Education Agency (TEA). While the PEIMS
submission process is time consuming, data submissions can be used as a
valuable tool to assist district's such as TISD perform comparative cost
analysis for all operational units such as data processing, maintenance,
transportation and food service. Cost analysis involves the examination
and evauation of costs and related statistical information to determine the
implications of past, present and future actions. A maor use of cost
analysisisto provide information concerning available alternatives and to
help select those alternatives considered appropriate.

Presently, TISD does not effectively use PEIMS data to perform cost
analysis. An example of how PEIMS data can be used in comparative cost
analysis includes year-to- year budgeted and actual expenditure trend
comparisons for TISD and selected districts.

Recommendation 65:

Establish a system for routinely performing financial cost analysis.
Comparative cost analysis will assist district's identify opportunities cost
savings opportunities as well as areas in which additional resources should
be allocated.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The director of Budget and Accounting should request PEIMS data | March
" | files (budget or actual) for the past of three to five years. 1996
5 Using a spreadshest, the director of Budget and Accounting should | March
" | perform analvsis of selected revenue cateaories or exnenditures. 1996




comparing expenditures to applicable volumes of measure such as
enrollment, number of schools in the district, number of employees
in a department, and the like.

3 The director of Budget and Accounting should develop specific March
" | performance measures and perform data analysis. 1996
4 The director of Budget and Accounting should routinely perform
"|similar analysis to determine operational trends.
5 The director of Budget and Accounting should train department and Ongoing

program heads to perform similar analysis.

FISCAL IMPACT

No cost is associated with the implementing this recommendation.




Chapter 8
FINANCIAL MANAGEMENT

INTERNAL MANAGEMENT CONTROL

Effective internal management control is necessary to protect the integrity
of the district's financial records from misstatements and to safeguard
district assets. According to AICPA Statement No. 55 on Auditing
Standards, various factors promote an effective internal control
environment and should include:

Management philosophy and operating style;

Functioning committees, particularly the audit committee;
Methods of assigning authority and responsibility;
Methods of monitoring and following-up on performance,
including internal audit performance recommendations and
External influences affecting internal control, particularly
monitoring and compliance.

Texas school district policy guidelines recommend achieving internal
management control through compliance with generally accepted
accounting standards for Gover nment

Auditing Standards, Bulletin 679, published by TEA, audit guidelines
from Audits of State and Local Governments, federal program guidelines

and the district's board policies and procedures.
CURRENT SITUATION

The district engages alocal certified public accounting (CPA) firm to
conduct an annual comprehensive financia audit. The district's financial
audit includes an extensive review of its internal management control
procedures. The annual cost of the district's financial audit is $34,500.

A critical component of the financial audit is the CPA firm's evaluation
and findings related to "overall compliance and internal controls.” In this
section of the audit, the CPA firm cites the significant internal control
structure policies and procedures that should be followed, along with a
comprehensive description of current year reportable conditions or
findings requiring significant attention. Prior year reportable conditions or
findings that have not been corrected are also included in the "overall
compliance and internal control section.”

Findings related to internal management control deficiencies are
highlighted in the district's "Management Letter," issued at the same time



as the districts annual financial report. "Management Letters' typically
contain opportunities for improving internal control deficiencies and
should be taken as serioudly as audit findings included in the district's
annual financia report.

FINDINGS

The district's financial audit reports were reviewed for the last three fiscal
years. August 31, 1993, August 31, 1994 and August 31, 1995 (fiscal
1992-93 through fiscal 1994-95). The management review team also
reviewed the district's "Management Letters' associated with the financid
audits for the last three fiscal years.

Each of the financia audit reports described recurring findings that require
significant attention. Recurring internal control deficiencies were noted in
the district's fiscal 1994-95 financial audit report, dated October 31, 1995
asfollows:

Specia Revenue Funds

An expense reported on a compl etion report for a Special Education grant
was later voided; however, the district did not amend the final report and
return this amount. After discovery, TEA alowed the district to reclassify
the amount as indirect costs and keep the funds. There should be a control
in place to prevent a reoccurrence.

Budget Compliance

Three state grants (Regional Day School for the Deaf, State Supplemental
Visualy Impaired and Comprehensive Developmental Guidance Program)
recorded as special revenue funds went over legally approved budget
amounts without budgeting a transfer from the general fund to cover the
overage. This coverage occurred before the final amendment to the budget
was made in August 1995.

Revolving Funds

Bulletin 679 recommends that departments providing services to the entire
district be accounted for as internal service funds. Funds presently
recorded as revolving funds in the general fund that could be affected are
graphics, transportation, snack bar and copy machine. Currently, revenues
and expenditures in these funds are recorded to a revolving asset account
in the genera fund and are rot budgeted. These funds should be recorded
in the interna service fund.

Student Activity Funds




Sponsors in student activity funds were not strictly following established
procedures.

Several campuses had written checks in excess of campus
authority: Hubbard Middle School, Ramey Elementary and St.
Louis Elementary.

Deficits in student activity funds appear to be increasing,
particularly in John Tyler's textbook fund and the Blue Brigade
fund.

PEIMS Data
In auditing PEIM S fiscal data, teacher retirement expenditures are not
coded properly. This procedure affects TEA's calculation of the district's

indirect cost rate.

Tax Assessor/Collector Bond

Section 6.29 of the Property Tax Code requires that the district's tax
collector be bonded in an amount approved by the board. It was noted that
the tax collector was properly bonded, but the amount was not approved
by the board.

The assistant superintendent for Business Services is responsible for
writing responses to the audit reports and for overseeing the necessary
corrections. Following the issuance of the final audit report, the assistant
superintendent submits a report on the audit findings to the full board.
Beginning in fiscal 1994-95 the responses to internal control deficiencies
are also published in the back of the district's financial audit report.

Additionally, when internal reviews are done of specific programs or
operations in the district, they are done under the guidance and direction
of the assistant superintendent of Business Services. If the review was
requested by the board, the district administration prepares a formal report
of findings for the board. If the review was initiated internaly, reports to
the board are optional, depending on the scope of the review and the
nature of the findings. For example, areview of activity funds requested
by a board member would result in aformal report. A sampling of
purchase orders to determine compliance with certain policies or
procedures may not result in aformal report to the board unless significant
problems are detected, requiring action by the board.

Because there is no standing committee of the board with responsibility
for examining audit results or ensuring correction of internal control
weaknesses, the board has little direct knowledge of or influence over the
problems. Micromanagement typically occurs when the board feels left



out of the information and decision making loop. Standing committees,
such as an audit committee, give board members more direct information
about district operations and typically ingtill trust in the decisions of the
district's administration.

Recommendation 66:
Hire an internal auditor and establish a board audit committee.

The digtrict's internal auditor should be charged with ensuring timely
compliance with internal control policies and procedures. For example, an
internal auditor could be assigned the following responsibilities:

review management and operational performance,
prepare schedules for financial audit,

conduct audit of student activity funds and

assist with testing fixed assets.

Once the internal auditor is hired, the position should report functionally
to the school board's audit committee and administratively to the district's
superintendent.

The audit committee should be established to monitor the internal audit
function by reviewing scope of work, interna audit plan, goals and
objectives. The audit committee also may request the internal auditor
perform specia studies, investigations or other services in matters of
interest or concern to the board.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Business Services should develop ALOUSE
1. ajob description for an internal auditor, post the position and 1936
hire an internal auditor for the district.
After hiring the internal auditor, the assistant superintendent of
5 Business Services and the superintendent should develop an September
"l audit plan that prioritizes internal management control 1996
deficiencies that need to be reviewed and corrected.
3 The internal auditor should develop a mission statement, an September
" linternal charter and internal audit procedures for the district. 1996
4 The board should establish an audit committee and determine its | October
" | charter. 1996
5 The audit committee should approve the internal auditor's November
" | mission statement, internal audit charter and audit procedures. 1996




The internal auditor should prepare and submit internal audit

" | reports to the board's audit committee. Quarterly

FISCAL IMPACT

The estimated annual salary for internal auditor is $41,380 ($35,000 per
year plus an employee benefits rate of 18.23%).

If used effectively, the internal auditor position will improve internal
management controls at the district and save the district $8,625 ($34,500
X 25%) of the total cost associated with conducting its annual external
audit.

Recommendation 1996-97 | 1997-98 | 1998-99 |1999-2000| 2000-01

Hire an internal auditor | ($32,754) | ($32,754) | ($32,754) | ($32,754) | ($32,754)




Chapter 9
INFORMATION SERVICES

This chapter of the report contains two sections on the information
services functions at Tyler ISD (TISD).

A. Data Processing

--- Organization and Staffing

--- Business and Student Services Computing
--- User Involvement and Communication

--- Audit Visual Repair

--- Long-Range Planning

B. Instructional Technology

--- Organization and Staffing

--- Instructional Computing

--- User Involvement and Communication

DATA PROCESSING
BACKGROUND

Texas school districts handle information services in a variety of ways.
Some school districts organize all computing services functions into one
department (both business services and instructional computing). Other
school districts are organized with business services computing handled
by one department that typically reports to the chief business officer of the
district and instructional computing reporting to the chief instructional
officer of the district.

TISD has two departments that handle information services. The Data
Processing Department handles al information services for business and
student services computing (financial, personnel, purchasing and student
databases) for the district and reports to the assistant superintendent of
Business Services. The Instructional Technology Department handles all
instructional computing (classroom technology) for the district, and
reports to the executive director(s) of secondary and elementary
instruction, respectively.

Since the functions related to business and student services and
instructional computing are handled differently at various school districts,
it is difficult to make an exact comparison. For example, some school
districts may perform more services in-house, while other school districts
contract out a substantial portion of computing services. Even when all
computing services are performed in-house, some districts may provide a



wide array of computing services, while others provide more limited
services.

In 1990, Data Processing under went an operations eval uation performed
by an outside accounting firm. The review of Data Processing's operations
revealed that the department was historically under-funded, short staffed
and had outdated hardware technology. Because of the lack of hardware
computing power, Data Processing could not meet many of the district's
business and student services computing needs. A summary of
departmental weaknesses included:

Production delays

Backlog of programming requests

Inadequate verification of payroll coding

Incorrect magnetic media submission to the Internal Revenue
Service

Irregular work hours for departmental personnel

In 1991, Data Processing upgraded its mainframe computer to an IBM
AS/400. The department aso purchased the National Computer Systems
(NCS) software for education systems to run on the new mainframe. The
NCS software is one of the educational software packages endorsed by the
Texas Education Agency (TEA).

At thistime, TISD's Data Processing Department maintains the necessary
software applications to meet most district and campus needs.

Organization and Staffing
CURRENT SITUATION

TISD's Data Processing Department is managed by a director, a
programmer, a computer operator (one- half of the computer operator's
timeis spent in the Audio Visua Repair conducting diagnostic tests on
computer equipment) and a computer operator/secretary. The department's
annual budget was $311,000 for fiscal 1994-95. In addition to managing
the data processing functions for the district, the director of Data
Processing manages an audio visua repair unit, which repairs more than
90 percent of the district's computers and electronic equipment. The audio
visua repair unit has a staff of five and one-half FTEs and had a separate
annual operating budget of $144,000 for fiscal 1994-95. TISD's Data
Processing Department organizational structure is shown in Exhibit 9-1.



Exhibit 9-1
Data Processing Department Organizational Structure

Agzistant
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Exhibit 9-2 summarizes responsibilities of the TISD data processing staff.

Exhibit 9-2
TISD Data Processing Department
Position/Responsibility Matrix

Position

Major Position Responsibilities

Director

Management and planning
Programming

System design

Trouble shooting problems
Training

Programmer

Programming




Trouble shooting
Training

Data Input
Computer Operator Data Processing

Data Input
Computer Operator/Secretary Clerical Support

Source: TISD Data Processing Department

Exhibit 9-3 compares TISD's Data Processing Department staffing to that
of peer districts on the basis of staff per 1,000 students. The department
staffing ratio is lower than two of the three peer districts.

Exhibit 9-3

Data Processing Staffing Comparison

TISD Selected Peer Districts

Fiscal 1994-95
Data
— FY 1994-95 Total Dgta Processing
District Processing
Enrollment Staff Staff Per
1,000 Students

Goose Creek 1SD 17,837 12.0 .67
Waco ISD 15,564 10.5 .67
Tyler 1SD 16,656 45 27
GdenaPark ISD 16,992 4.0 24
|As\./§r agew/oTyler |14 97 8.8 53

Source: TISD Data Processing Department

FINDINGS

Although Data Processing maintains the necessary software applications
on its mainframe computer to service the district, an informal survey of
users, such as campus administration and Food Service staff who use the
student database, revealed that several applications are not used to full
capacity because users require additional training. Since Data Processing




does not offer formal training, users must rely on the "help-desk” for
assistance in resolving mainframe questions. Data Processing's "help-
desk" is staffed by the Management Services Specialist Trainer that only
spends 15 to 20 percent of the time on districtwide mainframe computer

training needs.

Recommendation 67:

Hire a systems applicationstrainer.

A systems applications trainer is needed to demonstrate how software
applications can be used to full potential.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Data Processing should develop job
- D : , June - August
1. | descriptions for a systems applications trainer and advertise 1996
the position.
2 The director of Data Processing should hire an individual to September
" | fill the position. 1996
3 The director of Data Processing should train newly hired September
" | trainer to fulfill job requirements. 1996

FISCAL IMPACT

The estimated annual salary for the systems application trainer position is
$25,000 per year plus an employee benefits rate of 18.23 percent

. 1999- 2000-
Recommendation 1996-97 | 1997-98 2000 2001 2000-01
Hire systems
applications trainer ($29,558) | ($29,558) | ($29,558) | ($29,558) | ($29,558)

Business and Student Services Computing

CURRENT SITUATION

The goal of business and student services computing is to provide
information to district and campus administration in a manner that

streamline operations.

The direct users of business services computing are Personnel Services,
Budget and Accounting, Purchasing and Warehousing and Food Service.




Facilities and Transportation Services are not direct users because
software programs for these departments are not run on the district's
mainframe computer.

Campus administrators are the main users of student services computing.
Applications used for student services include attendance, enrollment,
grade reporting, student performance tracking and class scheduling.

Exhibit 9-4 illustrates data processing budget expenditure trends for the
past three fiscal years. Historically, TISD has spent less on data processing
than its peer school districts.

Exhibit 9-4
Data Processing Budgeted Expenditure Trends
TISD and Selected Peer Districts
Fiscal 1992-93 through 1994-95

11
- $311,495
Tyler $201,633
$220,200
$461,214
Galena Park $349,530
$295,204
11
' $831,804
Waco $806,311
i $1,024,168
e EEEE——
$731,978
1

O Actual 199293 B Actual 199394 O Budget 1994-95

Source: 1994-95 PEIMS School District Expenditures Report (Actuals)

Exhibit 9-5 presents comparisons for TISD and peer district Data
Processing Departments. Comparative information includes the number of
schools served, average staff size and data processing budget by
expenditure line item.

Exhibit 9-5
Data Processing Budget Comparisons



TI1SD and Selected Peer Districts

Fiscal 1994-95
Descrintion Goose Waco Galena Tyler Average
P Creek ISD | ISD | ParkISD | ISD | W/O Tyler

Enrollment 17,837 15,564 16,992 16,656 16,797
# of Schools
Serviced 19 29 22 28 23
Total DP Staff |12 10.5 4 45 8.83
Payroll Costs  |$467,228 | $416,134 |$185,164 |$184,395 | $356,175
Contracted 182,305 337600 |175750 |44,000 |231,885
Services
Suppliesand 96,510 32,020 | 75,800 78,900 |68,110
Materials
Other
Operating 15,170 1,818 5,500 4,200 7.496
Expenses
Capital Outlay |262,955 44232 119,000 0 108,729
Total Data
Processing $1,024,168 |$831,804 |$461,214 |$311,495 | $772,395
Budget

Source: PEIMS 1994-95 Budget Financial Data

Exhibit 9-6 presents budgeted data processing cost-per-pupil comparisons
for TISD and selected peer districts. TISD's budgeted data processing cost
per pupil is lower than that of selected school districts compared.

Exhibit 9-6

Data Processing Cost Per Pupil Comparisons

TI1SD and Selected Peer Districts

Fiscal 1994-95
i Goose Waco Galena Tyler Average
Description | ~ e 1SD | I1SD | ParkISD | ISD | W/O Tyler
Enrollment 17,837 15564 16,992 16,656 | 16,797
# of Schools
Serviced 19 29 22 28 23
Total Data $1,024,168 | $831,804 |$461,214 |$311,495 |$772,395




Processing Cost

Average Data
Processing Cost | $57.42 $53.44 | $27.14 $18.70
Per Pupil

$46.00

Source: 1994-95 PEIMS School District Expenditures Report (Actuals)
FINDING

Data Processing does not support software applications needed to meet the
Facilities and Transportation Services department's business needs (i.e.,
labor costs, maintenance costs, materials costs, and the like).

The absence of these software applications on the district's mainframe

computer causes district and campus administration to complete and track
mai ntenance service regquests manualy.

Recommendation 68:
Assist the Facilitiesand Transportation Services departmentsto
evaluate and select appropriate softwareto beinstalled on the

district's mainframe computer.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Data Processing (along with Facilities and April
1. | Transportation staff) should evaluate work order maintenance b
1996
software.
Once selected, the director of Data Processing should purchase and M
2. |install the new maintenance software on the district's mainframe 19"3/6
computer.
3 The director of Data Processing should coordinate training on the June
" new software to all potential users. 1996

FISCAL IMPACT

The estimated cost of this software is $44,000. The cost of the software is
included in the Facilities Use and Mamagement - Chapter 9.

User | nvolvement and Communication

FINDING




As part of the review process, the management review team conducted an
informal user survey. The survey reveded that TISD's Data Processing
Department does a good job with available resources. However, the many
users believe the department cannot provide management reports and
other useful information to central administrators and student services
users in areasonable time. Both central administrators and student
services users reported thet Data Processing is not as service oriented as it
should be. Severa of the student services users expressed a need for
improved design, quality and timeliness of management reports provided
by Data Processing.

Others had more global concerns. For example, userstold the review team
Data Processing should:

Provide users the ability to "query the system.”

Enhance food service management reports to include automated
revenue and expenditure reports by campus and provide more
expenditure line-item detail.

Enhance personnel management reports to include the number of
FTEs assigned to departments.

Provide the capacity to compose and print attendance letters that
match data selected from attendance reports.

Provide the capacity to complete withdrawal forms to combine
student information and print from the AS/400.

Upgrade student history files to include student name, justify
grades within field and transfer files among campuses.

Develop a conflict matrix that assists with "Master Schedule”
development.

Modify and correct the student scheduling program so that errors
are automatically identified, including schedules where no class
periods have been assigned.

Develop a"Master Schedule” linking system.

Develop summer school files that automatically transfer student
information from the student access file to the grade history file.

Recommendation 69:;

Establish a user committee for business and student services
computing.

The district should establish a committee of business services (accounting,
payroll, personnel and food services) and instructional (secondary and
elementary program heads) users. A user committee should promote
communication between the data processing staff members and end users.
A staff member knowledgeable about business services management
report requirements should be assigned to participate on the committee.



IMPLEMENTATION STRATEGIESAND TIMELINE

1 The director of Data Processing should form a committee of April
" | business services computing users. 1996

The director of Data Processing and committee members should
2. | identify strategies and action plans to resolve outstanding business | Ongoing
computing services issues.

FISCAL IMPACT
No cost is associated with implementing this recommendation.
FINDING

Data Processing is planning to purchase and install a Wide Area Network
(WAN). Documentation developed by the department shows the purpose
of the WAN will:

Reduce the number of stand-alone PC-based computers required
for district and administrative use.

Promote standardization of administrative software throughout the
district.

Improve communications within and between departments (i.e. E-
Mail).

Improve teacher training using networks and networked education
software.

Although plans have been made by Data Processing to purchase the WAN,
the district did not budget for this system and the likelihood of funding for
fiscal 1996-97 was questionable.

Recommendation 70:

I ncor por ate cost estimates of a network communications system into
the fiscal 1996-97 budget and develop a definitive schedule to network
campuses to central administration.

A WAN would allow direct access to administrative data on the AS/400
using Windows-based software applications such as Word, Excel, Access
and FoxPro, reducing the need for numerous PC-based computers. Many
campus administrators expressed a need to have E-Mail installed at all
campuses. E-Mail can be used to transmit messages and data
electronically between district administration and campuses.

IMPLEMENTATION STRATEGIESAND TIMELINE




The director of Data Processing should submit a supplemental
budget request (during the annual budget process) to the
assistant superintendent of Business Services to include the cost
of networking campuses and central administration.

June -
August
1996

5 The director of Data Processing should purchase network for the | September
" district. 1996

3 The director of Data Processing should develop aschedule (by | September
" | campus) to install a network communications system. 1996

4. | The director of Data Processing should train new staff. fg[g)tesember

FISCAL IMPACT

The estimated one-time cost of purchasing and installing the network is

$30,000.

Recommendation | 1996-97 | 1997-98 | 1998-99 | 1999-2000 | 2000-01
Purchase WAN | ($30,000) | $0 $0 $0 $0 |
FINDING

The digtrict's Data Processing Department does not help other departments

devel op purchase specifications for computers and software for

administrative use, nor do they provide standards for the procurement of
compatible hardware and software. The lack purchasing standards results
in the purchase of incompatible software and hardware. It is more difficult
for users to exchange data, when the computers and software are not
compatible, and maintenance cost are often increased.

Recommendation 71;

Develop purchasing standardsfor computer hardware and software.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Data Processing should determine a current June
1. | inventory of hardware (computers) and software for administrative 1996
use.
From the inventory, the director of Data Processing should 1l
2. | determine hardware and software that has been the most economical y
: 1996
and functional.




The director of Data Processing should devel op specifications and August
3. | standards for future hardware and software purchases based on its 1996
research and establish guidelines for purchases.
The director of Data Processing should submit
4 specification/standards for PC hardware and software purchasesto | August
" | Purchasing for incorporation into the district's purchasing 1996
requisition guidelines.

FISCAL IMPACT

While there are no direct cost savings associated with implementing this
recommendation. Indirect cost savings should be realized since district
personnel will begin to make wiser more conservative hardware and
software purchases based on the district's new standards for compatibility.

Audio Visual Repair
CURRENT SITUATION

The Audio/Visua Repair unit is responsible for repairing 90 percent of the
district's computers and el ectronic equipment. The remaining computer
and electronic repairs are made by local computer repair vendors. The unit
reports to the Data Processing Department. The audio/visual operation is
housed on the John Tyler High School campus. The Audio/Visua Repair
unit typically has a backlog of more than 100 pieces of equipment. During
fiscal 1994-95, the unit repaired nearly 1,900 pieces of electronic
equipment, computers and peripheral equipment.

FINDING

The Audio/Visual Repair unit repairs electronic and computer equipment
for the campuses and central administration. Priority is given to equipment
needed for classroom instruction (i.e. computers for classrooms, video
equipment for classrooms, etc.).

COMMENDATION

Audio/Visual Repair prioritizesinstructional support equipment
repairs and makestheserepairsin a timely manner, thereby
minimizing down time for equipment required for student learning.

FINDINGS




User'sview TISD's Audio/Visual Repair services as being more
economical than most commercial repair shops and for providing high
quality repairs, even though in-house repairs take longer to complete.

The prevailing minimum hourly repair rate for computer repairs in the
Tyler areis $60 plus parts; electronic repairs can run $40 per hour plus
parts. Although TISD's Audio Visua Repair unit's work order records
contained insufficient detail to determine labor cost savings achieved by
the unit accurately, labor costs were estimated at $20 to $25 per hour (plus
parts), a substantial savings.

COMMENDATION

TISD has achieved savings by repairing computer and electronic
equipment in-house.

FINDING

TISD's Audio/Visua Repair unit lacks an automated system to prioritize,
track and maintain the costs associated with computer and electronic
repairs.

Recommendation 72:
Obtain awork order system to track computer and electronic repairs.

TISD's Facilities Department is in the process of evaluating and acquiring
awork order tracking system (awork distribution management system)
capable of: numbering work orders; prioritizing work orders; recording
labor hous; parts costs; costing parts, and indicating work completion
status.

An automated work order tracking system should improve the efficiency
of the Audio/Visua Repair unit because it will help to prioritize items
needing repair, thus reducing delays. An automated tracking system also
will enable staff to track the costs and frequency of repairs for individual
items and determine when equipment repair costs exceed the purchase
price of anew equipment. Parts inventory can be monitored better with a
work order tracking system and frequently purchased parts may be bought
by the district using volume purchase discounts. Additionally, by tracking
labor hours associated with electronic equipment and computer repairs, the
Audio Visual Repair unit may identify staff efficiency improvement
opportunities, thus achieving additional costs savings.

IMPLEMENTATION STRATEGIESAND TIMELINE



The director of Data Processing and the electronics repair technicians

1. | should assist with the evaluation of the proposed work order system April
T 1996
for the Facilities Department.
Once selected, the electronics repair technicians should receive M
2. | training on how to use the new work order system provided by the 19?6
software vendor.
3 The electronics repair technicians should install the new work order | May
" system in the Audio/Visua Repair unit. 1996
4 The electronics repair technicians should process and track all new May
" laudio/visual repair work orders on the new work order system. 1996

FISCAL IMPACT

The Audio/Visual Repair unit can use the work order tracking software
being purchased by Facilities Services. Since the Data Processing
programming staff can modify the software to meet the Audio/Visual
Repair unit's requirements, this recommendation can be implemented with
existing resources.

Long-Range Planning
CURRENT SITUATION

The Texas Education Agency (TEA) requires districts to submit along-
range technology plan, focused on instructional technology, to be eligible
for technology allotment funds.

FINDING

Although TISD has developed a long-range plan for data processing
services in compliance with TEA's technology plan requirements, the plan
is not comprehensive and does not provide adequate direction for the
district's future business computing environment. The Data Processing
Department's existing long-range technology plan does not include
staffing plans, implementation strategies or assignment of responsibilities.
Additionally, many of the technology objectives included in the plan do
not have funding estimates.

Recommendation 73;

Develop a comprehensive long-range technology plan for business and
student services computing.




Exhibit 9-7 illustrates the recommended approach for the Data Processing

Department's long-range plan.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The superintendent should create along-range planning April - May
" | committee for computing services. 1996
The superintendent should appoint the director of Data
2. | Processing as the chair of the computing serviceslong-range | April 1996
planning committee.
3 The committee should establish data processing goals and May 1996
" | objectives to include in districtwide strategic planning. &y
The committee should perform a data processing needs
4. | assessment (i.e., obtain input from campus and administrative | June 1996
users).
The committee should prepare a draft forecast of technological
5. . : N : July 1996
requirements, accompanying priorities and assumptions.
6. Thg committee should determine funding requirements and July 1996
available resources.
7 The _C(_)mml_ttee should obtain final input from campus and August 1996
administrative end users.
3 The director of Data Processing and the committee should August -
" | develop specific long-range strategies. October 1996

Exhibit 9-7
Long-Range Technology Plan
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Oroanizational
Mlizzion
Foals
Upstalital DF Component
Component of of Gloals
(Toals
DOperational
Programs and DP Objectives
Ohiectives
. Forecast of
Projects and ;
Kot Technological
Developtments
Pedormance Fesources
Measures Avatlable
TTsers' Deswed
System Changes
- Flus
Technologcal
Enhaticements
Future
Cotnputing
Environment

FISCAL IMPACT

No cost is associated with implementing this recommendation.




Chapter 9
INFORMATION SERVICES

INSTRUCTIONAL TECHNOLOGY

The Instructional Technology Department is responsible for assisting in
the evaluation and implementation of technology and curriculum. The
department provides technical assistance to campuses about the
acquisition and use of hardware and software, and conducts in-service
training for staff.

The effective use of technology to help educators deliver and manage
instruction and instruction-related services has become a common

indicator of successful schools and school districts. The goals are to ensure
that current instructional technology is available and appropriately used by
students, and educators are adequately trained to use computer hardware
and software as a cost-effective tool to deliver and manage instruction and
instruction-related services.

BACKGROUND

The use of instructional technology at the district began in fiscal 1984-85,
when funds were allocated from a bond election to purchase computer labs
for district elementary and middle schools (about 10 computers per
computer lab) and to meet the required computer course mandates at the
district's high schools.

In 1993, TISD developed a long-range technology plan to take the district
into the year 2000 in technologica improvements. The plan includes the
implementation of a comprehensive network connecting classrooms,
schools and information sources to achieve equal access to information
and resources across the district. With this plan, the district hopes to
achieve access to technology for teachers and students in every classroom
and at each grade level. District officials acknowledge that to achieve the
goals included in the plan, continuous and thorough teacher training in the
use of technology for instruction is essential.

Organization and Staffing

CURRENT SITUATION

TISD's Instructional Technology Department is managed by a director. In
addition, the department is staffed by three technical trainers who serve

the entire district and four campus-based technical trainers who rotate
among elementary schools. The four campus-based technical trainer



positions assigned to elementary schools are funded by local money; an
additional trainer position is assigned to all Title| schools and is funded
by the Title | grant.

Exhibit 9-8 shows the organizationa structure of TISD's Instructional
Technology Department.

Exhibit 9-8
Instructional Technology Organizational Structure
A gaistant
supenntendent
Instruction
|
| |
Executive Director Ezxecutive Director
secondary Elementary
Instruction Instruction
Director
Instructional
Technology
Technology
Azaistant
| |
District-wade Camnpus-based
Technology Tramers Technology Tramers
(3] (4)

Exhibit 9-9

Exhibit 9-9 summarizes the responsibilities of the Instructional
Technology staff.

TISD Instructional Technology Department
Position/Responsibility Matrix

Position

Major Position Responsibilities




Director

Develops mission of instructional
technology program

Implements program strategies to achieve
district objectives

Conducts studies to improve the use of
technology in instruction

Devel ops technology training curriculum
for teachers and course standards for
students

Coordinates technology "help-line" for
campuses and administrative personnel

Districtwide
Technology Trainers

Assists in the selection, configuration and
organization of hardware for educational
applications

Coordinates installation projects with
facilities services, electronic repair and
technology vendors

Oversees school instructional needs and
compiles appropriate documentation
Provides training for user applications

Campus-based
Technology Trainers

Assists schools in the selection and
organization of computers/materias
Provides demonstrations of effective use of
technology

Technology
Assistant

Assigts teachers in implementing new or
updated technology

Assists schools in resolving software or hardware
problems

Source: TISD Instructional Technology Department

FINDING

The Irstructional Technology Department's staff has clearly defined
position responsibilities that are equitably divided and promote the
accomplishment of districtwide instructional technology goals and

objectives.

COMMENDATION




TISD'S Instructional Technology Department should be commended
for developing and implementing an effective and efficient staffing
plan that promotes the achievement of districtwide instructional
technology goals and objectives.

I nstructional Computing
FINDING

An informal survey of instructional technology users (i.e. principals and
teachers) rated the district's Instructional Technology Department
"Excellent” and indicated that the department consistently provides high
quality hardware and software support.

COMMENDATION

Instructional Technology is commended for providing high quality
har dwar e and softwar e support.

FINDING

Throughout the school year, the Instructional Technology Department
plans, coordinates and conducts seminars and workshops for teachers and
staff related to the implementation of technology in the classroom. During
the management review process, many of the campus principals indicated
that classroom teachers were extremely satisfied with instructional
technology training seminars and workshops.

COMMENDATION

ThelInstructional Technology Department is commended for
developing and implementing effective instructional technology
training for classroom teachersand staff.

FINDINGS

Until TISD obtained the state technology allotment in 1992-93, the district
had limited funds for instructional technology use. The first few years of
the state's allotment helped TISD replace obsolete computer labs used for
state-required computer classes in the middle and high schools.

TISD has allocated less funding to Instructional Technology's budget
during each of the last three fiscal years (1993-94 through 1994-95). The
department's declining budget has made it increasingly difficult to
purchase new computer equipment for classrooms. A variety of grants and



demonstration programs to supplement school instructional technology
budgets are available, but districts must apply for the funds.

Exhibit 9-10 presents TI1SD's budgeted expenditures for fiscal 1993-94

through 1995-96.

Exhibit 9-10
TISD Instructional Technology Budgeted Expenditures

(By Budget Lineltem)

Fiscal 1993-94 through 1995-96

Budget Expenditure Description

FY 1993-94

FY 1994-95 | FY 1995-96|

Payroll Related Expenses $170,199 |$192,189 |$168,028 |
Har dwar e, Software 846,660  |603,600 417,145 |
General Supplies 7,900 18,012 4,000
Travel 3,598 4,100 3,600 |
Training 15,761 50,088 50,000
Misc. Consulting Support 489 3,400 0 |
Total Expenditure Budget $ $871,389 | $642,773

Source: TISD Instructional Technology Department

The district has more than 2,500 computers stationed in computer
laboratories and classrooms districtwide. The average age of these

computers is five years.

Exhibit 9-11 presents the number of computers used for instruction at
TISD and its peer districts. The exhibit also presents the ratio of
instructional computers to students at TISD and its peer districts. As

shown in

Exhibit 9-11, TISD ranks third in terms of the ratio of computers used for
instruction to total students in the district.

Exhibit 9-11
Number of Computersfor Instructional Use
TI1SD Selected Peer Districts

Number of
District Computersfor
Instructional Use

Ratio of Instructional

FY 1994-95
Enrollment

Computersto
Students




Woaco ISD 3,000 15,564 1 to 5 students
IGSa[')e”a Park |5 700 16,992 110 6 students
Tyler ISD 2,530 16,656 1to 7 students.
IGSOS’SG Creek 1 600 17,837 110 17 students
Average

without 2,233 16,797 1to 8 students
Tyler

Source: Peer District Telephone Survey

Two years ago, three TISD elementary schools were designated as
technology demonstration schools. Birdwell, Jones and Gary elementary
schools have been equipped with computers in every classroom. During
the 1993-94 and the 1994-95 school years, the district added funds to the
allotment funds to establish these demonstration schools.

Instructional technology funds for 1994-95 were spent on the following:

Scientific graphing calculators for algebra classes,

Technology mini-grant program for teachers,

Performance Plus Instructional management program;,

Updating hardware and software in secondary computer labs;
Computer labs for three technology demonstration schools and
Travel, materials and software for technology staff development.

The programs selected for implementation on demonstration campuses
were approved by the Elementary Software Selection Committee. The
TISD technology plan outlines implementation on the three campuses to
precede the other 13 campuses so that effective methods of training,
support and quality implementations could be studied and repeated.

A bond election was planned in Fall 1994 to fund technology on other
TISD campuses. Because the district did not hold the bond election, TISD
isworking under a contingency plan to use the state allotment funds.
Teachers and librarians are eligible to write a proposal to use technology
in their classrooms. The proposals are evaluated by a committee of TISD
educators who determines awards not to exceed $5,000. The mini-grants
were designed to provide technology access to teachers who have little
access to current technology in their classrooms.

TI1SD has developed a comprehensive technology plan addressing
classroom instruction, instructional management, library and media




applications, teacher utilities, staff development, administrative
applications and central support.

H.B. 2128 provisions include a forthcoming telecommunications
infrastructure fund that will make available $150 million each year for 10
years for grants and loans to school districts to fund equipment purchases,
including computers, printers, computer labs and video equipment. The
fund also will provide grant funds and loans to public school districts for
intra-campus and inter-campus wiring to enable those schools to use the
equipment.

The fund will be administered by a nine-member Telecommunications
Infrastructure Fund Board appointed by the governor and lieutenant
governor. The fund board will give priority to projectsin school districts
that:

Involve collaborations between multiple schools, universities or
libraries;

Contribute matching funds from other sources,

Show promise of becoming self-sustaining;

Reach under-served groups (especially rura and remote areas);
Take advantage of distance learning opportunitiesin rural and
urban schools with high levels of "at-risk" students and drop-outs;
Result in more efficient or effective learning than through
conventional teaching and

Help users of information learn new ways to acquire and use
information through telecommunications.

Exhibit 9-12 presents TISD's Instructional Technology Department's
districtwide funding estimates for the purchase of new computers. The
figures below were developed in anticipation of the bond election.

Exhibit 9-12
TISD Instructional Technology Funding Requirements
(Estimated Cost by Campus)

Fiscal 1995-96
Campus Proposed Equipment Cost
John Tyler HS $275,800 \
Robert E. Lee HS 335,400
Boulter MS 112,300 \
Dogan MS 84,600 ‘
Hubbard MS 118,600 ‘




Moore MS 116,500

Stewart MS 108,100

New Middle School 120,700

Austin Elem. 304,764

Bell Elem. 372,420

Birdwell Elem. 138,284 ‘
Clarkston Elem. 259,452

Dixie Elem. 338,592 ‘
Douglas Elem. 386,248

Gary Elem. 75,100 \
Griffin Elem. 293,436

Jones Elem. 128,256

Orr Elem. 298,036 ‘
Owens Elem. 364,920

Peete Elem. 269,608 ‘
Ramey Elem. 435,204

Rice Elem. 369,920

Woods Elem. 369,920

New N.E. Elem. 376,248

New SW. Elem. 373,748

Special Education Annex | 10,000

St. Louis School 213,600

Alternate Education 50,000

Total $6,699,756

Source: TISD Instructional Technology Department
Recommendation 74:
| dentify grant sources and apply for technology grant funds.

The district should establish agoal to secure at least $250,000 annually in
instructional technology grants, beginning in fiscal 1996-97.



TISD should aggressively seek ways to supplement the state technol ogy

allotment of funds received by the district with H.B. 2128
telecommunications infrastructure funds. Another example of a grant

source is the Texas Center for Educational Technology (TCET). TCET
also can help identify other grant sources.

IMPLEMENTATION STRATEGIESAND TIMELINE

The coordinator of Grants and the director of Instructional

1 Technology should contact TEA's Technology Division to obtain | April
" | information about forthcoming grant opportunities for 1996
telecommunications infrastructure.
The coordinator of Grants and the director of Instructional
2 Technology should develop a plan to secure funds for technology | April
" | for the district and present it to the superintendent and assistant 1996
superintendent for Instruction.
The coordinator of Grants and the director of Instructiona M
3. | Technology should establish specific revenue goals to obtain 19%/6
technology grants.
4 The board should approve the plan to obtain technology June -
" linfrastructure grants. July 1996
5 The coordinator of grants, director of technology and appropriate "iﬂljyu o
" | TISD staff should complete the application for the grant. 195?6

FISCAL IMPACT

The district should immediately begin applying for grants, however, funds
may not be forthcoming for up to 9 months. Therefore additional revenues
may not be realized until mid-year 1996-97.

2000-

Recommendation | 1996-97 | 1097-98 | 109899 | 2090 | 2000-01
Apply for technology $125,000 | $250,000 | $250,000 | $250,000 | $250,000
grant funds
FINDING

The Instructional Technology Committee has attempted to standardize
purchases of software and some hardware. Because purchasing standards
are not always maintained, the Instructional Technology staff must be

familiar with a broad range of hardware and software packages to serve




users adequately. Asis the case with business computing in the Data
Processing Department, lack of standardization also results in more
expensive maintenance cost for hardware repairs and the district must
stock awide variety of individual partsto repair the many types of
hardware.

Recommendation 75:

Develop purchasing standards for instructional computer hardware
and softwar e pur chases.

The instructional technology staff should determine current inventory of
hardware and software at each campus. From the inventory, staff should
determine hardware and software that has been the most economical and
functional and develop specifications/standards for future hardware and

software purchases based on their research.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Instructional Technology should determine inventory | June
of hardware (computers) and software for administrative use. 1996

From the inventory, the director of Instructional Technology should

2. | determine hardware and software that has been the most economical Jly
: 1996
and functional.
The director of Instructional Technology should develop ALGUSE
3. | specifications and standards for hardware and software purchases 195(5:]6

based on research and establish guidelines for purchases.

The director of Instructional Technology should submit
specification/standards for PC hardware and software purchasesto | August
the Purchasing Department for incorporation into the district's 1996

purchasing requisition guidelines.

FISCAL IMPACT

No fiscal impact is associated with implementing of this recommendation.
User I nvolvement and Communication

CURRENT SITUATION

User involvement and communication for TISD's Instructional

Technology program is facilitated through the department's monthly
newsletter and its technology committee.




FINDING

The TISD Instructional Technology Department has a standing committee
that provides input and guidance on the direction of the district's
instructional technology program. (A separate standing committee for
instructional technology is needed because business computing and
instructional computing issues are different, and the user groups needs are
different). Committee members include the assistant superintendent of
Instructional Services, the director of Instructional Technology,
Instructional Technology staff members, as well as representative from
campuses, including principals, instructional consultants and teachers. The
instructional technology committee meets monthly to discuss and resolve
campus technology concerns.

COMMENDATION

Instructional Technology is commended for forming a instructional
technology committee that resolvesinstructional technology issues
facing the district.

FINDING

Instructional Technology publishes and distributes Bits and Pieces, a
monthly newsletter to all campus personnel. The newsletter publicizes
campus instructional technology workshops for teachers offered by the
district as well as commercial technology training available to campus
personnel. The newsdetter also provides information about state-of-the art
hardware and software products.

COMMENDATION
Thelnstructional Technology Department is commended for

publishing and distributing a technology newdletter that informs
campus personnel of instructional technology issues.



Chapter 10
PURCHASING AND WAREHOUSE SERVICES

This section of the report reviews the purchasing and warehousing functions of the Tyler ISD (TISD)
and contains two subsections:

A. Purchasing
B. Warehouse Services

PURCHASING

An efficient purchasing department should have management processes in place to ensure that supplies,
equipment and services are purchased from the right source, in the right quantity and at the lowest price-
all in accordance with Texas state purchasing guidelines. These criteria should be met for each purchase
without sacrificing quality and timely delivery.

Recent changes in state purchasing regulations outlined in Subchapter B of Serate Bill 1 (S.B. 1) are
designed to provide the best value to school districts through a competitive bid process. With the
exception of procurements for professional services (i.e., services provided by accountants, architects,
engineers, consultants) and contracts for produce or vehicle fuel, al school district contracts valued at
$25,000 or more in the aggregate for each 12- month period must be competitively bid, solicited through
competitive sealed proposals, requests for proposals, purchased from the state catalogue, procured
through an interlocal contract or through a design/build contract (e.g., turnkey construction).

S.B. 1 dso provides natification guidelines for districts to use with competitive purchases, giving a
sufficient amount of time for prospective bidders to respond. These guidelines include advertising
contracts in excess of $25,000 at least once a week, for two weeks, in any newspaper published in the
county in which the school district is located. For contracts less than $25,000, the rotice requirement is
satisfied by advertising in two successive issues of any newspaper published in the county in which the
schoal district is located.

Purchases of personal property totaling between $10,000 and $25,000 in the aggregate, over a 12- month
period, must be advertised in two successive issues of any newspaper during each 12- month period-in
the county in which the school district is located. The advertisement must specify the categories of
personal property to be purchased, and solicit vendors interested in supplying itemsin any of the
categories. Before a purchase is made from a category, the district must obtain written or telephone price
guotations from at least three vendors from the list for that particular category. The purchase must be
made from the lowest responsible bidder.

The law also alows a school district to purchase items that are available from only one source (i.e.
"sole-source” purchases) if certain criteria are met. These criteriainclude:

an item for which competition is precluded because of the existence of a patent, copyright, secret
process or monopoly;
afilm, manuscript or book;



a utility service, including electricity, gas or water; and
a captive replacement part or component for equipment.

CURRENT SITUATION

The TISD Purchasing Department, as currently organized, consists of a director, purchasing specialist
and purchasing clerk. The purchasing director reports directly to the assistant superintendent for
Business Services. Exhibit 10-1 presents the current organization structure.

Exhibit 10-1
Purchasing Department
Current Organization Chart

& zsistant Superintendent
for Business Jervices

Purchasing
Ditector

Purchasing Purchasing
Apecialist Cletk:

The purchasing director is responsible for ensuring that TISD purchases are made in accordance with
state purchasing guidelines. The department currently follows TEA Handbook on Purchasing for Texas
Public Schools, Junior and Community Colleges (last updated in September 1993) and the recent
changes included in S.B. 1. TEA's handbook is being updated to include changes included in S.B. 1. In
the meantime, TISD's purchasing director refers to the actual text of the law.

The major responsibilities of the purchasing department include monitoring compliance with state
purchasing regulations, obtaining the highest quality goods and services through the formal bid process
and competitive price quotations, establishing interlocal and cooperative purchasing agreements with
state and local governments, maintaining approved vendor lists, reviewing al purchase requisitions and
authorizing al purchase orders.

Requisitions are currently processed both manually and electronically. Manual requisitions are prepared
at each campus or department where the designated administrator enters the funding code, vendor,



item(s) to be purchased, quantity to be purchased and the price. The requisitions are approved by either
the campus principal or the department manager and forwarded to the purchasing department through
intercampus or interoffice mail. The purchasing clerks verify coding and availability of funds, and the
purchasing director verifies approvals, determines if the vendor is on the approved vendor list and
approves the requisition for issuance of a purchase order from the IBM AS/400 mainframe.

Electronic requisitions are entered into terminals at the campus or department connected to the IBM
AS/400 mainframe. Items to be purchased and prices are entered, and funding codes, available balances
and approvals are automatically verified on-line. Electronic requisitions are printed in the purchasing
department, reviewed by the director and a purchase order is generated.

For purchases up to $300, campuses and departments are authorized to use "short-form" purchase orders
(i.e. purchase orders that do not require the approval of the Purchasing Department). These purchases do
not require a price quotation or a bid, and campuses and departments are allowed to purchase from
vendors in Smith County only. Furthermore, TISD policy states that short-form purchase orders cannot
be used for purchases of fuel or tires.

Current TISD purchasing policy requires neither telephone nor written price quotations for purchases
between $300 and $5,000, with the exception of aggregate purchases of specific categories of personal
property expected to exceed $10,000 in a 12-month period. The district requires written price quotations
for these purchases.

Either three telephone quotes or three written price quotations are required for purchases between
$5,000 and $10,000, and all purchases larger than $10,000 are competitively bid. All competitive bids
are advertised in the local newspaper at least once each week for two weeks before the bid opening, in
accordance with the provisions of S.B. 1.

FINDING

Regular purchase orders are processed within three business days of receiving approved purchase order
requests. The review team tested atotal of 25 purchase order requests randomly selected from the 13-
month period beginning September 1, 1994 and ending August 31, 1995. The average processing time
for the purchase order requests tested was 3.4 business days. TISD's processing time compares favorably
to that of its peer districts presented in Exhibit 10-2.

Exhibit 10-2
Average Number of Business Daysto Process Purchase Order Requests
September 1, 1994 through August 31, 1995



Tumbeer of Business Days

Tyles 13D Eryan [SD Goose Creak [5D) Galenn Fark 130 Irring IS0 IMidland [3D

Peer Disivicis

Source: Survey of Purchasing Departmentsin Peer Districts
COMMENDATION

TISD iscommended for processing purchase ordersin atimely manner.
FINDING

At its October 19, 1995 regular board meeting, TISD renewed its interlocal contract with the Tyler city
government for solid waste pick- up. The board approved an extension of the existing agreement signed
with the city in November 1994 for a contract term expiring on October 31, 1995. The agreement was
renewed for one year and is set to expire October 31, 1996. TISD contracted for a base level of service
consisting of 65 containers of various sizes, most of which are serviced five days per week. TISD pays
the city $100,486 per year, or $8,374 per month. The annual cost of trash pick-up would be significantly
higher if TISD used its own personnel and vehicles, and covered the cost of insurance, fuel and related
maintenance.

TISD recently withdrew from the Smith County Purchasing Cooperative because fuel prices were higher
than the guaranteed weekly prices it received through the Oil Price Information Service (OPIS) for truck
load quantities of fuel in excess of 10,000 gallons. "List" prices by the gallon for truck load quantities of
10,000 or more gallons are published weekly. OPIS guarantees TISD aweekly price, plus or minus a
price differential established in the initial agreement. TISD has a price differential of "minus’ one cent
for unleaded fuel and "minus’ one-half cent for low-sulfur diesel based on itsinitial bid to OPIS.
Exhibit 10-3 provides an example of the savings per 10,000 gallons of fuel based on OPIS pricing and
prices received by the cooperative during the week ending October 13, 1995.

Exhibit 10-3
Comparison of OPIS Pricing and Prices Received



by the Smith County Cooperative
Week Ended October 13, 1995

Cooperative Price per OPISPrice per . TISD
Type of Fuel Gallon Gallon Difference | Gallons Savings
Unleaded $0.552 $0.537 $0.015 10,000 |$153
Gasoline
pou Sulfur $0.553 $0.515 $0.038 10,000 |$381

Source: Telephone quotes and OPIS guaranteed weekly price, less differential 10/10/95
COMMENDATION

TISD iscommended for entering into interlocal and cooper ative purchasing agreementsto reduce
the cost of bulk purchases, and performing cost-benefit analyses to determine when it is mor e cost
effective to purchase bulk itemsfrom other sources.

FINDING

Based on on-site interviews, the review team determined that each campus and department has the
appropriate computer hardware, software and communication links to enable authorized personnel to
electronically enter purchase requisitions at their respective sites. However, only John Tyler High
School, the Facilities Services Department, the Transportation Department, the Distribution Center
(warehouse) and Food Service Department use the electronic requisitioning system. The remaining 26
campuses manually prepare purchase requisitions. Interviews with TISD personnel revealed that
personnel are not adequately trained to use the system and prefer the manual process.

Some Administrators told the review team they preferred certain campuses to use the manual purchase
requisition process because of the frequency of errors made by personnel at those campuses.

Recommendation 76:

Require all campuses and departmentsto use the existing automated purchasing system to process
purchase requisitions.

TISD hasinvested in computer hardware, software and communications equipment that enables
campuses and departments to enter purchase requisitions at the point of order entry and to have purchase
orders electronically generated. The district should make use of the automated purchasing system
mandatory, implement controls to detect and correct errors and provide training necessary to facilitate
implementation. This requirement will reduce the volume of paper used and clerical processing time.

IMPLEMENTATION STRATEGIESAND TIMELINE



The assistant superintendent for Business Services should assess the current system to

1. | ensure that the necessary controls to prevent or detect errors by campus administratorsare | April 1996
in place.
The assistant superintendent for Business Services should develop a policy directing all .
2. - : April 1996
campuses to use the existing automated purchasing system.
The assistant superintendent for Business Services, in cooperation with the Purchasing and
3. | Management Services departments, should develop a schedule for full implementation of | April 1996
the automated purchasing system.
The assistant superintendent for Business Services should present the policy to the board
4. May 1996
for approval.
5. | The board should approve the policy. June 1996
6 The director of Management Services should schedule mandatory training sessions at the | July - August
" | central office for campus and central administration personnel. 1996
- All campus and central administration personnel should begin using the automated September
" | purchasing system. 1996

FISCAL IMPACT

This recommendation can be implemented with existing resources because the infrastructure for the
automated purchasing system has already been installed. Training costs are incidental because group

sessions are held at the central administrative office and will be taught by TISD data processing

personnel.

FINDING

The Purchasing Department issues short- form purchase orders for purchases of $300 or less. Booklets

containing 50 consecutively numbered short-form purchase orders are issued to campuses or

departments upon demand. If a campus principal or department head deems it necessary, multiple
booklets will be issued to a single campus or department. The representative receiving the booklets must
sign for them before they are released by the Purchasing Department. Once booklets are picked up by
the campuses or departments the short-form orders are forwarded directly to the Accounting Department
(accounts payable) for processing. Once processed, short-form purchase order numbers and amounts are
tracked by the Purchasing Department through custom reports prepared by the Management Services

Department.

Once all short-form purchase orders are used, booklets containing the file copies are returned to the
Purchasing Department for filing. Although the Purchasing Department is aware of the location of short
form purchase order booklets, members of the review team noted that no procedure exists for controlling

and monitoring the booklets. Consequently, it is difficult to determine if all booklets have been

accounted for by the Purchasing department.

Recommendation 77;




Institute a procedure for controlling and monitoring short-form purchase order booklets.

The Purchasing Department should be able to account for each short-form purchase order booklet that is
issued, as well as the consecutive purchase order numbers outstanding. |mplementing a procedure for
controlling and monitoring short-form purchase orders will enable the Purchasing Department to
account for al short-form purchase orders. Isolating unused purchase orders or purchase orders
outstanding for a long period of time will facilitate the issuance of cancellations to prevent unauthorized
use. This procedure also will assist the director in maintaining records necessary for resolving problems
encountered within TISD's purchasing functions.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Business Services, in cooperation with the purchasing director | March

L should develop a procedure for controlling and monitoring short-form purchase order booklets. | 1996
5 The assistant superintendent for Business Services should require the director of Purchasing, April
" | campus principals and department heads to begin following the procedure. 1996

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

TISD hasalocal policy governing emergency purchase orders (policy CHD-R). The policy has not been
updated since August 10, 1984 and does not specifically define emergency purchases. The policy merely
provides guidelines for issuing emergency purchase order numbers and providing justification for the
purchases with the Business Services Office.

A total of 61 emergency purchase orders were issued from September 1, 1994 through August 31, 1995.
This represents less than 1 percent of total purchase orders issued during the same period.

A sample of six emergency purchase orders for the months of November 1994, June 1995 and
September 1995 were reviewed to determine the types of emergency purchases requested by Facilities
Services. Exhibit 10-4 presents a summary of the items for which emergency purchase orders were
requested.

Exhibit 10-4
Summary of Review of Emergency Purchase
Ordersfrom Facilities Services

Date |Amount Description of Purchase Justification for Purchase

11/14/94 | $700 Bell clock Department used last spare

11/22/94 | $359 R. E. Lee heating repairs Emergency heating repairs




6/7/95 | $397 A/C condensing unit Air conditioning out in computer room
Freezer compressor for Douglas .

6/7/95 | $465 Elementary Emergency freezer repair

9/1/95 |$527 Lighting for R. E. Lee Lighting damage

9/8/95 | $370 Wall water fountain for Douglas Schoql down to one fountain in main
Elementary building

Source: Emergency purchase orders provided by TISD's Purchasing department

One of the six items tested, indicated in bold in Exhibit 10-4, is a questionable emergency because it
poses no immediate threat to the health, safety or welfare of the students. In fact, the bell clock purchase
could have been addressed in the normal purchasing process through careful planning for facilities
maintenance.

Recommendation 78:

Amend the current policy gover ning emergency purchase ordersto include a definition of
emer gency purchases.

Emergency purchases should be defined by TISD's local policy to provide for the acquisition of goods
or services to meet an immediate need resulting from conditions or events that may imperil students,
employees or the security of TISD facilities.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Business Services, in cooperation with the director of March
1. | Purchasing, should amend local policy CHD-R to include a comprehensive definition of 1996
emergency purchases.
2 The assistant superintendent for Business Services should present the amended policy to the April
" | board for approval. 1996
3. | The board should approve the amended policy g/lg?%

FISCAL IMPACT

No cost is associated with amending the local policy governing emergency purchase orders.
FINDING

The executive director of Personnel Services serves as the district's records management officer,

responsible for ensuring that all inactive records of personnel and students are properly stored and
maintained. Until 1992, state prison inmates microfilmed TISD's inactive student and personnel records.



The practice was discontinued, however, amid concerns that prisoners would not keep records

confidential. The district then began microfilming records, but that effort was discontinued because of

outdated equipment. Because no microfilming has been conducted for three years, finding space to store

records is becoming a problem as areas used for storage become more and more crowded.

Approximately $25,000 has been alocated to purchase the equipment. Quotes have not been formally
requested, but the equipment is to be purchased from the state bid list. The $25,000 will cover filmer,

reader and installation.

Recommendation 79:

Prepar e a needs assessment and cost comparison report when a department is considering

securing costly equipment/services.

Whenever a department is considering the purchase of costly equipment/services, or leasing, staff should

formally assess the needs, identify potential aternative solutions and make cost comparisons.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 A needs assessment and cost comparison report should be prepared by a department when On

" | securing costly equipment/service. going
5 The report should then be provided to the Purchasing Department, which will follow district On-

" | policy and guidelines in securing the equipment/service. going

FISCAL IMPACT

This recommendation can be implemented without fiscal impact to the district.




Chapter 10
PURCHASING AND WAREHOUSE
SERVICES

WAREHOUSE SERVICES

An efficient warehouse operation should ensure purchases are received
and accounted for in a central location; deliveries to campuses and
departments are complete and timely; inventory levels are sufficient to
meet various requests for supplies from individual campuses and
departments; property and equipment are properly accounted for and
controlled and surplus or obsolete property is properly disposed of and
removed from district records.

CURRENT SITUATION

Warehouse servicesin TISD are performed by the Distribution Center.
The Distribution Center is a central receiving and warehousing operation
for stores food, instructional supplies, custodial supplies and textbooks.
The director of the Distribution Center manages the operations of the
Distribution Center and reports to the assistant superintendent for Business
Services. Exhibit 10-5 presents the organizational chart for the
Distribution Center.

Exhibit 10-5
T1SD Distribution Center



Current Organization Chart
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The Distribution Center has more than 17,000 square feet of floor space
and contains two freezers and one cooler for food service supplies. The
freezers have a storage capacity of 4,800 cubic feet and 2,000 cubic feet,
respectively, and the cooler has a storage capacity of 1,600 cubic feet.
The Distribution Center maintains an instructional and custodial supplies
inventory worth approximately $500,000, processes more than 150
requisitions per week and deliversinstructional , general and custodial
supplies to 26 campuses and administrative offices throughout TISD. The
Distribution Center stocks more than 1,600 different items used for
instruction throughout the district. During the 1994-95 school year, the
Distribution Center processed a total of 4,606 requisitions for instructional
and custodial supplies with atotal dollar value of $566,507 (this amount
represents the total amount of inventory used by campuses or departments




during 1994-95). Approximately 18 percent of the requisitions were for
custodial supplies.

The Food Service Department processes $2 million worth of food products
each year. Food orders are received from 26 different processing sites (i.e.,
campuses) each week.

The Textbook Department maintains an inventory of state-owned
textbooks valued at approximately $3.5 million. The Textbook

Department collects membership data (i.e., the highest number of studerts
enrolled in a particular grade level for any given day during the school
year) from each campus principal and orders all state textbooks used in the
district each year. During the school year, textbooks are reallocated by the
Textbook Department to accommaodate enrollments at each campus. At the
end of each school year, textbooks are physically inventoried on al 26
Campuses.

The Fixed Assets Department maintains a districtwide inventory valued at
approximately $17 million. Each campus and department is required to
update its fixed assets inventory each year. All equipment purchases are
first delivered to the Distribution Center, then inspected and delivered to
the final destination by delivery persons. Surplus furniture is stored in the
Distribution Center until delivered to the schools requesting it.

FINDING

The Distribution Center currently receives manual requisitions from
campuses and departments. The secretary/bookkeeper enters the
requisitions into the automated purchasing system that is currently
installed on the IBM AS/400 main frame. Review team members noted
that TISD currently has the technology and related infrastructure to enable
campuses and departments to enter requisitions electronically through
"smart” computer terminals (i.e., computers that are linked to the IBM
AS/400, but have the capability to perform as a personal computer) at their
respective locations. However, campus and some departmental personnel
responsible for preparing warehouse requisitions use the manual process
because they are unfamiliar with or not required to use the automated
system.

Recommendation 80:
Requireall TISD campus and administrative personnel to use the

existing automated purchasing system to requisition materials and
suppliesfrom the Distribution Center.



This recommendation relates to an earlier recommendation in Section A of
this chapter. Warehouse requisitioning is an integral part of the current
automated purchasing system. Requiring all campus and administrative
departments to use the existing system would decrease the work load for
the secretary/bookkeeper, reduce clerical processing time and facilitate
more timely delivery of materials and supplies.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent for Business Services should
1. | develop apolicy requiring all campuses to use the existing April 1996
automated purchasing system.
The assistant superintendent for Business Services, in
2 cooperation with the Purchasing and Management Services April 1996
" | departments, should develop a schedule for full implementation P
of the automated purchasing system.
3 The assistant superintendent for Business Services should May 1996
" | present the policy to the board for approval. &y
4. | The board should approve the palicy. June 1996
The director of Management Services should schedule July -
5. | mandatory training sessions on the use of the system at the August
central office for campus and administration personnel. 1996
6 All campus and administration personnel should begin using the | September
" | automated purchasing system. 1996

FISCAL IMPACT

Implementing this recommendation will enable the district to eliminate the
secretary/bookkeeper position in the Distribution Center. Eliminating this
position would

save $20,443 (i.e., $16,536 in salary, plus benefits at an average rate for
clerical and technical staff of 23.63 percent of salary).

1996- | 1997- | 1998- 1999- | 2000-

Recommendation 97 08 99 2000 01

Use automated system to

requisition goods from warehouse $0 $20,443 | $20,443 | $20,443 | $20,443

FINDING




TISD officias are contemplating the purchase of a new facility to relieve
overcrowding in the central administration offices. During the site visit,
review team members noted athletic equipment is housed in a separate
warehouse, located in a building behind the Distribution Center having
less than 1,000 square feet of floor space (which is adjacent to the central
administration building). Review team members walked through the
warehouse, interviewed the athletic director and determined that all
athletic equipment purchases come to the athletic warehouse, rather than
the Distribution Center.

The athletic warehouse does not have aformal receiving process. When
athletic equipment is received, the athletic director checks the condition of
the equipment and compares the items received to the items ordered and
personally delivers the athletic equipment to the appropriate campuses.
The athletic director estimates approximately 50 percent of histimeis
spent delivering athletic supplies, which limits the time available for
athletics management activities such as managing the aquatic center,
performing public relations activities (related to athletics), scheduling use
of gymnasiums by community groups, responding to correspondence,
addressing issues related to coaches and student athletes, and scheduling
officias for sporting events.

On-site interviews and observations also revealed that the athletic
warehouse carries a maximum $125,000 in equipment and supplies
inventory and uses a manual requisitioning system.

Recommendation 81;

Transfer athletic equipment and supplieslocated in the athletic
war ehouse to the Distribution Center and begin using the automated
requisitioning system.

TISD should not maintain separate warehousing facilities. The space
occupied by the athletic warehouse could be better used to relieve
overcrowding in the central administration offices. Transferring athletic
equipment and supplies to the Distribution Center will centralize the entire
purchasing and receiving function. The Distribution Center could easily
allocate approximately 700 to 1,000 square feet of space in which to store
the athletic equipment. Because athletic equipment is subject to theft, a
cage with locking gates should be constructed in the Distribution Center
for athletic equipment.

Asindicated in previous recommendations, using the automated
requisitioning system would reduce clerical processing time. Moreover,
athletic equipment and supplies would be delivered by Distribution Center



Personnel and allow the athletic director to focus on core management
issues affecting TISD's athletic program.

By transferring athletic equipment and supplies to the Distribution Center
the athletic warehouse space would be available to meet other existing
administrative space needs.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent, in cooperation with the assistant
superintendent for Business Services, should develop a specific April
timetable for transferring al athletic equipment and supplies into 1996
the Distribution Center.

The assistant superintendent for Business Services should have the May -
purchasing director locate a contractor who could build a cage with Ju?é
locking gates in the Distribution Center to store athletic equipment 1996
and supplies.

3 The board should approve the policy requiring all campusesto use |June

" | the automated requisitioning system. 1996
The assistant superintendent for Business Services should ensure
4 that all athletic equipment and supplies are transferred to the July
" | Distribution Center according to the pre-established deadline, 1996
preferably July 1996.
5 The campus coaches should begin using the automated purchase August
" | requisitioning system for athletic equipment and supplies. 1996

FISCAL IMPACT

Existing warehouse personnel maintain the distribution Center. As a
result, TISD will incur a one-time cost for labor, materials and supplies for
constructing a wire cage, conservatively estimated to be $7,500. Athletic
equipment and supplies could be transferred by existing staff.

1997- | 1998- | 1999- | 2000-

Recommendation 1996-97 08 99 2000 01

Relocate athletic warehouse within

the Distribution Center ¢7500) | 0 | 0 %0 $0

FINDING

The Distribution Center has an inventory tracking system that identifies
minimum inventory quantities by stock item to trigger reorder points. This




report, called Sock Status Listing by Sock Item, is generated on demand
from the warehouse inventory tracking system maintained on the IBM
AS/400 mainframe. Whenever warehouse inventory items on hand are at
or below established minimum quantities for a particular stock item, an
asterisk is placed adjacent to the number of units on hand, indicating that it
istime to order additional quantities.

The director of the Distribution Center also purchases stock items in bulk
during the school year based on 12- month supply contracts that have been
previoudly bid through local vendors or purchased from vendors on the
state bid list to achieve bulk purchase discounts. Over 95 percent of items
stocked in the Distribution Center are purchased in this manner and
delivered by vendors as needed. These items include supplies such as copy
paper, paper towels and pencils. However, the director does not calculate
an optimum, economic reorder point that considers both stock levels and
timing of purchases and deliveries from vendors on the state bid list. Asa
result, the director of the Distribution Center monitors primarily annual
usage, rather than monthly usage even though the reports can be printed
from the system on demand and does not consider the timing of orders and
deliveries. The review team examined the Siock Status Listing by Stock
Item report dated October 11, 1995 and noted that 153 of 1,202 stock
items (13 percent) were either below minimum quantities or not in stock.
Only 56 items (37 percent) had been reordered.

Recommendation 82;

Review and analyze the Stock Status Listing by Stock Item report
monthly and calculate economic reorder points.

Monthly review of the Sock Status Listing by Sock Item and caculating
economic reorder points based on both stock levels and the timing of bulk
purchases will facilitate the timely reorder of stock items so that campuses
and departments will not need to purchase necessary instructional and
custodial supplies from outside vendors (e.g., in an emergency situation)
at apotentially higher cost to the district. In addition, monthly analysis of
this listing will detect dow moving items that may not require
replenishing based on annual usage patterns.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of the Distribution Center should begin
1. | reviewing the Stock Status listing by Stock Item report each | March 1996
month.

The director of the Distribution Center should calculate April 1996 and
economic reorder noints (considerina both stock levels and each month




or purchase the necessary items from the state bid list.

the timing of bulk purchases) promptly reorder from vendors | thereafter

FISCAL IMPACT

No cost is associated with this recommendation. However, TISD could
achieve savings by avoiding unnecessary emergency purchases.

FINDING

The Distribution Center does not have a detailed policies and procedures
manual that provides specific guidance for effectively performing
administrative and operational tasks. The director of the Distribution
Center began working on a procedures manual for warehouse operations
in September 1995 and anticipates completing the manual by Spring 1996.

Recommendation 83;

Complete a formal manual that documents the policies and
procedur es gover ning war ehouse oper ations.

The director of the Distribution Center should complete the policies and
procedures manual as soon as possible. The manual should include
receiving instructions, delivery instructions, scheduling, inventory control
procedures, textbook handling procedures, requisitions of warehouse stock
and overall warehouse layout. The director should contact TEA to locate
examples of policies and procedures manuals prepared by other school
digtricts to use as a model for developing TISD's warehouse operations
manual.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The director of the Distribution Center should complete the April
" | warehouse policies and procedures manual. 1996
2 The director of the Distribution Center should submit the manual to | April
" | the assistant superintendent for Business Services for approval. 1996
3 The superintendent should present the policies and procedures May
" | manual to the board for approval. 1996
The director of the Distribution Center should notify warehouse June

4. | employees and other TISD personnel of the new, approved 1996

warehouse policy and procedures manual.

FISCAL IMPACT




The policies and procedures manual can be completed with existing
resources.

FINDING

The director of the Distribution Center, the athletic director and the
purchasing director manage operations that perform similar functions
related to processing requisitions, as well as receiving and distribution of
equipment and supplies. The director of the Distribution Center oversees
12 full-time equivalent (FTE) positions, while the purchasing director and
athletic director oversee two FTEs and one FTE, respectively.

The Purchasing department processed more than 7,200 purchase order
requests during the 1994-95 school year, while the Distribution Center
processed more than 4,600 warehouse requisition requests during the same
period.

Recommendation 84:

Consolidate the Purchasing Department, Distribution Center and the
athletics war ehouse into one business function.

TISD should consolidate the three departments. The consolidation will
improve the coordination of purchase and warehouse requisitions and
facilitate more centralized purchasing. In addition, economies of scale will
be achieved through both consolidation and the mandatory use of the
automated requisitioning system. The position of director of Purchasing
and Distribution should be created, with primary responsibility for both
the Distribution Center and Purchasing departments. Moreover, nort
essential positions (e.g., the warehouse utility person position that acts as a
"floater” to fill in and perform warehouse related stocking tasks when
warehousemen are absent) could be eliminated.

IMPLEMENTATION STRATEGIESAND TIMELINE

The superintendent should direct the assistant superintendent for

1 Business Services to consolidate the Purchasing Department, April
" | Distribution Center and the athletics warehouse into one functional 1996
unit.
The assistant superintendent for Business Services should prepare the
o | new organizational structure, consolidating the positions of director of | May
" | Purchasing and the Distribution Center, and eliminating one 1996
warehouse utility person.
3 The superintendent should present the new organizational structureto | May
" | the board for approval. 1996




4. | The board should approve the new organizational structure.

June
1996

The assistant superintendent for Business Services should notify the

5. | director of Purchasing and the director of the Distribution Center of

the organizational changes.

July
1996

FISCAL IMPACT

Consolidating the positions of director of the Distribution Center and
eliminating one warehouse utility person will save $86,557 annually
beginning in 1996-97. The savings were calculated as follows:

One director's position, $56,932 in salary plus benefits at the
average rate of 16.86 percent of salary for central administration

($66,531); and

One warehouse utility person's position, $16,198 in salary plus
benefits at the average rate of 23.63 percent of salary for clerical
and technical personnel ($20,026).

Recommendation

1996-
97

1997-
98

1998-
99

1999-
2000

2000-
01

Functionally consolidate
Purchasing, Distribution Center
and Athletic Warehouse

$86,557

$86,557

$86,557

$86,557

$86,557




Chapter 11
FACILITIES USE AND MANAGEMENT

This section of the report reviews the facilities use and management of the Tyler ISD (T1SD) and
contains:

A. Facilities Planning and Guidelines
B. Facilities Construction

C. FacilitiesUse

D. Americans with Disabilities Act

E. Custodia Operations

F. Facilities Maintenance and Repair
G. Work Order System and Reporting
H. Energy Management

BACKGROUND

TISD Facilities Services is responsible for the maintenance, operation and service of buildings, grounds
and other physical properties within TISD. Facilities Services operates its programs and services for 25
schools and 10 administrative support buildings. The 10 administrative support buildings include
Administration, Facilities Services, Transportation, Distribution Center, Aquatic Center, Chapter 1
Annex, Specia Services Annex, Camp Tyler, Rose Stadium and the Athletic and Energy Management
building. This is approximately 450 acres of land, two million square feet of floor space and roof area
with 1,500 air conditioning and heating units, and eight athletic fields.

The Facilities Services Department reports directly to the assistant superintendent of Business Services
(Exhibit 11-1). Specifically, Facilities Services is responsible for the following:

Facilities use,

Facilities design,

Facilities construction and remodeling,
Facilities maintenance,

Facilities renovation planning,
Custodial services and

Grounds maintenance.



Exhibit 11-1
TISD Current Facilities Services Organizational Chart

Assistant
cupenntendent of
Business Services

Director
Faciiies Sernces

Secretary
C;f; . Coordmater
Scr']::cr:: Ifamtenance
Secretary Secretary
Environmental Pamt | | Custodial Grounds | |Carpentry HVAC Integrated echamcs | |Electncal | |Plumbang
Safety (N Foreman (11) () [ Pest (<) () (4
TTtiletsr
Custodians GlassLock

3)

*Numbers in parenthesis represent full-time equivalent (FTE) positions.

To perform these responsibilities, the department maintains the following craft areas (Exhibit 11-2):

Exhibit 11-2
1995-96 T1SD Facilities Services Craft Areas
Property Services Maintenance
Painting HVAC
Grounds General Maintenance
Carpentry Mechanics
Glass/Lock Electrical




Environmental Safety Irrigation | Integrated Pest Management ‘
Custodial Services Plumbing ‘

Source: TISD Facilities Services information

TISD has atotal of 191 employeesin the crafts areas dedicated to maintaining, cleaning and managing
its facilities and grounds (Exhibit 11-3).

Exhibit 11-3
T1SD 1995-96
Facilities Services Organization

Title Number of Positions

Director

Coordinator Maintenance

Coordinator Property Services
Secretaries

District Custodial Foreman

Carpenters

Electricians
HVAC Technicians

Plumbers

Painters

RPN AMBAIDN BN PRPIORIPR|PR

Glazier/Locksmith

[EY
[HN

Groundskeepers
Utility Custodians

(62}

Campus Custodians 138

Mechanics

Store Room Operator

Certified Pest Applicator

Environmental Safety Irrigation Assistant

PR R RPN

Maintenance A pprentice
TOTAL 191




Source: Facilities Services personnel information

TISD Facilities Services' budget for the 1995-96 school year is about $9.3 million. Exhibit 11-4
illustrates the actual expenditures for the 1993-94 and 1994-95 school years.

Exhibit 11-4
TISD Facilities Services
Expenditures

Category 1993-94 Actual 1994-95 Actual 1995-96 Proposed
Expenditures Expenditures Budget

Payroll Cost $2,971,519 $ 3,265,642 $ 3,180,877
Benefits* 477,901 608,944 909,700
Contracted Services 307,140 236,373 294,750
Supplies & Materias 32,591 58,729 54,410
Custodia Supplies 190,581 214,185 126,630
Vehicles & Fixed Assets | 69,596 70,493 90,035
Utilities 1,794,335 1,716,892 2,205,000
Buildings & Rentals 899,598 1,023,145 1,535,807
Travel 13,901 12,485 25,250
Insurance/Bonding 352,196 401,216 445,100
Grounds 134,160 132,605 139,000
Books/Magazines 893 480 6,790
Pest Control 7,764 3,094 10,000
gg;ggeraﬂ ng 62,265 108,991 282,430
Total $ 7,314,439 $ 7,853,272 $ 9,305,779

Source: TISD information from Accounting Department
* Increase reflected in 1995-96 proposed budget due to account coding errorsin previous years that
were corrected in 1995-96.

Thefollowing Exhibit 11-5 provides a profile of TISD's existing facilities, the year of construction and

the year of additions.




Exhibit 11-5
1995-96 T1SD Facilities Profile

Campus Year of Original Construction|Year of Additions 19XX
Austin Elementary 1936 54,64, 77
Bell Elementary 1951 54,77
Birdwell Elementary | 1948 64, 69, 77
Bonner Elementary | 1917 61, 77, 85
Clarkston Elementary | 1959 64, 77
Dixie Elementary 1978 86
Douglas Elementary | 1937 52, 56, 77, 85
Gary Elementary 1924 46, 77
Griffin Elementary | 1960 77,86
Jones Elementary 1956 77,85
Orr Elementary 1962 64, 77
Owens Elementary | 1985 87
Peete Elementary 1955 77
Ramey Elementary | 1950 54, 56, 77, 86
Rice Elementary 1978 65, 87
St. Louis Special Ed. | 1961 77,92 |
Woods Elementary | 1956 64, 77
Boulter Middle 1959 65, 73, 77, 85 |
Dogan Middle 1962 73,77
Hogg Middle 1930 50, 77, 85
Hubbard Middle 1964 77,85
Moore Middle 1955 62, 74,77, 85
Stewart Middle 1963 64, 74,77,85
Lee High 1958 74,77, 85
Tyler High 1965 73,74, 78,82, 85

Source: TISD Facilities Services information



History of Proposed Bond Issue

TISD is currently operating under a 1970 desegregation order. Modifications to the desegregation plan
concerning zoning and attendance changes and new construction must be approved by the court and the
Department of Justice.

In July 1970, the U.S. District Judge William Wayne Justice issued a court order outlining a plan for
desegregating TISD. In December 1991, an amendment to the original desegregation order was filed,
requiring T1SD to file progress reports with the court on April 15 and October 15 of each year,
beginning in April 1972. All reports were filed on atimely basis with the court as prescribed between
1972 and 1995. During this period, various amendments were made to the original order to account for
changes in attendance zone boundaries.

The current superintendent was hired in December 1991. In 1992, the district's administration began
talking about a bond election. In 1993, committees were established at each campus, and surveys were
developed to identify facility needs at each campus. Consulting the surveys and committees, the
administration began to compile and prioritize repairs and renovations identified by campuses. In July
1994, the district developed and issued a Five-Y ear Facility Study proposing the closing of schoals,
student reassignments and new construction for elementary and middle schools.

Proposed bond projects were developed from the Five-Y ear Facility Study in July 1994 and were
adjusted in January 1995. The proposed projects totaled $39 million for two new elementary schools and
one middle school; elementary, middle and high school additions, renovations and retrofit repairs,
technology and athletic facilities improvements at the high school, Rose Stadium, Camp Tyler and the
Aquatic Center (Exhibit 11-6).

Exhibit 11-6
TISD Proposed Bond Projects

Proposed Bond Projects Pr (():r:)c’)stsed
Elementary, Middle, High School additions, renovations and retrofit repairs $16,531,078 ‘
One new elementary school $4,036,908
One new elementary school $4,036,908 ‘
One new middle school $6,134,029

Technology (update existing computer systems for new instructional methods and technology) $7,710,278 ‘

Athletic Facilities Improvements: High school press boxes Aquatic Center additional parking

High school and Rose Stadium running track repair High school baseball field infields High $305.000
school baseball field restrooms Rose Stadium sound system retrofit '
Camp Tyler New Sewage Treatment Plant $250,000

TOTAL $39,004,201




Source: TISD January 1995 bond information

The district presented a proposed bond issue to the public in three public hearings between September
20, 1994 and October 4, 1994. Included in the bond package were proposed attendance zone boundary
changes. According to the terms of the desegregation order, the facilities plan containing the attendance
zone boundary changes was submitted to the federal court for approval. The court directed the district to
contact the U. S. Department of Justice (DOJ) to determine whether the attendance zone boundary
changes and the construction plans complied with the spirit of the original court order. The DOJ
expressed concern about the district's compliance with the original order; and, in February 1995, sent a
representative to TISD to look at the district's operations and discuss the department's concerns about
planned improvements.

In April 1995, the DOJ sent aformal letter to the district's attorney outlining concerns about the
proposed improvements. An open records request was sent to TISD by KETK-TV asking for a copy of
the letter. The board determined that the letter was not subject to the open records provisions of the law
and sealed the letter. In May 1995, the president of the board sent a request for decision to the Open
Records Division of the State Attorney General's Office (AG) regarding the television station's request.

In June 1995, the AG issued an opinion (OR 95-0414) declaring the letter as public record based on
Section 552.301(a) of the Government Code, which requires a governmental body to release requested
information or to request a decision from the AG within 10 days of receiving a request for information.
The AG did not review the substantive issues related to the request, but based a decision on compliance
with response time provisions of the law. In July 1995, TISD filed for an injunction against the AG in
Travis County District Court to keep the letter sealed. The board ultimately released the DOJ letter to the
public along with the district's response on November 15, 1995.

Exhibit 11-7 provides a chronology of events leading up to the DOJs letter.

Exhibit 11-7
EventsLeading to Letter from U. S. Department of Justice

Date Event
July 27, 1970 Federal Court Order issued outlining a desegregation plan for Tyler ISD (TISD).
- An amendment to the original desegregation order isfiled, requiring TISD to file
1991 progress reports on April 15 and October 15, of each year beginning in 1972.
- Desegregation reports filed timely, as prescribed. Various amendments were
1992 - 1995 made to original Court Order to change attendance boundaries

1992 regarding a bond election to address facility improvements.

TISD appoints a new Superintendent. District administration began discussions




Campus improvement committees were established and campus administrators

1993 were surveyed in order to identify facility improvement needs (by campus).
Survey results were summarized. District administration began to formally

1993-94 compile and prioritize district facility needs.

District administration developed detailed plans for individual campus
renovations. Plans were also developed to construct three new facilities.

1994 - Construct facility to replace outdated Bonner Elementary (one alternative was
to use old Bonner Elementary as an Alternative Education Center). - Construct
facilities to alleviate overcrowding at Owens and Rice elementary schools. -
Construct facility to replace Hogg Middle School (Hogg's old facility would be
used to house special programs).

Aug. 5, 1994 Newspaper articles were published describing the bond issue and the proposed

Oct. 18, 1994 attendance boundary changes.

Jan. 8, 1995

;g: 3(7)’1994 District administration held public hearings to discuss the details of proposed

1094 & Oct. bond package:

4,1994

Oct. - Nov District administration submitted a facilities plan containing proposed attendance

199'4 | boundary changes to the U.S. Department of Justice (DOJ) for approval.

The DOJ sent a representative to TISD to review the district's operations and to

Feb. 7, 1995 discuss concerns regarding planned facilities improvements.

The DOJ sent a formal letter to the district's attorney outlining concerns

Apr. 8, 1995 regarding proposed facilities improvements.

A Tyler television station (KETK-TV) sent an "open records’ request to TISD

Apr. 13, 1995 requesting a copy of the DOJ letter.

Apr. 20, 1995 TISD Board of Trustees determined that the letter from the DOJ was not subject

(April Board to Texas "open records provisions' and sealed the letter.

Meeting)

The TISD Board of Trustee President requested an opinion from the Texas

May 22, 1995 Attorney Genera' s Office regarding the legality of sealing the DOJ letter.

June 21, 1995

The Texas Attornev General's Office issiied an oninion (OR 95-0414) that the




letter was public record and should be made available to the public.

. TISD's attorney had a local judge to file an injunction against the Texas Attorney
July 6, '95 Generd's Office in order to keep the DOJ letter sealed.

July 7, 1995 - TISD Board of Trustees and the district's attorney prepared a response to the

Nov. 1995 DOJ letter.
Nov. 15, .
1995 TISD's attorney released a response to the DOJ letter and a copy of the DOJ letter.

Source: TISD Business Services Office
Projected Enrollments Affecting TISD Facility Needs

TISD experienced a 2-percent enrollment increase from 16,239 students in 1989 to 16,524 total students
in 1995 (Exhibit 11-8).

Exhibit 11-8
Student Enrollment Trends

Y ear Enrollment ‘
October 1989 | 16,239
October 1990 | 16,295
October 1991 | 16,639 ‘
October 1992 | 16,597
October 1993 | 16,741 ‘
September 1994 | 16,753 \
October 1995 | 16,524 ‘

Source: TISD 5-Year Facility Sudy, July
1994 and September 1994 Sudent Projections

Projected enrollment over the next five years predicts an increase of 3 percent (Exhibit 11-9). TISD
student enrollment projections are based on the Cohort-Survival Prediction Model. The cohort model
calculates the grade-level enrollment on a given date for the previous five years. Forecasting future
enrollment is calculated by the average cohort-survival rate for each grade levels; the predicted number
of kindergarten students and the live-birth rate in Smith county.




Exhibit 11-9
TISD Projected Student Enrollment Trends

17,000

16,200 /\/_/_
16,600 —+

16,400 -
16,200 +
16,000
15,800 I I i

1995 1996 1997 1998 1995

Source: TISD September 1994 Sudent Enrollment Projections
(Note: margin of error plus or minus 2 percent)

Exhibit 11-10 illustrates TISD's enrollment projections through 1999 for each TISD campus. The
exhibit excludes attendance figures for homebound (four students), St. Louis Special Education (78
students), Robert's Attention Center (51 students), and the PACE/TAPP program (120 students) because
student projections are not calculated for these campuses.

Exhibit 11-10
TISD Projected Percent Change
in Student Enrollment

Campus October 1995 Enrollment | Projected 1999 Enrollment | Percent Change
Austin Elementary | 474 368 (22%)
Bell Elementary 352 344 (2%) ‘
Birdwell Elementary | 338 340 6%
Bonner Elementary | 645 878 36% ‘
Clarkston Elementary | 417 340 (18%)
Dixie Elementary 524 482 (8%)
Douglas Elementary | 662 834 26%
Gary Elementary 311 274 (12%)
Griffin Elementary | 519 541 4%
Jones Elementary 310 266 (14%)
Orr Elementary 454 479 6%
Owens Elementary | 859 1,154 34%




Peete Elementary 342 336 (2%)

Ramey Elementary | 576 719 25%

Rice Elementary 819 896 9%

Woods Elementary | 755 690 (9%)

Boulter Middle 608 696 14%

Dogan Middle 460 478 4% ‘
Hogg Middle 425 521 23%

Hubbard Middle 1,108 1,179 6% |
Moore Middle 599 644 8%

Stewart Middle 566 540 (5%) \
Tyler High 1,804 1,533 (15%) \
Lee High 2,344 2,288 (2%) ‘
TOTAL 16,271 16,820 3% ‘

Source: TISD October 1, 1995 Enrollment and September 1994 Student Projections.
(Note: Error rate of plusor minus 2 percent).

According to TISD projections, of the 24 schools listed, 11 schools will experience an enrollment
decline, while 13 schools will experience an enrollment increase. Overall, district enrollment is
projected to rise dlightly.

Based on TEA's AEIS district profile and TISD's fall 1995-96 student collection, enrollment trends show
an overal increase in minority student enrollment. Since 1993-94, white student enrollment decreased
by 12 percent, Hispanic enrollment increased by 19 percent, Africanr American enrollment increased by
3 percent and other ethnic groups enrollment increased by 18 percent. Of the six schools predicting
enrollment increases over 10 percent (Bonner, Gary, Owens, Ramey, Boulter and Hogg), four of the
schools are located on the north side of Tyler with predominantly minority student populations; while
one schoal is in the south and has a mgjority white student population, and the other school is centrally
located with a balanced ethnic ratio of students. Of the five schools with more than 10 percent declining
enrollments, four have predominantly minority populations. The economic trends in the Tyler area
indicate companies are expanding; particularly in manufacturing, health care and construction industries.



Chapter 11
FACILITIES USE AND MANAGEMENT

FACILITIESPLANNING AND GUIDELINES

Effective management of a school district's facilities requires a sound
facilities planning process consisting of:

an appropriate organizational structure to coordinate and control
the planning process;

reliable estimates of future enrollments,

up-to-date listings of facility repair and renovation needs;
up-to-date inventories of existing space by type of space;
awell-documented program delivery plan for the district asa
whole and for each school (i.e., school grade configurations,
assignment of special programs to designated schools and
estimates of program demands at each campus);

established facility use rate and amount of space guidelines,
comparisons of future space needs with current inventories by type
of space to identify areas of space shortages and overages, and
specific improvement plans for each campus.

CURRENT SITUATION

Currently, the Facilities Services Department is responsible for facilities
planning and construction. As part of that responsibility, a Five-Year
Facility Study was developed in July 1994 that outlined specific five-year
construction, renovations, additions and repairs by campus. Furthermore,
the Five-Y ear Facility Study detailed the following campus and building
items:

age of buildings

portable building status/projections

campus conditions regarding student pick-up, playground, faculty
parking and building access

expansion possibilities

facility planning standards for acreage and classroom square
footage

ideal campus population ranges

full-day kindergarten

technology

enrollment/capacity

student enrollment forecasts

criteriafor acquiring property for new schools

district recommendations for new campuses



funding summary.

Exhibit 11-11 lists the items on the Adjusted Five-Y ear Facility Study
that have been designated for repairs for the 1995-96 school year.

Exhibit 11-11

1995-96 Adjusted Facility Five-Year Plan for Repairs

Project School Estimated Cost
Re-roof Austin Elementary Cafeteria & Kitchen|$ 46,270
Jones Elementary 125,000
Stewart Middle N. Bldg. & Gym 75,000
LeeHigh WingsA, D, F, N 167,000
Total $413,270
I ntercoms Bell Elementary 26,250
Douglas Elementary 29,500
Gary Elementary 26,875
Ramey Elementary 26,250
Lee High 22,000
Tyler High 21,300
Total $152,175
Electrical Retrofit | Clarkston Elementary 40,300
Douglas Elementary 43,680
Griffin Elementary 42,365 |
Ramey Elementary 43,500
St. Louis Specia Education 26,430 |
Hogg Middle 28,600
Total $ 224,875 |
Fire Alarms Bell Elementary 24,600
Clarkston Elementary 29,000
Peete Elementary 21,700
St. Louis Special Education 19,890
Woods Elementary 26,100




Boulter Middle 29,100 |
Dogan Middle 22,600

Moore Middle 26,300 |
Stewart Middle 29,000

Total $ 288,290

Source: TISD Facility Services information dated October 18, 1995
FINDING

The July 1994 Facility Study has not been updated with the current facility
capacities, or maintenance repairs, renovations and additions completed to
date or rescheduled. Without this information, the department is unable to

effectively and efficiently determine preventative maintenance scheduling,
repairs, renovations and construction needs.

In addition, the central administration facility has insufficient space to
house the review team departments, maintain storage of files and conduct
meetings. During the on-site visit, observed that the Food Service, Payroll,
Data Processing and Personnel departments do not have adequate space
for their employees. The assistant superintendent for Business Services
stated that the central administration building is fully used, with no
available space for departmental expansion.

The Five-Y ear Facility Study (July 1994 and November 1994 revisions)
did not include space use information for the central administration
building. The study does prioritize the following general operating budget
expenditures to maintain the central administration building:

updated exterior lighting systems,

rebuilt entry walks,

hot- mix paving overlay,

new carpeting,

updated computer and telephone system conduit,

removal of acoustical ACM ceiling, including new lighting,
firealarm and

lawn sprinkler system.

New construction additions or renovations were not proposed for the
central administration building, while most campuses were dated for
additions and renovations.

The district is considering purchasing a piece of property with general
operating funds to alleviate the central administration overcrowding.



During the review process, the team was informed that the district is
considering purchasing about 35,000 square feet of building space close to
the central administration building. The purpose is to move certain
departments, such as the Instructional Resource Center (IRC), Head Start
Administration office and the Cable Access TV office to the new site and
allow other departments to move into the vacant areas.

Recommendation 86:

Update and expand the information included in the facility master
plan to include all district facilities.

Proper maintenance of afacility master plan requires an on-going process
of monitoring and continuous updating. The facility master plan should be
updated and expanded to include the following information:

existing space inventory ,

property acquisition and disposition analysis,

business plan to address projects,

construction estimates,

relocation analysis, office locations,

existing building condition assessments,

physical site master plans,

renovation versus new construction analysis,
implementation plan and

specific space forecasts (number of people x standards).

An updated and enhanced facilities master plan will assess all district
facilities (campuses and other district-owned facilities, including the
central administrative building). The plan should a so provide for the
optimal use of available space and provide better control over facilities
decisions. With this information, the district can compare planned and
actual project results, analyze actual expenditures versus budget, and
evauate timelines for completed facility maintenance projects. This plan
will aso permit the district to determine which of the facility space issues
should be considered for the reassessed bond projects.

IMPLEMENTATION STRATEGIES AND TIMELINE

The superintendent should designate the Facilities Services

1. | director as the manager responsible for updating and March 1996

expanding the facility master plan.

The superintendent should establish a campus planning task
2. | force for each campus consisting of both campus and central
office staff.

May 1996 -
August 1996




The task force should develop a master plan for each
3. | campus and facility that updates existing information and September 1996
includes the additional information recommended above.

Facility master plans should be submitted to the board for

4, approval. January 1997
The assistant superintendent for Business Services should
5 ensure that the facility master plan is continuously updated | 1998 and Every

every year when changes occur inenrollment, programsand | Year Thereafter
facilities.

FISCAL IMPACT

The recommendation can be accomplished with existing staff and
resources.

FINDING

The Facilities Services Department does not maintain an up-to-date
facilities inventory listing. TISD does not maintain up-to-date
measurements of the net square footage in each building. Furthermore,
TISD does not maintain an automated database or current manual listing
of rooms intended usage, condition and plans for renovation. Facility
information collected and analyzed for the Five-Y ear Facility Study has
not been maintained or entered into a computer system for tracking and
updating purposes. The enrollment capacities, number of permanent
classrooms, assignment of special programs to campuses, and changesin
office and classroom use have become dated. Without this information, the
department is unable to determine campus space inventory and uses
effectively and efficiently.

Moreover, without standard district guidelines for each type of space (i.e.,
general classrooms, physical education, science labs, computer labs,
offices, etc.), the district has no basis for assessing the efficiency of space
use and the need for additional space. A standard set of guidelines, based
on educational service delivery requirements and school board and state
law enables the district to base facility decisions on actual needs rather
than perceived needs. At a minimum, atypical inventory should be
maintained for the following types of space for each building:

classrooms

science labs

art labs

music labs

vocational labs

offices, lounges, conference rooms




gymnasiums

multipurpose space
cafeteria

assembly

library/media
janitorial/maintenance space
other usable space.

In addition, districts can use the established guidelines to assess the space
needs of each campus and the district as awhole. The use of established
gpace guidelines as a basis for standardizing space requirements allows a
district to assess the amount of new space needed accurately.

Recommendation 87:

Assess the space needs of the district and establish and approve a set
of school space guidelines, by type of space, to be used in making
facility planning and budgeting decisions.

To evaluate the space needs of the campuses, district space guidelines
should be developed. Furthermore, campus space use analysis should
identify special program requirements and tie them to specific classrooms
to determine campus capacity. An annua detailed space-use analysis of all
campus space should be conducted identifying the following:

actual enrollment and student enrollment projections;

educational service delivery requirements of campus programs and
school board and state requirements;

number of classrooms identified by type of classroom space;
up-to-date inventories of existing space by type of space;
awell-documented program delivery plan for the district asa
whole and for each school (i.e., school grade configurations,
assignment of specia programs to designated schools and
estimates of program demands at each campus);

established facility- use rate and amount of space guidelines and
comparisons of future space needs with current inventories by type
of space to identify areas of space shortages and overages.

TISD should evaluate the balance between the total space needs and the
current space inventory. Appropriate adjustments should be made in
attendance zones, portable assignments and long-range facilities
construction to ensure enrollments and space inventories are in balance
and agree with the district desegregation order.

IMPLEMENTATION STRATEGIESAND TIMELINE



The superintendent should designate the
Facilities Services director as the manager for
assessing and monitoring the needs of the schools
for different types of space.

March 1996

The director of Facilities Services, working with
appropriate district and campus administrators,
2. | should develop an analysis of campus space for | May 1996 - August 1996
each type of space by campus and present these
findings to the board.

The director of Facilities Services should
3. | establish a computerized inventory of each type | August 1996
of space at each campus.

Using the current space analysis, the director of
Facilities Services should estimate the square August 1996 - December

4 footage of each type of space needed at each 1996

school for current enrollments by program.

The space use analysis inventory should be Upon any change in type
5 updated each time school space isremodeled or | of space at each school or

reassigned or when new space is added or new when new program
program requirements are instituted. requirements are added

An annua comparison of space needs to current
6. | inventory should be made after enrollments at
each school are known.

Annually in February and
March of each year

An annual plan should be developed to match
7. | space needs to existing inventories more
effectively.

Annually in February and
March of each year

FISCAL IMPACT

The Facilities Services Department currently uses the Windows for
Workgroups 3.11 version software. The computer system has only four
megabytes of memory and 340 megabytes of hard drive space. To
maintain the facilities space information, the system should be upgraded in
memory to eight megabytes and 420 megabytes of hard drive space for a
cost of about $700.

Recommendation 1996-97 | 1997-98 | 1998-99 | 1999-2000 2000-01|

Assess district's space needs | ($700) | ($0) ($0) ($0) ($0) |




Chapter 11
FACILITIES USE AND MANAGEMENT

FACILITIESCONSTRUCTION

The addition of permanent facilities to a school site or the remodeling of
existing facilities should be carefully planned to meet the educational
needs of students effectively and efficiently. The locations of school
buildings should be based on a careful consideration of student and staff
traffic patterns, relationships among programs, student and staff safety,
access to utility services and future plans for campus development. The
building should be carefully designed to fit with other campus buildings
(both present and future), to hold up under constant use and to meet
program needs. The materials used to construct buildings should be
efficient to install and maintain, and capable of withstanding constant
wear and tear.

CURRENT SITUATION

The director of Facilities Servicesis responsible for coordinating and
overseeing construction. TISD has not constructed any new facilities or
additions since the last bond issue in 1985, when Owens Elementary was
built and gymnasiums were added to selected campuses. While many of
the TISD facilities are old, they are well maintained.

FINDING

Based on the analysis conducted for facilities use, planning and guidelines,
the U.S. Department of Justice noted in its letter (Appendix G) that due to
alack of sufficient detail on the development and content of the facility
study, an accurate determination cannot be made of whether to construct
new facilities.

While the review team does not agree or disagree with the Justice
Department letter, the review team does find the facility study lacking in
the level of detail and documentation needed to support TISD's actionsin
the future.

The Five-Y ear Facility study did not provide adequate detail to show how
the five- year maintenance repairs and bond projects had been devel oped
nor was Facilities Services able to provide detailed information on the
criteria used to make decisions in the study. In addition, al information is
in hard copy form. Updates were made in November 1994 to the five- year
plan and the bond projects and additional updates made to the bond
projects in January 1995. District campuses and facilities have not been



reevaluated and relevant facility and program information has not been
updated since the study was compl eted.

Furthermore, based on on-site inspection of campuses by the Justice
Department, most appeared to be well maintained and structurally sound.
Community members also expressed their concerns about the need for
new facilities during focus group sessions.

Recommendation 88:

Establish committeeto review the facility needsin the district and
ensurethat theissuesraised by the U.S. Department of Justiceare
addressed in the district's facility master plans, space-use analysisand
facility guidelines.

The committee should be composed of white, African-American and
Hispanic members reflecting the ethnic diversity of the community.
Committee members should also be recruited from the various campus and
district organizations. The committee should be responsible for reviewing
the facility master plans, space use analysis and facility guidelines to
ensure that the plans are equitable to all district groups.

This committee should critically assess the district's facility needs and
eventually make recommendations to the administration and the board
concerning a future bond election. Widespread community representation
will aso help the district and the community accept and understand the
facility needs if a bond election is required.

IMPLEMENTATION STRATEGIESAND TIMELINE

The district should establish a committee composed of
white, AfricanrAmerican and Hispanic leadersin the Tyler | September 1996
community. The district should recruit community members |- October 1996

from the various campus and district organizations.

The committee should be responsible for reviewing the
2. | master plan, space use analysis, and campus guidelines to October 1996
ensure that the plans are equitable.

The committee should make recommendations to the

3. administration and the board. January 1997
The committee should be responsible for reviewing the Beginning

4. | master plan, space use analysis, and campus guidelines if February 1997
and when changes and modifications are made. and Ongoing

FISCAL IMPACT




This recommendation can be accomplished by recruiting various
community leaders from the Tyler area.
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FACILITIES USE AND MANAGEMENT

FACILITIESUSE

The Facilities Services Department is responsible for optimizing facility
use based on student enrollment projections, educational service delivery
reguirements and school board and state requirements.

CURRENT SITUATION

TISD has not constructed any additional permanent facilities since the last
bond issue in 1985, but has increased the number of portable classrooms
(portables) used at campuses from 100 in 1990-91 to 133 in 1994-95, an
overal increase of 33 percent (Exhibit 11-12). With the dight increase in
student enrollment, the district has been providing campuses with
portables to accommodate shifts in enrollment. Twenty-seven portables
have been constructed on elementary school campuses and six portables
have been constructed on middle school campuses since 1994.

Exhibit 11-12

Number of New Portables Added

ool Year | ort e ndded
1990-91 10 \
1991-92 3

1992-93 12 \
1993-94 8 \
1994-95 0 ‘
TOTAL 33 \

Source: TISD Facilities Services information
FINDING

Exhibit 11-13 shows that TISD's facility use ranges from a low of 59
percent to a high of 105 percent. Clarkston elementary school is using 59
percent and Hubbard and Moore middle schools are using 105 percent and
101 percent of their capacity, respectively. The district's average use rate



is 82 percent. Because specific campus program information, class size
requirements and classroom space by type information was not available,
the classroom size was estimated using the S.B. 1 student-to-teacher ratio
of 22 to 1. Thisratio may not represent the true classroom capacities at

campuses, but serves as a guideline in determining campus use.

Exhibit 11-13

Faclities Use Data by Campus

(based on State Class Size)

Total Maximum Total
School Number State | Classroom Fall 1995 | Excess Use
of : . Enrollment | Capacity
Class ooms Capacity | Capacity

Ausin 4, 22 660 474 (186) | 72%
Elementary
Bell ,
Elementary | 22 22 484 352 (132)  |73%
El' rdwell 15 22 462 338 (124)  |73%

ementary
Bonner |49 22 858 645 (213) | 75%
Elementary
Clarkston 15, 22 704 47 (287)  |59%
Elementary
Dixie 30 22 660 524 (136) | 79%
Elementary
Douglas 0
Elementary | 32 22 858 662 196) | 77%
Gary 0
Elementary | 18 22 396 311 (85) 79%
Griffin 14 22 682 519 (163) | 76%
Elementary
Jones 21 22 462 310 (152)  |67%
Elementary
orr 28 22 616 454 (162) | 74%
Elementary
Owens |45 22 924 859 (65) 93%
Elementary
Peste 25 22 550 342 (208)  |62%




Elementary

Ramey 135 22 704 576 128 |82%
Elementary

Rice 42 22 924 819 (105)  |89%
Elementary

Woods |45 22 792 755 (37) 95%
Elementary

Boulter

Vs |35 22 770 608 162) | 79%
Dogan

s |24 22 528 460 (69) 87%
Hogg 0
e |2 22 484 425 (59) 88%
Hubbard | g 22 1056 1108 52 105%
Middle

Moore

vidde |27 22 504 599 5 101%
Stewart

Vidde |32 22 704 566 (138)  |80%
Lee High |117 22 2574 2344 (230) | 91%
Tyler High | 106 22 2332 1804 (528) | 77%
Total 912 22 19,778 16,271 (3507) | 82%

Source: TISD Facilities Services classroom data

Furthermore, TISD uses portable facilities at many of its campuses, yet
many of these canpuses have excess capacity. While industry and TEA

facility use guidelines do not exist, previous Comptroller reviews of
district facilities recommend that a standard facility use rate of 75 percent
IS appropriate.

TISD has atotal of 133 portables, with a significant number used by the

elementary campuses (Exhibit 11-14).

Per centage of Portable Squar e Footage at
T1SD Campuses

Exhibit 11-14

School

Fall 100K

Niimher\/

Partahle\/

Riildina\/

Tntal\/

0n




Enrollment of Square Square | Square |PortableV
Portables | Footage | Footage | Footage | Square
Footage
Elementary:
Augtin 474 8 6,144 34,696 40,840 |15%
Bell 352 4,608 30,233 34,841 13%
Birdwell 338 5 3,840 39,785 43625 | 9%
Bonner 645 19 14,592 39,194 53,786 2%
Clarkston 417 3 2,304 50,671 52,975 4%
Dixie 524 0 0 56,916 56,916 |0%
Douglas 662 14 10,752 50,137 60,889 | 18%
Gary 311 0 0 53,180 53,180 |0%
Griffin 519 3 2,304 27,887 3,191 8%
Jones 310 7 5,376 46,608 51,984 | 10%
Orr 454 4 3,072 59,839 62,911 5%
Owens 859 6 4,608 42,351 46,959 | 10%
Peete 342 5 3,840 40,758 44 508 9%
Ramey 576 11 8,448 43,998 52,446 | 16%
Rice 819 2 1,536 73,568 75104 | 2%
Woods 755 6 4,608 57,686 62,294 | 7%
Middle:
Boulter 608 5 3,840 89,637 93477 |4%
Dogan 460 6 4,608 58,720 63,328 | 7%
Hogg 425 3 2,304 51,177 53,481 4%
Hubbard 1,108 7 5,376 114,644 120,020 |4%
Moore 599 0 0 62,516 62,516 0%
Stewart 566 3 2,304 81,382 83,686 |3%
High:
Lee 2,344 1 768 329,958 330,726 |0%
Tyler 1,804 9 6,912 268,600 275512 |3%
Total/Average | 16,271 133 102,144 1,804,141 | 1,906,285 | 5%




Source: TISD Facilities Services data on campus sguar e footage/number
of portables

Some campuses maintain portable classrooms that could be better used at
other campuses to accommodate enrollments (Exhibit 11-15). For
example, Clarkston Elementary has three portables when only 59 percent
of its capacity is being used. Peete Elementary has five portables and is
operating at 62 percent capacity.

Exhibit 11-15
FacilitiesUse and
Number of Portables Maintained

Schoal Number of Portables| Campus Use
Austin Elementary |8 72% |
Bell Elementary 6 73%

Birdwell Elementary |5 73% |
Bonner Elementary | 19 5%
Clarkston Elementary | 3 59% |
Douglas Elementary |14 7% ’
Griffin Elementary |3 76%
Jones Elementary 7 67% |
Orr Elementary 4 74%
Peete Elementary 5 62% |
Boulter Middle 5 79%
Stewart Middle 3 80%
Tyler High 9 7% |

Source: TISD Facilities Services information

Portable classrooms account for about 5 percent of the total instructional
space in TISD. Portables at the elementary campuses comprise 9 percent
of total building square footage, 4 percent of total building square footage
at the middle schools and 1 percent of total building square footage at the
high schools (Exhibit 11-16). Informal guidelines used by TEA's division
of State Funding recommend that no more than 10 percent of the
classrooms be portable. Excess use of portable buildings, according to
TEA, negatively affects instruction.



Exhibit 11-16
T1SD Portable Usage at Campuses

1995-96
CampUSES Total Number of | Total Square| % Portable
P Enrollment Portables Footage Squar e Footage

Elementary | g 357 99 823,539 9%

Schools

Middle 0

Schools 3,766 24 476,508 4%

High Schools |4,148 10 606,238 1%

TOTAL 5%

Source: TISD Facilities Services information on facilities

Furthermore, based on input received from the Public Opinion Telephone
Survey conducted on the Tyler community, 46 percent of the community
agreed that the district has sufficient space and facilities to support
instructional programs, while 32 percent of the respondents disagreed
(Exhibit 11-17).

Exhibit 11-17
Public Opinion Telephone Survey Results

In this District, we have sufficient space and facilitiesto support instructional

programs.
Strongly Agree 3%
Agree 43%
Disagree 32%
Strongly Disagree 12%
Don't Know 10%
TOTAL 100%

Source: Tyler Community Public Opinion Telephone Survey

Based on the management review team's analysis, TISD has not performed
sufficient analysis of district facilities to determine actual student
capacities. Without performing this analysis, the district cannot adequately
assess and recommend facilities usage.



In addition, when comparing the list of proposed bond projects with the
campuses that are under capacity in Exhibit 11-18, the bolded items
represent campuses with proposed additions that are under capacity. Four
schools are adding classroom additions to their campuses and three new
campuses are being proposed (see itemsin bold).

Exhibit 11-18
Underused Campuses with Proposed Additions

1994-95

Under Capacity

School Amount Bond Project Descriptions

Austin Elementary (186) Additions/Renovations/Technol ogy
Bell Elementary (132 Additions/Renovations/Technology
Birdwell Elementary | (124) Additions/Renovations/Technology
Bonner Elementary (213) Repairs/Technology ‘
CE:Ilzrrnke;sw?e?ry (287) Additions/Renovations/Technology
Dixie Elementary (136) Additions/Technology ‘
Douglas Elementary | (196) Additions/Renovations/Technology
Gary Elementary (85) Renovations/Technology

Griffin Elementary | (163) Additions/Renovations/TechnoIogy‘
Jones Elementary (152) Additions/Renovations/Technology
Orr Elementary (162) Additions/Renovations/TechnoIogy‘
Owens Elementary (65) Additions/Renovations/Technology
Peete Elementary (208) Additions/Renovations/Technology
Ramey Elementary (128) Additions/Renovations/Technology
Rice Elementary (105) Renovations/Technology

Woods Elementary (37) Renovations/Technol ogy

Boulter Middle (162) Additions/Renovations/Technology
Dogan Middle (68) Additions/Renovations/Technology
Hogg Middle (59 Additions/Renovations

Stewart Middle (138) Additions/Renovations/Technology
L ee High School (230) Additions/Renovations/Technology




Tyler High School

(528)

Additions/Renovations/Technology

Northeast Elementary

School New campus
Southwest New campus
Elementary School P

New Middle School New campus

Source: TISD July 1994 Five-Year Facility Study
Note: The proposed bond items listed exclude the central administration

building, Distribution Center, Facilities Services, Transportation, Rose
Sadium, Camp Tyler and the Aquatic Center.

Recommendation 89:

Re-evaluate the use of T1SD campusfacilities.

Given TISD's enrollment, number of portable classrooms and number of

schools under capacity, the proposed allocations for the bond proceeds

should be reassessed. The district should discontinue purchasing portables

and should aggressively pursue efficient use of existing facilities. At
campuses where portables exist, a plan should be developed where
portables can be converted to offices and storage areas. If any unused
portables remain, the district should sell them.

IMPLEMENTATION STRATEGIESAND TIMELINE

The board should appoint a strategic planning team for facilities to
1 study and evaluate the use of facilities. The strategic planning team | March
" | should be composed of campus, administration and community 1996
members.
The strategic planning team should analyze the costs and impact of
5 alternative attendance zones, realignment of special programs at April
" | campuses and so on, with priority given to the Department of Justice | 1996
concerns.
3 The director of Facilities Services should present recommendations | May
" | to the board. 1996
4 The board should convert any unused portables into office and May
" | storage space and sell any unused portables. 1996




FISCAL IMPACT

The district currently budgets $65,000 annually to build portable facilities
(the average cost of a portable at $18,500) but the district has no plansto
construct additional portables on campuses in fiscal year 1995-96. By
selling some of the unused portables, with an estimated net of $5,000 per
portable, the district could realize annua savings. If the district reduced
the number of portables by 10 percent, at least two portables could be sold
each year through the 1999-2000 school year.

Recommendation 1996- | 1997- | 1998- | 1999
97 98 99 2000

2000-
01

Re-evauate the use of TISD
facilities

$10,000 | $10,000 | $10,000 | $10,000 |$10,000




Chapter 11
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AMERICANSWITH DISABILITIESACT

The deadline for modifying facilities under the Americans with
Disahilities Act of 1990 (ADA or the Act) was January 26, 1995. This
deadline is significant to school districts because, in addition to filing a
complaint with the federal government, an individual can file a private
lawsuit under ADA, charging that a public school has failed to make itself
accessible to people with disabilities.

The Act does not mandate the renovation of each existing buildings, but
rather has set strict requirements for new construction. Older buildings do
not have to be completely accessible to people with disabilities. The law
requires access to all educational programs and services, not to every
building. To determine compliance, a self- evaluation must be performed
to ensure al programs and services are accessible.

FINDING

In July 1994, the Tyler Five-Y ear Facility Study report cited various
schools in the district needing ADA modifications in order to bein
compliance. The district has hired firms to conduct ADA studies on
campuses to determine construction and addition needs. The district is
aware of non-compliance at campuses and has addressed ADA
compliance in the facility study. ADA compliance at district campuses has
been scheduled out through the 1999-2000 school year. For the 1994-95
school year, $150,000 was spent on ADA ramps at selected campuses. For
the 1995-96 school year, the five-year plan calls for $150,000 on ADA
projects; for instance, alift to be installed at Tyler High School.

Bonner, Douglas, and Gary elementary schools and Hogg Middle School
are not in compliance with the Americans with Disabilities Act (ADA) of
1990. The ADA imposes a fine of $50,000 for the first violation of
noncompliance with ADA standards and $100,000 for any subsequent
violation. While some campuses are being brought into compliance this
year, funds have not been appropriated to meet al ADA requirements.

Recommendation 90:

Establish current ADA deficienciesasa district priority and develop a
plan to comply with the law.



TISD should make ADA compliance a priority for all campuses to avoid
any violations. A plan should prioritize facilities modifications and
associated costs to meet ADA standards. The plan should be incorporated
into the district's facility master plan. Specific ADA compliance issues
should be prioritized and included in the proposed bond project.

TISD should use the studies already done by campuses to estimate
construction needs and proposed costs for compliance.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director and staff of Facilities Services should update all
. | ADA studies of existing facilities to determine accessibility to
available programs and services.

March 1996

The director of Facilities Services and the assistant
superintendent of Business Services should prepare a

" | trangition plan for modifying existing facilities to meet ADA
requirements.

May 1996

The director of Facilities Services and the assistant
superintendent of Business Services should list the

. | modifications needed to meet the Act's minimum

requirements, prioritize the improvements and include them in
the five- year facility study.

June 1996

Once prioritized, the director of Facilities Services and the
assistant superintendent of Business Services should develop a
" | five-year budget that addresses the ADA requirements for all
campuses.

July 1996

The ADA priorities and budget should be submitted to the
" | board for approval.

August 1996

The assistant superintendent of Business Services and the
director of Communications should keep administrative,

. |campus and local community groups who represent people
with disabilities aware of what the district is trying to
accomplish and involve themin setting priorities.

Ongoing
beginning in
August 1996

The assistant superintendent of Business Services and the
director of Communications should ensure that procedures for
. | people to request accommodations for their disabilities, as
well as interral grievance procedures under the Act, are
established and well publicized.

Ongoing
beginning in
August 1996

FISCAL IMPACT




Preparing a plan for compliance with ADA standards can be accomplished
with existing resources.



Chapter 11
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CUSTODIAL OPERATIONS

Custodial services are essential to keep schools clean, maintain a safe
facilities environment, provide maintenance services and both monitor and
report facility repair needs to appropriate authorities.

CURRENT SITUATION

TISD custodia services are responsible for cleaning and maintaining all
district facilities. Facilities Services follows a custodial alocation formula
of assigning one custodian for every 13,000 square feet of space. This
assignment is based on the total number of students, teachers and rooms at
a given campus and the total square footage of the campus. The formulais
calculated as follows:

One custodian for every nine teachers

Number of teachers on staff divided by nine = Teacher Factor
One custodian for every 235 pupils

Number of pupils divided by 235 = Pupil Factor

One custodian for every 12 rooms

Number of rooms divided by 12 = Room Factor

One custodian for every 13,000 square feet of floor space
total square feet in building divided by 13,000 = Square Foot
Factor

Each of the four factors are added together and are divided by four to
determine the number of custodians assigned to a campus. For example, at
Dogan Middle Schooal, the custodia formulais as follows:

30 teachers divided by nine

460 pupils divided by 235

24 classrooms divided by 12

63,328 square feet (includes portable square feet) divided by
13,000.

Each of the factors is added together to yield 12.2 which is then divided by
four to equal three. According to the formula, Dogan Middle School has
three custodians to maintain their gross building square footage of 63,328.

FINDING



Supervision of campus custodians is split between site-based management
at campuses and the district custodial foreman at the Facilities Services
Department. Because of the district's site-based management policy, TISD
allows principals to choose whether to manage their custodians or defer
the responsibility to the custodial foreman. Currently, 13 campuses have
custodians reporting directly to the custodial foreman (with principal input
and coordination), while the remaining 12 campuses have the principal
directing their custodian's daily duties and responsibilities (Exhibit 11-
19). The custodia foreman is not knowledgeable of schedules, duties and
responsibilities of custodians assigned to site-based campuses. The
majority of campus custodians currently report directly to the campus

principal .

Exhibit 11-19
Custodians Reporting to Principals or to the Custodial Foreman

é:el;itﬂ?ri%ntso Numbgr of Custodian_s Reporting Numbgr of

Principal Custodians to Custodial Foreman | Custodians
Lee High 17 Boulter Middle 5
Tyler High 16 Dogan Middle 4
Moore Middle 4 Hogg Middle 4
Stewart Middle 5 Hubbard Middle 6
Austin Elementary | 3 Birdwell Elementary 4
Bell Elementary |2.5 Bonner Elementary 4
[E)Ioelrjgclaist’ary 4 Clarkston Elementary 3
Gary Elementary |2 Dixie Elementary 3
Griffin Elementary | 3 Peete Elementary 3
Jones Elementary |2 Rice Elementary 5
Orr Elementary 4 Owens Elementary 4
Ramey Elementary | 4 Woods Elementary 4
Eto.l.Louis Special 2 Facilities Services 5
Camp Tyler 2 Administration Bldg. 2
Total 70.5 Total 55

Source: TISD Facilities Services information




Recommendation 91:

Develop a policy requiring all campus custodiansto report directly to
the campus principal.

Site-based management dictates that all campus personnel report directly
to the principal. In addition, centralizing authority and supervision with
the principa eliminates any confusion among custodians about job duties,
assignments and responsibilities. Principals should not only have direct
responsibility for their custodians, but they should also have direct control
of the custodia budgets for salaries, benefits, equipment and supplies.
Site-based management facilitates control of employees and supplies at
the campus level to budget effectively and to make site-based decisions on
staffing and resources.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Business Services should
1. |instruct the director of Accounting to take appropriate measures | July 1996
to incorporate custodians into the campus budgets.

The Accounting Department should relocate all Facilities
2. | Services custodians to the appropriate campuses with their
respective budgets.

August
1996

Facilities Services should turn over all custodia schedulesto the | September
appropriate campuses. 1996

All campuses should meet with their respective custodians to September
orient them to the process of reporting directly to the principal. | 1996

FISCAL IMPACT

The Accounting and Payroll departments should be able to make the
appropriate account code and payment code changes to the existing system
without additional staff and resources.

FINDING

The custodia foreman is responsible for conducting asbestos training,
making custodial assignments for campuses, reviewing requests for
custodial supplies from all campuses, meeting with lead custodians every
six weeks and supervising five utility custodians housed at Facilities
Services. The foreman spends the mgjority of his time visiting campuses,
responding to principal’'s questions or complaints; substituting utility
custodians as campus custodians when one is absent and directing utility




custodians to pick up and repair custodial equipment. Asbestos training

has now been eliminated according to the director of Facilities Services.

Recommendation 92;

Eliminate the custodial foreman position within Facilities Services.

All custodia campus assignments will be determined by the principal, and
the principal should also review custodia requests for supplies and

materials submitted by the lead custodian at that campus. The five utility
custodians should report directly to the coordinator of Property Services,

and the coordinator of Property Services should meet with campus lead

custodians once every six weeks to address custodia issues and provide

training.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Facilities Services should €iminate the
district custodia foreman position.

September 1996

The utility custodians should be assigned directly to the
coordinator of Property Services.

September 1996

The coordinator of Property Services should meet with
3. | the campus lead custodians every six weeks to discuss
custodial issues and provide training.

Ongoing Beginning
in September 1996

FISCAL IMPACT

The dimination of the district custodia foreman will result in an annual

savings of $28,798 (includes salary and benefits).

Recommendation 1996- | 1997- | 1998- | 1999- | 2000-
97 98 99 2000 01
]Icillmlnatedlgtrlct custodial $28.708 | $28.708 | $08.708 | $08.708 | 28,708
oreman position

FINDING

TISD's custodia cleaning standard of square footage cleaned per
custodian is lower than the recommended industry standard. Campus

custodians are responsible for opening and closing buildings, cleaning al

restrooms, classrooms, hallways and gyms, cleaning the cafeteria and
picking up trash on grounds. Custodial responsibilities are reserved strictly
for cleaning, custodians do not perform any maintenance related work




activities. Maintenance work is reported to the Facilities Services
Department through work order requests.

Facilities Services developed a custodia cleaning based formula based
partially on a standard of 13,000 square feet per custodian. Based on an
analysis of the total number of custodians and total campus square
footage, square footage cleaned per custodian ranges from 8,208 sgquare
feet to 26,590 sgquare feet. The overall district average for custodians is
16,141 square feet cleaned (Exhibit 11-20). Furthermore, based on TISD's
formula alone, Lee High School should have 16 custodians to maintain
their campus, but they are actually assigned 17 custodians.

154 teachers divided by nine

2,344 pupils divided by 235

117 classrooms divided by 12

330,726 sguare feet (includes portable square feet) divided by
13,000

Exhibit 11-20
TISD Square Footage Allocation and
Recommended Custodial Allocation

Permanent | Portable| Total # of . Ft. Rec.
School Enrollment | GrossSqg. | Gross | Square Custodians Per _ 19,000
Ft. . Ft. Feet Custodian | Standard

Elementary:

Austin 474 34,696 6,144 40,840 3 13,613 2
Bell 352 30,233 4,608 34,841 25 13,936 2
Birdwell 338 39,785 3,840 43625 |3 14,542 2
Bonner 645 39,194 14,592 | 53,786 4 13,447 3
Clarkston 417 50,671 2,304 52975 |3 17,658 3
Dixie 524 56,916 0 56,916 3 18,972 3
Douglas 662 50,137 10,752 60,889 4 15,222 3
Gary 311 53,180 0 53,180 2 26,590 3
Griffin 519 27,887 2,304 30,191 |3 10,064 2
Jones 310 46,608 5,376 51,984 2 25,992 3
Orr 454 59,839 3,072 62,911 4 15,728 3
Owens 859 42,351 4,608 46,959 4 11,740 2




Peete 342 40,758 3,840 44,598 3 14,866 2
Ramey 576 43,998 8448 52,446 4 13,112 3
Rice 819 73,568 1,536 75,104 5 15,021 4
St Louis Specia Ed. |78 37,574 0 37,574 2 18,787 2
Woods 755 57,686 4,608 62,294 4 15,574 3
Middle:

Boulter 608 89,637 3,840 93,477 5 18,695 5
Dogan 460 58,720 4,608 63,328 4 15,832 3
Hogg 425 51,177 2,304 53,481 4 13,370 3
Hubbard 1,108 114,644 5,376 120,020 |6 20,003 6
Moore 599 62,516 0 62,516 4 15,629 3
Stewart 566 81,382 2,304 83,686 5 16,737 4
High:

Lee 2,344 329,958 768 330,726 |17 19,454 17
Tyler 1,804 268,600 6,912 275512 |16 17,220 15
Camp Tyler 0 16,415 0 16,415 2 8,208 1
Administration/

Chap. 1 Annex/ 0 24,218 0 24,218 2 12,109 1
Special Services

Faciliti &G/V\(arehouse/

;’tﬁ?‘;’{i’gré?\t/'l%”/ 0 41206 |0 41206 |5 8241 |2
officesRose Stadium

Total/Average 16,349 1,923,554 |102,144 |2,025,698 | 126 16,141 107

Source: 1995-96 TISD Facilities Services custodial allocation and square

footage

Recommendation 93;

Establish a minimum cleaning standard of 19,000 squar e feet per

custodian.

In previous performance reviews, best practices of districts revealed that
adequate and efficient custodial staffing patterns allocate approximately




one custodian per 18,000-20,000 square feet of space, depending on the

job duties of the custodian.

IMPLEMENTATION STRATEGIESAND TIMELINE

Campus principals should re-evaluate the cleaning areas and September
1. | stlandards for custodians based on the 19,000 square feet
1996
standard.
5 The district should freeze the hiring of any additional September
" | custodians for 1995-96. 1996
The district should eliminate 19 custodia positions and September
3. | implement new cleaning standards beginning with the 1996-97 1996
school year.

FISCAL IMPACT

Average annual custodial salaries are $11,751 plus 23.46 percent benefits
($14,508), which is equal to a cost savings of $275,652 a year in salary
and benefits (19 x $14,508). These positions can be eliminated through
attrition based on the average custodian turnover rate of 30 custodians a

year for the last two school years.

Recommendation | 1996-97 | 1997-98 | 1998-99 12%%%' 2000-01
Allocate custodian on the
etsof o footoge | $275,652 | $275,652 | $275,652 | $275,652 | $275,652
FINDING

Campus custodial night supervision is nonexistent. Many crews remain
unsupervised or an informal title of supervisor is given to the most senior

custodians. Focus group participants complained of alack of
accountability and supervision of night custodians and mentioned

problems with the quality of custodial night cleaning. Based on interviews
with the custodial foreman and the lead custodians at selected elementary
and middle school campuses, the majority of the lead custodians inspect
the night crew's work the next morning when they report to work. The
high schools have a designated night lead custodian and problems with
supervision and the quality of night cleaning appears to be a problem at

one high school in particular.

Recommendation 94:



Designate a lead custodian to supervise all night custodial crews.

The principa should designate one custodian from the night custodial

crew as the night lead custodian. The night lead custodian should be held

accountable for the quality of cleaning and supervision of the night

custodial crews. Appropriate disciplinary action should be taken when

problems arise with the custodians and the night lead custodian.

IMPLEMENTATION STRATEGIESAND TIMEL INE

The superintendent in conjunction with the Campus

1. | Performance Objective Councils should develop aformal policy fgg)gember
that designates night custodial supervision at every campus.
2 Campus principals should be responsible for appointing the October
" night lead custodian. 1996
3 All night custodia crews should have a designated night lead October
" | custodian. 1996

FISCAL IMPACT

The increased responsibilities for the night lead custodian resultsin a

corresponding increase in pay. Lead custodians make an average of $1,713
more than regular custodians. There are 25 schools requiring a night lead
custodian; therefore, the additional cost to the district would be $42,825

(25 night lead custodians x $1,713 in increased annua salary).

1999-

Recommendation 1996-97 | 1997-98 | 1998-99 2000

2000-01

Designate lead night
custodians

($42,825) | ($42,825) | ($42,825) | ($42,825) | ($42,825)

FINDING

Formal authority and responsibility for custodial master keys to storage
rooms does not appear to be established at one of the high schools. Based

on an interview with the day lead custodian at Lee High Schoal, the
custodian was not able to determine the custodia personnel that have
access to secured custodial storage rooms.

Recommendation 95;

Develop aformal policy for the distribution of keysto custodial staff

and define who should have access to storage rooms.




In addition, keys should be reissued and locks should be rekeyed every
two years to ensure the safety and security of secured areas. Principals
should ensure that the policy is adhered to and maintain control at their
campus for the distribution of keys. Keys should be issued to campus
principals and locks rekeyed every two years by the Facilities Services
Department to ensure the safety and security of secured district property
and equipment.

IMPLEMENTATION STRATEGIESAND TIMELINE

The assistant superintendent of Business Servicesin conjunction
1. | with the director of Facilities Services should develop a formal
policy for key distribution.

September
1996

Campus principals should be responsible for the distribution of | September
keys to respective campus custodial personnel. 1996

The Facilities Services coordinator of Property Services should
3. | be held responsible for making and issuing keys to campuses
and rekeying locks based on requests from campus principals.

September
1996

FISCAL IMPACT

The price of rekeying locks is approximately $12 per lock depending on
the type of lock. Using an average rekeying price of $12 for each of 642
locks (6 keys x 107 custodians) the cost is estimated to be $7,704 every
two years.

. 1997- 1999-
Recommendation 1996-97 08 1998-99 2000 2000-01
Reissue keys and rekey locks ($7,704) | ($0) ($7.704) | ($0) ($7,704)

every two years




Chapter 11
FACILITIES USE AND MANAGEMENT

FACILITIESMAINTENANCE AND REPAIR

Efficient and effective management of a district's facilities requires a well
structured and managed maintenance department that:

is adequately staffed with the appropriate levels and mix of skilled
tradesmen, helpers, custodians, supervisors and support staff;

is organizationally structured to operate effectively and efficiently;
has adequate information to plan and manage daily operations, and
is responsive to work order requests from schools.

Facilities maintenance is primarily charged with ensuring school facilities
are kept in good condition that promotes a positive learning environment
for students. Facilities maintenance is a so responsible for ensuring the
ongoing safety of facilities.

CURRENT SITUATION

The Facilities Services Department is responsible for facility maintenance
and repair of al TISD campuses. The department also has a maintenance
schedule for most craft areas, such as paint, grounds, heating ventilation
and air conditioning (HVAC), electrical, and pest control.

Work orders are submitted by campuses and are prioritized in the
following manner:

Emergency items that affect the health, safety and security of all
students personnel, and buildings within the districts;
Instructional items that affect the ability to teach current
curriculum;

Aesthetic items that affect the overall appearance, and
Convenience items that affect personal comfort and ease of use.

Facilities Services craftsmen submit Daily Work Reports by craftsmen or
craft area, that capture the work order number, start and ending times,
material costs used, completed/uncompleted job status and a remarks
section (used if job isincomplete).

The Facilities Services Department also stocks parts for HVAC, plumbing
and electrical supplies on a computerized inventory system. Craftsmen
complete product inventory forms to select parts and the store room



operator checks out the parts and supplies to the craftsmen. The operator
records the inventory in the computer and reorders when necessary.

FINDING

Facilities Services craftsmen are can immediately obtain parts needed for
work orders. The parts room was established this school year in response
to problems in getting parts from out-of-town vendors in atimely manner.
Repair work was being hampered because parts were not readily available.
All stocked parts are now maintained on the computer system, which has
resulted in a more effective process for managing smaller parts and
supplies and has reduced department costs for purchasing such supplies.

COMMENDATION

The Facilities Services Department is commended for instituting a
partsroom for the HVAC, electrical and plumbing craft areas, which
reduces pur chasing costs to the department.

FINDING

Facilities Services provided actua work orders completed for the week of
September 11-15, 1995. The work orders indicated that response times
vary significantly by craft area. For example, the HVAC department's
average completion time was two days, while the painting crew completed
their work orders within 44 days. In addition, average manhoursto
complete work orders ranged from two hours per work order to 13 hours
per work order (Exhibit 11-21). Averages are based on the actual number
of days and hours recorded. Not all work orders listed the completion date
and marthours.

Work orders are not assigned an expected amount of time for completing
the maintenance activity. Hence, management has no way to determine if
staff are being used in the most efficient manner. Based on the sample of
one week's worth of work orders, an average response time for all craft
departments was 11 days to respond to the work order and five hours to
complete the required task. Focus group participants stated that response
to work orders is not timely.

Exhibit 11-21
Craftsmen's September 11-15, 1995 Work Orders
Average Completion Days and Average Man Hoursto Complete

Total #of | Average | AverageMan
Work Daysto Hoursto
Orders Respond Complete

# of

Craft Craftsmen




Maintenance Services:

Electrical 4 54 16 3
Maintenance AC Filter

& Fire Extinguisher 1 20 3 2
Plumbing 4 45 5 3
HVAC/Kitchen

Equipment 1 20 6 >
HVAC 3 55 2 6
Subtotal 13 194 32 19
Average 6 4
Property Services:

Custodia 5 24 1 3
Glass/Lock 1 23 10 2
Carpentry 5 70 40 4
Paint 7 34 44 5
Grounds 9 43 3 9
Athletics/Grounds 1 6 0 13
En_w ro_nmental 1 4 6 5
Irrigation

Integrated Pest

Management 1 22 2 3
Subtotal 30 226 106 44
Average 13 6
Total 43 420 138 63
Average 11 5

Source: TISD Facilities Services work orders for September 11-15, 1995

Recommendation 96:

Establish time standards for completing work orders and set response

time goals that reflect the expectations of the users.




Facilities Services should establishtime standards for responding to the
four types of work orders submitted and then establish expected
completion hours for the types of tasks requested. The daily work request
should include the expected response time and the number of staff hours
required to complete the task. The craftsmen should continue to post the
actual amount of time taken on the work order when completed. The
information should be tracked and analyzed to compare actual to expected
response times; to calculate staff hours by work order types and individua
staff members; and to schedule work order projects effectively. TISD
should reward staff who consistently respond to work ordersin atimely
manner and who perform work orders in less than the number of expected
man hours.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Facilities Services should meet with selected users

1. | and craft coordinators to determine work order response times and March
: 1996
expected completion hours by work order types.
The coordinators for Maintenance and Property Services should April
2. | ensure that the Daily Work Report includes the expected response 19pgs

time (turnaround time) and completed hours by work order type.

The Maintenance and Property Services coordinators should meet
with their respective craftsmen to explain how the expected response | May
times and completion times will be used to evaluate employee 1996
productivity.

FISCAL IMPACT

No fiscal impact is associated with this recommendation. The
recommendation can be completed withexisting staff and resources.




Chapter 11
FACILITIES USE AND MANAGEMENT

WORK ORDER SYSTEM AND REPORTING
CURRENT SITUATION

The current work order processing system is a manual process, with
campus staff submitting written work requests through the mail. Written
work orders are delivered from the schools to the Facilities Services
Department daily by internal mail. Work orders are sorted by the Facilities
Services secretary and distributed to the appropriate coordinators.
Supervisors prioritize work orders late each morning and afternoon and
assignments are made the following morning. Craftsmen submit
completed work orders at the end of each day along with their Daily Work
Report, and post the date completed, material costs used, total 1abor hours
and a campus signature on the work order. Coordinators review the work
orders and Daily Work Reports to ensure that material costs match
submitted invoices.

FINDING

The coordinator's ability to analyze work orders by all craft areas and
campuses is severely limited by the lack of awork order tracking system.
The Facilities Services Department does not generate overall cost data for
activities to make informed management decisions. While the datais
captured on individua work orders and Daily Work Reports, it is not
tracked and arelyzed. Management cannot make reliable and effective
decisions without this cost information.

The work order form used by Facilities Services captures the completion
date, the material cost and the labor costs used, while the Daily Work
Report form captures only the total man hours to complete and the
material costs used. Neither form centrally captures all relevant material
and labor costs or completion data. While individual work orders and
Daily Work Reports are submitted, the relevant work order information is
not captured, tracked and analyzed to determine project costs and status.

Without this information, coordinators have no systematic method for
planning staff allocations, evaluating the efficiency of individual staff
members or the department as awhole, evaluating projects or evaluating
recurring campus requests. The Facilities Services Department can neither
track nor monitor job costs by craft, type of work or campus. Management
lacks the necessary cost information to budget staff and resources



effectively or to make informed management decisions on whether to
perform work in-house or contract out for services.

Recommendation 97:

Track and analyze material and labor costs from work ordersand
Daily Work Reports so information can be used effectively by
coordinatorsto monitor projects and staff.

This information should be used to compare material and labor costsin
conjunction with the actual- to-expected staff hours by work order types,
campuses and individual craft members. The expected response time and
actual number of staff hours to complete the work order should be
compared to material and labor costs to determine the cost of work orders
and the level of staff productivity. Timely and accurate cost data with
time-to-complete information (work duration, length of project) will result
in more efficient use of personnel time and provide accurate budget
information. Coordinators will be able to effectively and efficiently
evaluate staff resources and perform detailed cost anaysis and
comparisons when evaluating the cost effectiveness of contracted services.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Facilities Services should meet with the

how they will centrally capture all material and labor cost 1996
information by campus, craft, craftsmen and project.

Once decided, the coordinators should meet with their respective
2. | craftsmen to train them in completing the appropriate

information on work orders and the Daily Work Reports. 1996

FISCAL IMPACT

No fiscal impact is associated with this recommendation. The
recommendation can be completed with existing staff and resources.

FINDING

Facilities Services does not track regular workload statistics, such as how
many work orders the craftsmen or craft areas complete in a month or
year, nor how many work orders are submitted by campuses monthly or
yearly. Current workload statistics are based on the perceived need at a
particular time of ajob request, such as the amount of pending work
ordersin a particular craft area. Without this information, Facilities
Services is unable to determine accurate staffing ratios, personnel

Maintenance and Property Services coordinators to determine September

October




performance and productivity analysis. Since Facilities Services does not
track relevant work order information, the department provided the review
team with three months of work orders submitted and completed by craft
areas. Exhibit 11-22 illustrates the number of work orders completed for
the three-month period and the average number of work orders completed

per man.

Exhibit 11-22
Total Work Orders Completed
for July, August and September 1995

Total Total Work Average Number of
Craft Area Craftsmen Orders Work Ordersper
Completed Man
Carpentry 5 105 21
Custodial 5 592 118
Electrical 4 247 62
Sl R
Glass/Lock 1 190 190
Grounds/Athletics 10 403 40
HVAC 4 540 135
Paint 7 131 19
Plumbing 4 332 83
TOTALS 65

Source: TISD Facilities Services Work Orders for the months of July 1-31,
August 1-31 and
September 1-30, 1995

Because Facilities Services was not able to provide annua work order
information by craft area, the three- month sample serves as an estimate of
the number of work orders completed by craftsmen. Work orders per man
range from a high of 190 to alow of 19 completed in a three- month
period. The carpentry and paint areas are particularly low in work orders
per man. It is difficult to determine what the average number of work
orders per man (per craft area and month) should be because the number
of hoursto complete ajob, by job type, is not tracked. While this sample




does not represent an actual annual workload per craft area, it provides an
estimate of the craftsmen's productivity during three months.

The Facilities Services and Maregement Services departments are
evaluating and acquiring an automated work order tracking system. The
work order system they are considering can track work order information
such as labor hours and costs, material and parts costs, inventory levels,
work order schedules and provides for the electronic submission of work
orders by campuses.

Recommendation 98:

Purchase an automated work order system to produce reports by
craft and type of work performed.

Workload efficiency data is necessary so that analysis can be performed to
determine the difference between estimated time and actual time to
complete awork order, number of work orders pending and completed and
the status of work orders. Work efficiency data should also include
analyzing staffing ratios, staff use and scheduling for effective use of time
on activities. An automated work order system also will assist in the
determination of how future work orders, personnel and resources should
be budgeted and scheduled.

The Daily Work Report (which tracks job status) can be used to track
workload statistics by craftsmen, craft areas and campuses. The report
should track and schedule daily work orders by campus and craft area, and
total the activity at the end of each month. The secretary of Facilities
Services should be responsible for entering the work order information
into an automated work order system.

The automated work order system should have the flexibility to design and
produce the following monthly, quarterly and annual reports:

Productivity of each maintenance staff, to include the number of
jobs completed by type of job, productive hours and comparison of
expected hours to actua hours,

Work orders per school, to include staff hours by trade and costs
by trade;

Total annual maintenance costs for each school by trade;

Work order response time by trade, to include the number of work
orders submitted, number completed, number still pending and
average days of response time; and

Comparisons of actual versus expected completion times by type
of work order and staff person to identify any areas needing
improvement.



After the review team's ontsite visit, the Facilities Services Department
began evaluating a work order tracking system (facilities maintenance

system) capable of : (1) numbering work orders, (2) prioritizing work
orders (3) recording labor hours, (4) tracking parts and material costs,

(5)

tracking inventory levels and (6) monitoring work completion status. The

department should pursue the purchase of the automated facilities
mai ntenance system.

IMPLEMENTATION STRATEGIESAND TIMELINE

The director of Facilities and the director of Management

1. | Services should coordinate the purchase, installation and setup | In Progress
of the automated work order system.
The director of Facilities Services should designate the secretary
2. | responsible for inputting the work order information into the June 1996
automated system.
The director of Facilities Services should coordinate with the
3. | vendor on the training required for the secretary to input the July 1996
work order information.
4 The secretary of Facilities Services should begin entering the August
" | required work order information on the system 1996
5 Monthly and quarterly reports should be produced that detail the | September
" |work order data produced. 1996

FISCAL IMPACT

The cost estimate for the facilities maintenance software is $10,400. The
associated facilities maintenance system training cost is $1,960 and annual

software maintenance cost is $1,560.

Recommendation 1996-97 | 1997-98 | 1998-99 12%%% 2000-01
Purchase Facilities
M A rmenee sySom ($13,920) | ($1,560) | ($1,560) | ($1,560) | ($1,560)
FINDING

The paint crew is not used effectively. Based on the number of work

orders submitted for the three-month period (Exhibit 11-22), each painter

averaged approximately 19 work orders per man. Facilities Services

employs seven painters (i.e., one paint foreman, one paint lead, and five
painters) to perform the painting needs of the district. Painters work from




work orders or as directed by the coordinator of Property Services.
Because work orders are not tracked, it isimpossible to determine whether
painters are fully productive. In addition, based on interviews and research
among the peer districts, TISD has alarger paint crew than most of the
identified peer districts (Exhibit 11-23). Only one district, Irving ISD with
almost 10,000 more students and three more campuses, has the same
number of painters.

Exhibit 11-23
Number of Paintersin Comparison with Peer Districts

District 1994-95 Number of Number of
Enrollment Campuses Painters
Irving ISD 25,812 31 7
Goose Creek 1SD 17,837 22 3
Galena Park ISD 16,992 19 3
Tyler I1SD 16,524 28 7
Bryan ISD 12,845 19 2
Longview ISD 8,090 17 15
Lufkin ISD 7,983 18 0
ﬁ;’g agevAthout 114,027 21 3

Source: Peer district information from TEA and tel ephone survey

Recommendation 99:

Reor ganize paint crewsto maximize their productivity and efficiency.

Based on peer district comparisons of enrollment and campuses, TISD can
eliminate three painter positions. The Facilities Services Department
should track and monitor the painting workload of painters to confirm the
appropriate number of painters required.

Larger painting projects should be scheduled during the summer months
using part-time labor provided by nine or 10 month district employees
interested in supplementing their income or by volunteers. (See discussion
of opportunity for shared services later in this chapter).

IMPLEMENTATION STRATEGIESAND TIMELINE



The director of Facilities Services and the Coordinator of Property
1. | Services should use the automated work order system to monitor the
painting workload to determine paint staffing needs.

April
1996

If it is determined that the paint staff could be reduced and a paint
crew could be hired in the summer for large painting projects, the May

2 director of Facilities Services should submit a request for position 1996
changes to the superintendent for board approval.
3 The director of Facilities Services should schedule the large painting | August

projects in the summer and hire a summer painting crew. 1996

FISCAL IMPACT

Eliminating three painter positions will result in annual salary and benefits
savings to the district of $71,820. Hiring three painters at $8.00 per hour
during the summer to handle large paint jobs (calculated based on the
average painter salary of $19,391 and the number of days (230) worked a
year), will cost the district an estimated $16,128 in salary cost for 12
weeks.

Recommendation | 1996-97 | 1997-98 | 1998-99 | 1999-2000 | 2000-01

Reorganize paint crews | $55,692 | $55,692 | $55,692 | $55,692 | $55,692

FINDING

Based on research and interviews, opportunities exist for the district to
have some services performed by an outside organization or costs of
services shared with other organizations. For example, the Smith County
Community Supervision and Corrections Department is responsible for
fulfilling the community service requirement of offenders. The community
service coordinator indicated that the program participants can perform
almost any community related work depending on the type of volunteers
available, such as painting, grounds care, maintenance, carpentry and
electrical repair work. The coordinator stated that Camp Tyler has had 15-
20 people perform maintenance work at the campus. Work is scheduled
when students are not in school such as in the summer or on weekends
because most volunteers work full-time and are fulfilling their service
requirement in their spare time. The coordinator of the Community
Service Program stated that the program is able to assist the district with
any services that the district may require. Services are provided free of
charge. The only requirement is that a district representative must sign a
community service agreement that requires the district to oversee
volunteers and track volunteer hours spent completing required projects.




Recommendation 100:
Pursue opportunities for sharing services with local organizations,

TISD Facilities Services Department should actively pursue opportunities
for sharing services with local organizations. The district should expand
their agreement with the Smith County Community Supervision and
Corrections Department to perform grounds, paint and carpentry work.
While certain electrical and carpentry projects may deperd on the skill
levels of volunteers, this program is an excellent opportunity for TISD to
benefit from shared services offered by outside agencies and to reduce
internal costs.

IMPLEMENTATION STRATEGIESAND TIMELINE

1 The director of Facilities Services should assess the type of work March
" needed by the Facilities Services Department. 1996
The director of Facilities Services should contact the Smith County June
2. Community Supervision and Corrections Department to determine
) . 1996
the type of services available.
The director of Facilities Services should develop an expanded 1l
3. | agreement with the Smith County Community Supervision and 193)/6

Corrections Department.

FISCAL IMPACT

The cost savings are not estimated since savings will depend on the
number of volunteer hours and the type of work performed.




Chapter 11
FACILITIES USE AND MANAGEMENT

ENERGY MANAGEMENT

TISD's Energy Management Department is responsible for developing
effective energy conservation practices and monitoring energy costs and
usage. An indication of an effective energy management program is
decreasing energy usage.

The Department reports directly to the assistant superintendent of
Business Services and employs one energy manager.

FINDING

TISD relies on the use of energy management practices of school
personnel and daily monitoring of campus equipment systems by the
energy manager to decrease energy usage.

TISD's energy management program has been in place since March 1991.
The digtrict entered into a contract with Energy Education, Inc. from
1991-1994 at a cost of about $500,000 and provided training in energy
management practices to the energy manager. The contract has since
expired, but the company continues to provide support by sending a
consultant to the district quarterly to review energy conservation practices
with the energy manager. The company also Sponsors energy training
seminars quarterly on topics such as boilers systems, lighting and light
fixtures.

The energy manager is responsible for working with custodians and the
Facilities Services HVAC technicians to develop energy management
practices and monitor plumbing, heating and cooling systems. For
example, at some of the middle schools a Watt Watchers program has
been developed in which students are assigned to watch that lights remain
off when not in use. The manager also works closely with the utility
company to detect billing errors.

The manager regularly visits campuses to monitor energy management
practices and utility systems and to distribute information on energy
conservation. The manager alerts campus staff to inefficient energy
management practices and submits work orders to the Facilities Services
Department on equipment problems. He also is responsible for reconciling
monthly utility bills and preparing monthly, quarterly and annual audit
reports on the FASER Energy Accounting System that tracks utility costs.



Based on these practices, the energy manager reports significant saving to
the district.

COMMENDATION

T1SD's energy management program has saved the district more than
$1 million over thelast four years.

During the four year term of the district's $500,000 contract with Energy
Education, inc., the Energy Manager reports savings of $1,101,994.

FINDING

While TISD's energy management practices have been successful, the
district has not evaluated the campus equipment systems to determine
effective energy usage.

Based on interviews with the Coordinator of Maintenance and the energy
manager, energy equipment systems vary in age in the district. Some
systems have all been replaced, while others have been partialy replaced
and other systems have been maintained and are as old as their respective
campuses.

In 1994 the Longview Independent School District (LISD) entered into an
energy management performance contract with Control System
International. The lease purchase/contract was for $966,140 and provided
lighting retrofits and air conditioning control systems that are expected to
save the district about $350,000 more than the annual lease payments over
the tenyear lease period. After the ten-year |ease/purchase agreement is
paid, savings are projected to exceed $177,000 per year thereafter. Based
on interviews with LISD, the energy program resulted in lighting retrofits,
ballast changing, replacement of some mechanical equipment, and new air
conditioning control system installation that has resulted in energy savings
of $173,000 a year as guaranteed by the contract.

Recommendation 101:

Conduct an assessment of the energy equipment systems at campuses
to determine ener gy effectiveness of the systems.

Because TISD facilities are old, to maintain an effective energy
management program, equipment systems must be periodically evaluated
to determine their energy effectiveness. Once al district energy systems
have been evaluated, the district should consider other energy
management programs that not only train people on conservation
measures, but that use effective energy saving equipment. The district



should use the assessment to determine whether to enter into an energy

management performance contract with a private company.

IMPLEMENTATION STRATEGIESAND TIMELINE

The energy manager in conjunction with the director of September 1996
. | Facilities Services should assess the utility systemsat each | - November
of the district facilities. 1996
The energy manager and the director of Facilities Services
. | should use the equipment assessment to determine whether | November 1996
to enter into a energy management performance contract.
. _The energy manager should contact the Longview 1SD for Novermber 1996
information on their energy management program.
The energy manager should present the information to the
. | assistant superintendent of Business Services for November 1996
consideration of entering into an energy System contract.
Once adecisionis made, the energy performance contract Decermber 1996

" | should be presented to the board for approval.

FISCAL IMPACT

The fiscal impact and cost savings cannot be estimated since costs and

savings will depend on the amount of the energy management

performance contract and the guaranteed savings associated with new

system installation.




Chapter 12
TRANSPORTATION SERVICES

A.BusUse

B. Bus Routing and Scheduling
C. Transportation Inventory

D. Staffing Issues

BACKGROUND

School districts in Texas receive an annual allotment for transporting
students to and from school and vocational education students to and from
remote class sites. Extracurricular transportation does not qualify for state
support and is financed with local funds.

The alotment for regular education transportation is limited to students
who live two or more miles from the school or reside within designated
hazardous aress.

The maximum reimbursement for regular transportation costs is
determined by the "linear density group™ to which the district is assigned
by the Texas Education Agency (TEA). Linear density is defined as the
average number of regular education students transported daily, divided by
the number of miles driven daily.

For special education transportation services, the state's funding is limited
to a maximum rate appropriated by the Legidature every two years.
School districts currently receive a maximum of $1.08 per mile for special
education transportation. Special education transportation is more costly
because of additional equipment requirements, shorter routes and the need
for additioral employees to help load and unload riders.

Each school district is responsible for replacing and purchasing their own
school buses. Districts may purchase school buses through the State
General Services Commission under a master state contract. Districts may
also choose a lease-purchase method to obtain buses.

In fiscal 1994-95, 88 percent of the miles driven by TISD buses qualified
for state support; finding 12 percent did not qualify for state
reimbursement.

Exhibit 12-1 breaks down transportation expenditures by route type for
the district.



Exhibit 12-1
TISD Transportation Expenditures
for Fiscal 1994-95

Mileage % of Total Regular Special Total
Type Transportation Cost Program Program

Home
School 88% $1,122,431 $425,633 $1,548,064
Extree 11% $185,838 $9,021 $194,859
Curricular
Nortschool | 0% $2,338 $-0- $2,338
Other 1% $10,344 $3,009 $13,353
Total 100% $1,320,952 $437,663 $1,758,615

Source: TEA Operations Report & TEA Routing Satus Reports

TISD has a students-per-mile ratio of 1.125, which means the district
receives $1.11 per mile from the state for its regular transportation
program. In fiscal 1994-95, the district spent $1.58 per mile for regular
education travel and spent $1.68 per mile on specia education
transportation.

TISD'stotal cost per mile for regular education transportation has
fluctuated for the last three fiscal years (Exhibit 12-2).

Exhibit 12-2
TISD Average Cost Per Milein
Regular Transportation

Cost Type 1992-93 | 1993-94 | 1994-95
Operating Cost per Mile | $1.33 | $1.25 |$1.34
Capital Cost per Mile |$.22 |$.20 |$.23 |
Total Cost per Mile $155 |$145 |$1.58

Source: 1994-95 TEA Operations Report

Total transportation costs for special education rose to a high of $1.90 per
mile in fiscal 1993-94 and dropped to $1.63 in fiscal 1994-95 (Exhibit 12-
3). According to district officials, the sharp increase in special education
in 1993-94 occurred when specia education miles were assigned to



regular education transportation, causing a decrease in regular
transportation costs per mile.

According to interviews with Transportation Services staff, the district
was not tracking special education routing effectively in fiscal 1993-94. A
lead driver was appointed for the special education program in fiscal
1994-95, and more attention was given to improving the efficiency of the
specia education routes.

Exhibit 12-3
TISD Average Cost Per Milein
Special Transportation

Cost Type 1992-93 | 1993-94 1994—95|
Operating Cost per Mile |$1.38 | $1.68 | $1.46
Capital Cost per Mile |$.19 $.22 |$.17 |
Total Cost per Mile  |$157 [$1.90 |$1.63

Source: 1994-95 TEA Operations Report

Exhibit 12-4 illustrates TISD's average costs per mile for regular
transportation compared to selected districtsin TISD's linear density
group. Exhibit 12-5 shows TISD's average cost per mile for special
education transportation compared to selected districtsin TISD's linear
density group. Operating costs include salaries and benefits, contracted
services, supplies and materials. Capital costs include capital investment,
such as the purchase of new buses.

Exhibit 12-4
Average Cost per Mile Comparison of Linear Density Group
Regular Education Transportation

Fiscal 1994-95
District Operating Cost | Capital post Total C_ost
per Mile per Mile per Mile
Longview ISD $1.17 $.17 $1.34
Marshall ISD $1.19 $.20 $1.39
Tyler I1SD $1.34 $.23 $1.58
Whitehouse ISD | $1.39 $.21 $1.60 |
Chapel Hill ISD $1.26 $.40 $1.66




Temple ISD $1.73 $.07 $1.80 |
Averagew/o TISD | $1.35 $.21 $1.56 ‘

Source: TEA 1994-95 Operations Reports

Exhibit 12-5
Average Cost per Mile Comparison of Linear Density Group
Special Education Transportation

Fiscal 1994-95
District Operating Cost | Capital _Cost Total Qost

per Mile per Mile per Mile
Whitehouse ISD | $.88 $.22 $1.10 |
Tyler 1SD $1.46 $.17 $1.63
Marshall ISD $1.63 $-0- $1.63
Longview ISD $1.49 $.16 $1.65
Temple ISD $1.74 $-0- $1.74
Chapel Hill 1ISD $1.80 $.25 $2.05
Averagew/o TISD | $1.51 $.13 $1.63

Source: TEA 1994-95 Oper ations Reports

In fiscal 1994-95, TISD spent $1,758,615 for regular and specia
education transportation. Of this amount, $956,859, or 54 percent, was
reimbursed by the state for transportation and $801,756, or 46 percent,
was paid from local funds (Exhibit 12-6).

Exhibit 12-6
TISD Transportation Funding Sour ces
for all Miles Traveled
Fiscal 1994-95

Per cent paid for

Funding Sources | Transportation Dollars T1SD Transportation

State Reimbursement | $ 956,859 54%

TISD Local Funding |$ 801,756 46%

Total TISD Costs | $1,758,615 100%




Source: 1994-95 TEA Report Operations

Exhibits 12-7 and 12-8 illustrate the percent of transportation costs to be
paid by local funds for regular and specia education among peer districts.

For fiscal 1994-95, the state is scheduled to reimburse the district for
approximately 74 percent of regular education for reimbursable route
mileage, leaving TISD responsible for the remaining 26 percent.

Exhibit 12-7

Comparison of Regular Education Transportation
Costs Paid for Reimbursable Miles

Fiscal 1994-95
5 :
Total Regular Total TEA Total Paid A)Wi?]ld
District Route Mileage Allotment with L ocal L ocal
Cost Funds
Funds
Longview ISD | $580,376 $505,385 $ 74,991 13%
Marshall 1SD $677,960 $574,300 $103,660 15%
Ygg tehouse | 4570 197 $205,954 $ 64,244 24%
Tyler 1SD $946,532 $699,181 $247,351 26%
Chapel Hill 1SD | $507,380 $356,715 $150,665 30%
Temple ISD $312,463 $219,864 $ 92,599 30%
%ngage wio 1 $460,675 $372,444 $97,232 2204

Source: TEA 1994-95 Routing Reports
NOTE: Route mileage costs include reimbursable hometo-school travel
and not extra-curricular travel. TISD does not offer hazardous routes.

For special education transportation in fiscal year 1994-95, the state will

reimburse TISD for 66 percent of its transportation costs for route

mileage, leaving the district responsible for the remaining 34 percent.

Exhibit 12-8

Comparison of Special Education Transportation
Costs Paid for Reimbursable Miles
Fiscal 1994-95




Total Special Ed. Total Paid % Paid
District Route Mileage L(I)Itc?ltr;r;? with Local with Local

Cost Funds Funds
Marshall 1ISD | $113,666 $75,526 $38,141 34%
Tyler ISD | $433,484 $287.678 $145,806 34%
:‘S"Sg"'e"" $226.353 $147,954 $78.399 35%
TempleISD | $203,152 $126,011 $77,141 38%
lcshgpe' HIll - 596,800 $51,069 $45,830 47%
Ygg'tehouse $185.416 $37.438 $147.979 80%
?I"gDage WI0 | ¢165,007 $87,599 $77,498 47%

Source: TEA 1994-95 Routing Reports

TISD's Transportation Services department has 168 employees; the
department reports to the assistant superintendent for Business Services.
The director of Transportation Services is responsible for hiring and
training bus drivers, meeting the Texas Department of Public Safety's
driver certification requirements (formerly the Texas Education Agency's
purview), and enforcing the Department of Transportation's commercial
drivers license requirements and drug and alcohol testing regulations.
Exhibit 12-9 shows the personnel classifications within the department.

Exhibit 12-9

TISD Transportation Services
Per sonnel Classification

Fiscal 1995-96

Title Number
Director 1
Assistant Director 1
Secretary 1
Lead Drivers 3
Lead Driver/Fuel Clerk 1
Regular Drivers 60




Regular Substitute Drivers 4

Regular Monitors
Lead Driver/Specia Education Clerk |1
Specia Education Drivers 25
Special Education Substitute Drivers |6
Special Education Monitors 25 ‘
Special Education Substitute Monitors |6

Coach Drivers
Athletic Substitute Drivers

=
w

Teacher Trip Drivers

Tyler Agriculture Driver

Boot Camp Drivers

Camp Tyler Drivers
Shop Coordinator

Parts and Service Technician (vacancy)

Mechanics

Apprentice Mechanics
Lead Driver/Trainer/\WWasher
TOTAL 168

RPlRrlw|lolr|[~N|INRPRlw|RFR

Source: TISD Accounting information

The director and assistant director of Transportation Services manually
schedule routes and assign students to routes. The assistant director is
primarily responsible for finding substitute drivers, training new bus
drivers and monitoring the district transportation safety program.

Lead drivers supervise regular and substitute drivers. The lead driver/fuel
clerk's primary responsibilities include ordering, measuring and invoicing
fuel, aswell as assigning drivers for the extracurricular program.

The specia education lead driver supervises and monitors special
education drivers, and assigns drivers and students to routes. The lead
driver/washer/trainer fuels the extra trip buses and washes the buses. This
position reports to both the assistant director and the bus shop coordinator.



The bus shop coordinator assigns work orders to the five mechanics. Each
mechanic is responsible for school bus repair and maintenance. The
apprentice mechanic assists other mechanics and performs preventive
maintenance such as oil and filter changes. Most vehicle maintenance,
such as engine and transmission work, is performed by district employees.

The office and shop personnel and the specia education lead driver work
eight hours per day, 230 days a year. Drivers and monitors work
approximately four hours per day for 180 days and the lead driver/fuel
clerk works eight hours a day for 190 days.

TISD maintains 153