TRANSMITTAL LETTER

March 28, 2002

The Honorable Rick Perry

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

Fellow Texans:

| am pleased to present my performance review of the Wilmer-Hutchins
Independent School District (WHISD).

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

| have made a number of recommendations to improve WHISD's
efficiency. | also have highlighted a number of "best practices’ in district
operations-model programs and services provided by the district's
administrators, teachers, and staff. This report outlines 98 detailed
recommendations that could save WHISD more than $9.5 million over the
next five years, while reinvesting more than $2.2 million to improve
educational services and other operations. Net savings are estimated to
reach more than $7.3 million that the district can redirect to the classroom.

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

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

M%EM,

Carole Keeton Rylander
Texas Comptroller



EXECUTIVE SUMMARY

Executive Summary Overview

In July 2001, the Comptroller announced her intent to conduct a review of
the Wilmer-Hutchins Independent School District (WHISD) at the request
of the new superintendent, Mr. Harvey Rayson, several board members
and constituents concerned about the district's history of leadership
instability, mismanagement and lack of financial and educational
accountability.

Work began in Wilmer-Hutchins in September 2001. Based upon more
than six months of work, this report identifies WHISD's exemplary
programs and suggests concrete ways to improve district management and
operations. If fully implemented, the Comptroller's 98 recommendations
could result in net savings of more than $7.3 million over the next five
years.

I mproving The Texas School Performance Review

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

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

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

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

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

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



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

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

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

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

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

TSPR in Wilmer-Hutchins | SD

On September 24, 2001, TSPR began its performance review of WHISD.
The team interviewed district employees, school board members, parents,
business leaders and community members and held a public forum in the
high school library on September 27, 2001 from 5:00 p.m. to 8:00 p.m.

To obtain additional comments, the review team conducted two focus
group sessions, one with teachers and one with parents and community
members. The Comptroller's office also received letters and phone calls
from parents, teachers and community members. To ensure that all
stakeholder groups had input, TSPR sent surveys to students, parents,
teachers, campus and central administrators and support staff.

A total of 248 respondents answered surveys. 68 administrative and
support staff; five principals and assistant principals; 68 teachers; 43
parents and 64 students completed written surveys as part of the review.
Details from the surveys and public forums appear in Appendices A
through F.

The review team also consulted two databases of comparative educational
information maintained by the Texas Education Agency (TEA); the
Academic Excellence Indicator System (AEIS) and the Public Education
Information Management System (PEIMS).

WHISD isadistrict in turmoil with along history of high employee
turnover including five superintendents from 1996 through 2001, and



mismanagement evidenced by official interventions from TEA from 1991
through 2001. Most recently, TEA assigned an education monitor to
intervene on behalf of the students attending WHISD's low performing
middle school as well as report to the Commissioner of Education
regarding the district's special programs department. A monitor isa TEA
official assigned by the Commissioner of Education to provide managerial
assistance to identified districts in the areas of finance, governance or
education.

Throughout the report process, TSPR had difficulty gathering and
confirming data from the district. Numbers reflected in this report are
therefore based largely on data from TEA.

For 2001-02, the district has $19.9 million in total budgeted expenditures.
The superintendent reported that the district expects expenditures to
exceed revenues in 2001-02, as they did in 2000-01.

Student enrollment has declined by 6.1 percent from 1997-98 through
2000-01, while staffing increased by 8.9 percent. Teacher and
administrator morale is low and many fear for their jobs.

Gibson Consulting Group Inc., an Austin-based consulting firm, was
contracted to assist with the review of WHISD at a cost of $150,000.

WHISD selected peer districts for comparisons based on similaritiesin
student enrollment, student performance and community and student
demographics. The selected peer districts were DeSoto |SD Lancaster |SD
and LaMarque ISD's. TSPR aso compared WHISD to district averagesin
TEA's Regiona Education Service Center X (Region 10), to which
WHISD belongs, and the state as awhole.

During its six-month review, TSPR developed 98 recommendations to
improve operations and save taxpayers more than $9.5million by 2006-07.
Cumulative net savings from all recommendations (savings minus
recommended investments or expenditures) would reach more than $7.3
million by 2006-07.

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

Wilmer-Hutchins I SD
WHISD encompasses 64 square miles located in southern Dallas County

and serves students from the communities of Wilmer and Hutchins, as
well as parts of Dallas, Ferris and Lancaster. The district was established



in 1927 and is a blend of urban, suburban and rura settings. Students are
73.9 percent African American, 20.7 percent Hispanic, 5.1 percent Anglo
and 0.3 percent Asian, Pacific Islander and Native American.

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

Exhibit 1
Demographic Characteristics of Studentsin WHISD
and Peer School Districts

2000-01
Number | Percent

of African | Percent |Percent |Percent | Percent | Percent Eco-
District | Students | American | Hispanic| Anglo | Other |Minority | Disadvantaged
De Soto 6,941 56.4% 11.2%| 31.0% 1.4% 69.0% 33.5%
L ancaster 4,206 68.6% 13.6%| 17.3% 0.6% 82.7% 47.3%
k/la 4,063 65.5% 13.6%| 20.2% 0.7% 79.8% 49.0%

arque
Wilmer- 3283  73.9% | 207% | 51% | 0.3% | 94.9% 71.9%

Hutchins
State 4,059,619 14.4% 40.6% | 42.0% 3.0% 58.0% 49.3%

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

WHISD served 3,283 students during 2000-01, a decrease of nearly 3
percent from the 1996-97 enrollment (Exhibit 2), and including severa
enrollment increase and decrease fluctuations between 1996-97 and 2000-
01. Digtrict officials, however, expect enrollment to continue to decline.

Exhibit 2
WHISD Student Enrollment History

Schoal Actual Percent Change

Y ear Student Enrollment | From 1996-97
1996-97 3,381 -
1997-98 3,495 3.0%
1998-99 3,651 8.0%




1999-2000 3,444 2.0% |
2000-01 3,283 29%)

Source: TEA, AEIS, 1996-97 through 2000-01.

In August 2001, the WHISD Board of Trustees increased its adopted tax
rate by 2 percent, from $1.503 ($1.468 maintenance and operations plus
$0.035 debt service) for calendar year 1999 to $1.528 ($1.465
maintenance and operations plus $0.063 debt service) for calendar 2000.
In 2000-01, WHISD's property value reached $126,513 per student, nearly
$100,000 less than the state average of $215,232.

The district's annual operating budget was $19.85 million for 2000-01, an
increase of 2 percent over the 1999-2000 annual budget of $19.4 million.

WHISD's 2000-01 Texas Assessment of Academic Skills (TAAS) passing
rate was 58.4 percent compared to the state average of 82.1 percent and
the regional average of 80.6 percent. The 2000-01 passing rate of 58.4
percent improved over the 1999-2000 passing rate of 50.6 percent;
however, it remains well below the regional and state averages. Also
dangerously low is the number of WHISD students graduating under
TEA's recommended high school program, 0.7 percent, as compared to
38.6 percent for the state and 39.7 percent for the region in 2000-01.

Additionaly, no students in WHISD's class of 2000 scored at or above the
average passing criterion for the Scholastic Aptitude Test | (SAT) or
American College Testing Program (ACT), two assessments traditionally
used in consideration for college admission. The mean SAT score for
WHISD studentsin the class of 2000 was 721 as compared to 990 for the
state and 1,012 for Region 10. The mean ACT score was 14.6 for
WHISD's class of 2000 students as compared to 20.3 for the state and 21.0
for the region.

On August 16, 2001, TEA released the TAAS results and accountebility
ratings for the 2000-01 school year. WHISD received an overal
Academically Acceptable rating. According to these latest reports the
district has five Academically Acceptable and one Low Performing
school. This does not represent a change from last year's overall rating of
Acceptable; however, it does represent a change from two low performing
campuses in 1999-2000 to one in 2000-01.

While TSPR found commendable programs and practices being carried
out by dedicated and hardworking employees of the district, ongoing
controversies have overshadowed many of these efforts. After more than
six months, TSPR has found that the following challenges must be faced



and overcome to regain management and educationa stability, community
trust and to restore education as the primary focus of the district. WHISD
isfacing a number of challenges including:

enhancing student performance;

stabilizing leadership and governance;
ingtituting a system of internal controls; and
improving planning and management.

Key Findings and Recommendations
Enhance Student Performance

Use student achievement data, including cour se grades and
achievement test scores, to identify student and teacher needs
and improve student performance. WHISD's overall passing
rates for TAAS, End-of-Course tests (EOC), SAT college entrance
exams and the ACT are below state and regional levels. Without
improved scores on the EOC tests as well as TAAStests at al
grade levels, few WHISD students will earn a high school diploma
when the new Texas Assessment of Knowledge and Skills (TAKS)
test isin place in 2003. By using performance data, the district will
be better able to identify areas of strength and weakness, and
modify programs accordingly.

Develop a comprehensive curriculum plan and add curriculum
guides. The digtrict has no overall curriculum plan and lacks many
curriculum guides in most subjects except for math, causing a
disconnected curriculum plan for students and adversely affecting
thelr test scores. Developing a comprehensive plan will assist the
district in delineating responsibilities for curriculum devel opment,
review and management, textbook adoption, alignment with Texas
Essential of Knowledge and Skills (TEKS), evaluation, staff
training, and reports to the board on program effectiveness and
budgeting to ultimately improve student TAAS, Scholastic
Aptitude Test (SAT) and American College Testing Program
(ACT) scores.

Restructurethe compensatory education program and

incor por ate specific plansinto DIP and CIPs. Reexamining and
restructuring the compensatory education program designed to
assist students at risk of failing will help the district improve
student performance, support accountability for spent funds and
enhance data accuracy.

Stabilize L eadership and Governance



Request a TEA master to over seethe district and comply with
state laws. WHISD's Board of Trusteesisin violation of laws
applicable to district governance including the Texas Education
Code (TEC), the Government Code and the Tax Code. The
district's tumultuous governance history and high turnover of
superintendents underscore a pattern of disregard for law and
managerial stability. The assignment of a TEA master with the
authority to approve or disapprove any action of the board, the
superintendent or a campus principal would provide the district
with an experienced advocate possessing necessary managerial
skills and knowledgeable in school district governance laws and
regulations at a cost of $78,780 for 18 months.

Hire an internal auditor to report directly to the Board of
Trustees. WHISD does not have an internal auditor that can
evaluate the manner in which the district's organizational units
conduct their activities and whether they comply with board and
administrative policies and procedures, as well as federal, state and
local government laws and guidelines. Hiring an internal auditor
would ensure that the district isin compliance with Generally
Accepted Accounting Principles (GAAP), the district's financial
operations are objectively evaluated, and the board is continuously
informed of and understands these situations during and after times
when TEA is not directly involved in assistive activities for the
district.

Change the election of board member s to single-member
districtsfor threeto five positions. At-large election of all seven
board members has resulted in concerns that citizens in several
geographic areas are not represented on the board. Changing the
election of the WHISD board would provide the community with
an opportunity to vote for board members who represent their
areas.

Develop and implement a Code of Conduct for the WHISD
boar d. By developing and using a Code of Conduct that includes a
definition of roles, a mechanism for self-evaluation and training in
communication, board members would fully understand their
clearly defined responsibilities and ethical standards and
objectively assess their ability to accomplish district goals within
established parameters. Board members that are not participating
regularly or who are performing contrary to district-established
goals would be subject to appropriate sanctions.

I nstitute a System of Internal Controls



Establish a contracting process and monitor vendor
compliance. WHISD has no contracting and monitoring processes
resulting in the use of unlicensed professionals, the absence of
required contracts and the absence of reference checks. The district
was unable to provide a comprehensive listing of current contracts.
By establishing a contracting process and assigning staff
responsibility for monitoring, the district would ensure that
licensed professionals with credible references are hired and that
all services and goods received from a contract are monitored on a
continuous basis.

Prepar e competitive bids according to state law. WHISD does
not competitively bid all items exceeding $25,000 nor obtain
quotes for all items valued between $10,000 and $24,999 as
required by law. Additionally, no district personnel are held
responsible for compliance or non-compliance with these laws. By
following the competitive bidding process the district would not
only be in compliance with state law but should save money and
improve services.

Monitor implementation of external auditor's
recommendations. The district has no procedures to ensure that it
addresses and corrects audit findings. As aresult, the external
auditors findings note repeated internal control and board policy
noncompliance issues each year. By establishing procedures to
monitor implementation of external auditor recommendations, the
district could break its perpetual cycle of noncompliance and
effectively control district policies and management.

I mprove Planning and Management

Develop a strategic plan and over haul the DIP and CIP
processes using district and community input.WHISD does not
have a strategic plan, a strategic planning committee nor effective
district improvement plan (DIP) and campus improvement plan
(CIP) processes adversealy affecting the accountability and
performance of individual and departmental efforts to improve
student education. By developing and implementing a strategic
plan, the district partners with the community, staff and parents to
identify and accomplish both broad and detailed district goals
supported by specific programs, objectives and budgeted funds.

Develop a comprehensive long-range facilities master plan.
WHISD's lack of along range planning function is preventing the
district from meeting facility needs for students and staff. The
district's portable and permanent facilities are in poor condition



with no formal plans for renovation or replacement. By developing
a comprehensive long-range facilities master plan with input from
both district staff and the community and by using enrollment
projections, the district could budget necessary funds, apply for
available facilities grants and explore possible bond issues to
maximize student and staff facility needs.

Combine four schoolsinto three and adjust attendance
boundaries. As part of the facilities planning process, the district
should evaluate whether it is more feasible to provide major
renovations to the existing facilities or provide three new
replacement elementary schools phased in over several years.
Given the district's declining enrollment, the fact that they are not
maximizing learning space and the poor condition of the facilities
as observed by the review team, renovating the existing elementary
schools may prove to be less cost effective for the district than
adjusting attendance boundaries and replacing facilities.

I mplement staffing allocation formulas and reduce the number
of central administrator and educational aide positions.
WHISD does not use alocation formulas or models when making
staffing decisions resulting in a significantly higher percentage of
central administrators and educational aides than both state and
peer averages. By using staffing formulas and reducing the number
of staff positions in both of these categories, the district could
realize savings of more than $3.1 million over five years.

I dentify the district's financial constraints and budgetary

goals. The district's budget lacks commonly used details and
summarizes expense items and salaries at such a generalized level
that users cannot determine specific use of the funds. Also,

WHISD has neither a budgeting process nor a budget calendar.
The district's Budget Planning Committee should meet to identify
the district's goals and financia constraints and develop a
comprehensive budget process. This action will assist the district to
better monitor and subsequently manage their annual and long-
term financial resources.

Contract with Dallas County for tax collections. WHISD has a
low tax collection rate of 87 percent effecting loss of immediate
funds and causing a high percent of account referrals to delinquent
tax collection. Closing the Tax Office, entering into an interlocal
agreement with Dallas County and targeting a previously met 94
percent collection rate,the district could realize savings of nearly
$1.4 million over five years through an increase in tax collection
rates and elimination of related district salaries.



Close the district's supply warehouse. The district's warehouse
procurement system is slow, ineffectively managed and lacks
purchase planning. Piles of textbooks, evidence of rats and insects,
water seepage, holes in the walls, trash and mud covering the
floors and insulation hanging from gaps in the warehouse ceiling
highlight both safety issues and mismanagement. By eliminating
the warehouse and ordering supplies on a just-in-time basis, the
district could save more than $565,000 in salaries and benefits over
five years.

Outsour ce student transportation. WHISD transportation costs
have increased at a greater rate than their ridership, and they do not
effectively manage their resources, routes, staff schedules and
vehicle maintenance. Between 1997 and 2000, costs increased 75
percent while ridership increased 10 percent. Outsourcing
transportation services would give a qualified company the
opportunity to provide services at a reduced rate and under
separate, controlled management outside of district parameters.

Exemplary Programs and Practices

TSPR identified some "best practices' in WHISD. Through
commendations in several chapters, the report highlights model programs,
operations and services provided by WHISD administrators, teachers and
staff. Other school districts throughout Texas are encouraged to examine
these exemplary programs and services to see if they could be adapted to
meet local needs. TSPR's commendations include the following:

WHISD conducted an internal needs assessment to improve
district educational service delivery. Recognizing the need for
improvement in academics and student services, the district's
director of Research, Development and Planning designed,
conducted and published an internal needs assessment highlighting
specific programs and services and using disaggregated data when
available.

WHISD raised teacher salariesto remain competitivein the
local market. In order to compete with other local districts, the
district effected a teacher pay raise to bolster recruitment efforts
and help retain teachers who might leave the district for better pay
schedules.

WHI SD uses grants and business donations to support student
and community programs. In order to promote collaboration
between the district and the community, WHISD entered into a
collaboration agreement with the John C. Ford Program to provide



future assistance in obtaining grants and academic, social and
emotional support to the district's students through a variety of
programs. Kennedy-Curry Middle School is the only school
currently involved in this program. The district additionally
received a donation of computers and related equipment from
InterVoice Brite, Inc. valued between $800,000 and $1 million in
January 2002 to assist in their efforts to provide student and
community access to computers.

Thedistrict efficiently uses cooper ative agreements. WHISD
participates in three cooperative purchasing agreements to obtain
goods and equipment at reasonable prices while eliminating the
effort and expense associated with the bidding process. These
agreements save both time and money in the procurement process
and ensure district compliance with state laws for the items
purchased through cooperative bid participation.

Thedistrict increased interest income by diversifying its
investment portfolio. Historically, the district has conservatively
invested excess funds into a six- month certificate of deposit. The
district changed its investment strategy, as permitted by local
investment policy, to include investments in the LoneStar
Liquidity Plus Fund to increase interest income.

WHI SD provides meals exceeding national program standards.
The director of Nutrition Services and cafeteria managers
cooperate to carefully plan and prepare breakfast and lunch menus
to meet or exceed all nutritional standards set by the National
School Lunch and School Breakfast Programs. The district uses
NutriKid software to ensure meals adhere to all national dietary
guidelines.

Savings and Investment Requirements

Many of TSPR's recommendations would result in savings and increased
revenue that could be used to improve classroom instruction. The savings
opportunities identified in this report are conservative and should be
considered minimums.

TSPR recommended 98 ways to save WHISD more than $9.5 million in
gross savings over afive-year period. Reinvestment opportunities will cost
the district more than $2.2 million during the same period. Full
implementation of all recommendations in this report could produce net
savings of more than $7.3 million by 2006-07.



Exhibit 3
Summary of Net Savings
TSPR Review of Wilmer-Hutchins Independent School District

Y ear Total
2002-03 Initial Annual Net Savings $938,021
2003-04 Additional Annual Net Savings $1,604,799
2004-05 Additional Annual Net Savings $1,887,176
2005-06 Additional Annual Net Savings $1,507,314
2006-07 Additional Annual Net Savings $1,525,404
One Time Net (Costs) Savings ($132,592)
TOTAL SAVINGS PROJECTED FOR 2002-07 $7,330,122|

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

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



EXECUTIVE SUMMARY

Summary of Costs and Savings by Recommendation (Exhibit 4)

Exhibit 4

Summary of Costs/Savings Recommendations

Recommendation

2002-03

2003-04

2004-05

2005-06

2006-07

5-Year
(Costs) or
Savings

OneTime
(Costs) or
Savings

Chapter 1: District Organization and M anagement

1

Request a Texas
Education Agency
master to oversee
the district and
ensure compliance
with state law.

p. 31

($78,780)

Track board
member training
and develop
sanctions to ensure
compliance with
state requirements
for continuing
education. p. 34

Change the
election of threeto
five board
positions to single-
member districts.
p. 36

Designate a staff
person to develop,
review and update
board policies and
disseminate policy
information to the
public. p. 37

Develop and
implement a Board
Code of Condiict

($2,000)

($2,000)

($2,000)

($2,000)

($2,000)

($10,000)




and provide
communication
training. p. 41

Prepare more
detailed board
minutes and
improve the report
format. p. 43

Develop an
organizational
structure to reflect
alogica alignment
of duties and
adequate span of
control. p. 45

Create an in-house
counsel position
requiring
experience in labor
and school law to
assist the board
with governance,
compliance,
litigation and the
devel opment of
policiesand
procedures. p. 49

$80,053

$95,996

$113,533

$289,582

Adopt a policy to
request and
analyze proposals
for outside legal
services every
three years through
formal agreements.
p. 51

10

Designate an
individual to
maintain the
district's records
and document the
procedure for
information
requests. p. 53




11

Form a strategic
planning
committee with
broad
representation
from the district
and community to
develop the
district's strategic
plan and overhaul
the district and
campus
Improvement plans
processes. p. 60

($1,500)

($1,500)

($1,500)

($1,500)

($1,500)

($7,500)

12

Document
budgeting
priorities,
procedures and a
calendar and
contract for
specific board
member training.
p. 64

($4,950)

($4,950)

($4,950)

($4,950)

($4,950)

($24,750)

13

Create a
coordinator of
Community
Involvement
position to act as a
liai son between
centra
administration and
campus staff, and
between the
district and the
community. p. 70

($43,092)

($43,092)

($43,092)

($43,092)

($43,092)

($215,460)

14

Implement creative
methods to involve
parents. p. 72

$0

$0

$0

$0

$0

$0

15

Develop a system
to manage media
relations that
identifies positive
events that should
be renorted to local




media. p. 73

Totals-Chapter 1

($51,542)

($51,542)

$28,511

$44,454

$61,991

$31,872

($78,780)

Ch

apter 2: Educational Service Delivery

16

Fill the vacant
director of
Curriculum and
Instruction position
and create a
districtwide
organizational
Curriculum and
Instruction
responsibilities
roster. p. 88

17

Develop a
comprehensive
curriculum plan
and add curriculum
guides. p. 92

($49,000)

($49,000)

($49,000)

($247,000)

18

Use student
achievement data,
including course
grades and
achievement test
scores, to identify
student and teacher
needs and improve
student
performance.

p. 101

19

Develop strategies
to increase the
number of students
taking college
entrance exams.

p. 104

20

Add athird-year
foreign language
course to the high
school master
schedule, and hire
a lanaiiane teacher.

($42,360)

($42,360)

($42,360)

($42,360)

($42,360)

($211,800)




p. 105

21

Develop aformal
program eval uation
plan, process and
schedule including
use of a consistent
report format.

p. 107

($14,400)

($14,400)

($14,400)

($14,400)

($14,400)

($72,000)

22

Train teachersin
the
interrelationships
among TEKS,
TAKS, nationa
and local
standards,
curriculum guides,
school reform
initiatives, student
assessments and
data analysis.

p. 110

23

Examine specia
education referral
and identification
methods and
incorporate more
effective strategies
into the Student
Support
Committee
process. p. 115

24

Fully participate in
Medicaid
reimbursement
programs. p. 117

$49,951

$49,951

$49,951

$49,951

$49,951

$249,755

25

Restructure the
compensatory
education program,
and incorporate
specific plansinto
district ard campus
Improvement
plans. p. 121




26

Implement a high-
quality bilingual
education program.
p. 125

($191,444)

($191,444)

($191,444)

($191,444)

($191,444)

($957,220)

($4,000)

27

Fully implement
the Texas Sate
Plan for the
Education of
Gifted/Talented
Sudents p. 127

($7,500)

($7,500)

($7,500)

($7,500)

($7,500)

($37,500)

$0

Totals-Chapter 2

($254,753)

($254,753)

($254,753)

($205,753)

($205,753)

($1,175,765)

($4,000)

Ch

apter 3: Human Resour ces M anagement

28

Implement staffing
alocation formulas
and reduce the
number of central
administrator and
educational aide
positions. p. 135

$348,944

$695,859

$695,859

$695,859

$695,859

$3,132,380

29

Update all
employee job
descriptions. p.
137

30

Create aformal
staffing plan that
includes a system
for tracking
staffing allocation
and student
enrollment, staff
turnover, reasons
for leaving and
other key
measures. p. 139

31

Increase
professional
requirements for
Human Resources
Department
employees. p. 141

32

Create and

8|8

8|8

8|8

8|8

8|8

8|8

8|8




implement a
recruiting and
retention plan to
decrease the
number of nor
certified teachers.
p. 147

33

Create and
implement a staff
development plan
that includes
instructional and
noninstructional
staff. p. 148

Review and update
personnel policies.
p. 150

35

Removeillegd
requests for
information from
all applications.
p. 152

36

Revisethe district's
at-will policy to
include all
personnel except
those positions
required to be
under contract by
law and those
positions
designated as key
personnel. p. 153

$0

$0

$0

$0

$0

$0

Totals-Chapter 3

$348,944

$695,859

$695,859

$695,859

$695,859

$3,132,380

8|8

Ch

apter 4: Facilities Use and Management

37

Develop a
comprehensive
long-range
facilities master
plan. p. 160

$0

$0

$0

$0

($11,550)

38

Combine four

8|8

8|8

$202,324

$202,324

$202,324

$606,972

$0




existing
elementary schools
into three and
adjust attendance
boundaries. p. 163

39

Apply for the
Quadified Zone
Academy Bond
(QZAB) program
to enable
renovations at
existing schools
and for new school
construction.

p. 166

Privatize the

mai ntenance and
grounds functions
with the exception
of afew multi-
purpose

mai ntenance staff.
p. 171

41

Implement an
automated system
to manage work
orders. p. 173

42

Apply amodified
industry standard
of at least 17,000
square feet per
custodian across
all schools. p. 174

$65,104

$65,104

$65,104

$65,104

$65,104

$325,520

Develop a
comprehensive and
mandatory training
program for
custodial staff.

p. 175

($4,496)

($4,496)

($4,496)

($4,496)

($4,496)

($22,480)

Usethe
LoanSTAR
program to identify
and finance enerav




retrofits. p. 178

Institute an energy
awareness
campaign at each
school. p. 179

$1,460

$1,460

$1,460

$1,460

$1,460

$7,300

$0

Totals-Chapter 4

$62,068

$62,068

$264,392

$264,392

$264,392

$917,312

($11,550)

Ch

apter 5: Asset and Risk Management

46

Restructure the
bank depository
agreement and
sweep combined
daily balances into
overnight
investments. p. 189

$16,172

$16,172

$16,172

$16,172

$16,172

$80,860

a7

Combine all
activity fund bank
accounts into one
interest bearing
account. p. 190

$1,190

$1,190

$1,190

$1,190

$1,190

$5,950

($500)

Establish a
committee to
manage the
transition to the
state health plan.
p. 196

49

|dentify workers
compensation
claims by worker
classification and
develops strategies
to reduce claims.

p. 199

50

Cancel the
premium finance
agreement and pay
Insurance
premiums in full
when they are due.
p. 201

$1,170

$1,170

$1,170

$1,170

$1,170

$5,850

51

Establish policies
and procedures to




classify items with
aunit cost of
$5,000 or more as
fixed assets and
those with a unit
cost of $500 or
more as inventory
items. p. 204

52

Assign individual
accountability for
fixed asset custody
to principals and
department heads
in WHISD. p. 205

53

Hire a consultant
to update the
digtrict's fixed
asset database and
perform an annual
physical inventory.
p. 206

($3,500)

($3,500)

($3,500)

($3,500)

($3,500)

($17,500)

Establish board
policy addressing
accountability for
district property
and prosecute
persons found with
stolen district
property. p. 208

$0

$0

$0

$0

$0

$0

Totals-Chapter 5

$15,032

$15,032

$15,032

$15,032

$15,032

$75,160

($500)

Chapter 6: Financial Management

55

Establish clear
lines of
responsibility and
institute internal
control procedures
in the Business
Services
Department. p. 222

($66,528)

($72,576)

($72,576)

($72,576)

($72,576)

($356,832)

56

Establish an
organized accounts
pavable filina

$0

$0

$0

$0

$0

$0




system p. 224

57

Cross-train
accounts payable
and payroll
processing
personnel. p. 225

58

|dentify the
district's financial
constraints and
budgetary goals for
the next five years.
p. 230

59

Establish aFinance
Committee to
provide the board
with detailed
financial reports
that compare
actual versus
budgeted revenues
and expenditures
every month.

p. 231

60

Conduct actuarial
studiesto
determine potential
liabilities and
appropriate reserve
levels. p. 235

($8,000)

61

Close the Tax
Office and enter
into an interlocal
agreement with
Dallas County to
collect the digtrict's
property taxes.

p. 238

$252,652

$506,510

$506,510

$62,258

$62,258

$1,390,188

62

Execute awritten
contract with the
delinquent tax
collection attorney.
p. 241




63

Establish written
procedures to
monitor the
district's responses
to the externd
auditor's
recommendations.
p. 245

Hire an interna
auditor to report
directly to the
Board of Trustees.
p. 246

$0

$0

$0

$0

$0

$0

Totals-Chapter 6

$186,124

$433,934

$433,934

($10,318)

($10,318)

$1,033,356

($8,000)

Chapter 7: Purchasing

and War ehousing

65

Develop and
Implement
purchasing
procedures that
include a system of
internal controls.

p. 257

($500)

(3500)

($500)

($500)

($500)

($2,500)

66

Develop
procedures to
comply with state
purchasing laws
and hold
department
managers and
purchasing staff
responsible for
compliance. p. 261

67

Develop an
implementation
plan for the
conversion to the
Region 10
automated
purchasing system.
p. 263

$0

$0

$0

$0

$0

$0

68

Close the district's
subblv warehouse

$113,003

$113,003

$113,003

$113,003

$113,003

$565,015




and order supplies
on ajust-intime
basis. p. 264

69

Establish a
contracting process
and assign a staff
member in the
Business Office to
monitor vendor
compliance. p. 267

70

Develop
contracting
standards for
construction
contracts. p. 268

71

Develop a
textbook ordering
and management
system. p. 270

72

Develop and
implement a
districtwide
textbook
accountability
system and hold all
schools
accountable for
lost textbooks.

p. 271

$34,157

$34,157

$34,157

$34,157

$34,157

$170,785

($6,475)

Totals-Chapter 7

$146,660

$146,660

$146,660

$146,660

$146,660

$733,300

($6,475)

Ch

apter 8: Computers

and Technology

73

Develop a coherent
plan to pursue
outside funding
sources including
federa, state and
local grants and
funds from local
businesses and
private
foundations. p. 278

$216,415

$216,415

$216,415

$216,415

$216,415

$1,082,075




74

Develop and test a
disaster recovery
plan and create
written backup
procedures. p. 281

75

Reorganize the
Technology
Committee to
develop and
implement a
formal technology
plan. p. 283

76

Establish
districtwide
policies and
procedures that
require al
technology
purchase
requisitionsto
have the written
approval of the
Technology
Department. p. 285

77

Develop a
districtwide
process for
managing the
hardware
inventory. p. 288

78

Electronically
track al technical
support requests
and response times
to improve
efficiency and
effectiveness of
technical support.
p. 289

79

Develop written
standards for
persona
computers. p. 290




Totals-Chapter 8

$216,415

$216,415

$216,415

$216,415

$216,415

$1,082,075

$0

Ch

apter 9: Student Transportation

80

Issue Request for
Proposals to
outsource student
transportation.

p. 306

$85,982

$85,982

$85,982

$85,982

$85,982

$429,910

81

Implement a
performance-
monitoring
program to
measure
accomplishments
and identify areas
for improvement.
p. 312

82

Develop a
procedure for
evaluating routes
and scheduleson a
periodic basis and
redesign routes and
schedules where
indicated. p. 314

83

Expand the driver
and monitor
training programs,
and perform
annual driver
evaluations. p. 316

($4,253)

($4,253)

($4,253)

($4,253)

($4,253)

($21,265)

Develop and
implement a
procedure to
identify vandals
and recover
damage costs.

p. 318

$6,972

$6,972

$6,972

$6,972

$6,972

$34,860

85

Use dispatch and
radio equipment to
track driver
performance and
on-time




performance and
develop procedures
for radio usein
emergencies.

p. 320

86

Adopt along-range
vehicle
replacement plan.
p. 322

87

Establish aformal
preventive

mai ntenance plan
that uses a calendar
schedule. p. 324

88

Scheduletraining
for, and
implement, the
Vehicle
Maintenance
Information
System. p. 325

$0

$0

(%1,407)

Totals-Chapter 9

$88,701

$88,701

$88,701

$88,701

$88,701

$443,505

($1,407)

Ch

apter 10: Food Services

89

[dentify all
students eligible
for free and
reduced-price
meals. p. 335

$124,425

$124,425

$124,425

$124,425

$124,425

$622,125

90

Eliminate
operational barriers
and implement
new programs to
increase med
participation.

p. 339

91

Compileand
distribute monthly
financial datato all
cafeteria managers.
p. 341

92

Use Al of the

8|8

8|8

8|8

8|8

8|8

3|8

3|8




features of the
point-of-sale
system to generate
the reports that are
necessary to
evaluate the
department. p. 342

Totals-Chapter 10

$124,425

$124,425

$124,425

$124,425

$124,425

$622,125

Ch

apter 11: Safety and Security

93

Position law
enforcement
officersin plain
sight of all
students, staff and
parents. p. 352

94

Require al staff to
wear picture
identification
badges, provide a
numbered visitor
badge for all
district visitors and
post check-in signs
in plain sight.

p. 353

($8,053)

($553)

($8,6006)

95

Re-key the district
locks and establish
adistrict policy
and a set of
procedures
designed to track
al district keys.

p. 356

($8,935)

96

Eliminate
outstanding safety
hazards to improve
district safety.

p. 358

($12,945)

97

Establish atruancy
management plan
addressing truancy,
attendance and

$64,000

$128,000

$128,000

$128,000

$128,000

$576,000




dropout prevention
and raise the
district's
attendance rate to
94 percent. p. 362

98

Provide the
truancy officer
with online access

and spreadsheet
applications to
track truancy
statistics. p. 364 $0 $0 $0 $0 $0 $0 $0
Totals-Chapter 11|  $55,947| $128,000| $128,000| $127,447| $128,000 $567,394 ($21,880)
Gross Savings $1,381,597 | $2,046,370 | $2,328,747 | $1,900,438 | $1,917,975| $9,575,127 $0
Gross Costs ($443,576) | ($441,571) | ($441,571) | ($393,124) | ($392,571) | ($2,112,413) | ($132,592)
Net Total $938,021 | $1,604,799 | $1,887,176 | $1,507,314 | $1,525,404 | $7,462,714 ($132,592)‘
Total Gross Savings $9,575,127‘
Total Gross Costs ($2,245,005)

Net

$7,330,122




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

This chapter of the report reviews the organization and management of the
Wilmer-Hutchins Independent School District (WHISD) in four major
sections:

A. Governance

B. District Management

C. Planning and Evaluation
D. Community Involvement

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

The superintendent, as the chief executive officer of the district,
recommends the staffing levels and the amount of resources necessary to
accomplish the board's goals. The superintendent is also resporsible for
reporting management information to the board, making sure the district is
accountable for its performance against established goals. District
managers and staff are responsible for managing the day-to-day
implementation of the policies and plans approved by the board and for
recommending modifications to ensure the district operates efficiently and
effectively.

BACKGROUND

WHISD was created in 1928 through a consolidation of four independent
school districts: Christian Valley, Hutchins, Wilmer and Patrick. In 1966-
67 and 1967-68 racial integration of WHISD schools occurred and over
the course of the 1970s the African-American population of the district
increased so that the once predominantly Anglo district was
predominantly AfricanrAmerican by 1980. In the late 1970s, afederal
court order issued by Judge Barefoot Sanders increased the district's
population by ruling that South Dallas students were required to enroll in
WHISD.

WHISD serves 3,283 students. According to the Texas Education
Agency's (TEA) Public Education Information Management System
(PEIMS), in 2000-01, 73.9 percent of the district's students are African
American, 20.7 percent are Hispanic, 5.1 percent are Anglo and 0.3



percent were of other ethnicities. Nearly 72 percent of the district's
students are economically disadvantaged, and 9 percent have a limited
proficiency in English.

The district boundaries of WHISD include two small cities, a portion of
Dallas, one of the nation's largest cities and a small portion of two
additional cities. Hutchins is a small town with a population of 2,805
people over 8.6 square miles. Wilmer has a population of 3,393 over 6.2
sgquare miles. WHISD boundaries also include a portion of Ferris, acity of
2,187 and over 3.1 square miles and Lancaster, a mid-size city of 26,270
over 29.2 sguare miles. In contrast, Dallas is a city with a population of
more than 1 million covering more than 384.7 square miles.

WHISD has a troubled history of mismanagement over the last 20 years,
numerous lawsuits and grievances, high turnover of superintendents,
teachers and staff and a high degree of animosity and mistrust among
board members and between the board and the community. The lack of
progress made by the district was evident in the September and October
2001 board meetings in which school board members made derogatory
comments about specific district staff members and teachers. The
organization of the district isin chaos. There is no organizational structure
to the central administration and many staff members do not know what
their titles or responsibilities are.

TEA has intervened in the district numerous times over the course of its
history. Exhibit 1-1 summarizes those interventions:

Exhibit 1-1
History of TEA Involvement with WHISD
1982-2001
Month/Y ear Action
1982 Reduction of accreditation status from Accredited to Accredited
Warned, and the district received a financial monitor. A financial
monitor is an advocate experienced in financial management and
without authority to circumvent that of the district's board.
1985 The financialmonitor was removed from the district, and
accreditation status was raised from Accredited Warned to
Accredited Advised.
1987 Accreditation status was raised from Accredited Advised to
Accredited.
January 1987 | No accreditation status changes and no intervention occurred, but
to March 1996 | in 1993 specific actions on dropouts were required of the district

due to the district's hiah drobout rate. In 1995. a follow-up




accreditation visit focused on financia planning, school
governance and district-level planning and decision making to
improve student performance at two schools, one of which was
rated low-performing for the third consecutive year. School
governance problems were cited during this 1995 accreditation
visit aswdll.

1996

A preliminary report focusing on financial practices, school
governance and accreditation lowered the district's accreditation
status to Accredited Warned and announced that a monitoring
team would be assigned when the report became final, and that
pre-clearance from the U.S. Justice Department would be sought
to assign a management team to the district. The Commissioner
of Education assigned a monitoring team to the district. The
Justice Department granted pre-clearance for TEA to assign a
management team to the district. The agency elevated the
monitoring team to a management team. A management team or a
master provides the district with an experienced advocate or set
of professionals possessing necessary manageria skills and
knowledgesable in school district governance, financial
management and education and with the authority to make
decisions for the district without board approval. Later in the
year, the commissioner diminished the management team's
involvement in the district, and the management team wrote to
the district encouraging improvement in communication among
members of the governance team.

1997

The management team wrote to the district reprimanding the
Board of Trustees for its behavior. The management team
submitted its 90-day report detailing progressin six areas of
responsibility. The commissioner raised the status of the district
to Academically Acceptable and requested that the district submit
a management plan to TEA to ensure long-term stability of the
district. Following approval of the plan, an orderly exit of the
management team would be discussed.

1998

The district responded with an outline of its management plan.
The commissioner wrote to the district, listing four conditions
that had to be met before the management team would be
removed. One of the TEA managers, Stan Lawrence, resigned
from the assignment in February and began work as
superintendent of the district in April. School governance
problems resurfaced in early Fall, but the Commissioner of
Education removed the management team from the district in
November.

1999

A District Effectiveness and Compliance (DEC) visit to the
school cited numerous comnliance issues. but a report of the




follow-up visit to "observe conditions subsequent to the removal
of the management team" recommended the discontinuation of
observation of the district. A report indicated that severa students
had skipped school during the TAAS test, according to the Dallas
News. TEA sent representatives to monitor the TAAS at an
elementary school as part of an investigation into possible test
tampering.

2000

An on-site evaluation revealed multiple governance issues. A
class-size waiver did not receive approval for the eleventh
consecutive semester, but the district received notification to
initiate changes to comply with state law. The report of an on site
school governance investigation in February 2000 indicated
disagreements between the board and the superintendent, Stanton
Lawrence. The report required TEA presence at every regular
board meeting for 120 days following the date of the report. A
review by the School Financial Audits Division of the district's
1998-99 Annual Financial Report indicated discrepancies. A
letter from the Commissioner of Education to the board president
expressed concerns about the climate at board meetings and the
financial management of the district. The district submitted
corrective action documentation in response to the January 2000
DEC visit. The materia submitted was deficient.

The chairperson of the January 2000 follow-up visit to the district
documented his efforts to obtain appropriate corrective action
documentation from the district and the district's inadequate
response. TEA's Specia Data Inquiry Unit (SDIU) investigated
student leaver documentation because of poor data quality.
Student leavers are students who are no longer attend district
schoals.

2001

The ontsite accreditation review sent the district the report of
low-performing schools from December 2000. A report from the
March 2001 follow-up vist found that six indicators in Special
Education were noncompliant. The Dallas County District
Attorney's Office advised the district of complaints received over
several years about alleged illegal conduct by district personnel.
The letter requested periodic reports and documentation that new
policies are implemented and progress is made. TEA assigned an
educational monitor to the district in December 2001 to provide
guidance to the low performing Kennedy-Curry Middle School
and to the district's special programs. As of the release of this
report, the educational monitor is still assigned to the district.

Source: Texas Education Agency (TEA), Chronology of Events, October
2001 and TEA, December 2001.




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

This chapter of the report reviews the organization and management of the
Wilmer-Hutchins Independent School District (WHISD) in four major
sections:

A. GOVERNANCE

WHISD's Board of Trustees consists of seven members. Trustees serve
three-year terms on arotating basis. All members are elected at-large.
Exhibit 1-2 lists the board members, appropriate titles, their term
expiration dates, years of board member service and professional

experience.
Exhibit 1-2
WHISD Board of Trustees
2000-01
Full Years of
Board Term Service
Member Title Expires| asof October 2001 Occupation
Joan Bonner | President | 2003 6 years Nurse for Juvenile
Center
AnnWaker |Vice 2004 4years Busdriver for
President church and day care
teacher
LunitaWhite |Secretary |2002 21 years Retired, Lottery
Commission
G.Virginia |Assistant 2004 |5 months Retired
Hill Secretary
Luther D. Member 2003 8 years (except for 8 | Consultant
Edwards |11 months due to
contested eection
results)
Eddie Member 2002 17 years Retired, School
Washington Administration
Lamar Member 2002 9years DISD Teacher;
Walton Reverend

Source: WHISD Superintendent's Office, October 2001.



Regular board meetings are held on the second Monday of each month at
7:30 p.m. in the boardroom of the WHISD Administrative Building at
3820 East Illinois Avenue. The board also holds special meetings called
for avariety of reasons, sometimes within one week of aregular meeting.
The public has an opportunity to provide comments at each of these
meetings. Individuals are strictly limited to three minutes to address the
board, and they must wait for the board to come to the agendaitem on
which they wish to comment.

The superintendent and board president create the agenda for each
meeting. A board member who wants to request an agenda item notifies
the board president, and any staff person who wants to request an agenda
item contacts the superintendent who then decides whether or not to add
the item. The attorney who is on retainer for the district then receives the
agenda, but that purpose remains unclear. The meeting notice is posted in
the administration building 72 hours before the meeting as required by
law. Many district staff were unable to identify additioral locations where
meeting notices are publicly posted. The TSPR review team later received
aresponse from the district that the notice is posted in several local
grocery stores and at all school campuses. The district no longer posts
notices of meetings in the newspaper because of the cost.

FINDING

The board does not consistently follow provisions of state law. Section
26.06(8)- (e) of the Tax Code requires that a public hearing on a tax
increase be held and requires seven days advance public notice by
publishing notice of the meeting in the newspaper. WHISD held such a
meeting on August 13, 2001, and although the posted notice of a specia
board meeting to have a public hearing on the 2001-02 tax rate is dated
August 10, 2001, WHISD also provided an affidavit that notice of the
meeting was published in the Dallas Morning News on August 3, 2001.
The Tax Code also requires, however, that "the meeting to vote on the
increase may not be earlier than the third day or later than the 14th day
after the date of the public hearing." The entire WHISD public hearing to
increase the tax rate took 24 minutes, from a call to order at 7:55 p.m. until
adjournment at 8:19 p.m. The board then adopted the increase during a
regular meeting the same evening in violation of the Tax Code
requirement to wait at least three days for a vote.

The WHISD Digtrict Advisory Committee (DAC) has not met from
August 2001 through October 2001, nor identified its members. In
addition, in 2001 the board allowed all schools but one to submit Campus
Improvement Plans (CIPs) developed by site based decision-making
(SBDM) committees that included only school employees and no
members of the community. These omissions are in violation of section



11.251(b) of the Texas Education Code, "Planning and Decision-Making
Process," which requires that the board establish a procedure under which
meetings are held regularly by district- and campus-level planning and
decision making committees that include representative professional staff,
parents of students enrolled in the district and community members,
including business representatives. The board, or the board's designee, is
also required to meet periodically with the district-level committee to
review the committee's deliberations.

In addition, section 551.071 of the Government Code, " Consultation With
Attorney; Closed Meeting," states that "a governmental body may not
conduct a private consultation with its attorney except: (1) when the
governmental body seeks the advice of its attorney about: (A) pending or
contemplated litigation; or (B) a settlement offer; or (2) on amatter in
which the duty of the attorney to the governmental body under the Texas
Disciplinary Rules of Professional Conduct of the State Bar of Texas
clearly conflicts with this chapter.” During the WHISD board meeting on
October 8, 2001, the board discussed and approved the attorney's contract
in closed executive session with the attorney present. The signed contract
was produced after this meeting, but the board took no action once they
reconvened in open session to adopt the attorney's contract.

WHISD board policy cites an attorney general opinion stating, "the Board
shall not hire as an independent contractor for personal services an
individual who is related to a Trustee within a prohibited degree” (Atty.
Gen. Op. DM-76; 1992). A board member told the review team that an
individual contractor who has received significant sums of money from
the district is married to the granddaughter of a board member. State law
prohibits the hiring of the spouse of a board member's grandchild as an
independent contractor. The two individuals are related within a prohibited
degree, as stated in section 573.002 of the Government Code.

A public official who hires an individual related to a board member
disregarding the family relationship limitations as designated in law must
be removed from office, as stated in section 573.081 of the Government
Code. In asimilar case described in the Attorney General's handbook,
"Public Officers. Traps for the Unwary,” members of the board of
directors of a municipal utility district who voted to appoint the spouse of
one of the directorsto a paid position with the district violated section
573.041 of the Government Code and were subject to removal from office
(Tex. Atty. Gen. Op. JC-184 (2000) at 2, citing Texas Gover nment Code
section 573.081 (Vernon 1994)). These members were also subject to a
criminal conviction for official misconduct and a fine of between $100
and $1,000 (Ibid., citing Texas Government Code section 573.084 (Vernon
1994)). The members of the WHISD board who approved the contract
with this independent contractor could be removed for this violation.



The review team was unable to determine if there are additional nepotism
issues in the district since the district was not able to produce copies of
anti-nepotism statements signed by board members despite repeated
requests for them. One board member independently submitted copies of
his completed anti- nepotism questionnaire from the district's auditors.

Many districts use an attorney to ensure compliance with state law.
WHISD has an attorney who receives each board meeting agenda in
advance and is present at board meetings. This arrangement has not
prevented the board, however, from acting in apparent violation of these
provisions of state law.

According to section 39.131 of the TEC, the commissioner of Education
has the authority to assign a monitor, master, management team or board
of managersto adistrict asalevel of state intervention and sanction and
appropriately charge the costs of this assignment to the district. WHISD
currently has a monitor assigned as previously mentioned. A master or
management team may direct actions to be taken by a campus principal,
the superintendent or the board. Additionally, a master or management
team has the authority to approve or disapprove any action of a campus
principal, the superintendent or the board. "A board of managers may
exercise al of the duties assigned to a board of trustees of a school district
by law, rule, or regulation” (TEC section 39.131(f)). TEA has historically
assigned a monitor, master or management team to Texas school districts
experiencing difficulties in board governance, financial management and
education service delivery until the district requiring assistance can
demonstrate improvements in the areas of need.

Recommendation 1;

Request a Texas Education Agency master to overseethedistrict and
ensur e compliance with state law.

The digtrict has had a TEA management team or a group of mastersin its
history and may require this level of assistance from TEA again. The
district should request a master from the Commissioner of Education to
help the district comply with state law and refocus the entire direction of
the district on the implementation of law to the ultimate goal of improved
student education. The master could also help the district implement the
recommendations in this review and improve the management of the
district in the areas of governance, financial management and student
performance.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The hnard hnlds 2 meeatinn tn nronnse and annrnve the April 2002




digtrict's official request for a TEA master.

2. | The superintendent and board president send a letter to the | May 2002
Commissioner of Education to request a master.

3. | The board and superintendent work under the supervision of | Beginning in
amaster. June 2002

FISCAL IMPACT

The district must pay a master $50 per hour not to exceed $400 a day plus
expenses at the state rate currently set in 2002 to $80 per day for lodging
and $25 per day for meals at atotal cost of $505 per day. The district has
one board meeting per month but calls, on average, one additional special
meeting per month. The master should attend each board meeting as well
as aminimum of 10 additional days in the district per month for the first
six months of assignment for a cost of $36,360 (12 x $505 = $6,060 x 6 =
$36,360). The master should then reduce total number of daysin the
district per month to eight including attendance at board meetings for the
following six months for atotal cost of $24,240 (8 x $505 = $4,040 x 6 =
$24,240). After one year, the master should reduce total number of daysin
the district to six per month including attendance at board meetings for the
remaining six months assuming the commissioner continues to authorize
the intervention at a cost of $18,180 (6 x $505 = $3,030 x 6 = $18,180).
All of this expense is shown in the first year, athough a portion of the
expense will be incurred in 2001-02.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 2006-07‘

Request a Texas Education
Agency master to oversee the
district and ensure compliance
with dtate law.

($78,780) $0 $0 $0 $0

FINDING

The district does not track continuing education hours for board members.
Despite repeated requests from TSPR, the district did not produce
evidence that al of their board members completed the minimum number
of hours of continuing education required by law; however, records were
independently obtained to document these hours. The superintendent said
that he did not have the required code needed to access the Texas
Association of School Boards (TASB) records of training because of
changes in support personnel. One board member submitted his TASB
Board Member Continuing Education Report independently, and that
documentation showed that he completed 31.75 hours of training in 1998-



99, 48.5 hours in 1999-2000 and 12.25 hours in 2000-01. The Regional
Education Service Center X (Region 10) reported that only one board
member attended training in 2001, and it was a three-hour new board

member training session.

The State Board of Education's (SBOE) requirements for hours of in-
service training for new and experienced board members are presented in
Exhibit 1-3. State law (TEC 7.102 (c¢) 7) grants the SBOE the authority to
provide and require training for school district boards. According to the
Texas Administrative Code (Title 19, Part 11, Section 61.1), the SBOE
requires that new board members attend a minimum of 16 hours of in-
service training for the first year. Experienced board members, like all
members of the WHISD board but one, should receive eight in-service
training hours annually and should attend a legidative update session to
maintain their understanding of Texas education requirements.

Exhibit 1-3

Overview of Continuing Education Requirements
For School Board Members

Type of First Year Experienced
Continuing Education Board Member Board Member
Local Disgtrict Orientation Required within 60 Not required
days of election or
appointment; No
specified length
Orientation to the Texas three hours Not required
Education Code
Update to the Texas Education Incorporated into After legidative
Code Orientation to the session: of sufficient
Texas Education Code | length to address

major changes

Team-building

Session/A ssessment of
Continuing Education Needs of
the Board- Superintendent Team

At least three hours

At least three hours

Additional Continuing Education,
based on assessed need and
Framework for School Board
Development

At least 10 hours

At least five hours

Total Minimum Number of
Hours

16 hours, pluslocal
district orientation

eight hours, plus
update




Source: Texas Administrative Code, Title 19, Part |1, Section 61.1.

Exhibit 1-4 provides alisting of cortinuing education hours completed by
WHISD's board members for 1998-99 through January 2002 as reported
by Region 10 and TASB.

Exhibit 1-4
Continuing Education Hour s Attended by WHISD Board Members
Board Member Continuing Education Hours
1999-2000 | 2000-01 | 2001-02
Joan Bonner 38.25 16.25 5.00
Ann Walker 36.75 27.00 | 500 |
Lunita White 32.25 15.00 0.00 ‘
G. Virginia Hill N/A 9.50 5.00
Luther D. Edwards 111 45.50 12.25 5.00
Eddie Washington 6.00 14.00 | 0.00
Lamar Walton 45.00 16.25 5.00
Total Hours 203.75 | 110.25 | 25.00
Average Hoursper Member | 29.11 15.75 3.57

Source: Texas Association of School Boards, January 2002 and Regional
Education Service Center X (Region 10), 1999-2000.

Exhibit 1-5 showsthe training hours attended by board members of the
three peer districts identified by WHISD.

Exhibit 1-5
Continuing Education Hour s Attended by Peer District Board
Members
LaMarquelSD Lancaster 1SD DeSoto | SD

Board Member
Training Hours

Board Member
Training Hours

Board Member
Training Hours

1999-2000 | 2000-01 | 1999-2000 | 2000-01 | 1999-2000 | 2000-01
1485| 176.3 12.0 5.0 22.8 40.0
137.3| 1855 3.0 5.0 58.0 79.5




20.3| 348 180, 120 180, 180
255  46.0 6.0 2.0 101.3| 104.3
204.8| 2405 6.0 3.0 725| 725
258| 523 233| 130 51.3| 283
133.0| 147.8 0.0 9.3 230| 478
N/A N/A N/A N/A 90.3 98.0 \
695.20| 883.2 68.3| 49.3 437.2| 4884

Source: La Marque 1SD superintendent's Office; Lancaster 1SD
superintendent's Office; DeSoto 1SD board secretary, October 2001.

Karnes City I1SD prioritizes board member training and accurately
maintains and updates a list of annual training hours for each board
member earned through TASB. Upon course completion, Karnes City 1SD
confirms any hours earned with TASB prior to district updates. District
administrators keep their TASB access code readily available to
authorized personnel for use with TASB's online member services.
Additionally, when training certificates are received, the district ensures
that participating board members receive a copy of the documentation for
their personal records.

Recommendation 2;

Track board member training and develop sanctionsto ensure
compliance with state requirementsfor continuing education.

The district should maintain current, accurate records for board training
and verify its datawith TASB ard Region 10 on a quarterly basis. District
records should be updated immediately to ensure compliance with law. If
board members are not completing the required hours of training, the
board should devel op sanctions accordingly.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The superintendent's secretary develops atracking system for | April 2002
recording board member training hours, by required category.

2. | The superintendent contacts the Texas Association of School | April 2002
Boards (TASB) to obtain the district's online access code and
ensures it is readily available to authorized personnel.

3. | The sunerintendent's secretarv ensures documentation is May 2002




obtained from TASB and Region 10, as necessary, to support
board member training and ensures each board member
receives a copy of training documentation for their personal
records retention.

.| The superintendent's secretary compares board member June 2002 and
training hours to TASB and Region 10 reports on aquarterly | quarterly
basis and makes necessary adjustments. thereafter

.| The superintendent's secretary prepares a quarterly report for | June 2002 and
the board identifying training hours taken and training hours | quarterly
needed during the remainder of the year. thereafter

.| The board develops sanctions for members who do not July 2002

complete the required hours of training.

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

At-large election of all board members has resulted in a perception by the
residents of several geographic areas of the district that their concerns are
not represented on the board. This perception is heightened by the troubled
history of the district, involving high turnover and several governmental
investigations, which has fostered tension and mistrust toward the school
board. The district includes the towns of Wilmer and Hutchins, a small
portion of Lancaster and Ferris, and a portion of South Dallas. Three of
these areas are not represented on the WHISD board. Two WHISD board
members reside in Hutchins and five reside in Dallas. No WHISD board
member resides in Wilmer, Lancaster or Ferris.

The 2000-01 PEIMS data shows that the WHISD student body is made up
of 73.9 percent Africanr American students, 20.7 percent Hispanic students
and 5.1 percent Anglo students. There are concentrated geographic areas
of Hispanic students within the district, however. Thisis evident in the
ethnicity of two of the district's elementary schools where Hispanics
represent a larger percentage of the student body than the district as a
whole. Located in Hutchins, C.S. Winn Elementary's student body is 47.8
percent Africarr American, 39.1 percent Hispanic, and 12.7 percent Anglo.
Located in Wilmer, Wilmer Elementary's student body is 33.7 percent
African-American, 50.2 percent Hispanic, and 15.5 percent Anglo. All
WHISD board members are Africarnt American.

TEC §11.052, " Single-Member Trustee Districts,” states that a school
board may vote that the trustees of the district come from single- member




districts. To adopt this order, the district must hold a public hearing at
which registered voters of the district have an opportunity to comment on
whether or not they favor the election of trustees. The board must publish
notice of the hearing in a newspaper that has genera circulation in the
district not later than the seventh day before the date of the hearing. The
board must adopt this order not later than the 120th day before the date of
the first election at which the election of the trustees from single- member
districts occurs.

If at least 15 percent or 15,000 (whichever isless) of the registered voters
of the school district sign a petition that they want the proposition of
sngle-member districts to be submitted to the voters, then the board must
order that the proposition be placed on the ballot at the first regular
election of trustees held after the 120th day after the petition is submitted
to the board.

Recommendation 3:

Change the election of threeto five board positions to single-member
digricts.

If the board votes to change to single- member districts, the board must
then divide the school district into the appropriate trustee districts based
on the number of members of the board that are to be elected from single-
member districts. The trustee districts must be compact and contiguous
and must be of equal population as nearly as practicable. Trustee districts
must be drawn not later than the 90th day before the date of the first
election of trustees from single- member districts. At the first election at
which the trustees are elected from trustee districts, al positions on the
board must be filled. The trustees then elected will draw lots for staggered
terms.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board posts notice in the newspaper to registered | April 2002
voters at least seven days in advance of a public
hearing for trustees of single-member districts.

2. | If there is no petition to the board to include the issue
on the ballot, the board votes to switch to single-
member districts.

At least four months
before the next school
board election

3. | The board divides the district into seven single-
member districts that are compact and contiguous and
equal in population.

At least 90 days before
the next school board
election

4. | The school hoard dection is hed to et hoard

August 2002




members from single-member districts.

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

The board's policies are not current nor do district staff and members of
the community know how to access them. The district contracts with
TASB to issue their board policies online. As part of this service, TASB
periodically develops an update of policies, which often includes legally
required changes in policy and identifies local policies that must be
changed as aresult. TASB distributes these updates in hard copy to all
districts on aregular basis, however, TASB does not revise each district's
policies online until that district's board has formally adopted the update
and communicates their decision to TASB.

WHISD is behind in this process. TASB issued Update 65 in February
2001 but has not received communication from WHISD that the board has
adopted those changes. Discussion of the item occurred in the August 13,
2001 regular meeting, but was tabled until the September 10th meeting
when it was adopted, seven months after it was issued.

In aMay 1999 audit of the district, "A Curriculum Management Audit of
WHISD," the Texas Curriculum Management Audit Center of the Texas
Association of School Administrators reviewed the district's policies by
policy number and found the vast mgjority of required policies identified
by the state, both legal and local, were missing. By September 2001, the
review team found the district's policies on the district Web site, and they
included those that had been missing. A board member said that the
previous superintendent brought several updated policies to the board;
however, before that time the board had not updated them since 1983.

Although the district's policy manual has been automated by TASB, many
WHISD managers and school leadersin the district are not aware that the
policies are available on the district's Web site. The district was unable to
tell TSPR who is responsible for updating and disseminating policies.

YdetalSD (YISD) created a process to expedite policy updates and
revisions. The district also subscribes to the TASB policy service, which
provides draft policies that respond to changes in the Texas Education
Code. Y1SD uses the updates to create its own policies.

The associate superintendent for Human Resources at Y1SD coordinates
all updates to the policy manual. When these updates affect various



functional areas within the district, the associate superintendent forwards
the update to the cabinet member responsible for revising the related local
policies. This cabinet member makes the revisions and forwards the
update to the associate superintendent to be placed in the district's policy
manual. Each update is logged usng a numbering system, date stamped
and initialed when included in the policy manual.

Recommendation 4:

Designate a staff person to develop, review and update board policies
and disseminate policy information to the public.

Updating policies and disseminating information about their Internet
access to the public and district employees should help the board become
more accountable to the public. Ensuring that local policies arein
compliance with state law should aso help increase the credibility of the
administration and the board within the community.

The district should appoint a designee to review policy and rule updates
established by the Commissioner of Education or the SBOE, facilitate
policy revisions and update the district's policy manua on aregular basis.

The district should change its Web site by moving the link to the board
policies from the board section of the site and creating Board Policiesas a
stand-alone link on the district home page. The district should publish
instructions for board policy access in its newdletter.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent appoints a staff personto | April 2002
review and update board policies.

2. | That staff person works with the April 2002
superintendent to coordinate updates to the
policies.
3. | The superintendent presents policy updates to | Begin May 2002 and
the board for adoption in atimely manner. continuing every six months
thereafter

FISCAL IMPACT
This recommendation can be implemented with existing resources.

FINDING




Communication between board members and the superintendent and self-
censorship mechanisms are ineffective causing confusion between their
respective roles. Both the board and the superintendent of WHISD are
dissatisfied with their communication. Communication between board
members and the superintendent takes place without the full board present,
so misunderstandings, gaps in information and confusion concerning
duties arise. There are no regular written reports from the superintendent
to the board. The packets of information sent to the board in advance of
meetings are often incomplete and lacking detail.

When the superintendent and the board are not communicating, funding
and programs for schools can be delayed, confusion increases over who is
responsible for what and low morale results. WHISD's history of high
turnover of superintendents and the recent selection process of the
superintendent that did not include the interim superintendent as a finalist
have contributed to an atmosphere of suspicion and distrust in the central
administration of the district.

While a school district board and administration have specific roles and
duties that should be clearly delineated, they are interdependent. In
WHISD, the board and superintendent do not function as a team nor
employ strategies to check their actions. During the TSPR review, severa
board members were suspicious of the superintendent’s actions and said
they did not believe he was giving them all the information they needed.
In one instance, a board member said the superintendent told the board he
was hiring an individual for a particular position who was later found in a
different position. The board called a number of special meetings to
discuss personnel issues, indicating a lack of trust in the superintendent's
operation of the district's day-to-day affairs. At the same time, the
superintendent does not fedl that he has gotten complete information from
the board. In one example, the superintendent stated that he did not have
all the information about the lawsuits against the district because the board
did not share it with him.

Spring I1SD's board offers a best-practice model for communication
between a board and superintendent. Since the mid-1990s, Spring ISD's
board presidents and administrators have made presentations at state and
national conferences and to other school district boards on board
management, board committees and long-range planning.

Many school districts in Texas use TASB's guides for self-policing and
use afacilitator to provide training in areas of need for the superintendent
and the board.

The Navarro ISD board of trustees developed a Code of Conduct to better
define its roles and responsibilities, to help the board function as an



effective team, to create a mechanism for members to police their actions
and to provide sanctions for those members not acting in a manner deemed
beneficial to the education of students and the goals of the district. The
Code of Conduct addresses four primary educational and ethical standards

(Exhibit 1-6).
Exhibit 1-6
Code of Conduct
Navarro | SD
Function Standard
Governance Bring about desired changes through legal and ethical

procedures, upholding and enforcing all laws, State Board of
Education rules, court orders pertaining to schools and district
policies and procedures.

Make decisions in terms of the educational welfare of all
children in the district, regardless of ability, race, creed, sex, or
social standing. These decisions will place the needs of children
above the wants of adults.

Recognize that board must make decisions as a whole and make
no personal promise or take private action that may compromise
the board. All action should take place in an officia board
meeting.

Focus board action on policy making, goal setting, planning and
evaluation and insist on regular and impartial evaluation of all
Staff.

Vote to appoint the best qualified personnel available after
consideration of recommendations by the Superintendent.

Delegate authority for the administration of the school to the
Superintendent. Board members will not engage in
micromanagement.

Conduct

Hold confidentia all matters that, if disclosed, may have an
impact on the district. Respect the confidentiality of information
that is privileged under applicable law, including closed session
agenda items.

Attend all regularly scheduled board meetings, arrive on time,
and become informed concerning the issues to be considered at
those meetings.




Make policy decisions only after full discussion at publicly held
board meetings, render al decisions based on the available facts,
and refuse to surrender judgment to individuals or special
groups.

Refrain from using board position for personal or partisan gain.

Disagree in an agreeable manner. We will not hold grudges or
guestion another board member's vote on an issue, but will
respect other views and opinions.

Be firm, fair, just and impartial in al decisions and actions.

Communication

Encourage the free expression of opinion by all board members.
Make a good faith effort to understand and to accommodate the
views of others.

Seek communication between the board and students, staff, and
al elements of the community.

Communicate to fellow board members and the Superintendent,
at appropriate times, expression of public concerns.

The board President shall make sure that persons addressing the
board follow established guidelines.

Become informed about current educational issues and seek
continuing education opportunities such as those sponsored by
state and national school board associations.

Disseminate pertinent information gained at training workshops
and conventions with the Superintendent and fellow board
members.

Source: Navarro |SD.

Navarro 1SD also has a set of standard board operating procedures that
indicate how these standards will be upheld on adaily basis. Exhibit 1-7
provides a sampling of issues addressed by these procedures.

Exhibit 1-7
Standard Board Operating Procedures
Navarro | SD

Subjects Addr essed

Developing the board meeting agenda

Member corduct during board meetings

Voting




Individual board member request for information or reports

Citizen request/complaint to individual board member

Employee request/complaint to individual board member

Board member visit to school campus

Communiceations

Evaluation of the superintendent ‘
Evaluation of the board

Criteriaand process for selecting board officers ‘

Role and authority of board members and/or board officers

Role of board executive session ‘

Media inquiries to the board

Media inquiries to individual board members
Phone calls/letters |
Response to signed letters

Required board member training ‘

Addressing issues involving your own children

Reimbursabl e expenses

Reviewing standard board operating procedures

Campaigning for election or reelection

Goal setting

Source: Navarro 1SD.

The superintendent of NISD stated that since the board's Code of Conduct
and Standard Operating Procedures have been implemented, interference
between district leadership and management has diminished and TAAS
scores have greatly improved due to the board's focus on continued
improvement of the education of the district's students.

Recommendation 5:

Develop and implement a Board Code of Conduct and provide
communication training.



The WHISD board and superintendent need to work as ateam. Role
definition is essential to successful teamwork. Once roles are established
and understood, the importance and purpose of communicating with other
team members becomes clear. The superintendent and the board should
solicit assistance from Region 10 to obtain training in communication
skills.

Members of the board should begin by developing a Code of Conduct or a
mechanism of "self-censorship” that considers all applicable federal and
state laws and guidelines regarding their roles and responsibilities.
Establishing criteria for self-evaluation would allow for objective
assessment of board member conduct, participation and performance with
regard to accomplishing district objectives. Board members that are not
participating regularly or who are performing contrary to district
established goals would be subject to sanctions including additional
training, counsealing or suspension from the board.

Once the board receives this training, it should establish "self-censorship”
guidelines and obtain additional guidance concerning governance issues
from avariety of sources. Future WHISD board meetings should include
ongoing discussions of best practices in governance. As specific
governance issues are addressed, the board should discuss specific
remedies or practices that would support effective communication. For
example, the board should establish written guidelines outlining how
citizens can properly use the district's chain of command. The board
should become involved only after all other avenues have been exhausted.

The WHISD board could benefit from examining the TASB guidelines for
self-policing and from a private facilitator. Once roles are clearly
established and the board and superintendent are communicating,
additional internal WHISD board training should focus on updating board
policy and guidelines for planning, accountability and personnel that
reflect the specifically designated roles of board members and staff.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent and the board attend joint training Completed on
inclusive of communication strategies. January 26,
2002
2. | The board obtains TASB's self-censorship guidelines, April 2002

Navarro I1SD's Code of Conduct and standard board
operating procedures and information from Spring ISD
regarding the operating relationship between their
superintendent and their board.

3. | The hoard reviews the ohtained information asaaroinina | April 2002




special meeting.

4. | The superintendent's office obtains the training schedule May 2002
from TASB and other vendors and provides those to the
board for decisions regarding future training.

5. | Board members and the superintendent attend training May 2002
sessions and use a facilitator in district meetings when and Ongoing
necessary.

6. | Board members use an evaluation instrument developed by | September
the facilitator to assess the need for additional training. 2002 and yearly

thereafter

FISCAL IMPACT

Additional costs for training and facilitators would be approximately
$2,000 each year based on a facilitator fee of $250 an hour for one eight-
hour session.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 2006-07‘

Develop and implement a
Board Code of Conduct and
provide communication
training.

($2,000) | ($2,000) | ($2,000) | ($2,000) | ($2,000)

FINDING

WHISD's board minutes lack sufficient details describing the basis for
district decisions and limit the public's ability to hold the board
accountable for their decisions. An employee of Wilmer Elementary takes
minutes at board meetings. The information included in the minutes is the
date of the board meeting, times of call to order and adjournment, votes
taken by each board member; motions made, names of individuals making
and seconding motions and resolutions.

The minutes refer to previous agendas, making it impossible to discern the
item in question unless the previous agenda is available. The minutes do
not include information on the discussions for each agenda item. An
example of WHISD board minutes is presented in Exhibit 1-8.

Exhibit 1-8
Example of WHISD Board Minutes

Excerpt from August 13, 2001, regular board meeting:




1. Consider and take action, if any, on approval of CEP contract.
Motion by Ms. Walker, seconded by Rev. Walton, to not renew the
contract with CEP.

MOTION CARRIED

2. Consider and take action, if any, on approval of John C. Ford Foundation

Program at Kennedy-Curry Middle School.

Motion by Mrs. White, seconded by Mr. Washington, to approve the John

C. Ford Foundation Program at Kennedy-Curry Middle Schooal.
MOTION CARRIED. Walker-Opposed.
3. Consider and take action, if any, on approval of Student Handbooks.

Motion by Mrs. White, seconded by Rev. Walton, to approve the Student
Handbooks for the High School, Kennedy-Curry, C.S. Winn, Wilmer and

Alta Mesa Schools.
MOTION CARRIED Walker-Opposed.

Source: WHISD board meeting minutes, August 13, 2001.

The minutes do not state whether there was any discussion, nor do they
describe the content of the discussion. Audio tapes of WHISD board
meetings are available; however, listening to an entire tape rather than
reviewing printed minutes is time-consuming and ineffective.

Many school boards include details beyond basic attendance, motions and
votes in their written board minutes giving a clear indication of any
processes applied by the board and factors considered when making
decisions. Previous agendas with relevance are attached and main agenda
items are described enabling any person not in attendance at a particular
board meeting to read the minutes and clearly discern the issuesregarding
aparticular board decision.

Recommendation 6:

Prepare mor e detailed board minutes and improve the report format.
A more detailed minutes report is necessary. The minutes should include
the title of each agenda item, and the board should provide more detail and
cross-references to create a more reader-friendly document. This will
improve the board's accountability to the community by describing each
decision thoroughly and in an organized manner.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | A digtrict emnlovee or the hnard ceeratary takes detailed hnard

Anril




meeting notes including what was said and by whom, using the tape | 2002
of the mesting if necessary.

2. | The employee or secretary assigns each agenda item a number and April
formats the report to show a clear distinction between the different 2002
agenda items and the type of item recorded.

3. | The employee or secretary includes descriptions of discussions for April
each agenda item, with particular emphasis on items that require a 2002

vote.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

This chapter of the report reviews the organization and management of the Wilmer-Hutchins
Independent School District (WHISD) in four major sections:

B. DISTRICT MANAGEMENT

FINDING

There is no defined organizational structure at WHISD. Many vacancies exist in the executive staff
roster. There is no organizational chart and many district staff members do not know their titles,
responsibilities or to whom they report. This lack of organizational structure limits the district's ability to
accomplish basic responsibilities and inhibits effective planning and budgeting. It also prohibits
accountability in the district. Unclear expectations of duties and staff have created an increased risk for
employee grievances and lawsuits. Representatives of the district told the review team that the district
faces numerous grievances and several lawsuits, although the district has been unable to produce a
comprehensive list.

The most recent organizational chart the district was able to produce was dated January 10, 2000

(Exhibit 1-9).

Exhibit 1-9

WHISD Organization Chart
As of January 10, 2000

Superirtendeant

Hureian Besources & Chief Finaneial Dhirector of Technolozy SchooliCorrumity DChrector of Research,
Stodent Services Cifficer Lthletics Services Spport Ervalmation &
Planning
Special Assistant to Schoal Principals Curriculura &
Siupetintendent for Operations (6) Instrue tinn
& Ivlanagernent

Source: WHISD Superintendent's Office, October 2001.
Note: Organization structure as under prior Superintendent.

The superintendent has made changes to the roles and positions of staff, but he has not communicated
these changes through memos, job descriptions or organization charts. He has formulated a "Draft



Proposed Reorganization Chart/Plan," dated August 1, 2001 with a note that reorgani zation will
continue throughout 2001-02. It is not clear either in the draft proposed reorganization chart nor in the
district itself who reports directly to the superintendent. The draft plan lists the school principals,
elementary and secondary curriculum coordinators and one Texas Essential Knowledge and Skills
(TEKYS) coordinator by name but does not define their responsibilities nor to whom they report. The
other positions listed in the draft chart have the following identified duties, some with individuals listed
by responsibility, some with titles and others without names or titles:

Director of Business Services. Purchasing, Bookkeeping, Payroll, Accounts Payable,
Coordinator of Transportation, Coordinator Maintenance, Coordinator Food Service,
Warehouse Supervisor, Attendance/PEIMS, Tax Office Supervisor, Specia/Hispanic
Program Coordinator, Safety/Security/Inventory Supervisor, Truancy Officer.

Director of Personnd: Health Services, Loss Control, Worker's Compensation,
Secretary, Receptionist.

Director of Instruction and Special Programs. TEKS Coordinators, Technology,
Instruction/Assessment, Categorical Programs, Staff Development, TAASTAKS,
Specia Programs (sublistings of G/T and Career and Technology), Math, Science, Social
Studies, Reading, Writing Programs, Security Coordinator, Athletic Director.

Director of Special Education: Diagnosticians, Speech Therapist, Programs, Teachers,
Staff, Secretary, Data Clerk.

Director of Alternative Programs: Alternative School, Alternative School Assistant,
Dropout Program/GED, Special Programs, Community Liaison.

The draft proposed reorganization plan includes some of the existing positions, and the superintendent
has filled some positions and left other positions empty. The district listed the following positions on a
district contact sheet: director of Personnel, director of School and Community Relations, director of
Child Nutrition, director of Special Programs, director of Transportation, director of Special Education,
director of Security, supervisor of Maintenance, District Nurse coordinator and director of Alternative
Programs.

The positions of director of Curriculum & Instruction, School Psychologist and director of Student
Services are listed as vacant. The status of filling these positions is unclear as well as the future status of
current positions not included in the draft plan.

In addition to those listed on the contact sheet, the district has a Technology coordinator and a director
of Research and Evaluation. The director of Business Services and director of Personnel have stated that
their positions are chief Financial Officer and executive director of Human Resources respectively,
although the draft proposed reorganization plan does not give these titles. The director of Business
Services relies on a consultant to the district, but the consultant has no identified areas of responsibility.

Recommendation 7:



Develop an organizational structureto reflect alogical alignment of duties and adequate span of
control.

The roles and responsibilities of the employees who report to the superintendent should represent logical
groupings of related duties. Over the next year, the district should create the organization structure
presented in Exhibit 1-10.

Exhibit 1-10
Recommended Organization Chart for WHISD

Superintendent

Creneral S ecretn
Connsel 7
L Eecords
boecictant Superintendent Principals Aboecictant Superinten dent
for Instriction - - (8 for Adm inistration
Executire Director
Aocconntability and
Inform ation 3-ystem s | mi ;
I . — Fihance & Accounting
— Special Program s — Technology — Hum an Resources
- i — Purchasin
| ftndent Sermices Research & Erahiation g
— PEIM S — Facilities & Ifaimtenance
— Instmactional Suppoert
— Comm unity Irolrem ent — Child Huafritioh Services
— Texthooks

— Transportation

Source: TSPR, November 2001.

This structure would allow the superintendent to rely on 11 employees, including principals and his
secretary, who report directly to him. The superintendent would consequently not directly managing
such alarge staff. One employeeis a a dightly lower level only because of alesser scope of
responsibility, but the direct reporting relationship is important due to the need for the district to focus
on these areas. As discussed in separate recommendations, the district should hire an in-house genera
counsel and designate a single staff member to be responsible for records management.

On the instructiona side, an assistant superintendent for Instruction should oversee special programs,
instructional support, student services and curriculum. The director of Special Programs should oversee
special education, bilingual programs, English as a Second Language programs, compensatory/Title |
funds, gifted and talented programs and alternative education. The coordinator of Student Services
should oversee the school psychologists and the school nurses; however, the position of Nurse
coordinator should be eliminated.



On the administrative side, an assistant superintendent for Administration should oversee Finance and
Accounting, Human Resources, Purchasing, Facilities and Maintenance, Child Nutrition Services and
Transportation. Security will become a part of Facilities and Maintenance.

The executive director for Accountability and Information Systems should be a new direct report to the
superintendent, overseeing Technology, Research and Evaluation, PEIM S and Community Involvement.

IMPLEMENTATION STRATEGIESAND TIMELINE

.| The superintendent develops an organizational plan and implementation timetable and June 2002
presents it to the board.

.| The executive director of Human Resources initiates the creation of new job descriptions. | July 2002

.| The director of Business Services devel ops reports to provide program and department August 2002
financia information to levels consistent with the scope of responsibility of specific
management positions.

. | The superintendent implements the organizational changes. August 2002 -
December 2002

FISCAL IMPACT

The creation of responsibilities and changes in position grades should be done without adding
administrative costs to the district. There are many positions in the district at high pay levels within
existing grades. Converting the director of Business Services to assistant superintendent of
Administration should not involve a pay raise as it reduces the areas of responsibility. The fiscal impact
of changes to central administration staff is discussed in Chapter 3, Human Resources Management.

FINDING

WHISD is defending itself against numerous lawsuits and spends a disproportionate amount of its
budget on legal fees. The district does not, however, maintain an accurate, comprehensive list of the
suits and is unable to respond to basic requests for information about the number of lawsuits pending
againgt it or the substance and status of those lawsuits.

The board renewed a three-year retainer contract in October 2001for $9,982 a month plus expenses and
10 percent annual increases in fees to an attorney who was not licensed to practice law in the state of
Texas at the time the contract was signed. WHISD staff did not check this licensure and said that they
did not consistently check professional licensures for other attorneys or other professionals who perform
duties for the district. This contract stipulates that the attorney perform the following services:

"(1) act as General Counsdl to the district and as legal advisor and legal representative to
the School Board, individual school board members, school board committees,
administrators and principals on al legal matters as the board directs, except tax
collection and workers compensation,




(2) train administrators and board on nonrenewable and termination procedures;

(3) act as an advisor to hearing panels and to the board during hearings and grievances.
Prepare and respond to correspondence on them;

(4) consultation on legal matters with the board of trustees and superintendent;
(5) consult on contracts and personnel;
(6) consult on open records requests,

(7) advise and consult board and superintendent in TEA and University Interscholastic
League matters;

(8) advise on legidative or other legal matters that may affect administrative operations
and on specia education procedures and code of student conduct. Provide copies of
legidative hills as appropriate; and

(9) attend board meetings.”

Paragraph 1 of this contract may pose a significant problem to providing the contracted services because
an attorney who represents the board as a whole might not be able to represent individual board
members, committees, administrators and principals when a corflict of interest may exist among them.

Although the attorney attends each board meeting pursuant to his contract, the review team has received
no evidence of his notification to the board of apparent violations of numerous provisions of state law.
These apparent violations include adopting a tax rate increase earlier than the third day after the public
hearing and contracting with arelative of a board member, as noted at the beginning of this chapter. In
addition, the information that the review team received indicates that the attorney has not advised all
board members of the nature of lawsuits against the district nor the requirements of the Open Records
Act, as a least one board member stated that a list of litigation pending against the district was
confidential.

In addition to the monthly retainer fee paid to this attorney, the terms of his contract include an
automatic annual 10 percent increase in fees each year over three years. The contract aso requires the
district to provide the attorney office space and computers as well as all related administrative and
support services, including telephones, office equipment, library and supplies. It is not standard practice
among school law firms to include these items in a contract. In addition, the contract obligates the
district to pay for "tuition and travel for all counsel involved in providing the services to attend
continuing education seminars and workshops." According to district records, more than one attorney
billed the district for reimbursement for attending a school law conference, including meals, airfare and
ground transportation expenses. Again, thisis not standard practice among school law firms unless the
firm was speaking on behalf of or in partnership with the district at the conference.ln addition to his own
contract, this attorney has also authorized ancillary services on the district's behalf for which the district
has paid fees. For example, the law firm forwarded bills to the district for $450 for tape transcription and
$1,520 for bodyguard services for the superintendent's secretary.



Fort Worth 1SD uses a staff attorney to control the cost of legal fees and related expenses. The staff
attorney provides direct legal support and advice to administrators and school personnel about
contractual matters, employee grievances, student discipline hearings, interpretation of board policy and
employment matters, Workers Compensation, Open Records and Open Meetings Act issues and special
education matters. The staff attorney coordinates and monitors services provided by outside legal
counsel, particularly services related to special education matters, litigation and specia legal matters
requiring outside expertise.

Some districts contact universities and use their local Regiona Education Service Centersin addition to
newspaper and website advertisements when recruiting professionals for district positions.

Recommendation 8:

Create an in-house counsdl position requiring experiencein labor and school law to assist the
board with gover nance, compliance, litigation and the development of policies and procedur es.

As soon as practically possible, the district should hire an in-house counsel to serve as general counsel to
the district. The district should require that this attorney have experience in both school law and labor
law and is knowledgeable about the requirements of school governance. This position should also
manage outside counsel on litigation matters. The in-house counsel should coordinate legal
representation, including a check of professional licensures, and monitor firms' billings to keep costs
down. The district could lower the number of court cases and further reduce costs by providing the in-
house counsal with a bonus for reducing legal fees and the number of lawsuits and grievances pending.
The digtrict should post the position with university law schools, with Region 10 and in the newspaper.

Should the stated term of the attorney contract be sustained until 2004, the district might not be able to
hire this person until that time. However, all lawful means to address the current contract should be
explored, and the district should hire an in-house counsel at the earliest opportunity.

The district should also establish a written policy and corresponding procedures to be followed for lega
representation when a conflict of interest may exist between a board member or district employee and
the board as awhole.

IMPLEMENTATION STRATEGIESAND TIMELINE

.| The superintendent and board review the contract of the current attorney to identify all Assoon as

options available to the parties under the agreement and applicable law. practically
possible

.| The superintendent works with the executive director of Human Resources to create a job April 2002
description for an in-house counsel position.

.| The superintendent creates a proposed policy and corresponding procedures to be followed April 2002
for legal representation when needed by a board member or a district employee in a conflict
of interest situation.

.| The sinerintendent nresents the in-hotise eounsdl ioh descrintion. nronnsed nolicv and May 2002




procedures to the board for approval.

5. | The board approves the job description, policy and procedures. May 2002

6. | The executive director of Human Resources posts the in- house counsel job. June 2002

7. | The superintendent and board members interview the candidates and make a selection. June - August
2002

8. | The in-house counsel begins work. gggtzember

FISCAL IMPACT

An inrhouse counsel position is estimated to cost $79,380 ($70,000 plus 13.4 percent benefits of
$9,380). The retainer contract isin effect from September 1, 2001 to September 1, 2004 and costs the
district $119,784 with a 10 percent increase each year. These savings are based on the amount the
district would pay if it renewed the contract in 2004 on the same terms. Consequently, in 2004-05, the
contract would cost the district $159,433, $175,376 in 2005-06 and $192,913 in 2006-07, consequently
savings shown are the difference between the current attorney contract and the cost of hiring in- house

counsdl.

Recommendation

2002-03

2003-04

2004-05 | 2005-06

Create an in-house counsel position requiring experiencein
labor and school law to assist the board with governance,
compliance, litigation and the development of policies and

procedures.

$0

$0 | $80,053

$95,996

FINDING

Although the district paid legal feesto at least 15 attorneys in 2000-01, the district was able to produce a
contract for legal services with only one attorney. The review has seen no documentation indicating that
the board retained each of the other attorneys or their firms. The superintendent is unclear of the specific
matters that each of these attorneys is handling for the district or if they were authorized to represent the
district. WHISD has significantly higher expenditures for legal services than its peers, as demonstrated

in Exhibit 1-11.

Exhibit 1-11

Expendituresfor Legal Servicesby WHISD and Peers
1996-97 through 1999-2000

Y ear DeSoto |LaMarque|Lancaster | WHISD |
1996-97 37,697 119,499| 135,929 | 156,313 |
1997-98 82,146 41,733 164,896

147,498 |

2006-07 |

$113,533



1998-99 78,285 52,475 54,413 | 155,119
1999-2000| 144,606 23,868 57,309 | 139,410
Totals $342,734 |  $237,575| $412,547 | $598,340

Source: TEA, PEIMS 1996-97 through 1999-2000.

WHISD has several lawsuits pending against it, but the district was unable to provide a complete list of
those suits. The average of the three peer districts annual legal expenses from 1996-97 through 1999-
2000 is $82,738. The average of WHISD's legal expenses within the same time period is $149,585

excluding fees for delinquent tax collection.

Exhibit 1-12 shows the individua firms that received payment from WHISD from 1998-99 through
2000-01, including 18 different entities and excluding a district clerk and a court reporter. The district
also included a payment to a Department of Public Safety officer and to a psychologist inits legal

expenditures.

Exhibit 1-12
WHISD Legal Expenditures by Attorney
(excluding delinquent tax collection fees)

1998-99 to 2000-01
Attorney Expenditures
2000-01 |1999-2000 | 1998-99

Miguel Saldana $2,048 $1,519

Thelmas. Clardy $376 $566| $1,078
James C. Belt $120,827 | $108,900 | $100,575
Roger S. Lenox $2,250

James Vanison, DPS Officer $100 ‘
Linda M. Abner $961

White, Hill, Sims, Wiggins $10,000 $9,561 $6,531‘
Danid A. Ortiz $5,000

William T. Hughey ($1,800) $3,600 $23,1oo\
Diana Henjum 483 $138
Walsh, Anderson $6,209 | $12,648
Ramirez & Associates $8,573 $3,000‘
Hughey and Campbell, Attorneys $1,500




Schwartz Eichelbaum $337 ‘
Mat McKool $772
Brenda H. Thompson $350
Jim Hamlin, District Clerk $570
Brenda Wall, Psychologist $1,250
Donald Hill $3,000‘
Nichols Court Reporting $270
Totals $139,762 | $139,411 |$155,119

Source: WHISD, General Ledger, 1998-99 to 2000-01 and Transaction Listing by Vendor, 2000-01.

The district cannot effectively respond to lawsuits, nor effectively evaluate the legal servicesit is
receiving, without having detailed information about those lawsuits and about the lawyers representing
the district.

Recommendation 9:

Adopt a policy to request and analyze proposals for outside legal services every threeyears
through formal agreements.

Even with in-house counsel, WHISD will require the services of outside counsel for litigation and
delinquent tax collections. The district should use its size and the amount of work it requires to negotiate
lower fees. The district should develop a process for authorizing representation by any firm, and sign a
formal contract with all law firms representing the district.

IMPLEMENTATION STRATEGIESAND TIMELINE

.| The superintendent drafts a policy to accept proposals for outside legal | April 2002
services every three years.

.| The superintendent presents the policy to the board for approval. May 2002

.| The superintendent authorizes the director of purchasing to accept June2002
proposals for legal services.

4. | Proposals are received. June-August 2002

5. | The superintendent and newly hired in-house counsel selectsafirmor | September 2002 and Ongoing every

firms. three years

FISCAL IMPACT




Without specific information about the complexity of individual lawsuits pending against the district,
savings cannot be determined at this time.

FINDING

There is no documented procedure at WHISD for producing records for lawsuits, audits or open records
requests. The district is unable to produce records from years prior to 2001 to effectively respond to
lawsuits and audits. Records reviewed by the FBI in 1996 sit in aroom in the administration building's
basement, but no one in the district has catalogued them or returned them to the district's operating files.

The superintendent's office handles all information requests, but district staff is unaware of this
arrangement. The director of Community Relations said that the Human Resources Department handled
information requests, but when the review team asked the Human Resources Department for the open
records request og, the team was directed to the superintendent's administrative assistant. When the
open records log was requested from the administrative assistant, alog was created and provided to the
review team. The administrative assistant had been keeping copies of requests received since her
employment began in May 2001 in a folder. The log contained those requests received since the hiring
of the superintendent's administrative assistant. A substantial information request to which the district
was required to respond by alawsuit was not relayed to the superintendent's administrative assistant
until the day before it was due. This lack of procedure makes it difficult for the district to respond to
open records requests, which, by law, must be done within 10 business days.

To comply with open records requirements, many school districts have signs describing the regulations
governing open records requests in administrative and school offices that are on or near highly visible
bulletin boards or other areas frequented by members of the community. Furthermore, many districts
document all open records requests with a manual or automated log that tracks the name of the
reguestor, date of receipt, type of information needed and the date that the material is sent from the
district. Documented procedures used by many districts help employees process open records requests in
the event pertinent personnel are absent.

Recommendation 10:

Designate an individual to maintain the district's records and document the procedure for
information requests.

An existing employee of the district should maintain the data request records. That staff person should
do an inventory of each office and the basement of the administration building and interview staff asto
any records they may have at home. Any documents maintained by employees off-site should have
copies that remain in the files.

As part of the inventory, documents should be in a database and filed by date, author and keyword. The
database needs to be up to date and include new records, and a procedure should be developed for
registering all newly created files and records. All information requests should go to this employee.
Once the in- house counsel begins work at the district, the staff person designated to maintain the
district's records should report to the in-house counsel.



Formalizing and communicating the procedure to district staff will ensure that the appropriate person
handles information requests in a timely manner. Once the process has been developed, it should be
communicated to district employees and the appropriate signs should be displayed in the central
administration lobby, the administration annex and the school offices. The district should also designate
an additional staff person responsible for these procedures if the primary staff person is absent.

IMPLEMENTATION STRATEGIESAND TIMELINE

.| The superintendent works with department heads to identify records retention clerk to | May 2002
maintain the district's records.
.| The records retention clerk works with the Technology coordinator to develop a May 2002
database for cataloguing the records.
3. | The records retention clerk inventories documents and interviews staff. May 2002
.| The superintendent and the records retention clerk create a procedure under which any | August 2002
new files, records and requests are registered.
.| The procedure is documented by the records retention clerk and distributed to all August 2002
digtrict staff.
.| The records retention clerk trains the designated back up responsible for records September 2002
procedures.
.| The records retention clerk catalogs records in the database. September 2002 and
Ongoing
.| The records retention clerk reports to the in-house counsel or the superintendent in the | September 2002 ard
event an in-house counsdl is not retained. Ongoing

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

This chapter of the report reviews the organization and management of the
Wilmer-Hutchins Independent School District (WHISD) in four major
sections:

C. PLANNING AND EVALUATION

Planning is essential to effective school district management. Proper
planning establishes a mission and identifies goals and objectives, sets
priorities, identifies ways to complete the mission and determines
performance measures and benchmarks to achieve goals and objectives.

WHISD does not have an established planning process. The
superintendent has identified some long-range administrative goals,
however, the district does not have a strategic plan, and its District
Improvement Plan is vague and not used by employees of the district.

FINDING

WHISD does not have a strategic plan or a strategic planning Committee
and is not in compliance with requirements of the Texas Education Code
when developing and maintaining the District Improvement Plan (DIP)
and Campus Improvement Plans (CIPs). Thislack of planning has affected
the ability of the district as a whole and several individual departments to
do their job effectively. No performance measures to evaluate instructional
and nortinstructional department leaders are used by the district in an
effort to hold individual s accountable for the success or failure of WHISD
programs. For example, the Technology Department has not brought in as
many grants as expected for a district the size of WHISD.

Other areas have been affected including Facilities, Safety and Security
and Education Service Delivery. The WHISD Annual Needs A ssessment
Report for 2000-01 specified 13 special programs that had not been
evaluated on a state or local level during 2000-01 making it difficult to
hold those department heads accountable not only for program success but
for necessary evaluation and revisions. The district has had a high turnover
rate of superintendents, creating alack of continuity in programs and
initiatives. The lack of a written and agreed upon Strategic Plan has
compounded this effect, as there is no written indication of where the
district is or where stakeholders have agreed they would like it to go.

WHISD has done little analysis of its goals and virtually no planning for
fiscal 2002-07. The district has been able to produce only atest score



schedule indicating year-to-year percentage comparisons and goals for
higher student achievement each year. The review team found no evidence
of enrollment projections for the district. The superintendent has identified
some administrative, long-range planning goals, but they are broad and do
not include timelines or action steps. The last goal is to "develop a long-
range plan for the school district (strategic planning)”; however, timelines,
action steps and individuals assigned specific areas of accountability are
not indicated to accomplish this goal.

The district produced a DIP from 2000-01 but did not have one for 2001-
02. The planning documents reflect the fact that the site-based decision
making (SBDM) committees charged with producing the DIP and CIPs
have not been engaged in the planning process. The superintendent stated
that the SBDM committees have not involved their members in planning
for the district and schools on a significant level, and these committees
have primarily existed in name only. The District Advisory Committee has
yet to meet during the 2001-2002 school year, and its appointed
community members are unknown. The district employee members have
yet to be determined, as the district has not counted the votes.

Without an effective DIP and CIP process, WHISD |oses the opportunity
to have the community, schools and parents understand the district's goals
and help accomplish them. The DIP and CIPs can also be a valuable
budgeting tool for creating a cohesive districtwide strategy with programs
that can be realistically supported with funding. Given WHISD's troubled
history and low test scores, the lack of quality DIP and CIPs hinders any
efforts to improve the education offered.

The language of the existing DIP is vague. For example, the district lists
categories of funding such as "General Operating funds, Title | funds,
State Comptroller funds, OEY funds, PreK grant” but does not list any
dollar amounts. In another example, the DIP states "develop and
implement programs, which emphasi ze teen pregnancy prevention,
increase self-esteem and promote health life skills practices.” The DIP also
does not hold individua district staff accountable, asit lists Region 10 as
the person responsible for staff development districtwide.

In some instances, the DIP categories do not correspond. For example, the
DIP identifies "staff development sign in sheets, evaluation forms and
observational visits' as the formative evaluation for individualized
instruction. In addition, the DIP repeats, so that strategy numbers five, six
and seven under Math are identical to strategy numbers one, two and
three, with the identical funds, needs and goals, timeline, person
responsible and evaluations.



The CIPs also consist of boilerplate language, do not tailor goals to the
schools needs and are vague in identifying methods for improvement and
responsible individuals. For example, the C.S. Winn 2001-02 CIP still
states, "list percent passing and campus goal,” under the category of
Reading Needs and Goals in Mathematics. In addition, the same
formative/summative evaluation of "students improve by 5 percent” is
stated for virtually all strategies, including such varied ones as "TAAS
datawill be studied for improvement of students achievement” and "use
AEIS report to plan and implement strategies,” "group assemblies to
motivate students taking TAAS test” and "use newspaper ads to enhance
real life math learning." Similarly, the school lists "80 percent of students
will experience success' as the evaluation for every strategy to reach a
target of arecognized rating on TAAS, but there are no corresponding
needs and goals identified.

Kennedy-Curry Middle School's CIP leaves several blanks in its Math
needs and goals, including TAAS objectives. In addition, its evaluations
throughout are vague, including "increase student performance,”
"implementation,” "lesson plans’ and "increase TAAS scores.” The
Wilmer Elementary School CIP is much more complete than the other
ClIPsin the digtrict as it includes timelines for each strategy and identifies
both formative and summative evaluations. Both the Kennedy-Curry M.S.
and the Wilmer Elementary School CIPs, however, misstate the district
2003 goal as 80 percent passing the TAAS and above the 40th percentile
on other tests, instead of 90 percent. For the district to set this 90 percent
goal by 2003 is unredlistic as the percentage of students passing TAASIn
WHISD, in grades 3-8 and 10, in 2000-01 was 58.4 percert.

The AltaMesa Learning Center CIP presents a supposed "snapshot of the
school and community™ with incorrect totals. It states that it has an
enrollment of 439 students but goes on to state that there are 239 boys and
202 girls, and that the ethnic breakdown includes 232 boys and 294 girls
who are African American, seven boys and three girls who are Anglo and
one boy and two girls who are Hispanic. The document includes a heading
page for student achievement data, but then does not include any
information behind it. This CIP also includes vague timelines and does not
identify dollar amounts.

All but one of the site-based committees did not include members of the
community in the 2000-2001 school year and the documents the existing
committees produced do not reflect significant input from the members.
The C. S. Winn CIP was the only one to include non-school employees. A
parent and a representative of Volunteers of America signed it. The
Bishop Heights Elementary School CIP lacked the signatures of the
committee that produced it. The superintendent cited the poor reputation



of the district in the community as an obstacle to recruiting community
members of to be active members of these committees.

As an extension of the state accountability system, some Texas school
districts are devel oping their own accountability systems to improve
efficiency and effectiveness. Exhibit 1-13 presents examples of non
instructional performance measures.

Exhibit 1-13
Examples of Non-Instructional Performance M easures, by Functional
Area
Functional Performance Measure
Area (Trend and Peer Comparisons)

Human Resources

Ratio of total students to total staff

Ratio of employees to human resources staff

Ratio of acceptances to total job offers made

Turnover ratios, by class of enployee and by school
Number of vacant positions at end of month, by department
and by school

Facilities
M anagement

Number of square feet per custodian, by school
Custodial cost per square foot

Maintenance cost per square foot, by trade, by school
Energy cost per square foot, by type, by school
Number of square feet per student, by school

Technology

Ratio of students to instructional computers

Ratio of administrators to administrative computers
Ratio of total computers to technical support

Ratio of total computers to help desk support
Number of computers more than five years old

Food Services

Meals per labor hour, by school

Food cost per meal, by school

Meal participation rates, by school

Profitability by school, after indirect cost allocation

Transportation

Cost per mile, by program

Cost per rider, by program

Number of miles per student, by program
Maintenance cost per bus

Rider ship, by program, by school

Bus Utilization, by program

Average bus age

Linear density

Safety and Security

Niimber of incidents renorted. hv tvne. hv school




Security cost per student, by school

Purchasing Average dollar amount per purchase order
Ratio of purchase orders processed a month to purchasing
staff

Accounting Ratio of number of operating account check a month to
accounts payabl e staff

Source: Gibson Consulting Group, Inc., November 2001.

Bastrop 1SD adopted six long-range goals that form the basis for the
district's objectives and implementation strategies. The process began in
1995 when the strategic planning committee adopted the goals for district
performance in conjunction with the district improvement plan.

In 1991, the strategic plan goals and strategies were revised to reflect
progress. The plan was revised again in 1998 with an additional goal to
make the BISD arecognized district in 2000 and an exemplary district by
2003. In order to accomplish these goals, BISD ensured that personnel and
departments were accountable for the success and ongoing review of their
programs. In 2000, additional strategies were implemented to reflect
accomplishments. A timeline for meeting the goals was included in the
plan. The committee monitored and adjusted strategies as objectives were
met.

A model strategic planning process used by Fort Bend ISD (FBISD)
includes goa setting in instructional and nortinstructional areas. While
FBISD isalarge digtrict, its planning process is an example of a
framework for a district of any size. This planning includes in-depth
diagnosis and analysis of community input, critical action planning and
the allocation of budget resources to specific goals and objectives. The
Fort Bend 1SD 2000-2001 budget was developed based on priorities
established in the District Strategic Plan 2000-2005.

FBISD's District Srategic Plan 2000-2005, using a business model
referred to as the Deming Cycle as its underlying foundation, was
developed using a six-step process that included planning the plan,
situational analysis and diagnosis, goal-setting, action planning, budgeting
and writing and publishing the plan. Each step contained activities that
culminated in a strategic plan containing goals and objectives. Input was
obtained from various stakeholder groups including students, staff, parents
and the community. The process was exhaustive and inclusive, with
meticulous planning and execution by the district. FBISD's District
Improvement Plan 1996-2000 served as FBISD's strategic plan before the
District Srategic Plan 2000-2005 was developed. Both plans used the six-
step strategic planning process.



Exhibit 1-14 presents the chronology of the FBISD District Srategic Plan
2000-2005 with specific descriptions of each of the six steps and related

activities.

Exhibit 1-14

FBISD District Strategic Plan 2000-05
Six-Step Strategic Planning Process

Steps and Timing

Activities

Step 1 - Plan the
Plan

September -
November 1998

FBISD established planning teams to complete the
strategic plan, identified their respective roles, determined
timelines and developed task maps. Task maps are detailed
and show the project title, starting date, target completion
date and actual completion date. Task maps also list task
force committee members, define the project objectives
and project expected results. Discrete tasks are also listed
with individual responsibility assignments, start dates,
target completion dates, actual completion dates and an
areafor planning notes.

Step 2 - Situational
Analysisand
Diagnosis
February 23, 1999 -
February 25, 1999

FBISD conducted a series of community meetings, focus
groups and surveys throughout the district to obtain
stakeholder input at the outset of the planning process.
These activities are considered district needs assessments
and include specific sessions with students (February 23,

March 9, 1999 1999), district staff (February 25, 1999), parents and

Spring 1999 community members (March 9, 1999) and employee and

August 1999 parent satisfaction surveys (spring 1999). In addition,
during the situational analysis and diagnosis phase, FBISD
cabinet members engaged in the planning process and
reviewed the Academic Excellence Indicator System
Report (AEIS) and national, state and district priorities
(August 1999) before the goal setting phase.

Step 3 - Goal FBISD used information gathered from its stakeholders

Setting and analysis of AEIS data and related national, state and

April - November
1999

district priorities to establish the district's goals. The
superintendent and cabinet reviewed these goals with the
board for its input, shared the goals with stakeholders and
refined them as appropriate.

Step 4 - Action
Planning
September 1999 -
January 2000

FBISD administrators devel oped tactical plans for
implementing the strategic direction contemplated by the
goals and objectives established during the goal- setting
phase of the process. Action planning considers the
interrelationships of time, money, human resource
canahilities and efficiencies to ensire nroner




implementation. FBISD uses task maps as an integral
component of its action planning.

Step 5 - Budgeting
March - July 2000

FBISD alocated budget resources to the eight goals
included in the District Srategic Plan 2000-2005. Budget
resources were allocated based on priorities established
during the goal setting and action planning steps.

Step 6 - Writing
Publishing and
Sharing the Plan
with Stakeholders
January - July 2000

FBISD wrote and published its strategic plan and clarified
in writing the strategic plan communicating to
stakeholders the direction in which the district is going in
order to improve student achievement. After publishing
the plan and sharing it with stakeholders, FBISD
continuously monitors and reports the progress toward
implementation with quarterly updates to the board and
district stakeholders.

Source: Fort Bend 1SD District Strategic Plan, 2000-05.

Through its six-step strategic planning process, FBISD developed a
strategic plan containing a mission and vision, belief statements, goals and
objectives. The plan is supported by detailed project task maps containing
implementation strategies, timelines and responsibility assignments.
FBISD's goals are organized into five strategic areas. Exhibit 1-15
presents FBISD's goals organized by strategic area.

Exhibit 1-15
FBISD District Strategic Plan 2000-05
District Goals by Strategic Area

Strategic Area Goal

Instructional FBISD will promote and expect students to meet high

Strategy standards of achievement consistent with the district's vision
and mission. FBISD will foster character development for
students, which supports the expectations of our community.

Service Strategy | FBISD will build community support through effective
communications and stakeholder involvement.

Organization & FBISD will attract, develop and retain quality staff for all

Management district jobs. FBISD will accomplish its vision and mission

Strategy through the effective assignment of all personnel.

Fiscal Strategy FBISD will accomplish its vision and mission in away that is
fiscally responsible to all stakeholders.

Research and FRISD will collect. nrocess and analvze data and research




Development findings to improve all aspects of the district. FBISD will
Strategy foster creativity and innovation throughout the district.

Source: FBISD District Strategic Plan, 2000-2005.

Asshown in Exhibit 1-15, FBISD chose to narrow its strategic focus to
eight goals because of its exhaustive strategic planning process. Each of
these goals is accompanied by specific objectives. For example, the
second goal under the district's organization and management strategy will
be accomplished by implementing the following objectives:

develop a framework for appropriate and efficient school
schedules;

systematically examine the roles, responsibilities and work
schedules for all district personnel;

improve staff effectiveness through the use of stakeholder
feedback, training and resources; and

improve the criteria, process and timeline for staff allocation.

FBISD's model six-step strategic planning process refines a potentially
voluminous strategic plan into a manageable document that focuses on
specific goals and objectives fashioned from districtwide stakeholder
input. The superintendent and members of his cabinet present quarterly
updates to the board and district stakeholders detailing FBISD's progress.

By implementing an effective SBDM process, FBISD has increased the
involvement of parents, teachers and community members at the school
level. The district provided resource guides and annual training for
members of each campus-based |eadership team.

FBISD's model includes the Academic Advisory Council, which serves as
the District Education Improvement Council, and campus- based
leadership teams (CBLT). CBLTs serve as the primary decision-making
committees for Fort Bend schools and include teachers, parents and
community members. The superintendent's cabinet, in cooperation with
the Academic Advisory Council, is responsible for developing Fort Bend's
DIP, while each CBLT isresponsible for developing individua CIPs.

Each plan istied to the strategic goals and related objectives included in
the District Strategic Plan 2000-2005. Each member of the CBLT must
sign an affidavit confirming that he/she participated in the process that
culminated in the development of CIPs. Each principal then submits the
ClIPsto central administration where they are reviewed to ensure
individual school goals are consistent with the district's strategic goals.



Each member of the CBLT receives a SBDM resource guide and targeted
annual training by principals. The resource guide isused in training and in
guiding the teams. The guide lists six categories essential to effective
administration and management of a school district and school: planning,
budgeting, curriculum, staffing patterns, staff development and school
organization. The six categories are further divided into sub-functions.
The resource guide is easy to read and understand, and makes lines of
authority and decision-making clear at al levels.

Principals reported that the district's SBDM model and the training helped
the CBL Ts understand their roles and provide valuable advice to
principals throughout the process.

An effective process of developing the DIP and CIPs has also helped
districts create more effective budgets. By developing a sound planning
process that tied budget allocation to district and campus improvement
plans, Smithville ISD (SISD) ensured that funds were effectively directed
toward increasing student performance.

The superintendent coordinated the district's improvement initiatives with
the budget devel opment process. The Business manager sent a budget
worksheet to each principal and program director in February. Each
principal distributed budget request sheets to the teachers to complete and
return to the principal. The principal assembled the request sheets and
developed a school budget. The principal submitted the school's budget to
the Business manager by the end of March. Next, budget meetings were
held with al principals and program directors during April. The Business
manager, the campus principa and the superintendent met to review the
budget submitted by each campus and program. Every staff position was
reviewed. Any principal who could not justify a staff position lost that
position.

The superintendent requested justification for budget requests. If an item
could not be justified, funding was reduced. I n some cases, funding
increased for line items based upon campus improvement plan strategies.
According to the superintendent, the purpose of this approach was to
establish an expectation that principals must be knowledgeabl e about their
campus budgets and to ensure that principals articulated the need for their
programs and educational services in terms of the costs involved.

The Business manager then recorded all the principals submissions on one
document. The superintendent reviewed the document and made some
adjustments, and presented the first draft to the board in May. Adjustments
were made during the summer as tax data became available and staffing
changes such as retirements and terminations were made. Additional drafts
were presented to the board each month during the summer.



By requiring principals to justify their budget request in terms of campus
improvement needs, SISD increased the accountability of campus
principals and ensured that budgeting was made in line with clearly
developed campus plans for increasing student performance.

Recommendation 11;

Form a strategic planning committee with broad representation from
the district and community to develop thedistrict's strategic plan and
over haul the district and campus improvement plans processes.

In forming the strategic planning committee, the district should follow
procedures similar to the FBISD model so that the strategic planning
committee receives updates from the board and the District Advisory
Committee. The district should set specific steps and target dates for goals
in the DIP. SBDM committees should be involved in the process, so that
the plan becomes a comprehensive document used throughout the district.
The district should also require corresponding steps and due dates to be set
in the CIPs.

Exhibit 1-16 shows a recommended planning process.

Exhibit 1-16
Recommended Planning Process for DIPs and CIPs

Heaeds 4& & nalysis IR N Training
A ssassment —l// I

I I
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Kesults k., Implementation [ Frud zet

Source: TSPR, November 2001.

The DIP and CIPs will improve if the committee members charged with
developing them are actively engaged in a planning process. The district
needs to reach out to the community to convince them to become SBDM
members, selecting the members carefully and devel oping a planning



process that will engage the members to give their best input. The district
also needs to encourage school-level SBDM committees to contribute to
the CIP and tailor goals and steps to their individual schools within the
framework defined by the DIP. Because of the challenges the district is
facing, atrainer with expertise in devel oping successful DIPs and CIPs
should be brought into the district to train the committee members.

The timeline of the processis also crucia in developing aneffective plan.
The district needs to form committees and begin to develop a SBDM plan
before the school year begins and the committees need to meet monthly
throughout the year. Elections for district employee District Advisory
Committee (DAC) members should be held in the spring so that the
committee can meet at the beginning of the school year or before the
school year begins. Community members of the DAC should also be
recruited and appointed in the spring so that they can be an integral part of
the committee.

The development of the CIPs should begin during the prior school year,
before the development of the school budget. Accordingly, new members
of SBDM teams should be elected in early April, allowing time for
training and intensive involvement in school planning and budgeting. A
draft of the CIP could be created in the spring and updated in the fall after
the submission of up-to-date student performance data.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent establishes an initiative to improve the April 2002

involvement of SBDM committees in planning and decision
making at the district and school levels.

2. | The board adopts a policy to elect district and school SBDM | April 2002

committee members and appoint community members each
April.

The superintendent and principal s begin recruiting SBDM April 2002
committee members each January, allowing three monthsto | and Ongoing
recruit members.

The superintendent designates the executive director of April 2002
Human Resources to research trainers with expertisein

successful DIPs and CIPs.

Board members, the superintendent and the District Advisory | May 2002

Committee (DAC) convene and create a Strategic Plan
Development Committee (SPDC) to assist them in creation of
the district's strategic plan.

The SPDC meets and ohtains information ahot it the Fort Bend

Mav -




ISD model and any other pertinent information to assist them
in developing a proposed strategic plan.

August 2002

The executive director of Human Resources recommerds
trainers with expertise in DIPs and CIPs to potentialy train
committee members, and the superintendent makes a
selection.

May 2002

The board asks the DAC and the superintendent to draft
specific goals, priorities and timetables for instructional and
nortinstructional areas and implementation steps for
submission to the SPDC for inclusion in the strategic plan.

May 2002

The superintendent asks department heads to work with their
staff to develop redistic goals and implementation steps.

June 2002

10.

SBDM committee members are elected and appointed for the
2002-2003 school year.

June 2002

11.

The superintendent and principals provide an orientation
packet to new members describing their role in each
component of district planning and decisionmaking.

July 2002

12.

The executive director of Human Resources obtains the
selected trainer to provide atraining session for SBDM
committee members explaining expertise of how other
districts have been successful in developing effective DIPs
and CIPs.

July 2002

13.

The superintendent decides on the frequency and length of
meetings for the district-level committee. Each principal
determines the same parameters for the school- level
committees. They also determine whether sub-committees
will be used ard inform committee members of the changes.

August 2002

14.

The SPDC presents a proposed strategic plan to the
superintendent, DAC and board for review and approval.

August 2002

15.

The board adopts the district strategic plan and superintendent
ensures dissemination of information regarding the plan to
staff, students, parents and the community.

September
2002

16.

The superintendent monitors the progress of school SBDM
committees, and the board monitors the progress of the DAC
including adherence to the adopted strategic plan.

October
2002 and
Ongoing

17.

The strategic plan is placed on the district Web site and
disseminated to all district staff, which holds meetings on how
best to implement the plan.

October
2002 and
Ongoing

FISCAL IMPACT




Two half-days of training for the SBDM committees include the cost of a
trainer at an estimated cost of $1,500 a day. The district could hold
meetings in the board conference room, eliminating the need to rent a
facility. Because committee membership will change over time, and the
plan requires updating and monitoring each year, the district should hold
these training sessions each year.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07

Form a strategic planning
committee with broad
representation from the district
and community to develop the

district's strategic plan and (%$1,500) | ($1,500) | ($1,500) | ($1,500) | ($1,500)
overhaul the district and
campus improvement plans
processes.

FINDING

The district does not document its budgeting priorities, nor demonstrate
that those priorities are met in the budget. Further, the board members
have stated publicly that they do not understand the budget and need a
"decoder” to explain it to them. The superintendent has also expressed his
need for help understanding the budget. Without an understanding of the
budget and a documented set of priorities, it isimpossible for the board to
target funds to meet the goals of the district and to monitor the district's
expenditures to determine whether those expenditures help meet those
goals.

The board held a specia meeting on August 13, 2001, to have a public
hearing on the district's

2001-2002 budget. The meeting lasted 24 minutes. It appears from the
tape that the board limited public input to three questions.

The district's policy manual includes a policy outlining the importance of
the annual operating budget developed by the board in 1990 (Exhibit 1-
17), but the board and superintendent are not following it.

Exhibit 1-17
L ocal Board Policy on the Annual Operating Budget

Budget Budget planning shall be an integral part of overall program
Planning planning so that the budget effectively reflects the district's

programs and activities and provides the resources to implement
them. The consideration of aeneral ediicational aonals. snecific




program goals and aternatives for achieving program goals will be
apart of the planning process. Budget planning and evaluation are
continuous processes and should be a part of each month's
activities.

Ad Hoc The board may appoint ad hoc committees of representative
Committees | citizens and district personnel to provide awider expression of

community opinion on financial aspects of the school program.
The board shall define in precise terms the scope of the
committee's charge and shall designate the period of time
committee members shall serve. The committee shall be dissolved
upon completion of its charge or the expiration of the term set by
the Board, whichever comes first.

Schedules | The Superintendent or designee shall supervise the development of

a budget calendar and a specific plan for budget preparation. The
budget schedule shall include time lines for designated individuals
or groups to submit their budget proposals.

Source: WHISD Web site, WHISD Board Policies, Update 36, CE (L)-A,
April 17, 1990.

To the extent the district has a planning process, there is no evidence that
it includes budget planning and evaluation as a part of each month's
activities. There are no ad hoc committees of citizens and district
personnel to express community opinion on financial aspects of the school
program, and the DAC did not exist in November 2001.

Recommendation 12;

Document budgeting priorities, procedures and a calendar and
contract for specific board member training.

The district should hire atrainer to work closely with the board and
superintendent until each WHISD they can effectively evaluate the
district's budget.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The board directs the superintendent to ensure a budget May 2002
calendar, procedures for budget development and budget
priorities are included in the district's strategic plan.

2. | The superintendent works in conjunction with the director of | June - July
Business Services to develop a budget calendar, prioritiesand | 2002
nrocedires assnciated with the devel onment of the hiidaet and




presents them to the Strategic Plan Development Committee
for inclusion in the district's strategic plan for approval by the

board.
3. | The board president assigns the superintendent responsibility | August 2002
for collecting information about a planning retreat for the
board to understand the budgeting process, calendar and
documentation.
4. | The superintendent and board president identify at least three | September
trainers qualified to lead board retreats and request proposals | 2002
from each.
5. | The board president and the superintendent, select ateam October 2002
building facilitator for the retreat.
6. | The board approves the selection of the facilitator and selects | October 2002
the date of the retreat from alist of available dates.
7. | The board and superintendent attend a planning retreat. November
2002
8. | The board and superintendent attend a second planning retreat, | May 2003 and
with annual retreats thereafter. Annually
thereafter

9. | The superintendent makes an annual report to the board on the
implementation and impact of the model.

Ongoing

FISCAL IMPACT

Based on a nearby district's historical experience with similar meetings,
the estimated cost of afacilitator is $1,500 a day. The district could hold
the meeting in the board conference room, eliminating the need to rent a
facility. Assuming a two-day planning session with one meal served each
day, the cost is expected to be no more than $3,100. The trainer would

need to be available for follow-up questions from the board and

superintendent. At an hourly rate of $185, 10 hours of time for questions
over the course of the year would cost $1,850. The total cost is expected to

be $4,950 per year.

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07
Document budgeting priorities,
procedures and a calendar and | o) o5 | (94,.950) | ($4,950) | ($4,950) | ($4,950)

contract for specific board
member training.




Chapter 1
DISTRICT ORGANIZATION AND MANAGEMENT

This chapter of the report reviews the organization and management of the
Wilmer-Hutchins Independent School District (WHISD) in four major
sections:

D. COMMUNITY INVOLVEMENT

The quality of a school district's educational services increases when
effective partnerships with a diverse range of stakeholders-parents, local
businesses, civic groups and faith-based organizations-are established. In
order to maximize what the community can bring to students education, it
isimportant for school districts to institute programs that provide
community support and financial resources.

The review team spoke to teachers, principals, parents, local government
officials and members of the clergy to gather feedback on the district's
progress and its challenges. The single most common concern expressed
by parents, employees and other community members was the perception
that the district and the board are not focused on the students.

During afocus group, parents said they do not feel they are welcome at
the schools. One parent said that she thought that was because, "they don't
want anyone to see what they are doing." Many businesses in the district
are not locally based. The director of Community Relations said that
negative perceptions of the school district made securing business
partnerships difficult.

Exhibit 1-18 presents responses to surveys that TSPR sent to students,
teachers, parents and other district staff. The majority of parents and
district administrative and support staff feel that the district does not
communicate well with parents. The majority of principals and teachers
feel that the district does communicate well with parents. The fact the
groups responsible for sending communication and the groups that receive
communication view the issue so differently is significant. Principals feel
that school facilities are available for public use, but parents and teachers
did not provide an opinion, which may indicate they are unaware the
facilities are available.

Exhibit 1-18
Survey Responses

Thedistrict regularly communicates with parents.




Strongly No . Strongly
Respondent Agree Agree Opinion Disagree Disagree

Parents 2.3%| 32.6% 16.3%| 25.6% 23.3%
Teachers 7.1% | 57.4% 13.2% 13.2% 8.8%
Principalsand 0 0
Assistant Principals 20.0% |60.0% 20.0% 0.0% 0.0%
District Administrator 0 0 0 0 0
and Support Staff 4.4% | 17.6% 17.6% | 23.5% 36.8%
District facilities are open for community use.

Strongly No | ~. Strongly
Respondent Agree Agree Opinion Disagree Disagree
Parents 26%| 16.3%| 46.5% 30.2% 4.7%
Teachers 59%| 324%| 38.2% 14.7% 8.8%
Principalsand 0 0
Assistant Principals 20.0% |60.0% 0.0%| 20.0% 0.0%
District Administrator 0 0 0 0 0
and Support Staff 1.5%| 13.2% 235%| 26.5% 35.3%

Source: TSPR Survey Results, October 2001.

The district could not provide an approved plan or goals for community
involvement. The director of Community Relations provided the review
team with a working draft of goals dated October 26, 2001. The
superintendent's long-range planning goals do not include a specific
initiative for community involvement.

To boost involvement in the district's schools, the superintendent has
developed a public relations initiative that includes:

Town Hall Meetings: In October 2001, the superintendent

began a series of town hall meetings in the various

communities throughout WHISD. The meetings introduce
the superintendent to the community and solicit input from

the citizens.

Business L uncheon: The superintendent plans to sponsor a
luncheon for local business owners. The luncheon will

provide information to the business |eaders on the district's

budget, tax rate and other business-related items.



Alumni Honor Banquet: The superintendent plans to
sponsor an alumni banguet to recognize and honor
outstanding graduates of WHISD.

The first town hall meeting was held in October 2001. This initiative
represents the first step to improving community relations.

FINDING

The district has entered into a collaboration agreement with the John C.
Ford Program to seek grant funding to secure Pentium |1 and Pentium 111
computers for the program and agreed to provide the following services at
all participating WHISD schools, at ho charge:

Y outh Science, Math & Business Technology Academy;
Entry-Advanced Business Technology Training;
SAT/Pre-SAT training programs,

Adult Basic Education Programs, including the Educational
Learning System Tele-Academy and Business Technology
Training Programs;

communications skills training;

customer relations training;

corporate and community college instructors;

job placement assistance for adult graduates;

mentors; and

follow-up services for Ford Program graduates.

Schools participating in the program also have full use of the $2 million
Distance Education Network. In September 2001, the superintendent said
Kennedy-Curry Middle School was the only school participating in the
program, but the district plans to expand the program to other campusesin
the future.

Additionally, the superintendent solicited assistance for the district and
received a donation on January 25, 2002 from InterVoice Brite, Inc. in
Dallas consisting of seven computers, seven monitors, two printers, 60 file
servers and 10 racks for the servers valued between $800,000 and $1
million. The superintendent said that he plans to expand the district's
efforts to further business donations and increase grants to support this
collaboration between the district and the community.

COMMENDATION
WHISD has begun implementing a program to make computers and

other resour ces available to students and the community through
grants and business donations.



FINDING

The principa of AltaMesa Learning Center, which is for studentsin
grades two through five, has identified several ways to meet the needs of
the student body and obtain more parental involvement.

One of the successful initiatives at the school is One Community/One
Child. One Community/One Child is a grant-based program that allows
working parents a small stipend to come to school to work with their
children. In the past, the principal has targeted specific students, but in
2001 the principal is specifying dates and inviting more parents to come to
school on those dates. The program provides parent education in math,
reading and Texas Essential Knowledge and Skills and presents
workshops on specia programs such as Title I, reading recovery and
classroom behavior issues. Employers of participants in the program
receive follow-up letters thanking them for allowing the parent to be at the
school.

For students facing home- life issues, the principal solicits private practice
counselors to donate time for counseling students on such issues and/or
makes referrals to the Texas Department of Mental Health and Mental
Retardation or other appropriate agencies.

The campus has an active parent teacher organization that is planning a
campus beautification program and fall carnival. When asked how the
organization supported the school, the principal said they provided
whatever was requested.

Students from Alta Mesa have also visited the Dallas Opera, and the
school is beginning a program that will provide orchestra instruments and
lessons to students. The principal has also been successful in coordinating
amentoring program with the Paul Quinn College football team. When
asked how this partnership evolved, the principal said that she knew from
teaching at the college that the team had to perform community service, so
she approached the team to provide support to her school.

The principa credits increased parent involvement to the open door/open
campus policy that alows parents and community membersto visit that
campus at any time.Parents are also invited to participate in staff

devel opment with the teachers when appropriate. The principal prints a
monthly calendar sent home with students that highlights events taking
place at the campus that month, and the principa is active in the students
lives and often visits students homes, churches and outside performances
and events.



The principal of Alta Mesa searches for opportunities to enhance and
enrich students education and involve parents. The principal uses the
Internet to research what other schools around the state and the country are
doing, reads the paper to find out what opportunities are available to her
students, identifies local organizations that provide services to families
and refers families to those providers.

COMMENDATION

Alta Mesa Learning Center hasimplemented several innovative ways
to involve parents, businesses and local agenciesin meeting students
needs.

FINDING

Thereis no effective liaison between central administration and campus
staff or between the district and the community. This lack of
communication is critical because the district suffers from negative
community perceptions about the focus and integrity of the administration.

The superintendent directly handles media and public relations. The
superintendent also, with the assistance of his secretary, handles open
record requests. Principals are responsible for the community relations
component of al individual school initiatives.

The digtrict has a director of Community Relations position that reports
directly to the superintendent. Exhibit 1-19 presents the organization of
the community relations' distribution of duties.



Exhibit 1-19
Community Relations Organization and Distribution of Duties

Superintendent
[(Public and M edia Eelations,
Business: FEelations and Partnerczhip =,
Open Fecords 0 fficer)

Secretary
(Open Records Log)

Director of

Community Felations

Frincipals
[Qunarterly H ewsletter,

[Campus Lewel Initiatives)
I istribution of Board

Meeting H gendas)

Source: Interviews with WHISD staff, September 2001.

The director of Community Relations does not oversee any staff, nor is
this position involved in the budget process. The Community Relations
Department does have a $9,200 budget excluding salaries. The district's
job description for the director of Community Relations position, dated
January 31, 2000, includes the following duties:

liaison to district council of PTAS;

liaison between the school district, schools and the community in
special projects;

plans, coordinates and implements the district parent involvement
program;

works with parent/community advisory board,;

works with community through parent involvement program
strategies;

plans, coordinates and in some instances leads parent
classes/workshops;

assists with districtwide regular and special program presentations
and outreach to families;

coordinates with community agencies to promote parent
educational programs to improve student achievement;

provides assistance to and coordination for school volunteer
programs; and

devel ops partnerships with business and industry to provide
services and support to the district.



The director of Community Relations does not perform these duties.
Instead, WHISD uses this position to provide administrative
communications support to the superintendent. The director of
Community Relations is responsible for publishing and distributing the
quarterly newsletter, distributing board meeting agendas, boardroom
bulletin board memaos, updating the staff directory, list of birthdays for
central office personnel, providing content for the superintendent's page
on the district Web site, creating a Christmas card contest for art students
and other projects as assigned.

During the 2000-01 school year, the director of Community Relations was
involved in the bi-weekly DAC meetings, publishing the staff directory,
handling media relations and business partnerships. The director also
participated in department meetings and made reports to the school board
about community relations. The DAC has yet to meet in the 2001-02
school year, and the director said that department meetings and board
reports have also been discontinued. The superintendent said he had
temporarily suspended the DAC and board reports, but gave no
explanation why they were suspended or when they would be reinstated.

Most districts assign either one person or department responsibility for
coordinating business and parental involvement and to act as a community
liaison and spokesperson. In smaller districts, these duties are sometimes
assigned to the superintendent.

Recommendation 13;

Create a coordinator of Community Involvement position to act asa
liaison between central administration and campus staff, and between
thedistrict and the community.

Assigning these duties solely to the superintendent may be overwhelming
considering the range of his other duties. A coordinator should share ideas
with campus administrators and make recommendations to the
superintendent about the types of programs needed on each campus. The
coordinator of Community Involvement should work with the
superintendent to develop and implement initiatives to improve relations
with the community and to create relationships with local businesses.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent directs the executive director of Human April 2002

Resources to create a coordinator of Community Relations
position and a corresponding job description.

2. | The nosition of coordinator of Communitv Involvement is Anoril - June




posted and interviews are held with the superintendent. 2002

3. | A coordinator of Community Involvement is hired. June 2002

4. | The coordinator of Community Involvement works with the June -
superintendent, principals, teachers and parent-teacher August 2002
organization members to create a plan for community, business
and parent involvement.

5. | The coordinator of Community Involvement and August 2002
superintendent work together to implement the plan. and Ongoing

6. | The superintendent evaluates the work of the coordinator Ongoing at
annually. least

Annually

7. | The superintendent and DAC evauate the plan and reviseit a | Ongoing at
least annually to reflect changes in student needs and the least
district's mission. Annually

FISCAL IMPACT

The salary for the coordinator of Community Involvement should not
exceed $38,000 per year. The benefits rate for the district is 13.4 percent
for an annual benefits cost of $5,092. The annual cost of the coordinator
position would be $43,092 ($38,000 salary plus $5,092 in benefits).

Recommendation 2002-03 | 2003-04 | 2004-05 | 2005-06 | 2006-07

Create a coordinator of
Community Involvement
positionto act asa
liaison between central
administration and
campus staff, and
between the district and
the community.

($43,092) | ($43,092) | ($43,092) | ($43,092) | ($43,092)

FINDING

The district has no comprehensive plan or strategies for involving parents
in the education of their children. Public forum comments on community
involvement included the following:

would like to see board members more active in the community;
notices are not given to students to give to parents;

would like to see some of the district's schools welcome the
community instead of giving cold feelings;



there is no communication with the community. When asked,
someone aways say well get back to you but never do;

there is no community/parent involvement. We lack it. PLEASE
HELP!!;

residents never receive notices of meetings,; and

notices should be posted in the newspaper for all board meetings.

TSPR surveyed teachers, district and campus administrative staff and
parents. Exhibit 1-20 presents the results when respondents were asked if
schools have plenty of volunteers. The responses show that the mgjority of
all respondents disagreed or strongly disagreed that schools have enough
volunteers.

Exhibit 1-20
Survey Responses
Schools have plenty of volunteersto help student and school programs.

Strongly No . Strongly

Respondent Agree Agree Opinion Disagree Disagree
Parents 4.7%| 9.3% 34.9%| 30.2% 20.9%
Teachers 1.5%|16.2% 11.8% | 47.1% 23.5%
Principalsand 0 0 0 0
Assistant Principals 0.0% | 20.0% 0.0%| 80.0% 0.0%
District Administrator 0 0 0 0 0
and Support Staff 4.4% | 14.7% 14.7% | 29.4% 36.8%

Source: TSPR Survey Results, October 2001.

The mayor of Wilmer said the district does not make an effort to reach the
largely Hispanic parents and community in his municipality. Many school
digtricts with large Hispanic communities print newsl etters, public notices
and other school messages in Spanish and English to reach more of the
parents in the community.

Socorro Independent School District (SISD) encourages strong parent
involvement. Many schools host regular events to bring parents to school,
including science and math fairs, language arts nights, open houses and
other events. Some of the most successful events include:

Science Project Night--where parents help students with scientific
experiments,



pajama party--where children and parents came wearing pajamas
and dlippers, ate cookies and milk and read bedtime stories. Each

participating family was given a book to take home;

one school hosts the Triangle of Knowledge. The students, parents
and teachers of a gradelevel convene for an evening of science

projects. Each month, a different grade level participates,

another night each month is dedicated to language arts; parents and
students come to the school to make books and work on writing

skills. The school provides refreshments for these events,

parents have taken on most of one school's decoration, painting
murals in the entryway and hallways, making seasonal decorations

and painting a map on the playground to use during games,

once a month a parent is asked to host a get-together at his or her
house and to invite up to 10 other parents. Two teachers attend and
talk about the school and about their children and receive input

from parents;
parents can check out books from the school's library; and

parents are also involved in extra-curricular activities such as

cheerleading, choir and a Ballet Folkorico class.

Although SISD is alarge district, most of these initiatives are campus-

based and could be done in a smaller district.
Recommendation 14:

Implement creative methodsto involve parents.

WHISD could begin by using some of the techniques used by the principa
at AltaMesa and SISD to increase parental involvement. In addition to
hosting events designed to bring parents into the classrooms, the district

could use the high school Spanish class to trandate the quarterly
newsletter and other notices into Spanish.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent invites principals, counselors, teachers and
parent-teacher organization leaders to participate in a committee
that will identify ways to improve parent involvement and the
community.

May 2002

2. | The committee explores ways to involve parents and community
members in campus activities and recommends idesas to the
superintendent for approval.

June 2002

3. | The superintendent approves ideas and recommends activities to
each principal.

June 2002




4. | Individual campuses host various events, providing May 2002
refreshments and activities in which parents can participate with | and
their children. Ongoing

5. | Principals provide immediate feedback on event success and May 2002
parental and community involvement to the superintendent and | and
coordinator of Community Involvement. Ongoing

6. | The coordinator of Community Involvement works with the May 2002
high school Spanish teacher to have the newsletter and other and
notices trand ated into Spanish. Ongoing

7. | Newdletters and other district communications in Spanish and Ongoing
English are distributed to parents.

8. | The committee meets on a scheduled basis to review and Ongoing

evaluate implemented strategies and provides appropriate
suggested changes to the superintendent as necessary.

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

WHISD's reputationin the community is hurt because the district does not
have a system for effectively managing media relations. Negative media
attention has fueled the communities’ perception of the district as
dishonest and poorly performing and has affected its ability to attract
business partnerships and parental involvement. Positive events, such as
the Ford Program, are not covered in the media. The press received by the
district from 1998-2001 has been amost exclusively related to fraud
investigations , mismanagement and poor performance.

The district has a quarterly newsletter printed in English only. The back-
to-school special edition included information on the new superintendent,
a student profile, scholarship recipient acknowledgements, sports
information, teacher recognitions and student achievement recognitions.
Many Texas school districts also communicate positive information to the
public through marquee announcements, entrance displaysin
administrative and school offices, local newspaper articles or other media.

Recommendation 15:

Develop a system to manage media relations that identifies positive
events that should be reported to local media.




Emphasis should be placed on building strong two-way communication to
facilitate improved community relations. Information disseminated by the
district should include positive reports on the district. A commitment to
open, honest communication should increase public trust and support.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent forms a public relations committee including June
himself, the coordinator of Community Involvement and principals. | 2002

2. | The public relations committee meets to determine the types of June
positive events that should be reported to the media. 2002

3. | Qualifying events are reported to the director of Community July
Relations, who reports them to the media and principals. 2002

4. | Principals also publicize events at their schools through marquee Ongoing
announcements, letters to parents and other appropriate means.

FISCAL IMPACT

This recommendation can be implemented with existing resources.




Chapter 2
EDUCATIONAL SERVICE DELIVERY

This chapter discusses the Wilmer-Hutchins Independent School District's
(WHISD) educational service delivery and student performance measures
in the following sections:

A. Student Performance

B. Special Education

C. Title I/Compensatory Education

D. Bilingual/English as a Second Language
E. Gifted and Talented Education

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

BACKGROUND

WHISD, located in southern Dallas County, serves the communities of
Wilmer and Hutchins as well as portions of Dallas and Lancaster. District
boundaries stretch approximately 17 miles from north to south and
encompass 64 squares miles with a mix of urban, suburban and rura
settings. WHISD isin between three districts. Specifically, Dallas
Independent School District isto its north, Lancaster I1SD isto its east and
Ferris Independent School District is to its south.

WHISD selected three Texas school districts to serve as the peer districts
for comparative purposes during this review: La Marque, De Soto and
Lancaster |SDs. The Texas Education Agency (TEA) provided
information on the state- mandated student achievement test scores, the
Texas Assessment of Academic Skills (TAAS) and other student
performance measures, such as the Scholastic Aptitude Test | (SAT) and
the American College Testing Program (ACT).

Demographic, staffing and financial data for each school district and
school are reported in TEA's Academic Excellence Indicator System
(AEIS) reports. These reports are sent to each school and district and are
available on TEA's Internet Web site (www.tea.state.tx.us). The latest
AEIS data published by TEA are for 2000-01.



Exhibit 2-1 presents demographic information for WHISD, the selected
peer districts and the state. WHISD, with a student enrollment of 3,283, is
the smallest of the four districts. WHISD has the highest percent of
minority student enrollment, 94.9 percent, and the highest percent of
economically disadvantaged student enrollment, 71.9 percent, among the
peer districts. WHISD's minority student enrollment is 36.9 percentage
points higher than the state average of 58 percent, and the district's
economically disadvantaged student enrollment is 22.6 percentage points
higher than the state average of 49.3 percent.

Exhibit 2-1
Demographic Characteristics of WHISD
and Peer School Districts

2000-01

Per cent

African | Percent |Percent |Percent | Percent | Percent Eco-
District | Number |American | Hispanic| Anglo | Other |Minority | Disadvantaged
De Soto 6,941 56.4% 11.2%| 31.0% 1.4% 69.0% 33.5%
Lancaster 4,206 68.6% 13.6% | 17.3% 0.6% 82.7% 47.3%
IMa 4,063 65.5% 13.6% | 20.2% 0.7% 79.8% 49.0%
arque
Wilmer- 3283  739% | 207% | 51% | 03% | 94.9% 71.9%
Hutchins
State 4,059,619 14.4% 40.6% | 42.0% 3.0% 58.0% 49.3%

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

Exhibit 2-2 shows that WHISD's property value per student, $126,513,
ranks lowest among its peer districts and is lower than the state average of
$215,232. Compared to the peer districts, WHISD has the second lowest
maintenance and operations (M& O) tax rate, $1.465, for 2001. The range
of property values per student, $126,513 to $297,873, varies significantly
among the peer districts. All districts had a decrease in interest rates from
1997 to 2001, and with the exception of La Marque ISD, al districts had
an increase in M& O tax rate from 1997 to 2001.

Exhibit 2-2
Property Value Per Student and Standardized Tax Rates
1997 and 2001



Standardized Tax Rate

1097 2001

District gﬁgﬂ M&O* | Interest| M& O* | Interest
De Soto $193,686| $1.371| $0.400| $1.500| $0.160|
L ancaster $198,337| $1.283| $0.527| $1.405 $0.247\
LaMarque $207,873| $1.571| $0.151| $1.500| $0.125

Wilmer-Hutchins | $126,513 | $1.396| $0.367 | $1.465 $0.063‘

State

$215,232 | $1.313| $0.185 | $1.384 | $0.091

Source: TEA, AEIS, 1996-97 and 2000-01.
* Maintenance and Operations.

WHISD has five regular schools that were included in the state
accountability rating system in 2000-01. Under the state accountability
system, TEA assigns annual ratings to each district and school, based upon
(1) Texas Assessment of Academic Skills (TAAYS), (2) attendance, (3)
dropout rates and (4) data quality. The state accountability system includes
five ratings for districts: Exemplary, Recognized, Academically
Acceptable, Academically Unacceptable and Suspended: Data Inquiry.

The rating category Suspended: Data Inquiry is assigned to districts when
serious data reporting errors affect one or more of the base indicators used
to determine accountability ratings. Exhibit 2-3 presents a summary of the

ratings that can be applied by TEA to schools and districts.

Exhibit 2-3
TEA Accountability Ratings
2000-01
Rating Applicability/Explanation
Exemplary District and school
Recognized District and school
Academically Didtrict
Acceptable
Acceptable School
Academically District
Unacceptable




Low-Performing

School

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

Schools that applied and were idertified as eligible to be
evaluated under aternative education procedures.

Charter School

At the district level, opentenrollment charter schools
receive the label Charter School. At the school level,
they are given one of the four school ratings listed above,
based on the regular accountability system. First year
charter schools are not rated.

Not rated

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

Academically
Unacceptable: Special
Accreditation
Investigation

Specia Accreditation Investigations may be conducted
when excessive numbers of absences or exemptions of
students eligible to be tested on state assessment
instruments are determined; in response to complaints
related to alleged violations of civil rights or other legal
reguirements; in response to compliance reviews of
financial accounting practices and state and federal
program requirements; when extraordinary numbers of
students are placed in aternative education programs;
and in response to alegations involving conflict between
members of the board of trustees or between the board
and the district administration.

Suspended: Data
Inquiry

These districts and campuses have their ratings
suspended due to serious errorsin the reporting of
PEIMS data that affect one or more of the base indicators
used for assigning accountability ratings. The errors were
of such magnitude that the results were deemed to be
unsuitable for ratings purposes.

Source: TEA, AEIS 2000-01.

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

mathematics tests.




To achieve a Recognized rating, 80 percent of all students and each
student group must pass the same TAAS reading, writing and mathematics
tests.

In 2000-01, to be rated Academically Acceptable, 50 percent of each
student group must have passed TAAS. Beginning in 2000-01, scores for
students with disabilities and results from the TAAS Spanish version of
reading and mathematics in grades three through six were included in the
accountability calculations.

A district is rated Academically Unacceptable, or Low-Performing at the
school level, if less than 50 percent of students pass TAAS.

Until 2000-01 the state accountability system also considered attendance
and dropout rates, however, beginning with 2000-01, attendance was no
longer included. According to TEA, failure to meet TAAS standards is the
primary reason that a school is rated low performing.

Exhibit 2-4 shows the accountability ratings of WHISD and its peers from
1996-97 through 2000-01. WHISD was rated as acceptable in 1997-98,
1999-2000 and 2000-01. However, the district was rated unacceptable
during 1996-97 and 1998-99. Lancaster 1SD was rated acceptable from
1997 through 2001. De Soto 1SD and La Marque ISD received an
acceptable rating in 1996-97; however, De Soto ISD received a recognized
rating from 1998-99 through 2000-01, and La Marque ISD earned a
recognized rating during 1999-2000 and 2000-01.

Exhibit 2-4
Accountability Ratings
WHISD and Peer Districts
1996-97 through 2000-01

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

De Soto Acceptable | Acceptable | Recognized | Recognized | Recognized

Lancaster | Acceptable | Acceptable | Acceptable | Acceptable | Acceptable

k/la Acceptable | Acceptable | Acceptable | Recognized | Recognized
arque

Wilmer-

Hutchins Unacceptable | Acceptable | Unacceptable | Acceptable | Acceptable

Source: TEA, AEIS, 1996-97 through 2000-01.

Exhibit 2-5 displays the accountability ratings for WHISD schools from
1996-97 through 2000-01. During 2000-01, WHISD's high school and




three elementary schools received acceptable ratings, and the middle

school earned a low performing rating. Wilmer-Hutchins High and

Wilmer Elementary improved their ratings from low performing in 1999-
2000 to acceptable in 2000-01. In 1996-97, WHISD had one exemplary
and two recognized elementary schools. However, no WHISD schools
were recognized or exemplary in 1999-2000 or in 2000-01.

Exhibit 2-5

Accountability Ratings

WHISD Schools

1996-97 through 2000-01

School 1996-97 1997-98 1998-99 | 1999-2000 | 2000-01
Wilmer- Low Low Low
E:gﬁh' ns Performing Acceptable Performing | Performing Acceptable
Kennedy- Low Low
qury Acceptable | Acceptable | Acceptable Performing | Performing
Middle
AltaMesa Recognized | Recognized | Acceptable | Acceptable | Acceptable
Elementary
Bishop
Heights Not Rated - Recognized | Acceptable | Acceptable Not Reted -
PK-K PK-K
Elementary
Hutchins
: Not Rated Low
Academic Acceptable PK -K Performing Not Rated | Not Rated
Center
C.S.Winn . .
Elementary Exemplary | Recognized | Recognized | Acceptable | Acceptable
Mamie
White Recognized * * * *
Elementary
Wilmer Low
Elementary Acceptable | Acceptable | Acceptable Performing Acceptable
Hutchins 5th * * . * Not Rated

Grade

Source: TEA, AEIS, 1996-97 through 2000-01.
* School not open.




Exhibit 2-6 sets forth the distribution of campus accountability ratings for
WHISD, its peer districts and the state for 1996-97 and 2000-01.All of the

peer districts except WHISD had two or more recognized or exemplary

schools in 2000-01. Lancaster 1SD had two schools with recognized

ratings and six with acceptable ratings both in 1996-97 and 2000-01. De

Soto ISD and La Marque ISD increased the number of exemplary or
recognized schools from 1997 through 2001. Statewide the percent of
districts with an exemplary or recognized rating increased from 38 percent
to 60.1 percent. De Soto 1SD and La Marque 1SD followed the state trend
of improvement from 1997 to 2001. However, Lancaster ISD and WHISD

did not.
Exhibit 2-6
Distribution of Campus Accountability Ratings
WHISD, Peer Districtsand State*
1996-97 and 2000-01
. . Low Total

District Exemplary | Recognized | Acceptable Performing | Rated
1996-97 Ratings
De Soto 0 (0.0%) 2 (20.0%) 8 (80.0%) 0 (0.0%) 10 ‘
Lancaster 0 (0.0%) 2 (25.0%) 6 (75.0%) 0 (0.0%) 8
LaMarque 0(0.0%)| 1(143%)| 5(714%)| 1(14.3%) 7
Wilmer-
Hutchins 1(14.3%) 2 (28.6%) 3(42.9%)| 1(14.3%) 7

1,617 3,679
0 ' ! 0,
State 683 (11.3%) (26.7%) (60.9%) 67 (1.1%) | 6,046
2000-01 Ratings
De Soto 1(9.1%) 7 (63.6%) 3 (27.3%) 0 (0.0%) 11 ‘
Lancaster 0 (0.0%) 2 (25.0%) 6 (75.0%) 0 (0.0%) 8 ‘
LaMarque 2 (28.6%) 3 (42.9%) 2 (28.6%) 0 (0.0%) 7
Wilmer-
Hutchins 0 (0.0%) 0 (0.0%) 4(80.0%)| 1(20.0%) 5
1,567 2,326 2,476 0

State 242%)|  (35.9%)| (3820 106(1.6%)| 6475

Source: TEA, AEIS 1996-97 and 2000-01.

* Accountability ratings of "Not Rated" and " Alter native Education” (AE)



are not included for comparison purposes. Ratings for charter schools are
not included.

Exhibit 2-7 shows the number of students at each school in WHISD
during 2000-01.

Exhibit 2-7
Number of Students Enrolled by School
2000-01
Grades| 2000-01
School Served | Enrollment
Wilmer-Hutchins High 9-12 693|
K ennedy-Curry Middle 6-8 672|
Alta Mesa Elementary 1-4 501
Bishop Heights Elementary| PK-K 387’
Hutchins Academic 6-12 70
C.S. Winn Elementary PK-4 368|
Wilmer Elementary PK-4 351
Hutchins 5th Grade Center 5 241
Total 3,283

Source: TEA, AEIS, 2000-01.

The number of students enrolled in each grade level in WHISD is
provided in Exhibit 2-8. WHISD's student population increased from
1996-97 through 1998-99, but decreased from 1998-99 through 2000-01.
From 1996-97 through 2000-01, WHISD's student popul ation decreased
nearly 3 percent. Between 1999-2000 and 2000-01, the student population
decreased from 3,444 students to 3,283 students, a decline of 161 students
due to the closing of the Early Childhood center.

Exhibit 2-8
Number of Students Enrolled by Grade L evel
1996-97 Through 2000-01

5Year

Per cent

GradelLevel |1996-97 | 1997-98 | 1998-99 | 1999-2000  2000-01 | Change*
Early Childhood 80 177 ** 0 0| (100%)




Pre-Kindergarten 200 254 490 455 382| 9L0%|
Kindergarten 299 251 270 280 254 | (15.1%)
Grade 1 253 286 265 257 284| 12.3%
Grade 2 300 246 284 229 236 | (21.3%)
Grade 3 253 287 271 257 220| (13.0%)
Grade 4 258 237 296 256 231| (105%)
Grade 5 256 252 257 269 241| (5.9%)
Grade 6 230 245 247 217 219 (4.8%)‘
Grade 7 212 245 252 231 248| 17.0%
Grade 8 179 201 243 234 225| 25.7%|
Grade 9 278 209 235 257 246 | (11.5%)
Grade 10 202 242 213 170 212 5.0%
Grade 11 198 170 178 174 142 | (28.3%) ‘
Grade 12 183 193 149 158 143 | (21.9%)
Total 3381, 3495 3651 3444 3283 (2.9%) \

Source: TEA, AEIS, 1996-97 through 2000-01

*Percent Change is defined as 2000-01 values minus 1996-97 values
divided by 1996-97 values.

**|ndicates fewer than five students.

Asshown in Exhibit 2-9, of the four districts, WHISD and Lancaster ISD
have the lowest instructional expenditures per student, $2,948. All of the
peer districts have lower instructional expenditures per student than the
state average. The 2000-01 AEIS reports show that there are differences
among the expenditure patterns across the peer districts and WHISD. For
example, WHISD ranks first in the percent of instructional expenditures
spent on compensatory education,

11.9 percent, and ranks last among the peer districts in the percent
allocated to gifted and talented education, 0.4 percent. WHISD ranks third
in the percent of instructional expenditures spent on regular education,
71.1 percent, but is very close to the state percent of 70.7 percent.



Exhibit 2-9
Instructional Expendituresin WHISD and Peer Districts

2000-01
Per cent
Instructional Percent | Percent | Gifted |Percent
Total Expenditures| Percent Per cent Career | Compen- & Special
District | Expenditures | Per Student |Regular |Bilingual/ESL | Tech. | satory |Talented | Educ.
De Soto $42,220,956 $3,278| 80.7% 06%| 3.6% 4.0% 1.7%| 9.4%
Lancaster $23,254,569 $2,948| 74.5% 08%| 53% 6.8% 1.1%| 11.5%
La $27,542,808 $3312| 66.6% 02%| 65%| 55%| 102%| 11.1%
Marque
Wilmer- | 419,858,678 $2,948| 71.1% 08%| 55%| 119% 04% | 10.3%
Hutchins e ’ ' ' ' ' ' '
State $26,948,681,700 $3,500| 70.7% 43% | 4.1% 6.6% 1.8% | 12.6%
Source: TEA, AEIS 2000-01.
As seen in Exhibit 2-10, WHISD has the highest percentage of students
enrolled in bilingual/ESL education, career and technology, and
gifted/talented programs in comparison to the peer districts. In contrast,
WHISD ranks lowest among the peer districts in the percentage of
students receiving special education services. The percent of students
receiving special education service is approximately twice as high for the
state, 11.9 percent, as for WHISD, 6.2 percent.
Exhibit 2-10
Student Enrollment by Program
2000-01
Per cent Percent | Percent
Per cent Career & |Gifted & | Special
District Bilingual/ ESL | Technology | Talented | Education
De Soto 2.2% 15.4% 7.0% 11.3%
Lancaster 4.3% 19.1% 6.1% 12.5% |
LaMarque 1.7% 17.7% 5.8% 11.6%
Wilmer-Hutchins 8.3% 20.7% 7.4% 6.2% |
State 12.6% 18.9% 8.4% 11.9%

Source: TEA, AEIS, 2000-01.




Career and Technology Education

During a 1999 District Effectiveness and Compliance (DEC) audit, TEA
found that WHISD's Career and Technology Education (CATE) program
was largely in compliance with state regulations. The only area where the
district did not meet requirements was the public notice to students,
employees and the general public regarding nondiscrimination of the

program.

Nearly all students, whether they continue their education after high
school or not, will migrate to the workplace. Section 29.181 of the Texas
Education Code requires school districts to provide a curriculum affording
each student the opportunity to "master the basic skills and knowledge
necessary for managing the dual roles of family member and wage earner;
and gaining entry-level employment in a high-skill, high-wage job or
continuing the student's education at the post-secondary level."

The State Board of Education (SBOE) rules require school districtsto
offer CATE coursesin at least three of eight educational areas:
agricultural science and technology, business/office technology, health
science technology, family and consumer sciences, industria technology,
marketing, trade and industrial and career orientation. WHISD offers
programsin six of the eight required areas.

Exhibit 2-11 compares WHISD's CATE program with its peer districts
and regional and state averages.

Exhibit 2-11
Per centage of Student Enrollment and Budgeted Expendituresin
CATE
WHISD Versus Peer Districts

2000-01
District Student Enrollment | Budgeted CATE Expenditures ‘
Number | Percent | Expenditure | Percent | Per Capita
De Soto 1,072 154% $801,440| 3.6% $748
Lancaster 803| 19.1% $641,485| 5.3% $799
LaMarque 718| 17.7% $847,548| 6.5% $1,180
Wilmer-Hutchins 678| 20.7% $516,306| 5.5% $762
Region 10* 112,242 19.4% | $70,389,373| 3.7% $627
State 768,200| 18.9% | $566,681,113| 4.1% $738




Source: TEA, AEIS, 2000-01.
* Most current data available for Region 10 are from 1999-2000.

Exhibit 2-12 shows the percentage of expenditures by instructional
function for WHISD and the peer districts. Expenditures by function are
expressed as a percent of total operating expenditures. Overall instruction
includes al activities dealing directly with the interaction between
teachers and students, including instruction aided with computers as well
as expenditures to provide resources for Juvenile Justice Alternative
Education Programs (JJAEP). Instructional-related services include
expenditures for educational resources and media, such as resource centers
and libraries, curriculum development and instructional staff devel opment.
Compared to its peer districts, WHISD has the lowest expenditures for
instruction, instructional-related services and cocurricular and
extracurricular activities. In contrast, the district has the highest
expenditures for instructional leadership, student transportation, food
services, central administration and plant maintenance and operations.
WHISD had a higher percent of expenditures as compared to the state
average in seven categories: instructional leadership, student support
services, student transportation, food services, central administration, plant
maintenance and operations and security and monitoring services.

Exhibit 2-12
Per centage of Total Budgeted Expenditures by Instructional Function
WHISD and Peer Districts

2000-01
Expenditure Wilmer- | De La
Category Hutchins| Soto |Lancaster | Marque | State
Instruction 49.7% | 59.2% 53.7% 51.6%|57.8%
Instructional- Related Services 26% | 2.7% 3.7% 34% | 3.0% ‘
Instructional Leadership 16% | 1.5% 1.4% 1.3%| 1.4%
School Leadership 58% | 5.7% 7.2% 5.9%| 5.9% \
Support Services - Student 51% | 5.4% 3.5% 4.9% | 4.5%
Student Transportation 4.0% | 0.7% 0.4% 3.8%| 2.8%
Food Services 6.4% | 5.2% 5.3% 6.3% | 5.5%
Cocurricular/Extracurricul ar 15% | 2.6% 2.2% 3.6% | 2.5%
Central Administration 5.7% | 4.9% 4.5% 5.3%| 4.0%
g'r?grt Manienance and 15.8% | 10.7%| 138%| 12.0% 10.8%




SSZC“.“W and Monitoring 0.9% | 0.3% 14%|  1.2%  0.6%
VICES

Data Processing Services 09% | 1.2% 2.8% 0.7% | 1.2%
Per Pupil Expenditures $6,049 | $6,083 $5,529 | $6,779$6,638

Source: TEA, AEIS, 2000-01.

Exhibit 2-13 shows the percentage of professional staff in various
categories. WHISD ranks first among the peer districts and is higher than
the state average in the percentage of central administration staff and
educational aides. In contrast, WHISD's percentage of teachers and
professional support staff is lower than that of the peer districts or the
state. In WHISD, 83.1 percent of the teachers are minority teachers, which
is approximately 56 percent higher than the state average and highest
among the peer districts. The higher percentage of WHISD minority
teachers matches WHISD's higher percentage of minority studentsin

comparison to the peer districts and the state.

Exhibit 2-13
Professional Staff
WHISD and Peer Districts

2000-01
Professional Wilmer-

Staff Hutchins | De Soto| Lancaster  LaMarque | State
Teachers 41.9% | 58.9% 48.8% 52.7% 50.8%‘
Professiona Support 4.8% 6.6% 7.7% 8.9%  7.8%
School Administration 3.2% 3.8% 2.9% 2.6%| 2.6% ‘
Central Administration 3.4% 1.0% 1.2% 1.1% | 0.8%
Educationa Aides 18.7% 4.0% 9.2% 9.4% 10.2%
Auxiliary Staff 271.9% | 25.7% 30.1% 25.4% | 27.8% ‘
Percent Minority Teachers| 83.1% | 19.4% 20.2% 49.6% | 26.8%

Source: TEA, AEIS, 2000-01.

Exhibit 2-14 shows teacher experience and turnover rates for WHISD and
the peer districts. WHISD has the second lowest turnover rate, 27.2
percent, of its peer districts. However, the turnover rate in WHISD and the
three peer digtricts is higher than the state turnover rate of 16 percent. The
percent of beginning teachersin WHISD, 15.2 percent, is the second



highest among the peer districts and is higher than the state average of 7.8
percent. Compared to the peer districts, the average years of total teacher
experience in WHISD is the highest, 12.2 years, and close to the average
of LaMarque I1SD, 11.8 years, and the state, 11.9 years. The average
number of years that teachers have taught in WHISD, 8.1, is close to the
state average of 7.9 years.

Exhibit 2-14
Teacher Experience and Turnover Rate
WHISD and Peer Districts

2000-01

Wilmer- De La

Hutchins Soto |Lancaster | Marque | State
Beginning Teachers 15.2% | 12.7% 28.2% 11.8% | 7.8%
1-5 Years Experience 24.4% | 38.2% 33.5% 31.1%|27.4%
6-10 Y ears Experience 13.1% | 13.2% 8.4% 14.8% | 18.1%
11-20 Y ears Experience 26.2% | 18.6% 20.0% 17.9% | 25.3%
Over 20 Years 212% | 17.2%|  9.8% |  24.3% 21.4%
Experience
Average Years
Experience (total) 12.2 9.4 7.2 11.8| 119
Average Years
Experience with district 8.1 52 4.3 1 79
Turnover 27.2% | 31.6% 35.5% 19.7% | 16.0%

Source: TEA, AEIS, 2000-01.

WHISD has the second highest percentage of teachers with no degree
compared to the peers and the state, as seen in Exhibit 2-15. However,
WHISD's percentage of teachers with doctorates is higher than the state
and peer districts.

Exhibit 2-15
Teacher Degrees
FWISD and Peer Districts
2000-01

Wilmer-Hutchins | De Soto | Lancaster |LaMarque | State
No Degree 2.7% 0.4% 1.4% 3.2%| 1.3%




Bachelor 76.8% | 79.4% 80.0% 72.3%| 74.7%
Master 19.4% | 19.7% 18.2% 23.8%| 23.4%
Doctorate 1.1% 0.4% 0.4% 0.7%| 0.5%

Source: TEA, AEIS, 2000-01.




Chapter 2
EDUCATIONAL SERVICE DELIVERY

This chapter discusses the Wilmer-Hutchins Independent School District's
(WHISD) educational service delivery and student performance measures
in the following sections:

A. STUDENT PERFORMANCE (PART 1)

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

TAAS is administered in grades 3-8 and 10, and includes a reading and
mathematics test in each grade it is given and a writing assessment in
grades 4, 8 and 10. Science and socia studies tests are included at grade 8.
The Spanish version of TAAS is given in grades 3-6. Also included in the
TEA student assessment system are examinationsin Algebral in grades 7-
12, Biology | in grades 8-12, English Il and United States History. On an
incremental basis between 2000 and 2003, changes will be made to the
TAAS administration schedule, particularly at the high school level. By
2003, TAAS will be replaced by the Texas Assessment of Knowledge &
Skills (TAKYS) and administered in grades 9, 10 and 11. Reading and
mathematics tests will be added at grade 9. The exit-level examination will
be moved to grade 11 and will include science, socia studies, English
language arts and mathematics. A science test will be added at grade 5.

FINDING

WHISD conducted a comprehensive interna needs assessment of the
district's student academic performance, existing academic programs,
teacher grading patterns, student and teacher attendance, student dropout
rates, district and campus improvement plans and the condition of school
facilities in 2000-01. In addition, the needs assessment included areview
of the district's progress toward compliance with federal and state
education mandates. The director of Research, Planning and Evaluation
conducted the evaluation and wrote the summary report entitled Wilmer
Hutchins Independent School District Annual Needs Assessment Report.

The purpose of the study isto help the WHISD Board, district
administrative staff, the District Advisory Committee and the Campus
Advisory Committees make quality decisions related to "redesigning the



school curriculum, programs and services and upgrading the school
facilities to better meet the needs of studentsin at risk situations." Also,
the results of the needs assessment are to guide the district and campus
advisory committees in the development of the District and Campus
Improvement Plans.

The needs assessment is thorough and contains numerous data tables,
graphs and short summary statements to identify areas that should be
improved. In addition, the needs assessment includes suggestions for
developing a communication and information tracking system for the
district's specia programs to ensure compliance with federal, state ard
local laws and policies.

COMMENDATION

WHISD has conducted an internal needs assessment to improve
district educational service delivery.

FINDING

Curriculum and instruction responsibilities in WHISD have been
decentralized and are unfocused and uncoordinated. The position of
director of Curriculum and Instruction has been vacant since July 2001
when the most recent staff member to hold that position resigned. The
superintendent has assumed the responsibilities of the vacant director of
Curriculum and I nstruction's position. WHISD has alist of duties assigned
to specific staff members; however, WHISD staff members do not have a
roster of names or phone numbers of the persons assigned to districtwide
curriculum and instruction duties.

Severa coordinators who were previously in central administration were
decentralized to individual schools during July 2001. In an interview, the
superintendent said that the reason for the moves was the 2001 budget
deficit and the need to improve achievement. The superintendent said that
the administrators who were moved to schools serve as curriculum experts
for the school and carry out some districtwide curriculum duties as well.
The superintendent hopes to have a position for a central office director of
Curriculum and Instruction approved in January 2002 and in place by
March 2002.

The following positions related to curriculum and instruction are in place:
adirector of Specia Education; a director of Research, Evaluation and
Planning; a director of Alternative Programs; two elementary curriculum
specialists; one secondary curriculum specidist; an elementary TEKS
coordinator; two technology coordinators; a coordinator of career and
technology education; a security coordinator and an athletic director.



Except for the directors of Special Education and Research, Evaluation
and Planning, the other positions are new, and the staff members work at a
school rather than a central administration location.

Constant turnover both in central administration and at the school level
adds to the uncoordinated efforts regarding curriculum and instruction in
WHISD. Staff members interviewed cited low morale, confusion and
multiple curriculum initiatives that were never fully implemented as
problems in the district. For example, the district had a reading
coordinator responsible for implementing a reading initiative to raise the
reading achievement of WHISD students. However, the reading
coordinator resigned during the summer of 2001 and has not been
replaced. As aresult, the initiative ended when the staff member left the
district. Another example is the change of principals at Wilmer-Hutchins
High School, eight different individuals have held the position of principal
at the high school in the three years from 1997-98 through 2000-01. The
2001-02 high school principal is beginning their second consecutive year.
In addition, some staff members interviewed did not know who
coordinated their programs at the district level due to the recent changesin
central administration. As aresult, they did not have a contact person at
central administration to answer questions related to the their programs.

Recommendation 16:

Fill the vacant director of Curriculum and Instruction position and
create a districtwide organizational Curriculum and Instruction
responsibilitiesroster.

A staff member familiar with WHISD curriculum and instruction
functions should be placed at central administration to coordinate all
district curriculum efforts. One of the decentralized positions should be
moved to this position. To clarify central roles for al school staff
members, aroster should be created that includes al duties related to
curriculum and instruction, who is assigned the specific duty and a phone
number for quick reference.

IMPLEMENTATION STRATEGIES AND TIMELINE

1. | The superintendent instructs the executive director of Human April 2002
Resources to create a job description and post the position of
director of Curriculum and Instruction.

2. | The executive director of Human Resources posts the job. April 2002

3. | The superintendent interviews candidates for the position. May - June
2002




4. | The director of Curriculum and Instruction is hired and begins July 2002
work.

5. | The director of Curriculum and Instruction works with the July -
superintendent to create aroster defining districtwide curriculum | August
responsibilities by staff person. 2002

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

The district has no districtwide curriculum plan for all district curriculum
efforts and has few to no curriculum guides in most subjects. Curriculum
guides serve as work plans to guide teachers when planning instruction.
Specificaly, effective curriculum guides include student objectives,
instructional resources, suggested classroom strategies for delivering
course content and ways to assess whether students have mastered student
objectives. In addition, curriculum guides should be aligned with the
TEKS. To be of use to teachers, curriculum guides must be current. They
should be reviewed on a four- to six-year cycle to ensure that they remain
updated and contain the elements useful to classroom teachers.

The digtrict's math curriculum guide, developed in 1999-2000, covers
early childhood through grade 12. The reading/language arts curriculum
guide, developed in 2000-01, spans pre-kindergarten through third grade.
In addition to the math and reading/language arts curriculum guides, all
schools were provided TEK S notebooks at the beginning of 2001-02. The
TEKS notebooks include copies of the TEKS for each grade level or
course. TEKS define the basic content to be taught in Texas and outline
the knowledge and skills required of every student through the statewide
accountability system.

The results of a curriculum audit conducted in 1998-99 by the Texas
Curriculum Management Audit Center showed that WHISD lacked
direction related to curriculum. Also, they found many areas in which
curriculum guides were missing or inadequate. At the time of the audit,
curriculum guides were provided for 64.4 percent of the subjects taught at
the elementary level. One curriculum guide was available for middle
school subjects, grade 6 Health, and no high school curriculum guides
were presented to the curriculum audit team. Except for math and
reading/language arts, no guides have been developed or updated since the
1998-99 curriculum audit.




One of the responsihilities of the TEKS coordinator and curriculum
specialists is to "assist with the development of instructional guidelines for
the campus served.” According to the superintendent, the TEKS
coordinator and curriculum specialists have been assigned to develop
curricular plans, create curriculum guides, and align staff development
with the curriculum in WHISD. The campus TEK'S coordinator and
curriculum specialists have aso been assigned to work with teachersin
preparing the benchmark tests for TAAS.

The math curriculum guide and TEK'S notebooks do not include a
prescribed sequence or time of year for when the TEKS should be taught.
However, the reading/language art curriculum guide is precise and
includes the week each reading/language arts curriculum objective isto be
taught. The superintendent said that the district is reviewing Fort Worth
ISD's curriculum guides, Pathways to Excellence. Also, WHISD has
purchased TEK Star software, which includes lesson planstied to the
TEKS and TAAS objectives.

A lack of curriculum coordination can indirectly affect student test scores.
By coordinating curriculum efforts consistently across a district through a
districtwide curriculum plan, districts ensure that all district students are
taught the same concepts at the same time of the year. Likewise, once test
results become available, district staff members can target curriculum
areas to be improved across the district. In addition, the review of student
test results creates an opportunity to revisit the district curriculum plan and
revise the plan to ensure that al students in the district are receiving
adequate instruction in all subject areas.

In WHISD, the 2001 student TAAS passing rate for all tests taken was
lower than the passing rate in 1997 and was below peer district, Regional
Education Service Center X (Region 10) and state averages. As shown in
Exhibit 2-16, the percentage of students passing al tests taken in WHISD
decreased from 64.7 percent in 1997 to 58.4 percent in 2001, a decline of
9.6 percent. In contrast, the percent of students passing all TAAS tests
taken increased from 1997 through 2001 in the peer districts, Region 10
and the state overall. In 1997, WHISD had the second highest percent of
students passing all TAAS tests taken compared to the peer districts. By
2001, the percent of students passing all tests taken decreased, and
WHISD had the lowest percent of students passing all TAAS tests taken in
comparison to the peer districts. In 2001, Region 10 and the state's percent
of students passing all TAAS tests taken is approximately 23 percentage
points higher than WHISD.

Exhibit 2-16
Per centage of Students Passing TAAS, All TestsTaken



Sum of Grades 3-8 and 10
1996-97 through 2000-01

Per cent

Change

District 1997 | 2001 1997 | 1998 | 1999 | 2000 | 2001 from

Rank | Rank

1997 to

2001*

De Soto 1 1 73.9% | 79.4% | 80.6% | 82.0% | 81.0% 9.6%

Lancaster 3 63.9% | 60.5% | 64.3% | 66.9% | 71.2% | 11.4%

LaMarque 4 2 57.4% | 69.8% | 73.9% | 79.2% | 78.0% | 35.9%
Wilmer-

Hutchins 2 4 64.7% | 64.2% |52.8% |50.6% 58.4% | (9.7%)

Region 10 | N/A N/A |73.4% |77.4% | 78.5% | 78.2% |80.6% 9.8%

State N/A N/A |73.2% |77.7% | 78.3% | 79.9% (82.1% | 12.1%

Source: TEA, AEIS, 2000-01.
* Percent Change is defined as 2001 minus 1997.

The district's five-year TAAS performance from 1996-97 through 2000-01

is shown in Exhibit 2-17. Scores fluctuated between 1997 and 2001.

However, the passing rates in 2000-01 are lower than the passing ratesin
1996-97 for 11 of the 15 comparisons.

Exhibit 2-17
Per centage of WHISD Students Passing TAAS, All Grade Levels
1996-97 through 2000-01

All Students
Subject | 1996-97 | 1997-98 | 1998-99 | 1999-2000 | 2000-01
Reading| 79.9% | 79.9% | 69.4% 66.5% | 73.8%
Math 72.1% | 715%, 62.9% 59.7% | 71.3%
Writing | 67.7% | 70.0% | 73.3% 67.8% | 68.3%
African American Students
Subject | 1996-97 | 1997-98 | 1998-99 | 1999-2000 | 2000-01
Reading| 79.5% | 79.4%| 70.1% 66.2% | 72.8%




Math 70.4% | 70.0%| 61.5% 59.2% 68.6%‘
Writing | 67.4% | 70.2% 73.7% 69.9% | 69.6%

Hispanic Students ‘
Subject | 1996-97 | 1997-98 | 1998-99 | 1999-2000 | 2000-01
Reading| 79.0% | 81.6%| 65.1% 66.7% | 73.7%
Math 76.5% | 75.9% | 66.2% 61.4%  78.5% ‘
Writing | 61.3% | 61.9% 70.0% 58.5% | 59.1%

Anglo Students |
Subject | 1996-97 | 1997-98 | 1998-99 | 1999-2000 | 2000-01
Reading| 87.9% | 84.5%| 69.1% 72.4% | 88.9% ‘
Math 85.1% | 845%  73.9% 63.2% | 82.7% ‘
Writing | 90.9% | 94.4% | 76.0% 71.4% | 87.5%

Economically Disadvantaged Students ‘
Subject | 1996-97 | 1997-98 | 1998-99 | 1999-2000 | 2000-01
Reading| 82.6% | 80.4%| 68.2% 67.0% | 73.1% \
Math 77.2%| 733% 62.5% 59.9% | 71.7%
Writing | 69.5% | 70.7% | 72.3% 67.9%  67.5%

Source: TEA, AEIS, 1996-97 through 2000-01.

While there are varying efforts at the elementary, middle and high school
levels on the part of principals and teachers to address the curriculum
needs of the students, there is no unified approach or process linking the
subject matter and information taught at each grade level and transitioning
from the elementary to the middle to the high school for any subject.
Principals and staff members interviewed said that grade level planning
meetings are held at their schools to ensure teachers are teaching the same
concepts across grade levels. Also, teachers who teach the same subject
meet occasionally to ensure that the curriculum is aligned across grade
levels at their school. However, the principals and staff members
interviewed said that there is no planning or alignment of curriculum
efforts between elementary and middle school and between middle and
high schooal.

The superintendent has been working with TEA to make 2001-02 staff
development decisions, and the elementary curriculum coordinator at
Wilmer Elementary has been assigned to assist with the development and



implementation of staff development based upon decisions made by the
superintendent. The focus of staff development for all staff membersin
October 2001 was on helping students master the TEK'S and improving
student achievement. WHISD is a member of the Region 10 cooperative
for staff development. A review of 2000-01 attendance records showed
that some WHISD staff members attended Region 10 staff development
sessions. However, no one coordinates staff participation in Region 10
professional development offerings.

An effective plan for curriculum development and management provides
direction for adistrict's curriculum ard instructional delivery. A plan
generally follows atimeline for the establishment of procedures to
develop, revise, delete, enrich and evaluate written curriculum in all areas.
In addition, the plan is designed to be coordinated with other district
processes such as professional development, textbook adoption, budget
development and districtwide long-range planning.

Staff development is most effective when it is matched to the curriculum
and focused on improving instruction. According to the U.S. Department
of Education’s Turning Around Low-Performing Schools: A Guide for
Sate and Local Leaders, "professional development is an often neglected
element of the academic program in low-performing schools. To be
effective, professional development activities must center on the
classroom."”

Recommendation 17;

Develop a comprehensive curriculum plan and add curriculum
guides.

A coordinated approach in developing curriculum is necessary to provide
aclear focus for the entire school district and to ensure consistency in
instructional delivery. The curriculum plan should delineate
responsibilities for curriculum guide development, review and
management; staff development; long-range planning; textbook adoption;
evauation; and reports to the board on program effectiveness and program
budgeting.

IMPLEMENTATION STRATEGIESAND TIMELINE

1. | The superintendent contacts Region 10 to obtain sample April 2002
curriculum management plans.

2. | The superintendent assigns the TEK S coordinator and May 2002
curriculum specialists to review sample curriculum
management plans and develop a plan for WHISD.




3. | The superintendent, principals and a group of selected June 2002
teachers review the plan and give suggestions for
improvement.

4. | The TEKS coordinator and curriculum specialists make July 2002
suggested revisions to the curriculum plan.

5. | The superintendent reviews the revised curriculum August 2002
management plan and submits the plan to the board for
approval.

6. | The board approves the plan. August 2002

7. | The syperintendent, principals, TEKS coordinator, September 2002
curriculum specialists and teachers implement the plan. and Ongoing

FISCAL IMPACT

Fifteen teams of three teachers per team will be needed to provide input
into the curriculum guide writing process. The teams will write 45 guides
per year for atotal of 135 guidesin athree-year cycle and revise outdated
guides as needed thereafter. The estimate assumes that each teacher will
be paid approximately $200 per day (average teacher salary of $37,355
divided by 185 days = $200 per day) for five days during the summer
months. (Three teachers per team for 5 days at $200 aday or 3 teachers x
5 days = 15 x $200 = $3,000 x 15 teams = $45,000 per year.)

The cost for an outside consultant to conduct a one-day training session
and provide a one-day review of the writing process and a two-day
critique of the guides produced is estimated at $4,000, (4 days at $800 per
day = $3,200 plus $800 for expenses related to travel, printing and
telephone/fax, for atotal of $4,000) for each year of the three year cycle.
Total costs equal $45,000 + $4,000 or $49,000 per year.

Recommendation 2002-03 | 2003-04 | 2004-05 |2005-06 | 2006-07
Develop a comprehensive
curriculum plan and add ($49,000) | ($49,000) | ($49,000) $0 $0
curriculum guides.

FINDING

WHISD secondary TAAS scores are well below regional and state
averages. WHISD 2001 TAAS scores, when reviewed by grade level, are
lower than Region 10 and the state in all comparisons. Exhibit 2-18 shows
the percentage of WHISD students in each grade level passing all TAAS
tests taken is lower than Region 10 and the state, except for third grade.



This discrepancy is highest in grades six, eight and 10. The percent of
students in WHISD passing all TAAS tests taken in grades six, eight and
10 is 38 to 41 percentage points lower than the region and the state.

Per centage of Students Passing TAAS

Exhibit 2-18

In WHISD, Region 10 and State

1996-97 and 2000-01

. . N . Social All Tests
Reading Mathematics Writing Science Studies Taken

Grade

Ueugpe | 1997 | 2001 | 1997 | 2001 | 1997 | 2001 | 1997 | 2001 | 1997 | 2001 | 1997 | 2001
Grade 3

WHISD | 89.5% | 89.29% | 88.29% | 92.1% 84.9% | 83.3%
~o0ION 1 80,396 | 85.3% | 79.5% | 81.1% 72.7%| 76.6%
State | 81.5% | 86.8% | 81.7% | 83.1% 74.2% | 78.2%
Grade4

WHISD | 83.29% | 80.4% | 83.8% | 68.9% | 80.9% | 74.9% 68.5% | 58.5%
R@ion 0, 0) 0 0, 0, 0, 0,
0 81.29% | 88.1% | 80.4% | 88.0% | 86.0% | 86.9% 70.4% | 77.9%
State | 82.5% | 90.8% | 82.6% | 91.3% | 87.1% | 89.2% 72.0% | 81.6%
Grade5

WHISD | 91.8% | 75.3% | 96.7% | 74.7% 89.8% | 64.8%
?gg'on 82.9% | 87.29% | 83.2% | 91.9% 76.7% | 84.6%
State | 84.8% | 90.2% | 86.2% | 94.6% 79.2% | 88.2%
Grade6

WHISD | 97.8% | 50.3% | 89.0% | 60.8% 86.8% | 44.5%
?gg'on 85.9% | 85.8% | 82.5% | 91.3% 78.0% | 83.0%
State | 84.6% | 85.6% | 81.8% | 91.4% 76.8% | 82.7%
Grade?7

WHISD | 60.0% | 70.5% | 46.7% | 74.6% 42.0% | 62.4%




?gg'on 85.4% | 88.3% | 79.7% | 88.1% 75.9% | 82.9%
State | 84.5% | 89.4% | 79.7% | 89.6% 75.1% | 84.3%
Grade 8

WHISD | 63.0% | 85.9% | 45.2% | 70.6% | 53.9% | 63.2% | 60.9% | 77.3% | 29.4% | 43.4% | 21.1%| 27.8% |
?gg'on 84.7% | 91.1% | 77.3% | 91.1% | 81.8% | 85.3% | 83.7% | 90.5% | 69.3% | 77.0% | 59.2% | 69.0%
State | 83.9% | 91.9% | 76.3% | 92.4% | 80.7% | 85.8% | 84.6% | 91.8% | 67.4% | 77.0% | 57.3% | 69.2%
Grade 10

WHISD | 61.2% | 64.9% | 32.9% | 55.6% | 63.3% | 67.1% 25.5% | 42.1%
Region

0 87.7% | 90.2% | 74.9% | 89.3% | 89.6% | 89.8% 70.7% | 81.0%
State | 86.1% | 90.0% | 72.6% | 89.3% | 88.5% | 89.1% 67.8% | 80.3%

Source: TEA, AEIS, 1996-97 and 2000-01.
* Blank areas indicate that the TAASIs not administered in those grade
levels for those particular tests.

Performance on "all TAAS tests taken" depends upon passing the reading,
writing and mathematics sections of the tests. Writing tests are
administered only in grades four, eight and 10. At grade eight, "al tests
taken" also includes a science and social studies test. Science and socia
studies tests are not included in determining accountability ratings.
Because there are five tests administered in grade eight, this grade level
typicaly has the lowest percentage of students passing all tests taken.

The Texas Assessment of Knowledge and Skills (TAKS) will replace the
TAAS in spring 2003 and will be based on the Texas Essential Knowledge
and Skills (TEKS). According to the Regional Education Service Center
X111 (Region 13) Office of Texas High School Education Critical Issues
Report #1, "this TEKS-based program will be more rigorous and
comprehensive than th