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EXECUTIVE SUMMARY

In December 2012, Toledo Public Schools (TPS) contracted with Evergreen Solutions, LLC to
conduct a performance audit of district operations. The audit included a detailed analysis of all of
the school district’s financial management functions, including accounts payable, payroll,
internal allocation of resources, internal controls, impact of federal and state reporting
requirements, use of grant funds, and procurement. The study also included an in-depth review
of other operations in Toledo Public Schools, including organization and management,
educational service delivery, human resources, transportation, food service, facilities,
technology, and safety and security.

The audit followed a detailed work plan, including four phases and 15 work tasks, which was
designed by Evergreen consultants and finalized in discussion between Evergreen and TPS
School Board. Exhibit 1 provides an overview of Evergreen’s work plan for the performance
audit.

The overriding objective of the audit was to assist Toledo Public Schools in continuing to
succeed and improve in its primary mission—the education of all students. Ultimately, the
purpose of the performance audit was to conduct an external review of the efficiency of all
departments and operations within TPS and to present a final report of the findings,
commendations, recommendations, and projected costs or cost savings associated with the
recommendations. For each operational area, Evergreen reviewed the overall structure, staffing,
processes, practices, and organizational culture in order to ensure service has been optimized
by the district in terms of efficiency, effectiveness, and customer service.

SCOPE OF THE AUDIT

The comprehensive Performance Audit conducted at Toledo Public Schools included review of the
following nine operational areas:

« District Administration

o Educational Service Delivery

e Human Resources Management
« Financial Management

o Facilities Use and Management
» Food Service

e Transportation

o Safety and Security

e Technology

For each operation, Evergreen was tasked with identifying areas for improvement in efficiency and
effectiveness through careful review of available data, benchmarking, interviews, a public hearing,
and survey feedback.
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Executive Summary

TPS Performance Audit

Exhibit 1

Work Plan for the Performance Audit
of Toledo Public Schools

c
i)
..
=] TASK 1: TASK 2:
8 £ Initiate Project Develop Preliminary Profile of
= g Toledo Public Schools
3
o
s
L. 'g TASK 3: TASK 4: TASK 5:
i o Conduct Diagnostic Conduct Surveys of Conduct Benchmarking
@ 2 Review of Operations Central Office and Best Practices
£ 2 Administrators, Principals, Review
%, and Teachers
2
TASK 6: TASK 7: TASK 8:
Review Central Office Review Human Review Curriculum and
Management Resources and Instruction
S Personnel Management
E
©
Q
S
_E TASK 9: TASK 10: TASK 11:
= .g Review Facilities Use Review Finance and Review
3 8 and Management in Financial Management Transportation
S Business Operations of Revenues and Business Operations
o % Expenditures
T
L
o
Q
g
(&] TASK 12: TASK 13: TASK 14:
Review Review Review
Food Services Business Technology Business Safety and Security
Operations Operations Business Operations
ap
£
=
=9 TASK 15:
o g Prepare Draft and Final Report
@©
£ 8
g
o

Source: Created by Evergreen Solutions, 2013.

Evergreen Solutions, LLC

Page ii



Executive Summary TPS Performance Audit

METHODOLOGY

Evergreen’s approach methodology for conducting this performance audit included the following
components:

e reviewing existing reports and data sources—including independent financial audits,
annual budget and expenditure reports, budget guidelines and procedures, accounting
procedures, salary schedules, organizational charts, staffing ratios, board policies, strategic
plan, technology plan, facilities data, safety and security data, transportation data, student
achievement data, and annual reports;

e conducting a diagnostic review and interviews with Board members, central office and
school administrators, staff, and community/business members and leaders;

e generating comparisons to peer school districts—the peer group of Ohio school districts
included the following urban and local peers:

- Akron City

- Cincinnati

- Dayton City

- South-Western City
- Oregon City

- Springfield Local

- Sylvania City

- Washington Local

e conducting employee surveys;

e providing channels for members of the community to provide input through a public
hearing and web linkages;

e visiting 23 schools and other sites in the school district;

e collecting additional reports and data from sources inside and outside of Toledo Public
Schools;

o conducting the formal on-site review with a team of eight consultants; and
e preparing draft and final reports.
Diagnostic Review

A diagnostic review of TPS was conducted during the week of January 21, 2013. Evergreen
consultants interviewed central office administrators, board members, principals, and community
leaders concerning the management and operations of the district.
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The diagnostic review allowed Evergreen’s Team to assess school district operations, further
develop possible information and data needs for the study, and capture perceptions and input
from key district staff. The diagnostic review served as a starting point for the on-site audit.

Online Surveys

To secure the involvement of employees in the study, three online surveys were prepared and
disseminated on January 9, 2013—one for central office administrators, one for school
administrators, and one for teachers. Through the use of anonymous surveys, administrators and
teachers were given the opportunity to express their opinions about the management and
operations of Toledo Public Schools. Many survey items were similar in format and content to
provide a database for determining how the opinions and perceptions of these groups vary.
Selected survey results were compared to administrators and teachers in Evergreen’s survey
database.

The survey results are provided in the Appendix to this report. Specific survey items pertinent
to findings in the functional areas Evergreen reviewed are presented within each chapter.

On-Site Review

A team of eight consultants conducted the formal on-site review of Toledo Public Schools during
the week of February 4, 2013. Prior to conducting the on-site review, each team member was
provided with an extensive set of information about TPS operations. During the on-site work,
team members conducted a detailed review of the structure and operations in their assigned
functional areas. As part of the on-site review, Evergreen also held a Public Hearing on February
5, 2013 to allow members of the community to provide feedback directly to the Evergreen Team.

In addition to central office locations, Evergreen visited 23 TPS schools during this audit, including:

e Beverly Elementary School e Pickett Academy

e Bowsher High School e Robinson Elementary School
e Byrnedale Elementary School e Rogers High School

e DeVilbiss e Samuel M. Jones at Gunckel Park Elementary
e East Broadway Elementary School e Scott High School

e Edgewater Elementary School e Spring Elementary School

e Elmhurst Elementary School e Start High School

e Grove Patterson Academy e Toledo Technology Academy
e Harvard Elementary School e Waite High School

e Hawkins Elementary School e Walbridge Elementary School
e Leverette Elementary School e Woodward High School

[ J

McTigue Elementary School

Evergreen also visited several other locations, including the food service, maintenance and
operations, transportation, and safety and security hubs at such locations as the Pearson Center
and the new Network Operations Center (NOC).
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OVERVIEW OF THE REPORT

The final report for this performance audit consists of the following eleven chapters:

Chapter 1: Introduction

Chapter 2: District Organization and Management
Chapter 3: Educational Service Delivery

Chapter 4: Human Resources Management
Chapter 5: Financial Management

Chapter 6: Facilities

Chapter 7: Food Service

Chapter 8: Transportation

Chapter 9: Safety and Security

Chapter 10:  Technology Management

Chapter 11:  Fiscal Impact of Recommendations

Chapters 2 through 10 contain findings, commendations, and recommendations for each
operational area, provided in the following sequence:

a description of the operation in Toledo Public Schools;

a summary of our study findings;

a commendation or recommendation for each finding; and

estimated costs or cost savings over a five-year period, which are stated in 2012-13
dollars.

We conclude this report with a summary of the fiscal impact of our recommendations in Chapter
11.

MAJOR FINDINGS, COMMENDATIONS, AND RECOMMENDATIONS

In this section we include the major findings, commendations, and recommendations for each
operational area as found in Chapter 2 through 10 of the full report. This section only highlights
major issues; additional findings, commendations, and recommendations can be found in each
chapter.

District Organization and Management

Leaders of school districts are typically at the forefront of decision-making processes and must
constantly decide on actions that impact the overall direction of the district as a whole. A sound
organizational structure can assist in facilitating communications and increasing efficiency in
providing guidance. This responsibility is met with the challenge of consistently adhering to
policies and procedures to ensure decisions are made in an equitable and effective manner.
Additionally, the organization and management of a school district involves cooperation between
elected members of the school board and central office administrators.

%
% Evergreen Solutions, LLC Page v
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Evergreen commends Toledo Public Schools for:

its comprehensive, up-to-date policy manual, and for making the manual available online;
planning initiatives related to the TPS Transformation Plan; and

strong collaboration with the community through establishing numerous business
partnerships to support public education in Toledo.

Major recommendations on District Organization and Management include:

Use team building sessions to create a level of trust and understanding among Board
members and with the administration.

Curtail micromanagement and special staff assignments by School Board members of the
Superintendent and staff.

Implement a yearly School Board self-evaluation using the instrument contained in the
TPS Policy Manual.

Develop a comprehensive Administrative Procedures Manual that contains administrative
procedures, and which can be used by school and central office administrators to ensure
consistency among staff.

Restructure the central office of Toledo Public Schools.
Implement an accountability tracking system for the Superintendent’s Cabinet.

Approve teacher relations with the administration by creating a Teacher Advisory
Council.

Eliminate a minimum of 15 assistant principal positions in Toledo Public Schools.

Reduce clerical staff by a minimum of 15 positions at the elementary level and six
positions at the high school level.

Create a Strategic Planning Committee consisting of Board members, administrators,
teachers, parents, City government leaders, and community leaders to augment the TPS
strategic planning process by involving internal and external stakeholders, and direct the
development of a comprehensive strategic plan.

Develop an institutionalized budget planning process designed to reflect strategic
planning outcomes and support accountability needs.

Hire an in-house counsel and reduce expenditures for legal services by at least $20 per
student.

Add the position of Communications Manager to the TPS Office of Communications.
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Educational Service Delivery

The educational service delivery of a school district depends on central office administrators and
staff to serve as the support system, and provide leadership and coordination for education that is
provided in the district’s schools. The effectiveness of instructional delivery depends on factors
such as organization, staffing, and procedures that have been created and monitored in order to
ensure consistency of instruction and student assessment. The way in which educational services
are designed and delivered can either support or prevent progress towards high achievement for
students.

Evergreen commends Toledo Public Schools for:

e addressing, through technology, the need for students to have opportunities for courses
that would otherwise be cost prohibitive;

e developing strong academic programs in some schools that offer students non-traditional
and challenging learning experiences to prepare them for college and careers;

e Dbeginning to strengthen its special education program;
e purposefully improving its service to students in its ESL Program; and

e addressing the long-standing need for inventory and fiscal control in the area of
textbooks.

Major recommendations for Educational Service Delivery include:

e Negotiate authority for instructional leadership back into the hands of school and central
office administrators.

e Promote distance learning options to all students and assign staff to the labs only when
students are present.

e Systematize the use of student data for decisions regarding program and instructional
effectiveness and related staffing and professional development.

e Develop a plan and timeline for the evaluation of educational programs and services, and
regularly use it to make program and funding decisions.

e Eliminate supplementals for activities that are directly related to employee job
descriptions.

e Develop uniform strategies that identify and target student needs, and ensure that special
education students are receiving appropriate instruction in the least restrictive
environment in Toledo Public Schools.

e Negotiate special education class sizes to comply with state guidelines.

e Reduce the number of school psychologists.
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e Plan collaborative strategies and instruction to strengthen the performance of ESL
students and continued program growth.

e Immediately finalize implementation procedures and create an accountability system for
textbooks.

Human Resources Management

The human resources function has evolved significantly in the last quarter century. As an
increased need for competitive compensation, resolving work place issues, and administering
complex benefits programs have emerged, human resources has changed from a once minimal
task, to a full-fledged and crucial operation. Managing a public education agency is a labor-
intensive undertaking; personnel costs typically consume the largest portion of the average
school district budget. Consequently, successful and effective school districts place a major
emphasis on human resources management.

The employees of any school district are its most valuable asset. Employees possess distinctive
institutional knowledge and experience that can be difficult and costly to replace. The
recruitment, selection, orientation, training, salary, and benefits provided to the workforce
contribute greatly to the effectiveness of the district.

Evergreen commends Toledo Public Schools for:

e maintaining positive relationships with its collective bargaining groups; and
e its implementation of the Urban Leadership Development Program (ULDP).

Major recommendations for Human Resources include:

e Reorganize the Human Resources Department to improve efficiency of operations and
create a Benefits Coordinator position.

e Collect and assess performance data for human resource employees and incorporate these
data into annual performance evaluations.

e Develop a comprehensive districtwide professional development master plan.

e Update customer service training materials and hold employees accountable for the
customer service they deliver.

e Implement a document imaging system for record maintenance.

e Conduct a comprehensive classification and compensation study to address potential
issues of internal and external equity, and accuracy of job descriptions.

e Eliminate the bump day process.

%
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Financial Management

Financial management in any school district must ensure that resources are properly aligned with
district goals and objectives. When this equation is balanced, school districts realize the optimum
amount of success based on the resources available. With recent fluctuations in economic
conditions, it has become even more imperative to ensure that financial management policies,
procedures, and practices used foster optimized gains. The planning and budgeting process must
support district goals.

In addition, an effective purchasing program provides districts with quality materials, supplies,
services and equipment in a timely manner at the lowest price. Proper accounting reduces the
risk of lost assets and ensures their appropriate use. The district must provide the Board,
administrators, and interested external stakeholders with timely, accurate, and useful reports
concerning the district’s financial condition.

Evergreen commends Toledo Public Schools for:

e consistently being recognized for excellence of its Comprehensive Annual Financial
Report;

e implementing a centralized purchasing process that is achieving significant savings for
Toledo Public Schools by encouraging vendor participation as a way of increasing
competition;

e using desk procedure manuals effectively in the Payroll Office to ensure that institutional
knowledge is retained and processes are performed with consistency;

e recognizing the need to maintain cash reserves in the bank for as long as possible, and for
implementing a process to retain the cash until needed, while still paying vendors in a
timely manner;

e developing a comprehensive and recognized investment policy to protect and guide the
district’s investments;

e actively seeking to control its interest expense on outstanding bonds through bond
refunding; and

e periodically rebidding key insurance coverages and seeking adjustments to coverages
when buildings are reappraised.

Major recommendations for Financial Management include:

e Reorganize the Treasurer’s Division, and redefine and fill the vacant positions to ensure
that the division can fully automate labor-intensive and error-prone processes.

e Fully implement the financial components of the SunGard system, and create user-
friendly reporting and data extraction capabilities that assist rather than inhibit campus
and department decision-making processes.
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e Immediately begin the process of converting Human Resources and Payroll to SunGard,
with a goal of having the Human Resources modules fully implemented by 2014-15.

e Establish a process whereby the Board’s Finance Committee and the Superintendent’s
Cabinet review the results of the Annual Audit as well as the issues resulted in the
Auditor’s Management Letter and are kept apprised of corrective actions being taken to
address those issues.

e Adopt the nationally recognized standards for budget preparation, including the adoption
of a formal budget calendar.

e Implement a Purchasing Card (P-Card) system to replace petty cash accounts.

e Establish an inventory system that assigns personal responsibility to individuals with
custody of the assets, and enforce the Board policies relating to annual counts at the
campus level.

Facilities

Effective facilities management inevitably leads to the success of many other functions in the
school district. Useful, well-maintained, up-to-date, and cheerful learning environments can help
reinforce positive attitudes and performance by students, teachers, and administrators. In
addition, these conditions lead to a sense of pride and passion in both students and staff. Aside
from these results, facilities that are optimized lead to a safe environment, as well as promote
savings and revenue for the district.

Evergreen commends Toledo Public Schools for:

o effective teamwork and an efficient trades-based and customer-focused organizational
structure;

e its successful merger of warehousing and logistics functions with facilities maintenance
functions into a single department and facility site;

e securing an adequate level of funding to maintain its facilities;

e installing and implementing the TEAMWORKS Computerized Maintenance
Management System;

e establishing a Preventive Maintenance (PM) Program and placing a priority on
preventive maintenance as a substantial cost avoidance and budget savings practice;

e establishing and staffing the Network Operations Center (NOC) for consolidated control
of campus security and building automation systems;

e the efficiency and effectiveness of its custodial workforce; and
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its plans to establish an energy efficiency retrofits program using state funds.

Major recommendations on Facilities Management include:

Consolidate the Construction Management Office (Coordinator of Construction Projects)
under the Maintenance and Operations Department.

Establish and use Facilities Management Key Performance Indicators (KPI) to evaluate
past performance and benchmark against peer organizations.

Prepare and implement a five-year facilities master planning process in Toledo Public
Schools.

Develop a surplus property preservation and disposal plan.
Relocate the central office staff and functions into available adequate space.
Consolidate two sets of K-8 schools.

Upgrade and migrate the facilities maintenance management system to a mobile device-
based operation.

Actively reduce and manage surplus property through an online sales system and process.
Establish a comprehensive, behavior-centered energy conservation management program.
Restructure the Community Use of Facilities policies and procedures to establish a formal

scheduling system, exponentially increasing rental income and optimizing cost recovery
to the district.

Food Service

Increased demand has been placed on food service operations in school districts to provide
increasingly more healthy meals to students. In addition, food service leaders have sought ways
to increase student participation in meal programs in order to reduce costs and improve service
delivery. When delivered in an efficient and effective manner, food service operations not only
provide ample nutrition to students, but also operate as a completely self-sustaining program.

Evergreen commends Food Service for:

implementing and enforcing a process to maintain the food service inventory which
contains daily checks and balances to prevent losses and ensure that the inventory is
accurate;

applying for and receiving an additional 6 cents per federally reimbursable lunch served
as part of the Healthy, Hunger-Free Kids Act of 2010; and
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e aggressively seeking grants to promote the district breakfast program, nutrition education,
and wellness.

Major recommendations in Food Service include:

e Establish meals per labor hour (MPLH) standards for each school and annually adjust
staffing hours to achieve these standards.

e Explore alternative breakfast delivery systems and implement programs that will
maintain or grow breakfast participation in the future.

e Immediately correct the bi-weekly payroll for each employee to include all routine work
hours and closely examine the impact on each employee’s benefit eligibility.

e Charge all appropriate and eligible annual expenditures to the Food Service Fund and
record the actual amount of TPS contributions necessary to balance the fund deficit.

e Work with Business Operations and the Treasurer’s Office to diagnose the reason price
changes are being missed and determine the best method for validating the invoice prices
before payment.

e Develop a plan for identifying those students who may be eligible for free and reduced
price meal programs, and aggressively reach out to those parents to complete an
application.

e Establish and enforce a Board policy regarding the provision of alternative meals to
students who do not have money to pay for full-price meals.

e Purchase and install POS systems and terminals at each of the 41 elementary campuses
prior to the beginning of the 2013-14 school year.

e Implement a policy of maintaining full-priced meal prices at the secondary level at or
near the federal reimbursement rate, with all other pricing levels being incrementally
adjusted accordingly.

Transportation

The safe and timely transportation of students is important to every school district. However,
when faced with budget cuts or increased ridership, it can be extremely difficult to balance these
factors. When looking to increase efficiency in transportation, safety is the number one priority,
followed by a strategic approach to planning routes and driver times to most cost effectively
transport students to and from school. In addition, activities requiring additional transportation
needs (such as field trips, athletic events, and summer school programs) must be analyzed.
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Evergreen commends Toledo Public Schools Transportation for:

e an exceptional vehicle maintenance program which provides excellent service on TPS
vehicles;

e encouraging and supporting ASE certification for TPS mechanics;
e its effective implementation of Fleet Pro; and

¢ holding discussions with the Toledo Area Regional Transit Authority (TARTA) to
improve efficiency and effectiveness in providing school transportation services.

Major recommendations on Transportation include:

e Implement performance indicators in the TPS Transportation Department to more
effectively assess efficiency, effectiveness, and performance of the transportation
function.

e Take appropriate steps to capture data on deadhead miles and take positive steps to
reduce deadhead miles and associated costs.

e Establish a 14-year bus replacement plan in Toledo Public Schools.

e Eliminate excess spare buses from the inventory and continue maintaining a spare bus
policy of 18 buses or 15 percent of its fleet.

e Eliminate 44 buses from the bus inventory.
e Conduct an audit to reduce the white fleet inventory in Toledo Public Schools.

e Implement a training program in the TPS Transportation Services Department for
managers and supervisors emphasizing personnel management, sensitivity training, and
conflict resolution.

Safety and Security

Maintaining school safety and security has unfortunately become an increasingly complicated
part of school district operations. Traditionally, most school safety actions involve surrounding
schools with fences to create safe zones and creating alternative education programs for violent
or disruptive students. However, in today’s environment, school districts need a more
comprehensive approach that involves awareness, prevention and intervention, and recognizes
school violence as part of a community problem that requires community involvement.
Recognizing this, more opportunities and resources than ever exist to supplement and improve
school safety. School and district leaders must look to these resources to maximize campus
safety while ensuring that an appropriate level of student privacy is maintained.
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Evergreen commends Toledo Public Schools for:

e continuing to build on and maintain up-to-date site specific School Crisis Plans for all
TPS locations; and

e completing a comprehensive annual Vulnerability Assessment.

Major recommendations on Safety and Security include:
e Eliminate one Campus Protection Officer (CPO) at Rogers High School.
e Reduce overtime for TPS School Resource Officers (SROs).

e Create and distribute emergency event checklists to classrooms and offices for use by
TPS staff.

e Establish a comprehensive TPS safety and security training program for all staff.

e Require that all TPS safety and security incidents and activity be recorded in the School
COP system.

e Relocate SRO computer work stations within the central office at their assigned schools.

e Improve the visitor entry process at all TPS locations by implementing a more stringent
and standardized entry protocol.

e Require TPS staff to wear identification badges at all times while on TPS property.
Technology

Technology is one area of a school district that supports all administrative and instructional
personnel, allowing employees to conduct business in a way that maximizes resource utilization.
Organizing technology resources to effectively achieve this outcome can be challenging, but
essential for operational success. Accomplishing this goal not only requires optional staffing
levels, but also necessary skills, tools, and leadership.

Evergreen commends Toledo Public Schools for:
e moving forward with a comprehensive centralized service desk with automated functions;
e implementing the parent portal capability;

e its use of hosted information system products relating to student, finance, human
resources, and business systems data collection, management, and reporting; and

e having a standard, well-supported, and commonly integrated/systems-compliant
communication and productivity tool suite.
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Major recommendations on Technology include:

e Implement standards for the purchase of commonly used hardware, software, and
infrastructure/communication items.

e Develop school and central office basic technology templates and models.
e Eliminate dead-end or no longer used phone lines.

¢ Eliminate some Data Coordinator and Education Technology Resource Teacher
positions.

e Submit separate Erate proposals to secure additional revenue.

e Ensure timely modification or termination of individual access and authorization
privileges relating to secure systems data or programming changes.

e Develop and implement a Preventative Maintenance Checklist as a foundation for a
districtwide annual maintenance plan for TPS computers.

e Implement a technology equipment disposal process for decommissioning and disposing
of unused technology inventory.

e Eliminate one Copier Repairman from the TPS Print Shop.

e Implement a cap on the total number of prints per user allowed in the district.

FISCAL IMPACT OF RECOMMENDATIONS

Based on the analyses of data obtained from interviews, surveys, community input, TPS
documents, and first-hand observations, the Evergreen Team developed 169 recommendations in
this report; 61 recommendations have fiscal implications.

Exhibit 2 shows the total costs and savings summary for all study recommendations that have a
fiscal impact. As can be seen, the total net savings is about $101.2 million over five years.

The five-year costs and savings are shown in 2012-13 dollars. It is important to keep in mind that
the identified savings and costs are incremental.
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Exhibit 2

Fiscal Impact Summary

Years Total 5-Year | One-Time
Cost Savings (Costs) or (Costs) or
2013-14 2014-15 2015-16 2016-17 2017-18 Savings Savings
TOTAL COSTS ($511,325) | ($474,551) | ($427,611) | ($419,551) | ($422,611) | ($2,111,410) ($312,500)
TOTAL SAVINGS $19,176,108 | $20,559,542 | $21,010,108 | $21,160,108 | $21,160,108 | $102,921,735 $723,885
TOTAL NET SAVINGS | $18,664,783 | $20,084,991 | $20,582,497 | $20,740,557 | $20,737,497 | $100,810,325 $411,385
TOTAL FIVE-YEAR NET SAVINGS PLUS ONE-TIME SAVINGS $101,221,710
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1.0 INTRODUCTION

In December 2012, Toledo Public Schools (TPS) contracted with Evergreen Solutions, LLC to
conduct a performance audit of district operations. The overriding objective of this audit was to
assist Toledo Public Schools in continuing to succeed and improve in its primary mission—the
education of all students. Toledo Public Schools understands that, in order to succeed in this
mission, in the face of continuing economic constraints impacting operations and management,
the school system will have to be even more effective and efficient than ever before.

According to statistics provided by Toledo Public Schools and the Ohio Department of
Education, approximately 22,300 students are currently educated in TPS. The district consists of
51 schools and employs approximately 3,500 staff. TPS reported total per pupil expenditures of
$13,859 in 2010-11, the latest year for which these data are available.

11 SCOPE OF THE PERFORMANCE AUDIT

The comprehensive Performance Audit of Toledo Public Schools included review of the following
nine functional areas:

District Administration
Educational Service Delivery
Human Resources Management
Financial Management
Facilities Use and Management
Food Service

Transportation

Safety and Security
Technology

For each function, Evergreen was tasked with identifying areas for improvement in efficiency and
effectiveness through careful review of available data, benchmarking, interviews, a public hearing,
and survey feedback.

Exhibit 1-1 provides an overview of Evergreen’s work plan for this study. As can be seen, the
work plan includes four phases and 15 work tasks. The work plan was further subdivided into
112 task activities (not displayed) defining specific actions to be completed during the
performance audit by the Evergreen Team.

Explanation on Evergreen’s methodology used can be found in the following section.
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Exhibit 1-1

Work Plan for the Performance Audit
of Toledo Public Schools

c
i)
.. ®
= TASK 1: TASK 2:
&£ Initiate Project Develop Preliminary Profile of
£ g Toledo Public Schools
I3
o
8
L. 'g TASK 3: TASK 4: TASK 5:
i 04 Conduct Diagnostic Conduct Surveys of Conduct Benchmarking
@ S Review of Operations Central Office and Best Practices
c 3 Administrators, Principals, Review
o c
%o and Teachers
=2

Phase llI:
Comprehensive Performance Audit

TASK 6:
Review Central Office
Management

TASK 9:
Review Facilities Use

and Management in
Business Operations

TASK 12:
Review
Food Services Business
Operations

TASK 7:
Review Human
Resources and
Personnel Management

TASK 10:
Review Finance and
Financial Management
of Revenues and
Expenditures

TASK 13:
Review
Technology Business
Operations

TASK 8:
Review Curriculum and
Instruction

TASK 11:
Review
Transportation
Business Operations

TASK 14:
Review
Safety and Security
Business Operations

]
=
.- B
=8 TASK 15:
7 g Prepare Draft and Final Report
@
&8
o
o
Source: Created by Evergreen Solutions, 2013.
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1.2 METHODOLOGY

Evergreen’s approach methodology for conducting this study included the following components:

e reviewing existing reports and data sources—including independent financial audits,
annual budget and expenditure reports, budget guidelines and procedures, accounting
procedures, salary schedules, organizational charts, staffing ratios, board policies, strategic
plan, technology plan, facilities data, safety and security data, transportation data, student
achievement data, and annual reports;

e conducting a diagnostic review and interviews with Board members, central office and
school administrators, staff, and community/business members and leaders;

e generating comparisons to peer school districts—the peer group of Ohio school districts
included the following urban peers and local peers:

- Akron City

- Cincinnati

- Dayton City

- South-Western City
- Oregon City

- Springfield Local

- Sylvania City

- Washington Local

Exhibit 1-2 provides a brief comparison of the peer school districts used in the performance audit
for benchmarking purposes. Regional peers include the four urban school districts in Ohio most
similar to TPS in terms of student population, budget, and staffing levels, while local peers include
the four school districts in Lucas County:

e conducting employee surveys;

e providing channels for members of the community to provide input through a public
hearing and web linkage;

e visiting 23 schools and sites in the school district;

e collecting additional reports and data from sources inside and outside of Toledo Public
Schools;

e conducting the formal on-site review with a team of eight consultants; and

e preparing draft and final reports.
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Exhibit 1-2
Toledo Public Schools
Peer Comparison of Urban Ohio School Districts

2010-11*
Reduced-Price Individualized
FTE Total Free Lunch Lunch Eligible LEP/ELL Education
Total | Teachers | Expenditures | Total Eligible Students Students Students Program
District Staff | (District) | per Pupil** | Students | Total Percent | Total Percent | Total | Percent | Total | Percent
Toledo Public Schools | 3,536 | 1,622 $13,859 24,283 | 16,237 | 66.9% | 1,005 4.1% 314 13% | 3,121 | 12.9%
Akron City 4,284 | 1,709 $14,032 23,113 | 13,612 | 58.9% | 2,266 9.8% 760 3.3% | 4,394 | 19.0%
Cincinnati City 4516 | 1,821 $14,067 33,783 | 19,956 | 59.1% | 1,187 35% | 1,235 | 3.7% | 7,258 | 21.5%
Dayton City 2,456 963 $14,047 15,313 | 10,674 | 69.7% 993 6.5% 435 2.8% | 3,004 | 19.6%
South-Western City 2,436 | 1,103 $10,397 20,725 | 9,009 | 43.5% | 1,255 6.1% | 2,478 | 12.0% | 2,895 | 14.0%
Peer Average 3,423 | 1,399 $13,136 23,234 | 13,313 | 57.8% | 1,425 6.5% | 1,227 | 55% | 4,388 | 18.5%
*Most recent year data are available.
Source: Created by Evergreen Solutions with data from the National Center for Education Statistics and the **Ohio Department of Education, 2013.
Peer Comparison — Local Districts (Lucas County)
2010-11*
Reduced-Price Individualized
FTE Total Free Lunch Lunch Eligible LEP/ELL Education
Total | Teachers | Expenditures | Total Eligible Students Students Students Program
District Staff | (District) | per Pupil** | Students | Total | Percent | Total Percent | Total | Percent | Total | Percent
Toledo Public Schools | 3,536 | 1,622 $13,859 24,283 | 16,237 | 66.9% | 1,005 4.1% 314 13% | 3,121 | 12.9%
Oregon City 429 224 $10,366 3,920 1,360 | 34.7% 322 8.2% 17 0.4% 456 11.6%
Springfield Local 406 195 $9,320 3,773 1,290 | 34.2% 130 3.4% 38 1.0% 676 17.9%
Sylvania City 960 453 $11,574 7,559 1,044 13.8% 184 2.4% 122 1.6% 984 13.0%
Washington Local 952 418 $11,585 6,670 3,292 | 49.4% 380 5.7% 102 1.5% 960 14.4%
Peer Average 687 323 $10,711 5,481 1,747 | 33.0% 254 4.9% 70 1.1% 769 14.2%
*Most recent year data are available.
Source: Created by Evergreen Solutions with data from the National Center for Education Statistics and the **Ohio Department of Education, 2013.
%
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Diagnostic Review

A diagnostic review of TPS was conducted during the week of January 21, 2013. Evergreen
consultants interviewed central office administrators, board members, principals, and community
leaders concerning the management and operations of the district.

The diagnostic review allowed Evergreen’s Team to assess school district operations, further
develop possible information and data needs for the study, and capture perceptions and input
from key district staff. The diagnostic review acts as a starting point for the on-site review.

Online Surveys

To secure the involvement of employees in the study, three online surveys were prepared and
disseminated on January 9, 2013—one for central office administrators, one for school
administrators, and one for teachers. Through the use of anonymous surveys, administrators and
teachers were given the opportunity to express their views about the management and operations
of Toledo Public Schools. Many survey items were similar in format and content to provide a
database for determining how the opinions and perceptions of these groups vary. Selected
survey results were compared to administrators and teachers in Evergreen’s survey database.

The survey results are provided in the Appendix to this report. Specific survey items pertinent
to findings in the functional areas Evergreen reviewed are presented within each chapter.

On-Site Review

A team of eight consultants conducted the formal on-site review of Toledo Public Schools during
the week of February 4, 2013. Prior to conducting the on-site review, each team member was
provided with an extensive set of information about TPS operations. During the on-site work,
team members conducted a detailed review of the structure and operations in their assigned
functional areas. As part of the on-site review, Evergreen also held a Public Hearing on February
5, 2013 to allow members of the community to provide feedback directly to the Evergreen Team.

In addition to central office locations, Evergreen visited 23 TPS schools during this audit, including:

Beverly Elementary School o Pickett Academy

Bowsher High School e Robinson Elementary School

Byrnedale Elementary School e Rogers High School

DeVilbiss e Samuel M. Jones at Gunckel Park Elementary

East Broadway Elementary School
Edgewater Elementary School
Elmhurst Elementary School
Grove Patterson Academy
Harvard Elementary School
Hawkins Elementary School
Leverette Elementary School
McTigue Elementary School

=
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Evergreen also visited several other locations, including the food services, maintenance and
operations, transportation, and safety and security hubs at such locations as the Pearson Center
and the new Network Operations Center (NOC).

1.3 OVERVIEW OF THE REPORT

The final report for this study consists of the following eleven chapters:

Chapter 1:
Chapter 2:
Chapter 3:
Chapter 4:
Chapter 5:
Chapter 6:
Chapter 7:
Chapter 8:
Chapter 9:
Chapter 10:
Chapter 11:

Introduction

District Organization and Management
Educational Service Delivery
Human Resources Management
Financial Management

Facilities

Food Service

Transportation

Safety and Security

Technology Management

Fiscal Impact of Recommendations

Chapters 2 through 10 contain findings, commendations, and recommendations of each
operational area, provided in the following sequence:

a description of the operation in Toledo Public Schools;

a summary of our audit findings;

a commendation or recommendation for each finding; and

estimated costs or cost savings over a five-year period which are stated in 2012-13 dollars.

We conclude this report with a summary of the fiscal impact of our study recommendations in

Chapter 11.
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2.0 DISTRICT ORGANIZATION AND MANAGEMENT

This chapter reviews the staffing, organization, and management of Toledo Public Schools
(TPS). Chapter 2 includes six major sections:

2.1  Governance

2.2  Policies and Procedures

2.3 Organization and Management

2.4 Planning and Accountability

2.5  Legal Services

2.6 Communication and Public Relations

The organization and management of a school district involves cooperation between elected
members of the school board, and administrators and staff of the school district. The school
board’s role is to set the policies by which a school district will be governed, approve the plans
to implement those policies as set forth by the administration, provide the funding sources
necessary to carry out the plans, and evaluate the results of the plans.

Once policies are adopted by the school board, it is the responsibility of the Superintendent and
staff to establish administrative procedures or regulations to achieve the end results. These
activities involve the hiring and retention of employees as well as ongoing communication with
the community to ensure an understanding of the district’s efforts to accomplish these results.

21 GOVERNANCE

Local school boards have traditionally governed public education in the United States with
authority vested in them by the state. From the mid-1800s through the early 1900s, the number
of school boards increased dramatically. The last major reform of school boards involved a shift
to smaller elected school boards comprised of community members with a professional
superintendent as the CEO. There are approximately 95,000 school board members on 15,000
local boards across the nation. Most boards have five to nine members.

In a widely cited 2000 report (entitled Recommendations for 21% Century School Board/
Superintendent Leadership, Governance and Teamwork for High School Achievement),
Goodman and Zimmerman found that school districts with quality governance had, among other
things:

e afocus on student achievement and policy making;
o effective management without micromanagement;
e atrusting and collaborative relationship with the Superintendent;

o ayearly evaluation of the Superintendent, according to mutually agreed upon goals and
procedures;

e governance retreats for evaluation and goal setting;

%
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¢ long-term service of school board members and the Superintendent; and

e abudget that provides needed resources.

The current School Board of Toledo Public Schools is shown in Exhibit 2-1. The exhibit shows
each member’s position on the school board, profession, longevity on the Board, and current
committee assignments. The Board has seven standing committees [policy, curriculum, finance,
community and public relations, OSSC facilities and human resources, and one ad hoc
committee (food services)]. Two Board members serve on each committee.

Exhibit 2-1
School Board of Toledo Public Schools
2013
School Board Position on Current Term
Member School Board Profession Year First Elected Expires Committee Assignments
Brenda Hill President Retired TPS teacher January 2010 December 2013 Human Resources,
No previous term Curriculum, Ad Hoc
Food Committees
Dr. Cecelia Adams Vice President | Retired TPS January 2012 December 2015 | Curriculum and Finance
administrator No previous term Committees
Lisa Sobecki Member Lucas County Jobs Current term began December 2015 | Community & Public
& Family Services January 2012 Relations, OSFC and
Previous term January 2008 Athletic Committees
Larry Sykes Member Retired from January 2010 December 2013 | Policy and OSFC
banking industry Previous term January 2001 Committees
to December 2007
Bob Vasquez Member Administrator with Current term started December 2013 | Community & Public
local non-profit January 2010 Relations, Human
agency Previously voted in by Board Resources, Finance and
to cover a resignation by Athletic Committees
R. Torres in March 2008

Source: TPS Treasurer’s Office, 2013.

In addition, Board members have many opportunities for involvement in state and national
associations as shown in Exhibit 2-2.

Exhibit 2-2
Board Member Appointments to State and National Associations
2013
Organizations Appointment Board Member
Northwest Region Ohio School Boards Association Designee Lisa Sobecki
Ohio School Boards Association - Board of Trustees Designee Lisa Sobecki
Ohio School Boards Association - Legislative Liaison Designee Brenda Hill
Ohio School Boards Association - Student Achievement Liaison Designee Dr. Adams
Ohio School Boards Association - Urban Commission Delegate Larry Sykes
. - . . Delegate Brenda Hill
Ohio School Boards Association - Annual Business Meeting Alternate Dr_ Adams
National School Boards Association - Annual Conference Designee Bob Vasq.uez
Alternate Brenda Hill
National School Boards Association - Council of Urban Boards of Education Designee Larry Sykes
Alternate Dr. Adams
. . Designee Dr. Adams
Council of Great City Schools Alternate Lisa Sobecki
Source: TPS Treasurer’s Office, 2013.
%%
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FINDING

Board Policy BCD on Board - Superintendent Relationship clearly specifies the parameters of
the Board’s involvement in administrative matters by stating the following:

The enactment of policies, consistent with long-term goals, is the most important function of
a board and the execution of the policies should be the function of the Superintendent and
staff.

Delegation by the Board of its executive powers to the Superintendent provides freedom for
the Superintendent to manage the District within the Board’s policies and frees the Board to
devote its time to policy-making and appraisal functions.

The Board holds the Superintendent responsible for the administration of its policies, the
execution of Board decisions, the operation of the internal machinery designed to serve the
District program and keeping the Board informed about District operations and problems.

The Board strives to procure the best professional leader available as its Superintendent. The
Board, as a whole and as individual members:

1. qgives the Superintendent full administrative authority for properly discharging
his/her professional duties, holding him/her responsible for acceptable results;

2. acts in matters of employment or dismissal of personnel after receiving the
recommendations of the Superintendent;

3. refers all complaints to the Superintendent for appropriate investigation and action;

4. strives to provide adequate safeguards for the Superintendent and other staff
members so that they can discharge their duties on a thoroughly professional basis;
and

5. presents personal criticisms of any employee directly to the Superintendent.

During the time of the audit, interviews with Board members and administrators indicated that
trust among Board members and between the Board and administration is lacking. Some Board
members frequently question administrative decisions and tend to micromanage. As part of this
study, Evergreen surveyed TPS administrators, teachers, parents, and students. Survey results for
TPS administrators and teachers were compared to Evergreen’s administrator and teacher survey
database where the same survey items were asked in other school districts throughout the
country.

When TPS teachers were asked if Board members know and understand the operations of the
school district, 48 percent either disagreed or strongly disagreed; Evergreen’s survey database
shows, on average, only 26 percent of teachers in peer districts were in disagreement with this
same statement. Similarly when teachers were asked if Board members know and understand the
educational needs of students in the school district, 54 percent of the TPS teachers disagreed or
strongly disagreed; Evergreen’s survey database shows, on average, only 34 percent of teachers
in peer districts were in disagreement. The results for central office administrators are as

%
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pronounced; 59 percent and 45 percent of administrators either strongly disagreed or disagreed,
as compared to 25 percent and 22 percent in the comparison group. Exhibit 2-3 shows these

comparisons.

Exhibit

2-3

Central Administrator, School Administrator, and
Teacher Survey Results on Board Member Knowledge
in Toledo Public Schools and School Districts in Evergreen’s Survey Database

Toledo Pu
Central Ad

blic Schools
ministrators

Central Administrators in Evergreen’s
Survey Database

Strongly Agree Strongly Disagree Strongly Agree Strongly Disagree
Survey Statement & Agree & Disagree & Agree & Disagree
Schoo! board members kn_ow_ and understand the 19.20% 58.9% 69.9% 24.5%
operations of the school district.
School board members know and understand the o o o 0
educational needs of students in the school district. 29.5% 45.1% 712.4% 22.3%
Toledo Public Schools School Administrators in Evergreen’s

School Administrators

Survey Database

Strongly Agree

Strongly Disagree

Strongly Agree

Strongly Disagree

Survey Statement & Agree & Disagree & Agree & Disagree
Schoo! board members kn_ow_ and understand the 29.7% 50.0% 59 7% 31.0%
operations of the school district.
School board members know and understand the o o o 0
educational needs of students in the school district. 28.0% 50.7% 57.1% 30.8%
Toledo Public Schools Teachers in Evergreen’s
Teachers Survey Database

Strongly Agree Strongly Disagree Strongly Agree Strongly Disagree
Survey Statement & Agree & Disagree & Agree & Disagree
School board members know and understand the o 0 0 0
operations of the school district. 21.2% A7.1% 54.6% 26.4%
School board members know and understand the 29 204 54.2% 49 5% 33.9%

educational needs of students in the school district.

Source: Evergreen Solutions Survey Results, 2013.
RECOMMENDATION

Recommendation 2-1:

Use team building sessions to create a level of trust and understanding among Board
members and with the administration.

Other school districts have used team building sessions and retreats to improve communications
and to build a more positive and harmonious working relationship among Board members and
with district administration. To be effective, all Board members must make the commitment to
participate in these sessions and work towards the common goal of educating TPS students.

The Board is responsible for hiring the Superintendent. The Superintendent and not the Board is
responsible for all other employees. If the Superintendent is ineffective in managing and
supervising other employees, then he should be terminated by the Board, but not micromanaged.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

%
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FINDING

The TPS School Board has adopted no protocols of professional conduct. The primary reasons
for such protocols is to set a standard for the way a school board will undertake its work and to
acknowledge the differentiation of duties between the Board and district administration. In
addition, the policy should promote a practice of civility during meetings. TPS principals and
other administrators shared that they are frequently criticized and belittled by Board members
during both regular Board meetings and Committee meetings.

The previous recommendation cited lack of trust among Board members and the Board’s
ongoing involvement in administrative matters. It is critical that the new Superintendent be
given the opportunity to perform as chief executive officer without Board interference. With this
in mind, protocols of professional conduct might prove useful to the Toledo School Board.

Climate is an outward sign of an organization’s culture. Climate and culture are viewed as
critical aspects of improving school performance. Indeed, researchers who have studied climate
and culture view them as keys to the success of urban school districts. The climate and culture in
a school district are set at the top.

In Key Works of School Boards, climate is noted to be one of the essential areas where Boards
need to focus. Exhibit 2-4 summarizes important actions that boards and superintendents should
take to create a positive learning environment or climate.

One notable way that climate is set is through model relationships among the school board, the
Superintendent, and the staff. The leadership team is expected to “model respect, professional
behavior, and a commitment to continuous learning with board members, with the staff, with
parents and students and with the community.”

In a recent American School Board Journal report, Sackney, who studies school climate,
suggests that school board members who want to improve school climate should look in the
mirror, stating:

It starts with the boards themselves and works its way through the system. If the staff
doesn’t have respect for the school board, it really demoralizes and drags everyone
down. The board has to set the climate...and that sets the tone for the rest of the
system.

The California School Boards Association states:

A climate of trust throughout the district is essential to the board’s ability to govern
effectively and to build staff and community support for district programs and public
education.

In TPS, this negative climate was reflected during Board meetings and during interviews. Staff
members were observed on the hot seat when presenting to the Board, with little support coming
from the Superintendent or individual Board members. Several staff members repeatedly stated
that they feel a total lack of respect, believing that the Board operates from the assumption that
“staff is incompetent.”
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Exhibit 2-4
The Leadership Team’s Role and Responsibilities in Climate

The School Board The Superintendent

1. Fosters a culture that supports the belief that all 1. Develops a plan for recruiting, retaining, and
children can learn at higher level. evaluating qualified staff.

2. Provides orientation for Board candidates and for new | 2.  Works with Board to develop an orientation model for
board members on expectations for student Board candidates and new members.
achievement.

3. Approves and monitors programs designed to meet the | 3.  Recommends programs based on data and best
special instructional needs of students who are not practices; institutes a process for evaluating programs
meeting achievement goals or standards. and providing updates to the Board.

4. Provides adequate resources through the budgeting 4. Reports monthly on implementation of budget and how
process and monitors the budget regularly. resources are allocated.

5. Recognizes and rewards staff and students for high 5. Develops and recommends to the Board a plan for
academic achievement and high levels of regular recognition of students and staff.
improvement.

6. Conducts all Board meetings with curriculum and 6. Works with Board chair to develop an agenda focused
instruction as a clear focus and student achievement as on curriculum and instruction; coordinates staff
a clear goal. presentations.

7. Models respect, professional behavior, and a 7. Models respect, professional behavior, and a
commitment to continuous learning. commitment to continuous learning.

8. Serves as advocates for excellence in education. 8. Serves as an advocate and works with Board to provide

needed information.

9. Ensures periodic assessment of school climate 9. Identifies and implements surveys or other means of
throughout the district, including attendance data, assessing climate; reports results periodically to the
discipline data, client surveys, staff turnover, and Board.
student enrollment trends.

10. Ensures a safe and orderly learning environment in all | 10. Works with the Board to develop appropriate policies/
schools. reports periodically to Board on issues related to

school safety; ensures staff training.

11. Builds public support for higher student achievement | 11. Works in open, positive manner with the Board, staff
and increases public trust in the district. and community; implements a district communication

plan that ensures accurate information.
Source: Key Work of School Boards, 2010.

Exhibit 2-5 shows BBF-E (Code of Ethics) which has been adopted by the TPS School Board.
Exhibit 2-6 provides some additional protocols that the TPS School Board may want to consider

adopting.
RECOMMENDATION

Recommendation 2-2:

Adopt Protocols of Professional Conduct to ensure that Board members govern in a
dignified and professional manner, treating everyone with civility and respect.

k;%
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Exhibit 2-5
TPS Board of Education
Code of Ethics for Board Members

While serving as a member of my Board of Education, | accept the responsibility to improve public education. To that end | will:
remember that my first and greatest concern must be the educational welfare of all students attending the public schools;
obey the laws of Ohio and the United States;
respect the confidentiality of privileged information;
recognize that as an individual Board member | have no authority to speak or act for the Board;
work with other members to establish effective Board policies;
delegate authority for the administration of the schools to the Superintendent and staff;
encourage ongoing communications among Board members, the Board, students, staff and the community;

render all decisions based on the available facts and my independent judgment rather than succumbing to the influence of
individuals or special interest groups;

make efforts to attend all Board meetings;

become informed concerning the issues to be considered at each meeting;

improve my boardmanship by studying educational issues and by participating in in-service programs;
support the employment of staff members based on qualifications and not as a result of influence;

cooperate with other Board members and administrators to establish a system of regular and impartial evaluations of all
staff;

avoid conflicts of interest or the appearance thereof;

refrain from using my Board position for benefit of myself, family members or business associates and
express my personal opinions, but, once the Board has acted, accept the will of the majority.

NOTE: This Code of Ethics has been adopted by the Ohio School Boards Association Delegate Assembly.

Source: TPS BoardDocs, 2013.

Exhibit 2-6
Additional Protocols of Professional Conduct

A School Board member should maintain desirable relations with the Superintendent of Schools and staff by:

e  Giving the Superintendent full administrative authority for properly discharging his professional duties, and also by
holding him responsible for acceptable results.

e  Acting only upon the recommendation of the Superintendent in matters of employment or dismissal of school
personnel.

e  Having the Superintendent present at all meetings of the Board except when his contract and salary are under
consideration.

e  Referring all complaints to the proper administrative office and by discussing them only at a regular meeting after
failure of administration solutions.

e  Striving to provide adequate safeguards around the Superintendent and other staff members to the end that they can live
happily and comfortably in the community and discharge their educational functions on a thoroughly professional
basis.

e  Presenting personal criticisms of any employee directly to the Superintendent.

Source: Created by Evergreen Solutions, 2011.
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The TPS School Board must act in a professional manner and maintain appropriate and
respectful relations with its Superintendent and her staff. The Superintendent was hired by the
Board of Education to be the chief administrative officer of the school district. As part of a team
building session or retreat, the Board should prepare Protocols of Professional Conduct. Each
Board member should read and sign this policy as a sign of commitment to its effective
implementation.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

The Policy Manual of the School Board of Toledo Public Schools states the following with
regard to School Board duties (Policy BBA):

Under the laws of the state of Ohio, the Board acts as the governing body of the public
schools. Within the extent of its legal powers, the Board has responsibilities for operating the
District in accordance with the desires of local citizens who elect its members.

The Board’s major responsibilities are to:
1. select and employ a Superintendent;
2. select and employ a Treasurer;
3. determine and approve the annual budget and appropriations;
4. provide needed facilities;
5. provide for the funds necessary to finance the operation of the District;

6. consider and approve or reject the recommendations of the Superintendent in all
matters of policy, appointment or dismissal of employees, salary schedules, courses of
study, selection of textbooks and other matters pertaining to the operation of the
District;

7. require reports of the Superintendent concerning the conditions, efficiency and needs
of the District;

8. evaluate the effectiveness with which the District is achieving the educational
purposes of the Board;

k; %
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9. inform the public about the progress and needs of the District and to solicit and
weigh public opinion as it affects the District; and

10. adopt policies for its governance and the governance of its employees and the
students of the District.

Several examples were provided to Evergreen consultants of some Board members involved in
micromanaging the Superintendent and staff. One approach used effectively by other school
boards to curtail micromanagement is to have the full Board vote on any item which would take
staff a considerable amount of time to generate. By so doing, the School Board ensures that the
requests of the entire Board are fulfilled rather than single member issues.

RECOMMENDATION
Recommendation 2-3:

Curtail micromanagement and special staff assignments by School Board members of the
Superintendent and staff.

The School Board should focus its direction on making policy and setting direction for the
Superintendent and district employees. Staff reported at times being overwhelmed with the need
to respond to special Board requests, especially those made by individual Board members and
not the full Board. This situation can be curtailed by a Board vote on special request items.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

The agenda for regular Board meeting consists of several topics. Major groupings for the agenda
include recognitions, committee reports, comments, organizational input, Superintendent’s
comments, and executive session. An example agenda is shown in Exhibit 2-7.

While it is clear from the agenda which items are presented for Board action versus which items
are presented for information only, the agenda does not appear to be as well-organized as it could
be. And, at times, Board meetings have taken extensive evening hours to complete. A different
format for the agenda would streamline the meeting, and perhaps allow more time for thoughtful
discussions about the goals of the district.

It would be clearer to school employees and the community at large if the Board adopted an
alternative format for its agenda. A consent agenda at the beginning of the meeting would
reduce the amount of time spent on routine matters. If the Board were willing to have its
executive session at the beginning of the meeting, personnel issues could be put under the
consent agenda. The remaining agenda items could be placed under either information or action
items, thereby making the public more readily aware of what items are under consideration for
adoption at the Board meeting. Consideration should also be given to developing a standard
reporting format for information and action items (see Recommendation 2-5).
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Exhibit 2-7
Toledo Public Schools
Example Board Agenda

Tuesday, January 22, 2013
REGULAR MEETING
1 Opening Items
1.01 Roll Call
1.02 Pledge
2. Special Presentations/Recognition
2.01 Welcome to the Delegation from the Fushun Experimental Middle School, Fushun City, Liaoming Province
2.02 Retirees with 25 or More Years of Service
3. Human Resource Committee
3.01 Minutes from the January 17, 2013 HR Board Development Committee Meeting
3.02 Administrative Section
3.03 Instructional Section
3.04 Non Certified Section
3.05 Resolution - TAAP MOU
3.06 Resolution - Bowsher High School Spring Musical
4. Citizens Comments
4.01 Citizen Comments
5. Organizational Input
5.01 Student Representative
5.02 Parent Representative
5.03 TAAP
5.04 TFT
5.05 AFSCME
6. Finance Committee
6.01 Minutes and Reports
6.02 Investment Activity
6.03 Supplementing and/or Amending Annual Appropriations Measure 1-22-2013
6.04 Request for Authority to Transfer Funds 1-22-2013
6.05 Student Activities Purpose & Budget Statements Resolution and Attachments 1-22-2013
6.06 Memberships
6.07 Confirming PO's
6.08 Declaring Private Transportation Impractical
7. Athletic Committee
7.01 minutes 01.17.13
8. Community and Public Relations Committee
8.01 1.2013 Committee Minutes
8.02 Resolution - Building District Pride
8.03 Resolution - OSBA Board Member Recognition Month
8.04 1.2013 Gifts & Contributions Report
9. Curriculum Committee
9.01 Board Curriculum Committee Meeting Minutes - January 8, 2013
9.02 Resolution/Prospectus
10. Food Service
10.01 Ad Hoc Committee Food Service Minutes 1.17.
11. OSFC Committee
11.01 OSFC Committee Minutes 1-16-13
11.02 BFS Change Order Resolution thru 12-31-12
11.03 Special Projects Change Order Resolution thru 1-22-13
11.04 LGB Resolution
11.05 Property Appraisal Spreadsheet
11.06 Permanent Capital Improvement Fund
12. Policy Committee
12.01 Policy Committee Meeting Minutes - January 8, 2013
13. Minutes for Approval
13.01 Minutes for Approval
14. Executive Session
15. Walk Ins
16. Comments by the Superintendent
17. Comments by the Board
18. Adjourn

Source: TPS BoardDocs, 2013.
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RECOMMENDATION
Recommendation 2-4:

Revise the board agenda so that it includes a consent agenda, information items, and action
items.

A proposed agenda is shown in Exhibit 2-8. As can be seen, grouping the agenda items
differently provides the public with a snapshot view of the action to be taken at the Board
meeting. This type of grouping also provides the Board with more time to discuss matters that
are of significant importance to the school district, such as student performance, policies, and
capital improvement. Needless to say, Board members may choose to remove any items from
the consent agenda if further discussion or separate action is warranted.

Exhibit 2-8
Proposed Board Agenda for
Toledo Public Schools

1.0 Opening ltems
2.0 Special Presentations/Recognitions
3.0 Citizens Comments
4.0 Organizational Input
5.0 Executive Session
6.0 Consent Agenda
6.1 Approval of Minutes
6.2 Committee Reports

e  Human Resource Committee

Finance Committee

Athletic Committee

Community and Public Relations Committee
Curriculum Committee

OSFC Committee

e  Policy Committee

7.0 Information Items

7.1 Superintendent

7.2 Board
8.0 Action Items

8.1 Policy Amendment
9.0 Adjourn

Source: Created by Evergreen Solutions, 2013.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

As part of the performance audit, Evergreen consultants conducted an analysis of background
materials provided to Board members for five regular Board meetings by analyzing this
information on BoardDocs. This analysis showed that, while at times these materials were
comprehensive, many times they could be presented in a clearer and more comprehensive
manner.
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Exhibit 2-9 provides a cover page which could be used by the Superintendent and Cabinet
members for each action agenda item. Such a tool could be used for the Superintendent and
senior staff to communicate effectively with the Board on each agenda item, providing an
overview of background information. The cover page would provide detail on each staff
recommendation for Board action, an explanation for the item, financial impact, support
documentation, and the employee submitting the request. An additional item included on the
form is a reference to the major strategic planning initiative which the agenda item addresses
(see Section 2.4).

RECOMMENDATION

Recommendation 2-5:

Create and implement a form for use with each agenda item which requires action by the
TPS School Board.

The TPS School Board should request that the Superintendent develop an agenda item cover
page (similar to the one shown in Exhibit 2-9). The purpose of this form would be to convey
important information, including the financial impact, of each agenda item requiring Board
action. This form should not take the place of background materials on the agenda item; rather,
the tool would supplement the materials sent to the Board prior to a regular meeting.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

The School Board of Toledo Public Schools does not evaluate its effectiveness, even though
Policy BK and BK-E exist in the Board Policy Manual (see Exhibit 2-10).

The self-evaluation of a school board can be very useful. The intent of a self-evaluation is to
improve the performance of others within the school district by improving the performance of
the School Board. There are several reasons why self-evaluation is important, but perhaps the
most critical is that it promotes the concept of accountability throughout the school district with
the School Board setting the example.

RECOMMENDATION
Recommendation 2-6:

Implement a yearly School Board self-evaluation using the instrument contained in the
TPS Policy Manual.

An evaluation process that includes all levels of an organization is critical to establishing
accountability. It is important for the governing body to engage in a process of regular self-
evaluation to ensure that it continues to serve its constituents in an effective manner. The School
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Exhibit 2-9
Example Agenda Request Form

Meeting Date

Agenda Item Number

Title:

Requested Action:

Summary Explanation and Background:

Priority Goal (Linked to Strategic Plan):

Financial Impact:

Exhibits (List):

Requested Board Action:

Source of Additional Information:

Name Phone

Office of the Superintendent

Department Head (if applicable)

Approved in Open Board Meeting On:

By: Board Chairperson

Source: Created by Evergreen Solutions, 2013.
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Exhibit 2-10
Self-Evaluation Instrument Adopted
by the TPS Board of Education

SELF-EVALUATION INSTRUMENT

1

2

Using the numbering system below, rate each item: 1 - ineffective; 2 - somewhat ineffective; 3 - somewhat effective; 4 - effective; 5 - highly effective.
3 4 5

The Board of Education:

reads agenda and background materials well in advance of meeting.

makes public feel welcome; provides agenda, minutes and related materials.

assures that meeting time, place and facilities are convenient for Board, staff and public.

does not present new issues of complex nature for immediate action.

does not abuse privilege of tabling important issues.

demonstrates knowledge and use of good parliamentary procedure.

makes distinction between Board's role and function of administrators.

expects staff input and Superintendent's recommendation on key issues.

equally applies the public participation policy to all speakers.

makes the most productive use of meeting time.

conducts all meetings in accordance with the "Sunshine Law."

selects officers on basis of ability.

has procedure for submitting agenda items.

agents of change

Board-Community Relations - The schools belong to the people. As elected officials, Board members have the responsibility to be representative, to be responsive and to be effective
. The Board of Education:

actively seeks input from community in establishing goals and objectives.

gives full support and cooperation to PTA and other parent and community organizations with student centered missions.

establishes close working relationship with other units of government.

is actively involved in state and federal education legislation.

maintains effective two-way communication between school officials and residents of the District.

ensures best possible relationship between District officials and the media.

makes best use of facilities and resources in meeting needs of community.

provides leadership in securing maximum community support for a good educational program.

approves annual budget within resources that can be certified in the "fiscal certificate.”

Board-Administrator R

elations - A good Board-administrator relationship does not guarantee a successful educational program. It is doubtful, however, if a good program will exist in
districts with poor Board-administrator relations. The Board of Education:

evaluates performance of Superintendent and Treasurer on a regular basis.

assures that the Superintendent complies with Board policies regarding annual staff evaluations.

works and plans with administration in spirit of mutual trust and confidence.

recognizes Superintendent as chief executive officer and educational leader of the District.

provides administrators opportunity for professional growth.

avoids interference with duties which are the responsibility of administrators.

solicits input from Superintendent in developing and maintaining a comprehensive and legally compliant Board policy manual.

addresses potential problems between Board and administrators as soon as issues arise.

defends administrators from unjust and unfounded criticism.

utilizes the management team concept of operating the District.

auth.

Board-Staff Relations -

Good education depends on good teachers. It is incumbent on boards to seek maximum input from staff on educational issues while retaining decision-making
ority and responsibility for the operation of the District. The Board of Education:

approves job descriptions for all positions.

adopts appropriate personnel policies in the areas of employment evaluation, reduction in force and related matters.

encourages professional growth through staff development, in-service programs, visitations and conferences.

refers complaints to appropriate person for discussion and resolution.

preserves and maintains management rights in all labor relations agreements.

Instructional Program -

The purpose of public schools is to provide educational opportunities for all students. To this end, it must be determined what are educationally valuable
experiences and how they can best be delivered. The Board of Education:

provides equal access to curriculum as well as cocurricular and extracurricular activities for all students.

approves course additions and deletions to the curriculum.

balances the overall needs of students and community with efforts of special interest groups to influence the curriculum.

encourages suggestions for curriculum improvement from students, staff and community.

safeguards the privacy of student records.

encourages a positive approach to student discipline.

safeguards the rights of students to due process.

provides policies that implement the educational standards of the State Board of Education.

Personal Qualities - Maximum results as a school board member will be achieved only if high ethical standards of conduct are maintained in all personal, business and public activities.
As a Board of Education member, |:

am courteous and respectful of fellow Board members.

keep the education and welfare of children as my primary concern.

represent the best interests of all stakeholders rather than special interest groups.

understand the need for compromise; abide by decisions of the majority.

channel complaints and potential problems to proper authority.

have made the time commitment necessary to become an informed and effective Board member.

reach decisions on the merits of issues and the best available evidence.

participate in in-service programs at regional, state and national levels.

do not individually or unilaterally make decisions or commitments on the Board's behalf.

am open and honest with other Board members and administrators, share information and avoid "surprises” whenever possible.

am familiar with and abide by the OSBA Code of Ethics

Source: Source: TPS BoardDocs, Policy BK-E (also AFA-E), 2013.
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Board should implement the self-evaluation instrument (Policy BK-E) and evaluate itself
annually.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

2.2 POLICES AND PROCEDURES

All states require school boards to develop policies to ensure the efficient operation of school
districts. Commonly, policies are drafted by staff and adopted by the school board at a public
meeting.

Policies reflect the rules that govern the implementation of district operations. Administrative
procedures or regulations, on the other hand, relate to the implementation of Board policies. As
new processes change over time, so should Board policies and administrative procedures or
regulations. Policies and procedures must be continually reviewed for currency, accuracy, and
appropriateness.

There is a definite distinction between governing the school district and administering its daily
activities. While school boards are ultimately responsible for major decisions concerning the
school district, they employ a professional staff of administrators (led by the school
superintendent) to manage day-to-day functions.

The National School Boards Association’s (NSBA) definition includes the following statement:

Like Congress, state legislatures, and city or county councils, school boards establish
the direction and structure of their school districts by adopting policies through the
authority granted by state legislatures. Policies are the means by which educators
are accountable to the public.

NSBA provides the following distinction between board policies and administrative
procedures/regulations/rules:

Policies are principles adopted by the board to chart a course of action. They tell
what is and may include why and how much. They are broad enough to indicate a
line of action to be taken by the administration in meeting a number of day-to-day
problems; they need to be narrow enough to give the administration clear guidance.

Regulations (or administrative procedures) are the detailed directions developed by
the administration to put the board’s policy into practice. They tell how, by whom,
where, and when things are to be done. Often the state and federal governments
require school boards to make detailed rules. Included in this category would be
federally funded programs, such as Title I.

Policies and procedures are an important vehicle for communicating expectations to students and
employees. In addition, policies and procedures provide a way to:

%
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e establish a distinction between board policymaking and procedures development by the
administration;

e provide guidelines for personnel and students to use;

e provide some assurance of consistency and continuity in decision making by staff;
e help orient board members and employees to the school district; and

e assist the general public in understanding how decisions are made.

Board policies are an important tool for a school board, and they should be stated clearly to
provide appropriate direction to staff.

FINDING

Board Policy BF, entitled “Board Policy Development and Adoption,” establishes the basic
structure for the development of policy by the TPS School Board.

This policy on the creation of policies states:

Proposals regarding Board policies and operations may originate at any of several sources,
including students, community residents, employees, Board members, the Superintendent,
consultants or civic groups. A careful and orderly process is used when examining policy
proposals prior to Board action.

The formulation and adoption of written policies constitute the basic method by which the
Board exercises its leadership in the operation of the District. The study and evaluation of
reports concerning the execution of its written policies constitute the basic method by which
the Board exercises its control over District operations.

The formal adoption of policies is recorded in the minutes of the Board. Only those written
statements so adopted and recorded are regarded as official Board policy.

Final action on proposals, whatever their sources, is by the Board in accordance with this

policy. The Board takes action on most matters on the basis of recommendations presented
by the Superintendent. The Superintendent bases his/her recommendations upon the results
of a study and upon the judgment of the staff and study committees.

Policies introduced and recommended to the Board should not be adopted until a subsequent
meeting in order to permit further study and provide opportunity for interested parties to
react. However, temporary approval may be granted by the Board in lieu of formal adoption
to address emergency conditions or special events which may occur before formal action can
be taken.

Unless otherwise specified, a new policy or policy amendment is effective as of the date of
adoption by the Board and supersedes all previous policies in that area. Unless otherwise
specified, the repeal of a policy is effective as of the date the Board takes such action.
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The Toledo Public Schools Board Policy Manual is organized according to the classification
system developed by the National School Boards Association. This classification system has
been adopted by the Ohio School Boards Association. The system provides an efficient means
for coding, filing and finding board policies, administrative procedures, and other documents.
The Policy Manual addresses the provisions specified in state code.

There are 12 major classifications, each bearing an alphabetical code. These are listed below:

Foundations and Basic Commitments
School Board Governance and Operations
General School Administration
Fiscal Management

Support Services

Facilities Development

Personnel

Negotiations

Instruction

Students

School-Community-Home Relations
Education Agency Relations

FAC~"IOMMUOm)»

The Treasurer’s Office coordinates policy development in Toledo Public Schools.

The Toledo Public Schools Policy Manual was completely revised in a comprehensive manner in
2009. The Ohio School Board Association provided and continues to provide this service to
Toledo Public Schools.

A review of Board agenda minutes found that policies are routinely revised and adopted at
monthly Board meetings. After the Board meeting at which new or revised policies are
presented for the first reading, they are then usually adopted by the Board at the following
meeting. New policies are added as needed. One of the standing committees of the School
Board is the Policy Committee. Each month, the Board’s Policy Manual reviews one of the 12
sections of the policy manual for updates, ensuring that it remains current, and recommends
changes to the full Board.

COMMENDATION

The Toledo School Board and its Policy Committee are commended for the comprehensive,
up-to-date policy manual, and for making the manual available online.

FINDING

The Toledo Board Policy Manual has many policies that require administrative procedures or
guidelines for employees to use during the implementation of the specific policy. While
Evergreen consultants found that effective procedures are sometimes in use, and while some
departments have developed their own procedures, there is no central listing of these
administrative procedures or regulations, and in fact, very few exist in Toledo Public Schools.
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Required or recommended administrative guidelines developed as a result of policy are not
identified, nor is there a general index where such procedures are referenced. Further, is not
possible to link from policy to administrative procedure in any area by using a coded system, nor
is it possible to link from procedure to policy.

RECOMMENDATION
Recommendation 2-7:

Develop a comprehensive Administrative Procedures Manual that contains administrative
procedures, and which can be used by school and central office administrators to ensure
consistency among staff.

The proposed Administrative Procedures Manual should include information that reflects
policies adopted by the School Board and appropriate departmental procedures which have been
developed to implement policies of the Board of Education. The manual would be an important
reference tool that should be readily accessible to administrators.

Sections of the Administrative Procedures Manual could include:

General Information
Instruction

Records Management
Student Services
Special Education
Health Services
Financial Procedures
Technology

Human Resources
Transportation
Maintenance

Food Services

The Procedure Manual should be cross-referenced to School Board policy and also available
online in BoardDocs.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

2.3 ORGANIZATION AND MANAGEMENT

The organizational structure and management system of a public school district are key factors in
determining the district’s ability to meet its goals and to operate in an effective and efficient
manner. An effective organizational structure systematically arranges the functional areas of the
school district in a manner that supports the mission and goals of the local education agency. A
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successful organization has the capacity to alter its structure to meet the changing needs of its
customers. The management system of a school district—including the ability to make informed
decisions, communicate effectively, and provide appropriate planning and accountability
functions—ultimately determines the extent to which the school district can successfully carry
out its mission and accomplish its goals.

The development and maintenance of an effective organizational structure for a local education
agency is a formidable task. Fundamentally, an organizational structure is a support system,
designed to facilitate the primary mission of the school district and sustain its efforts to
accomplish its goals. To the extent that the mission of the school district does not drive its
organizational structure, the support system is weakened, and consequently the organization's
ability to accomplish its primary mission is compromised.

A school district, like any organization, is often bureaucratic and subject to the inertia created by
tradition and size. In many instances, the organizational structure of the district evolves based
more upon tradition and the special interests of the Superintendent, rather than being developed
systematically. Often times, little organizational analysis is done and the school district
continues, in large part, to resemble its predecessors. Nonetheless, to maintain effectiveness, a
school district must continue to focus its energy on the needs of its students and constantly adapt
the organization to serve student needs.

While maintaining an effective organizational structure is a challenging task, the end results can
yield enormous benefits for the system, the schools, and the students that the system supports. As
Carter McNamara said in Basic Context for Organizational Change, “Typically, organizations
must undertake organization-wide change to evolve to a different level in their life cycle.”

2.3.1 Central Office Management

Dr. Jerome Pecko became the 29™ Superintendent of Toledo Public Schools on August 1, 2010.
Previous to this, he was Superintendent in both Barberton City Schools and the Springfield Local
Schools in Sumitt County, Ohio. During his educational career, he was a junior high school
teacher, assistant principal at both a junior high and high school, and a middle school principal.
Dr. Pecko was on a three-year contract with TPS with a provision for an annual extension. At
the end of January 2013, Dr. Pecko said he could retire when his current contract expires on July
31, 2013.

FINDING

Exhibit 2-11 illustrates the current organizational chart for the Cabinet in Toledo Public Schools.
As can be seen, Cabinet positions include:

Superintendent

Treasurer

Administrative Assistant to the Superintendent
Chief Academic Officer

Chief Business Manager

Chief Human Resource Officer
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e Director of Communications
e Two Assistant Superintendents for K-12 Learning Communities

With the exception of the Director of Communications, these positions are not in the
administrator union (TAAP).

Exhibit 2-11
Current Senior-level Organizational Chart for
Toledo Public Schools
2012-13 School Year

Board of Education

Superintendent Treasurer

Administrative Assistant J

to the Superintendent

Director of

Assistant Superintendent|
K-12 Learning

Assistant Superintendent|
K-12 Learning

Chief Academic Officer

Chief Business Manager

Chief Human Resoutce
Officer

Communications

Communities Communities

Source: Toledo Public Schools, 2013.

RECOMMENDATION
Recommendation 2-8:
Restructure the central office of Toledo Public Schools.

The proposed changes to the organization chart are reflected in Exhibit 2-12. These changes
include eliminating one of the two assistant superintendent positions and creating a Deputy
Superintendent. A Chief of Staff (Deputy Superintendent) had existed in Toledo Public Schools
prior to Dr. Pecko’s arrival, and the position is clearly needed. Based on interviews:

e Dboth Assistant Superintendents are spending half their time on Deputy/Chief of Staff
activities;
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e the CAO is spending over half his time on Deputy/Chief of Staff activities; and

e unlike most Superintendents, Dr. Pecko delegates significantly more tasks to his
subordinates.

Exhibit 2-12
Proposed Senior-level Organizational Chart for
Toledo Public Schools

Board of Education

Superintendent Treasurer
Deputy
Administrative Assistant] Superintendent
to the Superintendent

Ditector of

Communications

Assistant Chief Academic Chief Business Chief Human
Superintendent for Officer

Manager Resource Officer
Schools

Source: Created by Evergreen Solutions, 2013.

The central office should be restructured and consolidated with the Superintendent, Deputy,
CAO, and Assistant Superintendent for Schools each involved in supervising principals and
conducting principal evaluations.

In addition to changes recommended at the Cabinet level, other department changes are being
proposed:

e Add one position to Communication Office (see Section 2.6.2).
e Reorganize the Finance Department (see Chapter 4, Financial Management).

e Reorganize the Department of Instruction (see Chapter 3, Educational Services
Delivery).

e Reorganize the Human Resources Department (see Chapter 5, Human Resources
Management).

e Reorganize the Planning Department (see Section 2.4.2).
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FISCAL IMPACT

Eliminating an Assistant Superintendent and creating a Deputy Superintendent will cost the
district about $20,000 each year.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18
Create Deputy

Superintendent and

Elirr)ninate One Assistant ($20,000) ($20,000) ($20,000) | (%$20,000) | ($20,000)
Superintendent

FINDING

Cabinet meetings are held every Tuesday morning at 8:00 a.m. for two to three hours. A review
of Cabinet materials found that each Cabinet meeting has an agenda, but no minutes nor meeting
summaries are maintained, nor is there any accountability system used by the Superintendent to

track assignments and to ensure their timely completion.

With the fast-paced environment in a school district, such an accountability system is imperative
to ensure that assignments are completed in a timely manner.

RECOMMENDATION
Recommendation 2-9:
Implement an accountability tracking system for the Superintendent’s Cabinet.

This tracking system should be maintained by the Administrative Assistant to the
Superintendent. An example spreadsheet is shown in Exhibit 2-13.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

A review of the teacher survey results shown in Exhibit 2-14 found that, in general, teachers are
not supportive of the Superintendent and central office. For example:

e only 34 percent of TPS teachers believe that the central office administrators support
the education process, as compared to 74 percent in comparison districts; and

e similarly, only 16 percent of teachers believe the central office administration is
efficient compared to 58 percent in comparison districts.

Clearly, improvements are needed. One way to affect change is to get teachers more involved in
working with the Superintendent and other members of the Cabinet.
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Exhibit 2-13
Tracking System for Cabinet Meeting
Action Items

Task

Date

Person Responsible

Action Taken

Date Completed
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Exhibit 2-14

Teacher Survey Results on Central Office Administration in
Toledo Public Schools and Comparison Districts in Evergreen’s Survey Database

Toledo Public Schools

Comparison Districts in
Evergreen’s Survey Database

Strongly Strongly Strongly Strongly

Survey Statement Agree/Agree | Disagree/Disagree | Agree/Agree | Disagree/Disagree
The Superlntendent is a respected and effective 23.7% 39.4% 67.5% 16.3%
instructional leader.
The Superintendent is a respected and effective business 23.8% 35.5% 66.9% 14.5%
manager.
The district administration is efficient. 15.6% 62.3% 58.4% 26.3%
The district administration supports the educational 34.3% 41.3% 73.8% 15.8%
process.
School-based personnel play an important role in making o o o o
decisions that affect schools in the district. 39.2% 43.0% ST.7% 26.6%
Most administrative practices in the school district are o 0 0 0
highly efficient and effective. 21.2% 56.4% 54.1% 24.5%
Administrative decisions are made promptly and decisively. 21.0% 57.1% 55.3% 24.3%
Bottlenecks exist in many administrative processes that o o 0 o
cause unnecessary time delays. 68.7% 11.3% 33.6% 29.0%
District administrators provide quality service to schools. 19.3% 45.5% 58.7% 18.6%

Source: Evergreen Solutions Survey Results, 2013.

RECOMMENDATION

Recommendation 2-10:

Approve teacher relations with the administration by creating a Teacher Advisory Council.

Many districts have used teacher advisory councils to build more effective teacher relations with
central office managers and improve communications up and down the district’s chain-of-
command. A teacher from each school (i.e., the union building representative or designee)
should serve on the council, and this should be a rotating position. The Teacher Advisory
Council should meet monthly with the Superintendent.

The teacher representative on the Teacher Advisory Council should be responsible to report on
council meetings to other faculty members at each school.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

TPS has a contract with an Ombudsman at a part-time salary of $30,000 per year (or $5,000 per
month). An Ombudsman has existed in Toledo Public Schools for several years; however, due
to budget constraints the position was terminated for about two years. The contract was

reinstated last year.
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According to the contract, the duties of the Ombudsman include, but are not limited to:

e Serve as a mediator and district resource to address complaints from community
members, parents, and students, providing responses and suggested solutions to those
presenting the problems.

e Work collaboratively with principals, school communities, staff and representative
groups, as well as the community at large to answer questions and direct individuals to
appropriate resources.

e Conduct periodic surveys to ascertain the level of customer satisfaction among school
communities.

e ldentify or anticipate needed changes in district policies, procedures, and methods of
operation and customer service to ensure equitable implementation and administration
and to encourage awareness of good customer service practices.

e Make recommendations to the Superintendent regarding identified or anticipated changes
in policies, procedures or methods.

e Establish and maintain effective relationships and lines of communication with various
and appropriate community groups and leaders.

e Provide leadership and expertise in customer service, and model effective customer
service.

e Establish mechanisms and tools to recognize and promote employee achievement in
providing quality customer service.

e Collaborate with Department Directors to articulate approved standards of customer
service.

e Performs other duties as assigned by the Superintendent/Assistant Superintendent.

Evergreen reviewed monthly reports from the Ombudsman for the months of March 2012 and
May 2012. Each monthly report reflected only about 5-10 hours of work for these selected
months.

RECOMMENDATION
Recommendation 2-11:

Ensure that Ombudsman is held accountable for completing duties contained in his
contract.

In an interview, it was clear that the Ombudsman is working diligently to complete the duties
reflected in his contract in spite of the fact that his monthly reports do not reflect broad-based
commitment and involvement. The content of Ombudsman’s monthly reports needs to be
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strengthened. In addition, periodic surveys, as specified in the Ombudsman’s contract, should be
conducted.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

2.3.2 School Management

FINDING

Toledo Public Schools is not adhering to best practices in assistant principal (dean) staffing. As
shown in Exhibit 2-15, of the 52 assistant administrator-type positions assigned for the 2012-13
school year, over 40 may be above best practices standards.

The TAAP agreement provides guidelines for staffing of schools in Article XXI. At the
elementary level, TPS has 18 more assistant principals over TAAP guidelines. For elementary
schools, the recommended TAAP guidelines are:

e add assistant principal for enroliment of 399;
e full-time dean for enrollment of 699; and
e add second dean for enrollment of 1,000.

For secondary schools, the guidelines are not based on student enrollment and state:

e each high school staffed with three assistant principals; and
e each high school staffed with 2 deans.

Several years ago, the North Central Association Commission of Accreditation and School
Improvement, the Southern Association of Colleges and School Council on Accreditation and
School Improvement, and the National Study of School Evaluation came together to form one
organization under the name AdvancED. AdvancED now serves as the accreditation association
for the majority of states. School districts and schools that wish to maintain AdvancED
accreditation must meet set standards.

Exhibit 2-15 shows the student enrollment and the assistant principal/dean counts in each school
for the 2011-12 school year. Exhibit 2-15 also provides the AdvancED standards for assistant
principals in Column 6 and TAAP guidelines in Column 7. As can be seen, unlike the staffing
formula in the TAAP contract, the AdvancED formula is linked to enrollment at all grade levels.

An analysis of the TAAP contract and Exhibit 2-15 finds that:

e at the elementary level, there is a surplus of assistant principals using either the TAAP
agreement or AdvancED guidelines; and

e the TAAP agreement at the secondary level is not correlated with student enrollment nor
are secondary schools staffed to TAAP guidelines.
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Exhibit 2-15

TPS School Administrator Staffing at Traditional Schools
Compared to National and TPS Recommended School Administrative Staffing Guidelines

2012-13 School Year

Number of
Student APs/Deans Number Differences/
Enrollment Assistant Recommended by Recommended AdvancED/
School (2010-11)* Principal* Dean | Total AdvancED by TAAP TAAP Guidelines
Elementary School
Arlington 422 1 1 0 1 1 / 0
Beverly 332 1 1 0 0 1 /1
Birmingham 328 1 1 0 0 1 /1
Burroughs 430 1 1 0 1 1 / 0
Byrnedale 562 1 1 1 1 0/ 0
Chase STEM Academy 202 1 1 0 0 1 /1
DeVeaux 821 1 1 1 2 0o / -1
East Broadway 435 1 1 0 1 1 /0
Edgewater 192 0 0 0 0 / 0
Ella P. Stewart Academy for Girls 273 0 0 0 0 / ©
Elmhurst® 345 0 0 0 0 / 0
Garfield 343 0 0 0 0 / 0
Glendale-Feilbach 217 1 1 0 0 1 /1
Glenwood 296 1 1 0 0 1 /1
Grove Patterson Academy 372 0 0 0 0 / 0
Harvard 394 0 0 0 1 0o/ -1
Hawkins 471 1 1 0 0 1/ 1
Keyser 323 0 0 0 0 0/ 0
Larchmont 392 1 1 0 0 1 /1
Leverette 374 1 1 0 0 1 /1
Longfellow 370 1 1 0 0 1 /1
Marshall 215 1 1 0 0 1 /1
Martin Luther King Academy for Boys 257 1 1 0 0 1 /1
McKinley 287 0 0 1 0o / -1
McTigue 514 1 1 1 1 0 / 0
Navarre 399 0 0 0 1 0o/ -1
Oakdale 455 1 1 0 0 1 /1
Old Orchard 237 0 0 0 0o/ 0
Old West End Academy 288 0 0 0 0 / 0
Ottawa River 493 1 1 0 1 1 /0
Pickett 374 1 1 0 0 1 /1
Raymer 429 1 1 0 1 1 /0
Reynolds 372 1 1 0 0 1 /1
Riverside 376 1 1 0 0 1 /1
Robinson 408 1 1 0 1 1 / 0
Rosa Parks 240 1 1 0 0 1 /1
Samuel M. Jones at Gunckel Park 315 1 1 0 0 1 /1
Sherman 353 1 1 0 0 1 /1
Spring 292 1 1 0 0 1 /1
Walbridge 230 1 1 0 0 1 /1
Whittier 221 1 1 2 0 0 2 | 2
SUBTOTAL 14,649 29 2 31 3 13 28 /| 18
High School
Bowsher 1,341 2 1 3 2.5 5 05 [ -2
Toledo Early College 209 0 /0
Rogers 768 2 1 3 1.5 5 15 [ -2
Scott 384 2 2 4 0 5 4 | -1
Start 1,271 2 1 3 25 5 05 /| -2
Waite 1,019 2 2 4 2 5 2 /|
Woodward 706 2 2 4 1 5 3 /1
Toledo Technology Academy * 166 0 /
SUBTOTAL 5,864 12 9 21 9.5 30 115 / -9.0
TOTAL 20,513 41 11 52 12.5 43 395 / 9.0
Source: Created by Evergreen Solutions from TPS data, 2013.
1: Data obtained from Toledo Public Schools, 2012.
2: Oversight provided by a Director and Assistant Director
3. EImhurst also has an Assistant Principal, but it was not reported in the TPS database.
%
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Exhibit 2-16 shows comparison district data on assistant principals. As can be seen, TPS is
significantly under other urban Ohio school districts and Lucas County school districts in the
number of students assigned per assistant principal FTE.

Exhibit 2-16
Number of Assistant Principal in Comparison School Districts
2010-11 School Year*

Comparison of Students Per FTE Assistant Principal
Urban Ohio School District Enrollment FTE Student Per FTE
Toledo City 22,277 42 530.4
Akron City 22,603 36.5 619.3
Cincinnati City 32,009 41 780.7
Dayton City 14,174 24 590.6
South-Western City 19,336 22 878.9
Peer Average 22,031 31 717.4
Comparison of Students Per FTE Assistant Principal
Enrollment FTE Student Per FTE
Toledo City 22,277 42 530.4
Oregon City 3,875 1 3,875.0
Springfield Local 7,398 3 2,466.0
Sylvania City 7,312 8 914.0
Washington Local 6,618 5 1,323.6
Peer Average without Toledo 6,301 4.25 2,144.7

Source: Ohio Department of Education, 2013.

*latest data available in state database

RECOMMENDATION
Recommendation 2-12:

Implement the TAAP contract at the elementary level, modify the TAAP contract for
school administrators at the secondary level to correlate with student enrollment, and
eliminate a minimum of 15 assistant principal positions in Toledo Public Schools.

The implementation of this recommendation should result in a net decrease of 15 assistant
principal positions. As stated in the TAAP agreement, “some schools may require additional
staffing to maintain a safe environment conducive to institutions.” Evergreen’s recommended
staffing is consistent with this statement and provides for a conservative reduction in staff.

This recommendation may be subject to contract negotiations.
FISCAL IMPACT

The average salary for an assistant principal is about $85,000 plus benefits which equals
$114,555 per position multiplied by 15 positions equals $1,718,325.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

Eliminate 15

Assistant Principals $1,718,325 | $1,718,325 | $1,718,325 | $1,718,325 | $1,718,325
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FINDING

Toledo Public Schools is not staffing schools at the clerical level consistent with best practices.
As shown in Exhibit 2-17, Toledo Public Schools has excess clerical staff in elementary schools
throughout the district.

The union contract for clerical staffing at the elementary level calls for a minimum of 1 full-time
clerical position, and an additional position based on enrollment. Glendale-Feilbach is the only
elementary school earmarked in the current contract for 2 clerical FTEs.

An analysis of Exhibit 2-17 for elementary schools shows that schools with high enroliments
(e.g., Arlington, DeVeaux) have only 1 clerical FTE, while schools with fewer students (e.g.,
Beverly, Whittier) have 2 clerical FTEs.

The union contract for clerical staffing at the high school level is not correlated with student
enrollment and calls for:

One Secretary 1V — 12 months;

One Secondary Cashier — ten and one half (10.5) months;

One Secretary 111 — 12 months;

One Secretary Il — 12 months;

One Secretary Il — 10 months; and

One Office Assistant to the Nurse — four (4) hours daily — nine (9) months.

An analysis of clerical staffing at the high school level shows:

e all schools are staffed according to the union contract at the secondary level with
Bowsher and Start exceeding those guidelines; and

e the guidelines for clerical staffing at the high school level appear to be excessive.
RECOMMENDATION
Recommendation 2-13:

Implement the union contract at the elementary level, modify the union contract for
clerical staffing at the secondary level to reduce clerical support to 4 or 5 positions (based
on student enrollment), and reduce clerical staff by a minimum of 15 positions at the
elementary level and six positions at the high school level.

Toledo Public Schools is significantly overstaffed with secretaries and similar clerical support at
the school level. In fact, clerical staffing far exceeds the district’s own staffing plan standards at
the elementary level (see Exhibit 2-17).

This recommendation is subject to contract negotiations.
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Exhibit 2-17

Headcount for TPS Clerical Staffing at the Elementary School Level

2012-13 School Year

TPS
Student Staffing
Enrollment | Headcount Plan
School (2010-11)" Clerical Formula | Difference

Elementary School

Arlington 422 1 1 0
Beverly 332 2 1 1
Birmingham 328 2 1 1
Burroughs 430 1 1 0
Byrnedale 562 2 1 1
Chase STEM Academy 202 1 1 0
DeVeaux 821 1 1 0
East Broadway 435 3 1 2
Edgewater 192 1 1 0
Ella P. Stewart Academy for Girls 273 1 1 0
Elmhurst 345 2 1 1
Garfield 343 2 1 1
Glendale-Feilbach 217 2 2 0
Glenwood 296 1 1 0
Grove Patterson Academy 372 1 1 0
Harvard 394 2 1 1
Hawkins 471 2 1 1
Keyser 323 1 1 0
Larchmont 392 2 1 1
Leverette 374 2 1 1
Longfellow 370 2 1 1
Marshall 215 2 1 1
Martin Luther King Academy for Boys 257 2 1 1
McKinley 287 1 1 0
McTigue 514 2 1 1
Navarre 399 2 1 1
Oakdale 455 2 1 1
Old Orchard 237 1 1 0
Old West End Academy 288 1 1 0
Ottawa River 493 2 1 1
Pickett 374 1 1 0
Raymer 429 2 1 1
Reynolds 372 2 1 1
Riverside 376 2 1 1
Robinson 408 1 1 0
Rosa Parks 240 1 1 0
Samuel M. Jones at Gunckel Park 315 2 1 1
Sherman 353 2 1 1
Spring 292 1 1 0
Walbridge 230 1 1 0
Whittier 221 2 1 1
TOTAL 14,649 66 42 24

Source: Created by Evergreen Solutions from TPS data, Office of Human Resources, 2013.
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FISCAL IMPACT

The average salary of a secretary is approximately $30,000 plus benefits which amounts to
$49,000 per position times 21 positions is $1,029,000.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

Reduce Clerical
Staff at Schools

$1,029,000 | $1,029,000 | $1,029,000 | $1,029,000 | $1,029,000

24 PLANNING AND ACCOUNTABILITY

This section of Chapter 2 will be divided into two subsections:

2.4.1 Strategic Planning
2.4.2  Accountability Office

2.4.1 Strategic Planning

Strategic planning is a proactive process of identifying the critical issues that a school district
must address to efficiently continue providing value. A good strategic plan serves as a map for
the board, senior leadership and staff to guide direct business actions towards meeting school
goals. In addition, such a plan moves a school from a reactionary mode to a proactive operating
mode by establishing and linking goals, strategies, performance measures, and action plans to the
budget. School districts that link these elements through the planning process realize high
success rates in achieving identified goals.

A strong Strategic Plan addresses four general questions:

e Where is the school now?

e Where does the school district want to be?

e How is the school district going to get there?

o How will the school district measure progress and success?

A strategic plan can act as a filter through which a district can view its decision-making process;
every decision can be weighed against its impact on or correlation to the district’s strategic plan.
Without a strategic plan, district goals may not be met, various projects may go unfinished, and
certain functions may lack input from stakeholders.

Having a strategic plan makes a school district less reliant upon any one individual. If the
strategic plan is done properly, board members, superintendents, principals, and other staff
members may come and go but the plan for the district remains viable. Not only is the district
still able to function when individuals leave, it should be able to continue making advancements
toward goal achievement.

An overview of critical elements of a strategic planning process are outlined in Exhibit 2-18.
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Exhibit 2-18
Overview of the Strategic Planning Process
Component of the
Area of Review Plan Specific Focus of the Review
Where are we now? Internal/External e  Situation Inventory/Environmental Scan
Assessment e Customer Analysis
e Quality Assessment and Benchmarking
e  Strategic Issues
Mission e Broad Comprehensive Statement of the School Purpose
e  Core values and Actions to Achieve Mission
e  Employees and Management Involvement
Where do we want to be? Vision e Identifies the School’s Uniqueness when combined with
the Mission and Principles
e A Compelling Image of the Desired Future
Goals and e  The Desired Result After Three or More Years
Objectives e Specific and Measurable Targets for Accomplishment
e | eads to Quality Initiatives, Goals, and Objectives
How do we get there? Action Plan e  Activities to Accomplish Goals and Objectives
e  Detailed Action Plans
e  Leads to Resource Allocation
How do we measure our Performance e  Ensures Accountability and Continuous Improvement-
progress? Measures linked to Performance Targets
Monitoring and e  Methods to Measure Results
Tracking e  Systems to Monitor Progress
e  Compilation of Management Information
e  Maintains Plan on Track Toward Goals

Source: Created by Evergreen Solutions, 2013.

FINDING

On Evergreen surveys, strategic planning was identified as one of the areas needing the most
improvement among the 26 operational areas on the survey as recognized by:

e 66 percent of central office administrators;
e 79 percent of principals/assistant principals; and
e 59 percent of teachers.

About nine years ago, TPS created the following core values:

Employees of Toledo Public Schools are expected to demonstrate a commitment to the
district's core values each and every day as they interact with students, parents, colleagues,
and the public.

Focus on Customer Service

Collaboration with Colleagues and the Community
Data Driven Decision Making

Provide a Quality Learning Environment

Provide a Rigorous Academic Curriculum
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e High Expectations for all Staff
e High Expectations for all Students
e Every Student Succeeds

Since the early 2000s, there has been some other planning initiatives. For example, in 2010

unde

r Dr. Pecko, TPS established the following transformation goals:

right-size the district’s operations for efficiency and effectiveness;

quality facilities and quality programs;

establish a culture of high expectations for all students and staff;

develop strong learning communities;

provide educational choices;

improve the graduation rate;

close the achievement gap between high-performing and low-performing schools;
replicate effective programs while eliminating unproductive ones;

accountability for all students and staff; and

TPS becomes the school district of choice for families living in our region.

The first phase of the transformation plan was launched at the beginning of the 2011-12 school

year.

Evergreen was provided examples of efforts to implement these transformation goals. For
example, as stated in the 2012-13 Annual Report.

K-8 Elementary Schools - One of the first steps in the transformation plan was to
introduce K-8 elementary schools across district. The reasons for this change include:

- right-sizing the district;

- establish neighborhood schools;

- fewer student transitions;

- provides continuity for siblings;

- parents become more engaged,

- $8 million annual savings;

- improve student academic performance ;

- manageable instructional environment; and
- intermediate students become role models.

Distance Learning - TPS high school students now have the opportunity to take classes
in a virtual classroom. Students are taking classes via the internet. Through the use of
technology, students at one school now have the option to enroll in classes that are
offered at another school. Course offerings include: AP European History, AP American
Government, AP Calculus, AP English, World Literature, Statistics, Russian and
Chinese.

Early High School Options - Seventh and eighth grade students are now taking high
school courses. Early High School Options (EHSO) provides qualifying students with the
opportunity to take specific courses at the high school in their learning community.
EHSO classes give students the advantage of earning high school graduation credits and

=
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points toward their overall grade-point-average. Course offerings include: English I,
Physical Science, Algebra, World Studies, Band, Orchestra, Choir, Software
Applications, Spanish, French, Chinese, Japanese Culture, Home Economics, Physical
Education, Art, and Managing Transitions.

e Alternative School Programs - TPS launched ‘high school academies’ as a way to offer
high school courses and credit recovery for students who were having difficulty adjusting
to high school or who had dropped out of school and are now looking to complete course
work toward earning a diploma.

The program is web-based and is offered after regular high school hours. Students who
enroll in this program will receive in-class support, along with job placement assistance.

e Inclusion Model For Special Education - The district has embraced the Inclusion
Model for special education students. Research shows that this approach offers a less
restrictive learning environment which results in improved academic performance for the
more than 4,000 TPS students who have special needs.

COMMENDATION

Superintendent Pecko is commended for planning initiatives related to the TPS
Transformation Plan.

FINDING

Despite some commendable efforts, TPS lacks an overall strategic plan as well as planning and
accountability initiatives. Moreover, the strategic planning initiatives that have taken place
have been fragmented. Some planning activities identified above have not been embraced by
the Board, TPS employees, parents, and the community in a systemic manner. Although
central office administrators showed an awareness of these basic goals, the initiatives were not
referenced as the TPS Strategic Plan.

As stated in the introduction to this section, research has shown that unless stakeholders have
been involved in the creation of the strategic plan and there is a commitment from all
stakeholders to take ownership of the plan, the goals of the plan will not be implemented
effectively by the school district. Such is the case in Toledo Public Schools.

RECOMMENDATION
Recommendation 2-14:

Create a Strategic Planning Committee consisting of TPS Board members, administrators,
teachers, parents, City government leaders, and community leaders to augment the
strategic planning process by involving internal and external stakeholders, and direct the
development of a comprehensive strategic plan.
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In its current form, the planning process and initiatives have not resulted in the development of
an overall strategic plan for Toledo Public Schools. Successful transformation goals should be
incorporated into the strategic plan. Best practices research has shown that internal and
external stakeholders should be involved in the creation of the plan and its effective
implementation. A position or Director of Strategic Planning, Accountability, and Assessment
is being proposed for this purpose (see Section 2.4.2).

This recommendation is subject to union negotiations.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

In addition to the lack of stakeholder involvement, the TPS strategic initiatives lack several
components of an effective strategic planning process. For example:

e acomprehensive plan has not been developed,;
e planning and budgeting are not linked,;

e no measurable goals nor preference indicators have been set, thus TPS administrators and
others cannot be held accountable for the implementation of set goals;

o timelines have not been set; and

o the person(s) responsible for implementing each goal is not identified—thus no one can
be or is held accountable.

Evergreen conducted an analysis of the TPS planning process against the ten common pitfalls in
strategic planning. The results of this analysis are shown in Exhibit 2-19.

RECOMMENDATION
Recommendation 2-15:

Charge the Strategic Planning Committee with the task of creating a strategic plan which
includes the critical components of successful strategic plans and planning processes.

The implementation of this recommendation should result in a planning process designed to
integrate school-level and district documented needs into an overall planning document that
should provide the foundation for a comprehensive strategic accountability system. All strategic
documents should be linked, especially the school improvement plans and transformation plan,
with the district’s umbrella strategic plan.
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Exhibit 2-19
Analysis of the TPS Strategic Plan and
Common Pitfalls to Strategic Planning

Common Pitfalls Toledo Public Schools Strategic Punning

1. Mission Statement too General TPS has no Mission Statement
2. Process-Oriented Goals and Objectives Some process-oriented goals and objectives are included.

Failure to Solicit Input from Stakeholders S)t(?;e}?olders groups were involved in goal development to some
4. Poorly Defined Action Plans mglﬂztelgn plans nor process-oriented goals and objectives are
5. Weak Linkage to the Performance Plan Goals are not linked to performance.
6. Inadequate Linkage to the Budget There is no linkage of the planning goals to the TPS budget.
7. Inadequate Discussion of External Factors There has been inadequate discussion of external factors.
8. Failure to Consider the Impact of Management on the Plan | The impact of management was not considered to a great extent.
9. Lack of Coordination of Cross-Cutting Functions Cross-cutting functions have not been coordinated.
10. Inability to Track Progress No plan exists to track progress.

Source: Created by Evergreen Solutions, 2013.

The proposed Director of the Office of Strategic Planning, Accountability, and Assessment
should be an integral part of the development, implementation, and monitoring of the plan.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Evergreen consultants were unable to identify an institutionalized link between the budgeting
and planning processes. Presently, no system exists that is designed to forge relationships
between the strategic planning, budget ‘planning and development process, and, consequently, an
effective system of accountability cannot be implemented. Currently, senior staff cannot be
held accountable, since goals and objectives for the effective use of fiscal resources to implement

the plan are not stated in measurable terms.
RECOMMENDATION

Recommendation 2-16:

Develop an institutionalized budget planning process designed to reflect strategic planning

outcomes and support accountability needs.

The development of a budget planning process should result in creating an effective process for

ensuring an accountability system.

This action should promote monitoring of the budget development processes to ensure that
primary budget initiatives clearly reflect the results of a strategic plan that is an outgrowth of
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defined school district needs. This action should serve to ensure that school district resources are
focused on clearly stated and data-supported needs.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

2.4.2 Accountability Office

Toledo Public Schools has an Office of Accountability, Assessment, and Research within the
Office of the Chief Academic Officer. The organizational structure of the office is shown in
Exhibit 2-20.

Exhibit 2-20
Office of Accountability in
Toledo Public Schools

Chief Academic
Officer

Director Accountability,
Assessment, and
Research

Director, Testing

Director, EMIS
System

Source: Toledo Public Schools, 2013.
FINDING

The job description of the Director of Accountability, Assessment, and Research includes the
functions and duties shown in Exhibit 2-21.

Based on an analysis of the job description and an interview with the Director, it is apparent that
this office has no accountability function; rather the office focuses primary on student data, state
reporting, and assessment.

RECOMMENDATION
Recommendation 2-17:

Expand the responsibilities of the Office of Accountability, Assessment, and Research to
include strategic planning and accountability. As recommended in Section 2.4.1, this office
should be renamed as the Office of Strategic Planning, Accountability, and Assessment.
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Exhibit 2-21
Job Description of the Director of Accountability, Assessment, and Research

FUNCTION:

Collect, analyze and manages data for information and research, planning, development, and evaluation in order that educational
decision-makers may be able to function efficiently and effectively.

DUTIES:
1. Provide quantitative and qualitative data analysis as directed by the Chief Academic Officer.
2. Formulates and specifies appropriate models of research and facilitates research related to education needs.

3. Assists in the development and implementation of the evaluation of programs and uses a variety of descriptive and inferential
statistical techniques, as appropriate and necessary.

4. Provides technical assistance to program developers and evaluators.

5. Uses current computer capabilities of the school district to gather, aggregate, and manage data, and translate computer
generated data into useful, readily understood reporting systems.

6. Develops written reports utilizing data or information and provides interpretation of the data or information in an appropriate
manner for specified audiences.

Develops instruments to facilitate data collection.
Provides supervision of the EMIS state reporting system.

Verifies the accuracy of data used for state EMIS reports. Plans and implements revisions in data reporting by individual
buildings and/or TPS departments to improve and insure the accuracy of data reporting.

10. Develops projections of student enrollments, assists in determining projections of staffing needs, creates the annual school
profiles, and conducts the annual graduate follow-up.

11. Performs other duties consistent with the function of the job, assigned by the Chief Academic Officer.

Source: Toledo Public Schools, 2013.

In addition, the Student Data Department under the Director of Pupil Personnel should be moved
to this office to consolidate all student data component within one office in Toledo Public
Schools.

This recommendation is subject to contract negotiations.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

25 LEGAL SERVICES

This chapter reviews staffing and organization of legal services in Toledo Public Schools (TPS)
and includes three major sections:

2.5.1 Organization of Legal Services in Toledo Public Schools
2.5.2 Case Management
2.5.3 Evaluation of Legal Services

School districts procure legal services either through in-house counsel, with the use of outside
counsel for situations for which additional expertise is required, or exclusively with outside firms
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or attorneys. In the latter situation, some school districts, particularly those in urban areas, can
secure the services of a single, diversified firm while other school districts must depend on more
than one firm. Fees for services vary greatly, depending on the locale and the specialization
required.

Across the country, the costs for legal work in school districts have increased dramatically over
the last three decades due to a number of circumstances. These factors include due process
activity associated with disciplinary proceedings, complicated issues related to special education
students, risk management matters, and a variety of other issues. Areas of special education and
student disciplinary activity often require special legal expertise. These areas are typically
complicated by the demands of federal requirements and the relationship to local and state
regulations, as well as the need to maintain an orderly educational environment.

2.5.1 Organization of Legal Services in Toledo Public Schools

FINDING

Legal services in TPS are provided through outside counsel. Currently, seven firms (see
Exhibit 2-22) provide legal services in various categories in Toledo Public Schools, including:

general legal services;
education/special education issues;
real estate;

government relations;
construction;

procurement issues; and

labor and employment.

The Risk Management Office reviews all legal billing invoices for payment by TPS, and receives
approval from members of the Cabinet as to actual monthly charges.

Exhibit 2-22 shows the billing history of outside law firms for the 2010-11 to 2012-13 school
years.

As can be seen in Exhibit 2-22:

e the firm of Marshall and Melhorn replaced Spengler Nathanson as the TPS legal firm
(General Counsel) in 2010;

e Littler Mendelson was hired as the firm for contract negotiations for about a quarter of a
million dollars during the last negotiation’s cycle (additional legal expenditures will be
needed for this purpose in Spring 2013);

e expenditures between 2010-11 and 2011-12 doubled, and if 2012 expenditures are
prorated through June 2013, the legal expenses for 2012-13 may be well over $2 million;
and

e there is no in-house legal counsel—all legal services are currently outsourced.
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Exhibit 2-22
TPS Legal Expenses
2010-11 to 2012-13 (through November 2012)

YEAR
2012-13
(as of
Law Firm Specialty 2010-11 2011-12 November 2012) Total

Bricker and Eckler Human Resources $32,503 $132,575 $47,367 $212,445
Riley Law Firm LLC Construction $31,503 $27,150 $18,383 $77,036
Littler Mendelson PC Contract Negotiations $0 $232,325 $232,325
Marshall and Melhorn LLCT | General Counsel $18,811 $493,694 $699,220 $1,211,725
Spengler Nathanson? Former TPS Counsel

(Firm is Phasing Out) $456,799 $321,898 $53,168 $831,865
Squire Sanders LLP Property Assessments $40,504 $35,441 $13,350 $89,295
Mitchell Law Human Resources $18,349 $18,349
Total by Year $580,120 $1,243,083 $849,837 $2,673,040

Source: TPS Finance Office, 2013.

Board Resolution signed to make Marshall and Melhorn the official School Board Attorney in September 2010.
2prior to September 2010, Spengler Nathanson was the Board Attorney. In 2009-10, total dollars to Spengler Nathanson exceeded

$750,000 (not shown).

As stated in a letter proposal from Marshall and Melhorn to the Chairman of the TPS School
Board on September 17, 2010, the firm:

e will provide a 20 percent reduction in regular fees with maximum hourly rates of between

$140 and $200;

e will provide in-house services for about 12 hours per week at $125 per hour; and

e the proposal included an option for a flat fixed fee to perform legal services, but that part

of the proposal was not implemented.

Nonetheless, the General Counsel has no contract with the district nor was an RFP issued at the

time a resolution was approved by the Board.

Exhibit 2-23 provides legal services expenditure information for selected school districts. As

seen from the data reported in Exhibit 2-23, TPS is expending significantly more for legal
services than other large Ohio school districts. Evergreen consultants are mindful of union

contract issues; IDEA requirements, HIPPA, and other litigation, but did not find that these were
more costly than similar situations confronting other school districts.

Exhibit 2-23 exhibit shows the following:

e in2011-12, TPS paid over $36 more per student in legal fees than the peer school district

average; and

o three of the five school districts use a combination of in-house and contracted legal

services.
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Exhibit 2-23
TPS and Selected School Districts
Total Legal Expenses and Per Pupil Expenses

2011-12
Approximate How Services are Provided 2011-12 Expenditures
Student Combination In-House
School District Enrollment | Contracted and Contracted Total Per Pupil
Toledo City 22,000 X 1,243,083 $56.50
Akron City 23,000 X $439,686 $19.12
Cincinnati City 32,000 X $395,141 $12.35
Dayton City 14,000 X $453,332 $32.38
South-Western City 19,000 X $378,234 $19.91
Peer Average 22,000 2 3 $416,599 $20.94

Source: Created by Evergreen Solutions based on Telephone Interviews in Selected School Districts, 2013.

Evergreen interviews with TPS personnel revealed that many questions directed to outside legal
services could be addressed by simply reviewing existing policy and procedures, or by making
inquiries of the appropriate administrator or support personnel.

RECOMMENDATION

Recommendation 2-18:

Hire an in-house counsel and reduce expenditures for legal services by at least $20 per
student.

The implementation of this recommendation requires that the Board and Superintendent take
proactive steps to accomplish the following:

e hire an in-house attorney and a part-time paralegal;

e once established, reorganize the use of internal legal service resources to minimize the
use of outside firms;

e require each legal firm to have an approved contract;

e require the in-house counsel to carefully track all staff members time on legal work and
assign time-consuming contract reviews, responses to routine administrative inquiries,
and such matters to subordinate staff (see Recommendation 2-19);

e develop guidelines for use of legal services by district administrators that are designed to
require personnel to be better versed in existing policies and procedures;

o establish systematic controls over how all legal services requests are placed with outside
firms; and

e more closely monitor hourly rates charged by approved legal vendors.
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The implementation of this recommendation should result in an organized, ongoing process
designed to control legal expenses.

FISCAL IMPACT

TPS should strive for greater cost savings in light of its very high legal expenditures.
Evergreen’s recommendation of reducing legal fees by $20 per student is very conservative; a
more aggressive reduction is attainable. The majority of these savings will accrue to the General
Fund, although improvements in containing legal costs will benefit, to some degree, all fund
sources that have legal expenditures.

The implementation of this recommendation will result in a cost of $184,000 including benefits,
beginning with full implementation in the 2013-14 school year. This amount is calculated based
on the cost of an in-house attorney at $125,000 plus benefits = $162,000 and a part-time
paralegal at $20,000 plus benefits = $22,000 for a total of $184,000.

These two positions should not be included in union contracts.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

Hire In-House

Attorney and Paralegal | ($184000) | (8184,000) | (8184,000) | ($184,000) | ($184,000)

Reduce Legal
Expenditures by $20 $440,000 $440,000 $440,000 $440,000 $440,000
Per Student

TOTAL SAVINGS $256,000 $256,000 $256,000 $256,000 $256,000

2.5.2 Case Management

FINDING

Toledo Public Schools does not use a comprehensive case management system for tracking cases
and legal services. A log or file on the rates each firm can charge (as per an approved contract)
is also not maintained. In fact, many attorneys have no contract, but simply a resolution
approved by the Board. Recently, the Treasurer began requiring contracts for all law firms, but
only two contracts have been finalized to date. At the time of Evergreen’s on-site work,
contracts were only found for the Mitchell Law Firm and Spengler Nathanson.

No one in TPS tracks the amount of time committed to legal services nor does it track other
important matters handled by each attorney. Consequently, it is not possible to easily assess
workloads and the value of personnel and other resources committed to the various work
activities. It should be noted that the Board’s General Counsel (Marshall and Melhorn) uses a
case management system, but such a system is not used in Toledo Public Schools.

RECOMMENDATION
Recommendation 2-19:

Implement a comprehensive case management system.
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The implementation of this recommendation should result in the following:
e establishing an automated case tracking system;

e providing a means for assigning attorney and other labor hours along with related
expenses to each case;

e tracking all important deadlines, providing reminders that specific actions should be
taken;

e allowing categorization of expenditures by function and object—therefore, providing an
accurate assignment of expenses to appropriate programs; and

e providing valuable information to assist in assessing Legal Services Office workload.

The application of this software should result in increased efficiency in managing records and
cases, provide valuable information for assessing the workload of the Legal Services Office, and
assist in reducing legal costs by controlling the hourly wages and number of hours per contract.

FISCAL IMPACT

A variety of case management software is available. TPS should consult with its General
Counsel as to appropriate software.

2.5.3 Evaluation of Legal Services

FINDING

Interviews with personnel and the examination of various records reveal that an evaluation of
outside legal services has never been conducted. Neither the administration nor the School Board
has evaluated outside legal services provided to TPS with regard to quality, cost, or
responsiveness. Therefore, the Board and Superintendent have no basis upon which to determine
the effectiveness or adequacy of legal services.

RECOMMENDATION
Recommendation 2-20:

Conduct a comprehensive evaluation of all legal services at least every two years.

The implementation of this recommendation should result in a comprehensive review of legal
services includes expenses, comparisons with other school districts, assessment of both in-house
and contracted services, and client satisfaction. In addition, the evaluation should include an
examination of internal procedures used to authorize access to legal services by personnel of the
school district.
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FISCAL IMPACT

This recommendation can be implemented with existing resources and has no fiscal impact.
Evergreen believes that when the case management tracking system is in place, the evaluation
can be done internally.

26 COMMUNICATIONS AND PUBLIC RELATIONS

Teachers and administrators, research literature, and areas of best practice speak widely about
the need for parental, community, and business understanding of and involvement in the public
schools in order for achievement to improve for all students. It is through significant partnerships
between the schools and their many stakeholders that the resources and perceptions, policies, and
practices will evolve to support 21° Century schooling that is powerful enough to have an impact
on every student. Classroom teachers, principals, schools, and school districts working in
isolation from their communities cannot achieve the goal of higher achievement and more fully
developed young citizens.

In today’s educational and political climate, it is not sufficient to be a good school district; the
public must be continually shown the advances of the school district. A school district must be
publicly accountable for every dollar spent, every program created, and every student graduated.
Good public accountability is often found in the form of an annual report which contains
pertinent information on the progress of the school district over the preceding year.

A school district is accountable to many different groups: its staff, its teachers, the federal
government, its students, their parents, local businesses, and the community at large—all have
invested time and money into the school district, and all have a stake in its success. In return, the
school district is obligated to demonstrate that it has spent the time and money afforded to it
wisely, and is making its best effort to produce well-educated, work-ready, civic-minded
graduates.

Compounding this challenge is the increasing competition for every public dollar, a common
situation in every local government agency. The era of public indifference to the use of limited
tax dollars is over. Today, citizens demand the most out of every cent contributed to public
entities. A school district can only be successful in this environment if it can consistently prove
that it has a product, namely a valuable education, which is worth continued public investment.

This section of Chapter 2 will address public outreach and communications in two sections:

2.6.1 Community Engagement
2.6.2 TPS Office of Communications

2.6.1 Community Engagement

FINDING

Toledo Public Schools has many community partners. Area businesses and non-profit
organizations have provided support to the district to offer many academic and extracurricular
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opportunities. Examples include Owens Community College, University of Toledo, YMCA/
YWCA, and the Toledo Basketball Academy. During interviews and focus groups, business and
education leaders interviewed by Evergreen consultants praised the Superintendent for
generating the support of Toledo organizations.

In addition, TPS has partnered with the United Way of Greater Toledo for several new initiatives
including:

e Schools as Community Hubs - organizing and offering community resources to
students, parents and area residents. The initiative's integrated focus on academics,
service, support and opportunities is geared toward improved student learning, stronger
families and healthier communities. United Way manages this project, supporting and
working with lead non-profit organizations and schools to coordinate, facilitate, staff, and
oversee core program elements. The main components of Schools as Community Hubs
include parent involvement, after-school and summer enrichment programs, increased
access to social services, adult education and community and economic development
opportunities.

e Expansion of Social & Emotional Learning - Social & Emotional Learning (SEL) was
originally introduced at two elementary schools through funding from the Women's
Initiative of United Way, and in partnership with the Toledo Federation of Teachers and
the Toledo Association of Administrative Personnel. The program is proven to improve
student academic performance, reduce risky behaviors, and increase pro-social behaviors.

e Summon a Wage - Toledo Public Schools, the University of Toledo and Penta Career
Center have partnered to help community members go back to school. The Summon a
Village initiative offers various educational opportunities and services to area residents at
their neighborhood elementary schools. Program options include earning a GED, taking
entry-level college classes, and financial literacy lessons. The Toledo Community
Foundation, the Padua Center, Fifth Third Bank and the Greater Toledo Urban League
are also supporters for this unique outreach effort.

e Boys & Girls Clubs of Toledo - The Boys & Girls Clubs of Toledo recently opened their
latest facility, which is part of the new Marshall Elementary School. Youngsters in south
Toledo now have a safe place to enjoy after-school and summer activities thanks to the
generosity of a long-time Boys & Girls Clubs supporter. Bright fixtures and furnishings,
large windows, numerous games and the latest in technology are just a few of the
amenities that welcome students from age 7 through 14. Club members have the
opportunity to receive assistance with their homework, enjoy educational activities, arts
and crafts, and sports.

COMMENDATION

The Superintendent is commended for his strong collaboration with the business
community through establishing numerous business partnerships to support public
education in Toledo.
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2.6.2 TPS Office of Communications

FINDING

The Office of Communications in Toledo Public Schools consists of a Director and an
Administrative Assistant. Exhibit 2-24 shows the function and duties of the Director of
Communications.

Exhibit 2-24
Function and Duties of the Director of Communications

FUNCTION:

Provides leadership and marketing skills necessary for successful public relations an information services programs
Toledo Public Schools.

DUTIES:

e  Advises the Superintendent, members of the Board of Education and the Superintendent's cabinet on
Communications' activities.

e Develops and coordinates internal and external public relations, marketing and communications materials in print,
website, radio/TV and other media for the district.

e Works with other departments to plan and implement specific communication projects.

e  Produces various special events or products such as the annual Celebration of Excellence and the annual school
calendar.

e Works with media on a regular basis, providing positive story leads, and responding in a timely fashion to media
requests for information.

e  Counsels district personnel about responding effectively to the media and serves as liaison between the media, the
schools, and central office.

o  Writes speeches, reports, and presentations as assigned by the Superintendent or his designees.

o  Works with outside agencies, businesses and organizations to get information about the district to their publics.
e  Manages day-to-day operations of the department.

e Develops budget requirements and monitors expenditures for the Communications Department budget center.

e  Performs other duties consistent with the function of the job, assigned by the Superintendent.

Source: Toledo Public Schools Communications Office, 2013.

In an effort to determine the structure and function of public relations offices in large districts, in
2012 the Council of the Great City Schools (CGCS) distributed a survey requesting information
on these offices. Of the Council’s 65 districts, 54 responded. The public relations offices
displayed many similarities, but ranged in size and budget:

e Forty districts (75%) have public relations offices with staff between 5 and 20 people.
e Nine districts (15%) have public relations offices with staff of fewer than 5 people.

e Five districts (10%) have public relations offices with staff or more than 20 people.

e Sixteen districts (35%) have public relations budgets between $250,000 and $750,000.
e Twenty-three districts (65%) have public relations budgets greater than $750,000.
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Exhibit 2-25 shows those departments closest in size to Toledo Public Schools. As can be seen
in Exhibit 2-25, Toledo Public Schools has fewer staff and a significantly smaller budget than
comparison school districts which responded to the CGCS survey.

Exhibit 2-25

Communication Departments in Selected Urban School Districts

2012

School District

Approximate
Student
Enrollment

Communication
Office Budget

Positions

Toledo Public Schools (OH)

22,000

$326,098

Director of Communications and Administrative Assistant

Dayton Public Schools (OH)

14,800

$590,000

Public Information Officer, Communications Specialist,
Communications Team Leader, Field Production Specialists,
and Clerk Typist

Kansas City School District (MO)

17,000

$500,000

Executive Director of Public Relation & Marketing, Senior
Media Relations Specialist, Communications Assistant,
Web/Graphics Specialist, Communications Technician, and
College Intern

Little Rock School District (AR)

26,000

N/A

Communications Director, Communications Specialist,
Webmaster, Secretary, Receptionist, and Video Production
Team

Pittsburgh Public Schools (PA)

26,000

$1 million

Director of Communications, Coordinator of
Communications & Marketing, Coordinator of Public
Relations, Parent Hotline Specialists, Special Event
Specialist, Webmaster, Administrative Assistant, and Public
Communications Manager

Rochester City School District (NY)

32,000

$748,000

Chief Communications Officer, Senior Communications
Assistant, Director of Strategic Communications, Technical
Director, Television Production Specialist, Graphic Artist,
Translator, and Secretary

St. Louis Public Schools (MO)

25,400

$667,380

Executive Director of Communications, Marketing
Coordinator, Media Relations Coordinator, Community
Outreach Coordinator, TV Station Manager, and TV Station
Producer/Editor

Source: Council of Great City Schools, 2012.

RECOMMENDATION

Recommendation 2-21:

Add the position of Communications Manager to the TPS Office of Communications.

The responsibilities of this position should be multifaceted. Duties should include serving as
liaison for all school-level public relations and communications as well as maintaining the public
relations/communications component of the TPS website and developing a strong social media

presence.

This recommendation may be subject to contract negotiations.
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FISCAL IMPACT

The proposed salary for a Communications Manager is $54,500, and including benefits would
total $78,382.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

Hire Communications
Manager ($78,382) | ($78,382) | ($78,382) | ($78,382) | ($78,382)

FINDING

The Office of Communication had an agreement with the FLS Thread Marketing Group for
2011-12 with expenditures totaling $228,520. During the performance audit, the Office of
Communication was unable to provide to Evergreen adequate information on the use of
expenditures for this public relations vendor. Nor did a contract exist for this vendor’s services.

RECOMMENDATION
Recommendation 2-22:

Monitor all public relations contracts with outside vendors and ensure accountability for
deliverables.

The Office of Communications should ensure that it maintains the documentation for each
deliverable provided by a public relations vendor. Evergreen also recommends that future
contracts of this type with public relations vendors be put out on bid through a Request for
Proposals (RFP) process.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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3.0 EDUCATIONAL SERVICE DELIVERY

Chapter 3 addresses instruction in the Toledo Public Schools (TPS) and includes the following
six sections:

3.1  Organization and Management

3.2 Instructional Delivery and Student Performance
3.3  Staffing

3.4  Professional Development

3.5  Special Education

3.6 Textbooks

The educational service delivery of a school district depends on central office staff to serve as the
support system, and provide leadership and coordination for education that is provided in district
schools. The effectiveness of instructional delivery depends on factors such as organization,
staffing, and procedures that have been created and monitored in order to assure consistency of
instruction and student assessment across the school district. The way in which these central
office factors are designed can either support or prevent progress towards high achievement for
students.

In discussing standards, the American Federation of Teachers observed that, “the idea behind
standards-based reform is to set clear standards for what we want students to learn and to use
those academic standards to drive other changes in the system.” In other words, the context of
reform of the entire school system should include:

e curriculum, instruction and assessment;

e professional development;

e parent and community involvement;

e instructional leadership; and

e the use of technology and other resources.

All parts of the district’s central operations, decisions, planning, and implementation must be
aligned and coordinated to support improved teaching and learning. The school district must
also reach out to the community so that the education provided to local students not only meets
national standards, but local needs, and uses the resources of the community in partnership for
the improvement effort.

3.1 ORGANIZATION AND MANAGEMENT

Central office staff serves as the support system for the education that is provided in schools of
any school district and, depending on factors such as organization, staffing, and processes, can
either strengthen or hinder progress towards high achievement for students. A well-orchestrated,
balanced relationship between school needs and central office support and coordination helps to
ensure that financial and human resources are targeted toward increased student achievement for
all students. Clearly articulated, measurable, and monitored goals set at the district level inform
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staff and the public of the district’s priorities and guide decisions and actions at all levels of the
system. Data serve as the foundation for goal-setting, progress monitoring, and evaluation.
Consequently, effective two-way communications systems, explicit guidelines and expectations,
processes that streamline and reinforce goals, and the monitoring of priorities are essential
responsibilities of the central office.

In her book, The Reform Revisited: Effective Schools and Systemic Reform, Barbara Olin Taylor
states that the key to successful schools and to meeting the needs of every student is an effective,
well-aligned, and focused organization. Taylor quotes Ron Edmonds, a long-time researcher in
defining the characteristics of effective schools:

We teach that there are no instructional problems that have not already been solved. The
only issue is, whether or not the organization makes available to principals and teachers the
extraordinary repertoire of school behaviors and teacher behaviors that will produce
mastery for the full range of the population.

A school district’s central organization and management processes are critical in thwarting or
facilitating the acquisition of those behaviors to ensure mastery for all students. When an
organization is not getting the results it would like, structural issues are generally to blame.
Districts are well-served to analyze their organizational structure to seek to determine root causes
for the current structure, and to identify areas where that structure could potentially offer better
results and impediments to higher performance could be eliminated.

FINDING

The curricular and instructional functions of Toledo Public Schools are not organized to facilitate
collaboration, planning, and implementation. Additionally, staffing for critical curricular
leadership positions has been depleted.

Just a few years ago, there were content-specific positions in the central office that were
knowledgeable in their content area and had the time to learn about new instructional
methodologies and content-specific standards, professional development, and resources.

Within the past two years, the district has lost three Curriculum Directors—Ileaving only one
remaining to oversee all curriculum, instruction, textbooks, and professional development. The
current director is Director of Curriculum, Science, Health, PE and Wellness. He is also co-
primary investigator of two National Science Institute grants in partnership with the University
of Toledo. Numbers of content specialists available to write curriculum, standards, performance
indicators, and assessments, and conduct related training for school staffs have dwindled from
the former height of curriculum focus. At the end of the 2011-12 school year, many positions
providing curricular support in the Curriculum Department were eliminated.

Exhibit 3-1 shows key instructional positions affected and the changes in staffing under the
Chief Academic Officer between 2009-10 and 2010-11.
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Exhibit 3-1
TPS Curriculum Division Organizational Changes
2009-10 and 2010-11 School Years

Chief Academic
Officer

Reading Academy
Teachers
Q)
(Reduced by 2 in 2011)

Science Academy
Teacher

)

Math Academy
Teachers

@

(Reduced by 2 in 2011)

Tech Trainers

@)

Instructional Planner

©)

| (Reduced by 1 in 2011)

Source: TPS Curriculum Office, 2013.

Curriculum Director

PE/English as a

Math/Gifted Second Language
(Cut 2011) (Retired 2010 Not
Replaced)
Science Enghs}(l‘ l;aggrige Art
(Cut 2011) (Cut 2011)
Instructional

Technology Library

Instructional Planner
)
(Retired 2011 Not
Replaced)

Social Studies
(Cut 2011)

Exhibit 3-1 shows that seven teacher content support positions were eliminated at the end of the
2010-11 school year. They are:

two Reading Academy teachers;
two Math Academy teachers;

two Technology Trainers; and

one Instructional Planning Teacher.

Additional administrative cuts and/or retirements that were not filled in the Curriculum Division

at the same time include:

math/gifted content position;
science content position;

ELA content position;

social studies content position;
PE/ESL coordination position; and
one instructional planner.
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The reductions to administrative positions led to a reassignment of responsibilities among
remaining administrators. This has resulted in administrators responsible for disparate areas that
are related neither to their original assignments nor to their areas of expertise. An examination
of the organizational structure and administrative responsibilities at the time of the cuts would
have better coordinated curricular planning, collaboration, and decision making. Current staffing
is insufficient to conduct programmatic responsibilities as well as provide support to schools in
terms of training, content-specific research, materials, and information. Exhibit 3-2 shows
assignments and reporting relationships for the 2012-13 school year for Curriculum Division
positions most impacted by staff reductions.

State-adopted Kindergarten - Grade 12 New Learning Standards will be fully in use in Ohio
classrooms by 2014-15 when assessments that align to the standards are in place. Preparing for
this new level of accountability for student achievement and teacher performance requires more
staff, not fewer, at the central office to support teachers in preparing for these new expectations.
Exhibit 3-3 shows the current organizational structure of the TPS Curriculum Department under
the Chief Academic Officer.

The Curriculum and Instruction (C/I) Division of the district is headed by a Chief Academic
Officer. His direct reports include the following nine directors and two School Improvement
Grant (SIG) Facilitators:

Director of Curriculum, (and Science, Health, PE & Wellness)

Director of Compensatory Programs

Director of Special Projects and Compensatory Program Development
Director of Instructional Technology

Director of Accountability, Assessment, and Research

Director of Student Services

Director of Career Technology Funding and Technology

Director of Pupil Placement and Child Adjustment Services

Director of Adult Education and Auxiliary Services and Non-Public Programs
Two SIG Grant Facilitators

Additionally, within two departments led by Directors are other Directors reporting to them,
although they are directors at a different level:

e The Director of Accountability, Assessment & Research has two directors—one for
Testing and one for EMIS.

e The Director of Career Technology Funding & Technology has three directors reporting:

- the Directors of Agricultural Construction and Engineering Tech;
- Family and Consumer Science and Student Career Service; and
- Professional Technologies and Career Development.

Each is supported by a secretary.
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Exhibit 3-2
Toledo Public Schools
Organizational Responsibilities
in Curriculum and Instruction
2012-13 School Year

Chief Academic Officer

I I [ I

Instructional School
. . nstructiona . .
Curriculum Director i Improvement Grant Special Projects
TI'echnology I
Facilitators
@

Reading Academy

s Opversee Pickett,
Instruction Trainers
Teachers —

— Glenwood Scott & |
) @ Robinson

English as a Second
Language —

Math/Science/English Data Coaches Distance Learning Foreign Language
Language Art/Social ] ]
Studies High School
Department Chairs

o . Early High School
Librarians Credit Recovery ary g choo
— N Opportunity -
Math Academic
Teachers —
@)
National Collegiate
Computer Summer Programs Athletic Ass -é’[i
Coordinators/ Athletc Association —
Science Academy Educational —
Tee(lzc)her ] Technology Resource
Teacher Advanced Via Toledo Elementary
Individual ] Alternative Meta- |
. Determination School/Assist Gifted
Instructional Planner [ |
M

Advanced Placement

and Post-Secondary |
District Leadership

Enrollment Option
Team —
Jump Start &
Gateway to College —
Textbooks ||
Health/PE &
Wellness —

All K-12 Core
Curriculum Budget & [—

Professional
Development

Source: TPS Curriculum Office, 2013.
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Exhibit 3-3
Current Organization of the Curriculum and Instruction Division
in Toledo Public Schools

Chief Academic Officer

Executive
— Administrative Assistant

Grant Manager/

Federal Programs

Director, Special Di D c Director, Adult
. . irector, irector, Carcer . § . . N
Director Projects and Director, > " Director, Pupil Education and School
c e - Director Accountability . T'echnology . . .
-ompensatory Compensatory Instructional . ’ Director © Placement and Child | | Auxiliary Services Improvement
P . M 7 Curriculum Assessment and - - Funding and — . N o . - L
rograms Program Technology Student Services - € Adjustment Services and Non-Public Grant Facilitator
Research T'echnology
Development &) Programs
Director, Agriculture,
o - . o Construction and Supervisor, Pupil
Facilitator of Director Testing Case Manager ! ! i i
- s e Engineering | | Personnel Center |—
Federal Programs Special Education . .
Technologies
Director, Family and
Grant Manager/ b Placement and Consumer Science and| Supervisor, Pupil
. - irector e S y -
Facilitator of |- < Funding Specialist Student Career [ Personnel Center
EMIS System : Services
) | | Services
Director, Preschool Director, Professional . ;
_ - . Supervisor, Pupil
Program for TI'echnologies and N
sram for ] . * | Personnel Center [—
Handicapped Children| Career Development

Source: TPS Curriculum Office, 2013.

Conversations with representatives of peer districts contacted reported that school-based CTE
leaders were not placed in administrative positions nor were they supported by secretaries.

Two Assistant Superintendents oversee two K-12 Learning Communities of schools and report
directly to the Superintendent. They supervise and evaluate principals. Their roles and location
within the organizational structure are discussed in Chapter 2.

An additional challenge to efficiency and effectiveness in the academic staffing and
organizational structure is found in the assignment of diverse responsibilities to staff who neither
have relevant background experience and expertise or who already have a multitude of
responsibilities that are not necessarily related to their primary job function. This has
fragmented the services that are needed for a cohesive support structure for diverse student
needs.

For example, the position of Director of Special Programs and Compensatory Program
Development has been assigned Gifted Education, English for Speakers of Other Languages
(ESL) and Foreign Language, the NCAA District Representative, Early High School
Opportunity, and Gateway to College, among other responsibilities. She has worked diligently
to address the needs of all programs and to make them comply with state requirements. Though
she is responsible for ESL, she does not have the knowledge of specific instructional practices
related to teaching those students.
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Such diverse role assignments, as well as silos in the district’s organizational structure, impede
planning, communication and coordination among district offices responsible for various aspects
of curriculum. There is not currently a basis for focus or coherence among TPS activities,
particularly with respect to curriculum and instruction. It is clear in conversations with district
instructional leaders that most are unified in knowing where the district needs to go and, within
constraints, are making strides toward that direction. However, during Evergreen’s visit, little
evidence of systems of accountability or cross-district documentation of actions, monitoring, or
progress of those plans are yet in place. This can be better achieved with a more cohesive
alignment of organizational responsibilities with respect to curriculum, instruction,
accountability, and staff training. It is critical that the leaders of programs for such students as
special education and ELL be involved upfront in decisions about programs, curricula, and
professional learning opportunities so that approaches to the education of all students can be
integrated.

Exhibit 3-4 shows a proposed reorganizational structure for the TPS Curriculum and
Instructional Office for the 2013-14 school year. Evergreen further proposes additional
organizational changes in the Curriculum and Instruction Division for the 2014-15 school year.

The proposed overview of benefits of these organizational changes are:
e Better alignment of responsibilities and job titles.

e Move the Director of Accountability, Assessment, and Research out of the Curriculum
Division to an organizational location where the data and evaluation roles of the position
can be better capitalized on as discussed in Chapter 2.

e Free the Executive Director for Curriculum and Instruction to focus on core instructional,
curricular, and professional development tasks that will bolster the district’s ability to
move student achievement forward by using and developing teacher and administrator
strengths. This will also compensate the position at a level that is appropriate for the
responsibilities. The salary is currently less than for the majority of other Directors in
curriculum offices.

¢ Eliminate the six teachers in the content Academies (Reading, Science, Math) and the
Instructional Planner and re-design administrative positions with authority for key
content areas, instructional programs, and professional development.

e Assign responsibility for meeting with the Math/Science/ELA/and SS high school
department chairs to the related Coordinators.

e Change the Coordinator of Nurses to a Director to assign authority to actually supervise
the 38 nurses with whom she works.

e Re-assign the responsibilities of the position of Director of Special Projects and
Compensatory Program Development to better align programs with related titles and
areas of responsibility.
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Exhibit 3-4
TPS Curriculum and Instruction Division
Proposed Organizational Structure
2013-14

Chief Academic
Officer

[ SR

Executive Director of I Executive Director
Curriculum and of Student
Instruction Support Services

oo
Director of Science, | r _______ N
Health, PE & Wellness :_ | Director of
Pl Special Education |
. . | e - __ |
Director of Career |
[ | Technology Education oot T N
_ b Director of Pupil I . .. . .
L . | These positions will be re-assigned
1 Personnel Services | cupervision by the ed
Director of Continuum 1 | to s.upuvlsl(;n\ }lt ne ?ropou
— Programs | T T T ——  Director 0w .\ulxc ent Support
| i— ——————— - Services
Director of Instructional L Dl]rwccfi)r‘of |
1 Technology and I urses |
Distance Learning : e _— I
: | Director of |
: ) - “onti s |
Director of Federal | Continuums |
Education Programs
Director of Special
Education
Ditector of Pupil
Personnel Services
Director of English for ] Math
Speakers of Other
Languages/Foreign
Languages Science/Health/PE/
] Wellness
—1  Director of Nurses
—| Social Studies
M Coordinators —
- Reading/ELA
Facilitators of School
— Improvements Grants | Professional
) Development
Gifted/Talented and
| Arts Education

Source: Created by Evergreen Solutions, 2013.
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- creating a Coordinator of Gifted and Arts Education will ensure that the district hires
an individual for overseeing development of the Gifted/Talented Program and
responding to state concerns with licensure and expertise in that area to be able to
implement an effective program for those students;

- creating a position of Director of English for Speakers of Other Languages/Foreign
Languages similarly enables the district to have someone in charge of those programs
with related knowledge and experience who can supervise those teachers;

- changing the title of the Director of Special Projects and Compensatory Program
Development to Director of Continuum Programs creates a position that focuses on
both the alternative and advanced programs currently under that Director and
consolidates responsibilities related to students on both ends of the continuum of
student performance. This should enable that position to:

» evaluate the effectiveness of existing programs to determine the cost-benefit to
students and recommend adjustments, additions, or program elimination;

» examine components of advanced programs for applicability to programs for at
risk students to enrich their learning experiences;

> assign program responsibilities that include: Early High School Opportunity,
Toledo Elementary Alternative Meta-School, Jump Start, Gateway to College,
Credit Recovery, AVID, Advanced Placement (AP), Post-Secondary Enrollment
Options (PSEOs) and Lourdes High School Scholars (LHSS);

> remove Credit Recovery and AVID from the responsibility of a SIG Facilitator;
and

» consolidate all programs designed to address the needs of high-risk students into
one position.

RECOMMENDATION
Recommendation 3-1:

Adopt the proposed organizational structure for the Curriculum and Instructional Division
in Toledo Public Schools.

The staff reduction in the Curriculum and Instruction Division and lack of coordination of related
responsibilities, impair the district’s ability to strengthen TPS curriculum and integrate Common
Core standards into it. The current structure prevents TPS from developing deeper content
knowledge and teacher pedagogy to best prepare the district for the accountability expected of
teachers for student performance within Race to the Top and Ohio Senate Bill 5. Additionally,
the current configuration of having the majority of staff in the Curriculum Division who are
responsible for content teachers rather than administrators removes an important aspect of
accountability for the needed curricular changes and integration into TPS schools and
classrooms.
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Evergreen further recommends that in the 2014-15 school year, the district add another
Executive Director for Student Support Services and consolidate related services in that
department:

Director of Special Education
Director of Pupil Personnel Services
Director of Nurses

Director of Continuum Programs

Exhibit 3-5 shows a comparison of comparable TPS curriculum administrative staff with peer
districts based on two organizational charts provided by Dayton and Akron City Schools.

Exhibit 3-5
Comparison of TPS Curriculum Positions with Urban Peer School Districts

Position TPSFTE | Akron FTE | Dayton FTE
Chief Academic Officer/Chief of Curriculum and Instruction 1 1
Chief of School Innovation 1
Chief of School Improvement 1
Associate Directors for C/l (Assessment, Instruction) 2
Assistant Superintendent of Curriculum and Instruction 1
Gifted Coordinator
ELL Coordinator 1
Executive Director of Secondary Education 1
Executive Director of Elementary Education
Executive Director of Teaching and Learning 1
Executive Director of Exceptional Children
Executive Director of Accountability
Associate Directors for EC
Director of Early Childhood
Director of Psychological Services
Director of Special/Exceptional Education/Student Services 1 5
Student Support Coordinators (including Police/Security & Preschool)
Special Education Coordinators/Directors 3
Director of School Improvement
Coordinators for School Improvement
Learning Specialists for content areas
Director of Instructional Technology 1 1
Professional Development 3
Director of Career Technology 1 1
Coordinator of Career Technology
Coordinator of Nurses
Director of Accountability, Assessment, and Research
Director of Compensatory Programs
Director of Special Projects and Compensatory Program Development
Director of Curriculum, Science, Health, PE, Wellness
Director/Manager of Pupil Placement and Child Adjustment Services
Facilitator/Executive Director of Federal Programs
Race to the Top Coordinator 1

[N

=

AN

[ecl B Rl ko)

[N

AN

-

General Manager of Federal Programs 1

Director of Testing 1

Coordinator for Testing, EMIS, Instructional Improvement 1 2
Manager for Extended Learning 1

Director of EMIS 1

Director Agricultural Construction & Engineering Tech 1

Director of Family and Consumer Science and Student Career Service 1

Director of Professional Technologies & Career Development 1

Supervisor Pupil Personnel Center/Hearing Officer 1

TOTAL 2 33 24
Source: Created by Evergreen Solutions from Organizational Charts from Akron, Toledo, and Dayton, 2013.

[y
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The comparison shows that TPS is staffed in curriculum offices with fewer FTE than either
Akron City or Dayton City.

This recommendation is subject to contract negotiations.
FISCAL IMPACT
Evergreen determines the fiscal impact of this recommendation this way:

e Changing the Director of Curriculum to an Executive Director of Curriculum and
Instruction is based on the average contracted salary plus supplements of Curriculum
Directors of $73,836 plus 18.6 percent ($13,734) plus an additional $13,745 for a total
estimated Director salary of $101,315. Adding $10,000 for the additional responsibilities
of an Executive Director brings the estimated salary to $111,315, an additional cost of
$12,324 beyond the current salary and benefits of the Director of $98,991.

¢ Eliminating the seven content-related teaching positions (2 Reading Academy, 2 Math
Academy, 2 Science Academy and 1 Instructional Planner) would result in annual
savings of $529,620. This is calculated on the position cost of $52,205 (average teacher
salary) plus benefits for a total positional cost of $75,660 (times 7 = $529,620).

e The addition of six Coordinator positions is determined by taking the average contracted
Coordinator salary of $93,675 as figured above (average salary x 18.6% + $13,745). The
cost of six positions is $562,050.

e The cost of adding one Director for ESL programs is based on the average Director salary
and benefits for a total cost of $101,315.

e For the 2014-15 school year, additional costs for one more Executive Director would be

$111,315.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18
Change the Director of
Curriculum to an ($12,324) ($12,324) ($12,324) | ($12,324) | ($12,324)
Executive Director
Eliminate the Seven
Teacher Content-Related $529,620 $529,620 $529,620 $529,620 | $529,620
Positions
Qg:i'tiso'ﬁscoord'”ator ($562,050) | ($562,050) | ($562,050) | ($562,050) | ($562,050)
Add a Director of English
as a Second Language ($101,315) | ($101,315) | ($101,315) | ($101,315) | ($101,315)
Add a Second Executive
Director in 2014-15 $0 ($111,315) | ($111,315) | ($111,315) | ($111,315)
Total Cost ($146,069) | ($257,384) | ($257,384) | ($257,384) | ($257,384)
=
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FINDING

TPS principals have been relegated to the role of school managers, not instructional leaders, as a
result of concessions that district leaders have made over the years. Those concessions have
placed instructional decisions in the hands of teachers and the union instead of the professional
administrators hired to lead instruction in the district. Particularly as increased accountability for
student achievement aligned with teacher evaluation systems increases and a focus on integrating
common core and Ohio state standards moves forward, it is essential for school and central office
managers to have the authority to ensure that the instruction impacting the students in TPS is
deemed high quality per state and national standards and expectations. The State expects full
operational administration of PARCC assessments for which teachers will be held accountable
with their jobs on the line in the 2014-15 school year. It is in the district’s best interests to move
rapidly forward in laying a strong, collaborative groundwork for strong teaching and learning in
TPS beginning now.

Examples are embedded throughout the contract where teacher seniority rather than principal
knowledge of student needs, grade level/department needs, or teacher strengths as they relate to
student needs are the determining factor in teacher assignments. Additional testimony reflects
that principals have little authority over the people placed at their schools even though they are
accountable for the work they do. The TFT contract places responsibility for determination of
department schedules in the hands of the department chair. It then stipulates that each principal
meet with each department to assist in scheduling “if such assistance is needed or requested by
either party.” If after that, conflicts occur, departmental seniority, not the principal’s
determination, “shall be the determining factor.” Regarding assignment of AP courses to
teachers, the contract states that they are rotated, if more than one teacher has an M.A. in the
subject area of the course offered. So, regardless of student comparative passing rates on AP
exams in each teacher’s class, assignment is still rotated without input from the principal.

At the elementary level, “System classification seniority shall apply to all teaching assignment
preferences except homeroom preferences.” Summer vacancies, though, are filled based on
elementary seniority. And, when summer changes affect a change in the number of classes at a
school, the preferencing takes place after school begins, causing turnover of teachers in classes to
which students have already been assigned. This is not beneficial, especially to elementary
students who may have begun to bond with their teachers. The district is obligated by contract to
post all vacancy up until the end of January. Teacher preferences, right-to returns, and laterals all
are used until that point.

Interviews during the diagnostic and on-site visits, as well as survey comments and feedback,
reveal that principals are left out of decision making with respect to curricular programs they are
charged with implementing in their buildings. District leadership processes do not solicit input
from school leaders on initiatives under consideration. Instead, principals are informed of
initiatives central office leaders have determined match district needs after key decisions have
been made.

Comments regarding concerns expressed in TPS include:

e Administrators are often held accountable for things over which they have no authority.
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e Principals are held accountable for teachers and other staff and student achievement, but
have no say-so over who they get in their buildings.

e The district gave away authority for instruction long ago when it cut central content
positions.

Three primary factors contribute to the lack of authority of principals for instruction:
e the lack of a unified district plan, either strategic or instructional,

e the fact that the district has not stepped back and systematically examined staffing and
structure within its curricular arm in years; and

e contractual constraints on staffing and accountability.

Thus, central office administrators have too many diverse responsibilities, rendering them unable
to focus on key operational and programmatic considerations, such as who should be involved in
critical decisions affecting teaching and learning.

A January 2009 copy of a TFT/TPS document Intern, Intervention, Evaluation states specifically
that “principals do no observe classroom performance of interns nor evaluate same” (p. 2).
Similarly, regarding teacher evaluation, the TFT contract states:

Teachers who are on a four-year contract shall be evaluated once during the last year of the
contract for recommendation for contract renewal. One (1) classroom observation,
prearranged between the teacher and the administrator for the purpose of making this
evaluation, shall consist of at least twenty (20) minutes but not more than fifty-five (55)
minutes. Other classroom visits shall not be used for this evaluation*. If visitation is
excessive, a limit on visitation may be imposed... When the four-year contract evaluation is
rated ““unsatisfactory,” the Intern Board of Review may assign a consulting teacher, or
another peer, to observe and evaluate the teacher. This second evaluation shall be given
equal weight with the first.

*emphases added by Evergreen

The contract further states, “Test results will not be used in any way to rate teachers, evaluate
their work or in any other way affect their contractual status or conditions of employment.” So,
even though principals are held accountable for student achievement in their buildings, they are
not allowed to use one key component of student achievement in teacher evaluation.
Furthermore, the TFT contract prohibits the use of lesson plans for evaluation of teachers in the
intern program or their second year of probation:

Standardized lesson forms, as adopted in fall, 1969, shall be used in all schools,
however, these forms shall not apply to the intern program or the second year of
probation. Disputes concerning lesson plans shall be resolved by the co-chairs of
the Intern Board of Review. Four (4) school days advance notice is required when
lesson plans for an entire week are to be turned into the school office.

Z
%‘; Evergreen Solutions, LLC Page 3-13



Educational Service Delivery TPS Performance Audit

Specific provisions related to professional development are discussed in Section 3.3 of this
chapter.

RECOMMENDATION
Recommendation 3-2:

Negotiate authority for instructional leadership back into the hands of school and central
office administrators.

Especially with the onset of the Ohio Teacher Evaluation System—that clearly links an
expectation that principal walk-throughs, informal observations, and pre- and post-conferences
with teachers are essential components of assisting teachers of all capabilities in improving their
craft—this is the time for TPS to move in this direction. Fifty (50) percent of teacher
measurement of effectiveness will be based on teacher performance on standards and 50 percent
on student growth once the system is fully implemented. The foundation of the model is
principal assistance in continuous teacher professional growth. The model is built on research as
well as the Ohio Standards for the Teaching profession. It is not intended to be an *“us versus
them” approach to teacher growth, but a collaborative venture.

A document on the ODE website states, in response to the question of whether law or a
collective bargaining agreement supersedes based on SB 316 states:

Notwithstanding any provision to the contrary in Chapter 4117, of the Revised Code, the
requirements of this section prevail over any conflicting provisions of a collective bargaining
agreement entered into on or after the effect date of this amendment.” So, no, the bargaining
agreement does not supersede this law.

To meet the requirements and expectations of the law, principals must be given contract
authority for instructional leadership of their buildings. Although the law is clear about authority
for supervisory aspects of instructional leadership, this recommendation will need to be
negotiated to specify areas in which principals and the staff in their schools should have
authority.

This recommendation is subject to contract negotiations.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

3.2 INSTRUCTIONAL DELIVERY AND STUDENT PERFORMANCE

Successful school districts have established guidelines and expectations that underlie a sound,
challenging curriculum designed to foster the success of every student. They extend beyond state
standards, providing enrichment and remediation opportunities for students based upon
individual needs. Regularly collected and analyzed data guide ongoing instructional and
programmatic decisions. Grounded in research-based strategies, curricular documents and
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processes define the realization of clear learning goals. The curricula encompass relationships
among goals, specific learning objectives, instructional activities, and student assessments. The
curricula also identify a scope and sequence in which information, skills, and concepts are taught
and reinforced throughout the years to inculcate learning into the student knowledge base.

Effective curriculum guiding documents also build in assessments and periodic monitoring of
both student achievement and the effectiveness of the documents themselves. Materials can then
be identified and purchased that assist in teaching concepts and knowledge not otherwise
addressed in curricular resources and that provide for student remediation and enrichment.

Efficient and effective educational processes promote the highest possible levels of student
achievement at the classroom level when a school district:

e isorganized with procedures that are conscientiously aligned;
e systematically communicates them to employees and constituents; and
e monitors them regularly.

Central office managers must have expertise in their area of responsibility. Processes that allow
managers time to direct that knowledge towards improved student achievement must be in place.
Effective districts identify key educational elements on which to focus actions and resources, and
use them as filters for decision making. Sufficient staff members are employed to ensure that
time is able to be devoted to functions the district has determined essential. School and central
office personnel systematically analyze available sources of data for information they can
provide relating to curricular and instructional adjustments. Data analysis also informs managers
about individuals and groups of students who require additional enrichment or remediation to
achieve at their highest capability. Clear and frequent communication between schools and the
central office enable district leaders to ensure consistency of policies and procedures. Ongoing
communications also help the district focus on core activities it has identified as critical for high
levels of student achievement.

FINDING

TPS does not have a comprehensive instructional plan to guide the district’s curriculum,
instruction, assessment, and long-range plan for student achievement. Without such a plan, there
are no purposeful decisions driving the district toward high levels of student performance,
integrating curriculum, and determining essential professional development for instructional and
administrative staff.

Currently, numerous programs are in place, many of which have similar, if not the same goals.
Most have their own related professional development which diminishes teacher instructional
time. Many also have their own assessments, causing time to be lost again from instruction. No
evaluation is conducted to determine the effectiveness of each program compared to others to
help administrators know which to keep, which to adjust and when, or which to eliminate. All of
these factors contribute to a fragmented approach to teaching and learning and likely to the
overall poor performance of students in the district.

Z
%‘; Evergreen Solutions, LLC Page 3-15



Educational Service Delivery TPS Performance Audit

Facing a need to better focus curriculum and instruction, several years ago, the Superintendent of
the Hamilton-Wenham Regional School District in Massachusetts proposed using reading as the
centerpiece for student success, regardless of the content area students studied. The plan focused
on student special needs, early education as a foundation for success, and technology as an
integral teaching tool to enrich curricula. In the district’s approach, in each of five years, a
different content area received the highest priority with another content area rising to the top the
following year. All of this took place over a five-year period so that the curriculum was
regularly reviewed and revised in that period of time. Focusing on one curricular area each year
enabled the district to budget for in-depth training, and support professional development so that
the program was implemented with fidelity. This approach would assist TPS in developing a
unified instructional focus across the district.

RECOMMENDATION
Recommendation 3-3:

Determine the most pressing instructional needs for the Toledo Public Schools and initiate
plans to address them in order to build teacher capacity and student academic success.

Successful schools use an instructional plan as an umbrella document that outlines and specifies
what good teaching looks like. Regardless of the content area, research is clear that there are
practices, routines, teacher behaviors, questioning techniques, and cross-curricular pedagogies
that have high impact on student learning. These factors have a foundational set of research-
based effective teaching and instructional strategies, practices, and behaviors woven into all
curricular areas as part of a districtwide instructional plan.

This recommendation in itself does not need to be negotiated. Implementation, though, will
require negotiation.

FISCAL IMPACT

This recommendation can be implemented with existing resources and will likely result in cost
savings to the district when the plan is used in concert with Recommendation 3-8 to focus on
fewer, more effective programs. The implementation of this recommendation will decrease
program costs, related resources, and training for teachers. It may also reduce staff as less
effective programs supported by staff are eliminated.

FINDING

TPS has no centralized approach to grant procurement and management to support curricular
programs and initiatives. The primary grants, other than federal, TPS benefits from are those
secured through the University of Toledo. Several people interviewed noted a concern regarding
missed opportunities for the district as a result of not having a grant writer.

As Exhibit 3-6 shows that the sum of external discretionary grants TPS identified for Evergreen
totaled $102,500. Of that total, $72,500, or 71 percent supported food services and not curricular
initiatives. In fact, from the list, it appears that only $2,000 of those grant funds are targeted
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toward curriculum and instruction; that is, the iPad, wePad, uRead and Core Content-Based
Learning grants that are specific to only two schools/programs. That $2,000 represents only .02
percent of grant funds received by the district.

Exhibit 3-6
TPS External Grants
2012-13 School Year

Grant Source Amount Recipient
Kellogg’s Breakfast to School Wellness $28,500 | Districtwide
Fuel Up To Play 60 $36,000 | Birmingham Elementary School

Bowsher High School

Ella P. Stewart Academy for Girls
Elmhurst Elementary School
Glendale-Feilbach Elementary School
Larchmont Elementary School

Martin Luther King Academy for Boys
Pickett Elementary School

Reynolds Elementary School
Robinson Middle School

Action for Healthy Kids $8,000 | East Broadway Elementary School
Larchmont Elementary School
Riverside Elementary School
Sherman Elementary School

iPad, wePad, uRead $1,000 | East Broadway Elementary School
Core Content Based Learning $1,000 | TEAMS

Cinco de Mayo $1,000 | Waite

Video Documentary Workshop $1,000 | TECHS

American Association of University Women $1,000 | Media Services

Target $25,000 | East Broadway Elementary School
Total Grant Receipts $102,500

Source: Created by Evergreen Solutions from TPS grant lists and emails, 2013.

TPS does not employ a Director of Grants and Development nor is anyone specifically assigned
responsibility for seeking or overseeing grant opportunities. Even school districts far smaller
than TPS generally procure external funds totaling far greater sums than the $102,500 identified
by the district before and during the Evergreen site visit.

Additionally, anecdotal information indicated that at least in the past, the Toledo Federation of
Teachers (TFT) had more or less independently written at least one grant without consultation
with TPS academic departments during the grant writing. Although this grant requires the
Superintendent’s signature for submission for consideration for funding, instructional leaders
were still not informed until the grants had been awarded. When grant writing is not centrally
coordinated, they may result in additional staff and initiatives that would need to be coordinated
with district curricular and instructional priorities, schedules, and programs so that, as noted
above, there is needed congruence with the instructional focus of the district.

TPS is not unique in its uncoordinated grant writing efforts not being well-coordinated. Often,
even districts having grant departments, have grants sought without coordinated consultation
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within academic departments. Regardless of whether grants are sought externally or internally,
when grant procurement is not systematically centralized, grants result that are contrary to
district instructional initiatives and staff added with narrow areas of responsibility.

Adding staff instead of assigning grant-related oversight to existing staff members with relevant
responsibilities and experience is neither efficient nor cost-effective. Additionally, it frequently
leads to additional staff with narrow responsibilities instead of an overarching approach to
meeting student needs that are aligned with grant and district goals and administrative scopes of
responsibility. For instance, with the School Improvement Grants that are a multi-year grant in
four TPS schools, 23 positions are supported with grant funds. While some of those may only be
temporary funding for pre-existing positions, it appears that some may be new positions with the
grant. The grant is expiring in the near future and alternative funds will have to support those 23
positions. In many, but not all cases, personnel do not need to be added simply to coordinate or
collect data for grant initiatives. This frequently leads to increased staff and related recurring
expenses, when grant funds expire and positions remain. Examining existing personnel
responsibilities and scopes of work before adding staff with grant funds is a more expeditious
and efficient use of funds and promises to focus grant dollars better on intended student
outcomes and to integrate grant activities with district priorities.

Once the district develops an instructional plan and related timelines for implementation, it can
then seek grants that are aligned with district instructional and programmatic goals and reject
those that are not. In that way, it can buttress key strategies TPS deems most important to
improve teacher capabilities and student achievement.

RECOMMENDATION
Recommendation 3-4:

Review all grant opportunities and related staffing through the District Leadership Team,
and hire a grant writer.

Oversight by the Leadership Team would ensure that grants are aligned with district goals and, in
fact, reinforce district efforts and initiatives. This coordination would also provide a means of
assessing the need for additional staff or assignment of grant responsibilities to appropriate
personnel. The Leadership Team may not want to eliminate all existing positions but should be
aware of their costs versus issues such as equity of responsibility with other staff and relationship
to others’ existing responsibilities. Grant funds could then be used to offset some of the district’s
outlay for existing positions, if desired.

After the District Leadership Team has served as a filter for grant applications for a year, the
district should employ a grant writer. The leadership team should then be in a strong position to
develop guidelines and job expectations so that the person they hire will seek and procure grants
aligned with TPS goals.

This recommendation will likely have to be negotiated as it may relate to any grants written by
any TPS unions.
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FISCAL IMPACT

This recommendation can be implemented with existing resources. There should be cost savings
in the future in terms of staff reduction when the District Leadership Team determines grant
tasks that can be conducted by existing staff instead of adding staff when grants are procured. In
the year after district leaders initially review grant opportunities, the district should hire a grant
writer which is estimated to cost the district ($93,675) based on the average coordinator salary
and benefits.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18
Hire a Grant Writer $0 ($93,675) ($93,675) | ($93,675) | ($93,675)
FINDING

TPS has recognized the importance of technology in integration with student learning. Along
with that recognition is its acknowledgement of its inability to cost effectively offer students low
enrollment courses [such as Russian and some Advanced Placement (AP) courses]. Toward that
end, it has built distance learning labs in seven locations.

Classrooms are built with stadium seating to maximize each student’s ability to see the screen.
Screens are in the front and rear of each room so that the teacher is able to see students in all
locations regardless of his/her orientation in the room. Each room is also equipped with
interactive BlackBoards so that a student or teacher, wherever he is, can write on the board and
students and all participants can view what is written.

COMMENDATION

Toledo Public Schools is commended for addressing, through technology, the need for
students to have opportunities for courses that would otherwise be cost prohibitive.

FINDING

The distance learning facilities in TPS high schools are not fully utilized. The district has spent
$1,934,617 at an average price of $276,374 for each lab in seven schools. The labs are
underutilized, especially considering the cost to TPS. One of them was built at Devilbiss where
no students are currently enrolled. At the time the labs were built, Scott students were located
there. Plans are for TTA students to use it next year for high-level courses.

A visit to Scott High School’s distance learning lab revealed that the lab is not used every period
of the day. The visit took place when no students were in the Scott lab, although it was apparent
that students in five other schools were interactively participating in a class. Paraprofessionals
are assigned to those classes, but reports are that whether they are assigned additional
responsibilities when students are not in class is dependent upon direction by their building
principal. Exhibit 3-7 shows distance learning enroliment by period at each school.
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Exhibit 3-7

Distance Learning Enrollment
by School, Course and Period

School Courses and Enrollments
Periods 1 2 3 4 5 6 7 8 Number
Statistics of
AP and AP Periods Average
European World AP Anal. American AP Russian | Russian Lab Period

Courses History | Literature | English | Honors | Government | Calculus 1 2 Used Enrollment
Bowsher 26 6 14 0 16 13 7 8 7 12
Rogers 1 0 0 5 8 9 2 1 6 4
Scott 0 1 0 0 0 0 3 0 2 1
Start 0 0 10 3 4 2 1 9 6 4
Waite 3 0 1 4 1 0 7 0 5 3
Total
Enrollment 30 7 25 12 29 24 20 18 26 24
Per Class

Source: Created by Evergreen Solutions from the TPS Distance Learning Contact, 2013.

While course enrollment for most classes is sufficient to justify a class, the average enrollment
by period when taking into account that the classes are not used all periods of the day indicates a
need for increased recruitment to fill classes at each school. Course size guidelines are for
courses not to exceed twice a normal class size. Current class enrollments do not come near
those numbers. Additionally, testimony by TPS staff reveals that many students are fearful of
taking the courses for a variety of reasons. Furthermore, several staff offered the view that

students are not well-prepared with foundational knowledge to succeed in these rigorous courses.

Exhibit 3-8 shows that the labs are used between two and seven periods depending on the
school. No data were provided for Woodward, although there is a lab at that school. The exhibit
shows that average period enrollment ranges from one to 12 depending on the school; class sizes
range from seven to 30.

Exhibit 3-8
Distance Learning Enrollment
2011-12 and 2012-13
(through February 2013)

Course Enrollment | Course Enrollment
Course 2011-12 2012-13
AP European History 11 32
World Literature 12 7
AP English 17 35
Stats and Analysis Honors 13 17
AP American Government 19 29
AP Calculus 25 26
Russian 1 28 39
Russian 2 N/A 19
Chinese 1 11 N/A
TOTAL ENROLLMENT 136 204

Source: TPS Office of the Chief Academic Officer, 2013.
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Exhibit 3-9 shows the courses that are currently offered, the periods, and the schools where the
courses originate.
Exhibit 3-9
Distance Learning Course Offerings
2012-13 School Year

Originating High
Period Course School

1 AP European History Bowsher

2 World Literature Bowsher

3 AP English (Literature & Composition)/Lourdes ENG 101 | Start

4 Statistics and Analysis Honors Start

5 AP American Government Rogers

6 AP Calculus/Lourdes Math 135 & 136 Bowsher

7 Russian 2 Start

8 Russian 1 Start

Source: TPS Office of SIG Facilitators, 2013.

RECOMMENDATION
Recommendation 3-5:

Promote distance learning options to all students and assign staff to the labs only when
students are present.

TPS should set a minimum number of students for each class. When that number is not enrolled,
lab staff should be assigned to high need areas within the schools and students assigned to other
courses. A schedule should be set with accountability for these responsibilities.

TPS did have distance learning courses represented at a recent high school recruitment event at
the University of Toledo, but needs to do several things to strengthen the program and increase
attendance. A stronger foundation needs to be laid as part of a unified district instructional plan.
This change would strengthen the student learning upon which the content of the AP and other
advanced classes is based to better ensure student success. TPS might consider offering less
challenging courses to get students more comfortable with the learning format.

Using staff in empty classrooms and letting their assignments be at the discretion of the principal
is not cost effective, either. The expenditures for the labs have been made; TPS must maximize
their use and minimize related expenses.

This recommendation may have to be negotiated to re-assign lab staff to other responsibilities or
employ them for part of the day when students are in class.

FISCAL IMPACT

The fiscal impact is calculated on the average salary of a paraprofessional divided by eight to
figure the per period cost for staffing labs. There are currently 14 periods when students are not
enrolled at one school or another. That is approximately two staff positions. Although it is not
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feasible to cut almost two positions since they are at different schools, this recommendation and
its fiscal impact illustrate the importance of recruiting students to the classes to maximize
resources.

TPS staff indicated that the annual salary, hours per week and hourly wage differ among
paraprofessionals. Therefore, Evergreen is using the most common hourly wage of $8.45/hour
for a seven hour day and a 180 day contract at a base salary of $10,647. Adding benefits of 18.6
plus $13,745 brings the cost per position to $26,372.

However, since these positions are at several schools, Evergreen is not including this fiscal
impact.

FINDING

Toledo Public Schools have several exemplary programs that are nationally recognized. One
Evergreen consultant visited the Toledo Technology Academy (TTA) when a community
representative was offering an opportunity for an event that would bring positive media attention
to the school. The experience would also offer students opportunities to hear speakers who
would help them further link their learning in the school to job opportunities and careers for
which the school prepares them.

The hall of the school display student ‘mousetrap cars’ that are their first hands-on projects as
well as extremely sophisticated senior capstone projects that promise opportunities for
application in industry. Discussion with a freshman at the Academy exemplified the enthusiasm
the school engenders for learning among its students.

Recognitions the school has received include:
e students in the school have won several National Robotics Championships;

e the school has received a rating of “Excellent” for seven years and is one of the highest
achieving schools in the state;

e was named a “School of Promise” by the Ohio State Superintendent; and

e included among the top 10 percent of high schools in the nation by U.S. News & World
Report.

The Toledo Early College High School similarly offers students opportunities beyond traditional
high school experiences, providing a college preparatory program that focuses on college
readiness and 21st Century skills. A partnership with ProMedica and the University of Toledo
focuses on medicine and the health care professions in a Science, Technology, Engineering,
Math, and Medicine (STEMM) program. The school, too, has been rated ‘Excellent’ for five
years.

Both schools, along with Grove Patterson Academy, were all named Schools of Promise by the
Ohio Department of Education for the rigorous coursework and strong learning support provided
to students of all socioeconomic and ethnic backgrounds. The Natural Science Technology
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Center also offers high school students the opportunity to focus their learning on Small Animal
Management, Floriculture, Natural Resources, and Turfgrass and Landscapes.

COMMENDATION

Toledo Public Schools is commended for developing strong academic programs in some
schools that offer students non-traditional and challenging learning experiences that
prepare them for college and careers.

FINDING

TPS is one of the few school districts in the nation to own and operate an Aviation Center where
high school students are able to participate in a program that allows them to graduate from high
school fully ready for the workplace.

The school is an FAA Part 147 Certified Aviation Maintenance Technician School with fully
certified instructors. As part of this three-year intensive program, students can earn their FAA
Issued A&P License, up to 60 college credits, and some even graduate with their Associate’s
Degree in Aviation Maintenance Technology from Eastern Mexico University.

Each year of the three-year program focuses on a different part of the FAA Airframe &
Powerplant Rating (A&P).

Students typically begin this program in their sophomore year. These incoming students spend
the first year working toward their General Rating. Mathematics, Physics, Aerodynamics, FAA
Regulations, Weight and Balance and Ground Handling are a few of the many topics covered
this first year.

During the junior year, the Airframe portion of the rating is covered. In addition to classroom
instruction, students get countless hours of hands on, practical experience designing and
constructing sheet metal projects; learning the art of airframe construction; and in depth
maintenance, and inspections and repairs to actual flying aircraft.

Seniors complete their last year in the school working towards the Powerplant part of the rating.
They learn about, disassemble, inspect and rebuild numerous aircraft engines, both reciprocating
and turbine. Student also learn about all the components and parts that make these engines run.

And, once built, they put these engines in test stands and run them.

According to the primary instructor and pilot, students are taken up in one of the two flight-
worthy aircraft twice per year so they can see the aircrafts operation in flight. Staff indicated that
this program has been in operation in Toledo Public Schools since 1929.

COMMENDATION

The TPS Aviation Center is giving students a unique opportunity to learn a trade, become
FAA certified, and ready to enter the workforce upon graduation.
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FINDING

Positive, interactive student-teacher activities that are prominent at the Toledo Technology
Academy (TTA) are prohibited by union contract in other TPS schools. During the visit, an
Evergreen consultant observed activities on that campus that contrasted greatly from other

schools visited described as follows:

e TTA teachers and students sat together at tables in the lunchroom at, obviously
interacting and enjoying each other’s companionship. In other schools, principals and/or
assistant principals spend the two or more hours of lunch period supervising the
lunchroom so that teachers have the duty-free lunch period provided by contract:

- No teacher shall be required to supervise or be present in the dining area during a
local, state or federal breakfast or lunch program. Such instructional time used for
said programs shall be considered planning time for the teacher, at a place of his/her
choice, within the building (p. 24).

- Every teacher shall have not less than a thirty (30) minute duty-free lunch period (p.
77).

e One interviewee noted that teachers in the school co-teach with the resource class always
full of regular and special education students, adding that the benefits of the collaborative
teaching relationship result in “the vast majority of (special education) students passing
five parts of the OAA the first time.” The TFT contract states:

- Teachers will voluntarily accept non-mainstreamed classes...Inservice will be
provided prior to the initial placement of students.

- It further states that the inservice will be *““voluntary.”

e Teachers meet weekly at TTA as opposed to setting maximum teacher meetings in the
collective bargaining agreement:

- all regular teacher meetings may be held once a month within each school.

Among the members of the governing board for the school are TPS leaders, business leaders, and
the presidents of the TPS unions. The success of the school in terms of student achievement,
community partnerships, enriching experiences for students, and concomitantly, intrinsic rewards
for teachers at the school are apparent. Yet the MOUs that have allowed those rich opportunities
have not led to contract changes that would benefit teachers and students in other TPS schools.

RECOMMENDATION
Recommendation 3-6:

Examine with the union the benefits of similar waived teaching conditions to potentially
extend them to teachers in all TPS schools.
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In their positions, union presidents are closely aligned with a school of great success for teachers,
students, parents, and other staff. Union leaders can see how clearly the merits of waived
contractual agreements benefit the district. They should use knowledge and experience to
broaden opportunities for all TPS teachers. They should also look beyond simply what is
happening at TTA to other potential opportunities for self-determination that are limited within
the contract.

This recommendation will need to be negotiated.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

While TPS leaders have begun making a concerted effort to examine some student data to
determine trends relating to strengths and needs in student performance, they have not yet taken
that data analysis to the next level to guide them in identifying best practices that can be
replicated in other district. Nor have they capitalized on exemplary district programs by
examining their effective components that might be transferable to other TPS schools. This
finding is related to previous findings regarding a lack of focus in the district.

Additionally, data are available that would inform central office and school leaders as well as
teachers about the effectiveness of programs and school structures they have put in place to
address perceived student needs. However, when requested, little data could be provided to
Evergreen to demonstrate the effectiveness of such programs. When data were provided, there
was no correlation between the data and a specific program. District staff provided numerous
examples of a lack of program evaluation or ineffective evaluation at best.

For example, at the end of the 2010-11 school year, four elementary alternative schools serving
upper elementary students, one in each Learning Community, were closed due to inadequate
funding. The district’s response was to establish a single school, the Toledo Elementary
Alternative Meta-School (TEAMS) for students who were not successful either behaviorally or
academically in traditional elementary schools or whose home environments presented additional
challenges to their learning. TEAMS operates in an alternative site at the Boys and Girls Club
and has small classes in a structured learning environment with the purpose of improving their
behavior and achievement. However, no data are readily available that demonstrate whether the
program and its related costs are reaping the intended benefits for those students. When
requested, Evergreen was told that the data would have to be constructed, essentially by hand,
because no plans were put in place at program inception to identify specific data to be collected
over time to evaluate its effectiveness. This response was proffered time and again as Evergreen
requested data to answer evaluation questions. In fact, even school personnel told Evergreen that
data requested for the performance audit had to be hand-counted and developed in preparation
for the site visit. When Advanced Placement data were requested to substantiate many staff’s
comments that students are not passing AP exams with scores of 3 or higher, it was not available.
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The Accountability, Assessment, and Research Department is very effective in analyzing data to
identify student learning/testing needs affecting low performance that can then be translated into
instructional strategies that will improve student learning and raise test scores. This Department
could assist in setting up evaluations and ongoing data analyses as programs are developed or
purchased and in ensuring that the evaluations are crafted to correlate achievement or other
anticipated outcomes specifically to the program. Training offered also promises to equip school
and district staff in better identifying reasons for gaps in student performance and identifying
strategies likely to bridge them. These resources, when systematically used as a foundation for
change, have the potential to stimulate improvements in student achievement. Data are not
currently being fully utilized nor is data usage a part of planning and programmatic decision
making.

The effective use of data to identify choices TPS offers students in its programs could also make
its schools competitive with the burgeoning charters and other local districts that are drawing
students away from TPS. Other districts such as Dayton offer options that focus on academic
achievement, but give students more varied or intense coursework in areas of interest as a means
of student recruitment.

RECOMMENDATION
Recommendation 3-7:

Systematize the use of student data for decisions regarding program and instructional
effectiveness and related revisions, staffing, and professional development.

TPS central office and many school staff have a sincere desire to be a data-driven district and
many interviewees at various levels in the district cited use of data as a practice. The district has
initiated many data-oriented activities and training, and made available data to TPS educators.
Central office and some school staffs meet to examine data, but not necessarily at a level that
identifies reasons for weak performance or other concerns. When fully implemented, examined
systematically, and used consistently districtwide, this practice will inform improvement in
student achievement as well as in many other areas, including discipline and school climate.
TPS has recognized the importance of making data central to instructional decisions with regular
examination of some data in principal meetings.

In successful schools, student achievement data are systematically collected, analyzed and
reported as a means for making decisions about the instructional program. Schools have a
strategic approach for collecting, analyzing, reporting, and using data. The process has been
internalized as a part of the regular operation of schools. This action helps them to provide a
clear focus on expectations for achievement and measure progress on an ongoing basis.

The structure for the implementation of this recommendation is in place with Building
Leadership Teams so it does not need to be negotiated.

FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING

As in many other school districts across the nation, Evergreen found no evidence of districtwide,
systematic program or process evaluation to ensure that the programs and practices being used
are those that have been deemed most effective. TPS does not conduct program evaluations to
determine those that are effectively implemented, identify interim adjustments to improve
implementation, and/or eliminate those not rendering intended results. Nor, when it selects a
program for implementation, does it establish benchmarks and timelines that will enable it to
determine whether its goals are being met and/or it is being implemented with fidelity. The
district is underutilizing its Office of Accountability, Assessment and Research (also see
Chapter 2).

TPS has many, multiple and potentially duplicative programs that consume teacher and student
time as well as district resources. Without purposeful, ongoing evaluation, the district has no
solid evidence of which are reaping desired results, which are actually being used with fidelity,
or, most importantly, which need to be eliminated. The process for program selection within the
district has led to multiple programs with similar goals being implemented ineffectively rather
than a few targeted programs that bolster identified district goals. TPS has begun examining
student performance data, but has not yet translated those analyses into comprehensive,
systematic, focused strategies to support low-performing student groups.

While the data provided to Evergreen show apparent student growth, they do not show processes
for the evaluation. Nor do they directly correlate data with a specific program without controlling
for the myriad supports and other programs that TPS low-performing schools are receiving and
using that also impact student performance. When Evergreen requested data related to specific
programs, many of which are designed to address similar student needs or inform teachers of
student achievement with similar programs, the data were not readily available. This indicates
that, while TPS leaders are examining some data at the school and district levels, they are not
looking beyond current data to determine the most effective use of district resources or teacher or
student time. Nor does the examination delve to reasons for the data being examined to develop
associated interventions.

At the macro-level, the examination of high-level data is not enough. The examination should
indicate areas of student instructional or curricular need as well as those needing deeper analysis.
It should also point the way toward program decisions most likely to remediate weaknesses in
instruction or curricula. Finally, the assessment should target professional development that
would enable teachers to more specifically address the identified needs.

Currently, TPS has a number of initiatives being implemented all at once without having
determined the ones most effective in meeting intended goals. This situation dissipates focus
despite a desire to improve achievement and exhausts resources without knowing they are being
well-spent. Some examples of district-initiated programs or processes, frameworks and mandates
that district leaders and teachers are trying to implement include:

e Frameworks:

- Racetothe Top
- Authentic Education
- Ohio Improvement Plan
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e District-Adopted Programs:

- SuccessMaker4

- MAPS (Math Academy Process Strategies)

- RAISE (Reading Academy Intensive Support Education)

- AVID (Advancement Via Individual Determination)

- Early High School Opportunity

- Early Music

- STAR

- Edusoft

- Distance Learning

- Social Emotional Learning

- Positive Behavior Intervention Supports

- NURTURES (science grant)

- LEADERS (science grant)

- Curriculum alignment

- Delayed starts

- Breakfast

- Early Warning Systems

- Tasa

- Education Research & Dissemination by the American Federation of Teachers
- Credit Recovery

- Waterford Reading

- READ 180

- System 44

- Hubs (wraparound services at some feeder schools to Scott)
- 7™ and 8" professional development for licensure to achieve high quality status
- Inclusion

- Assessment part of the Plato dropout recovery program

- Harcourt K-2

- School Improvement Plan Professional Development

- DIBELS

- Curriculum Maps 6-12

- Do The Math

- Differentiated Instruction

- Success for All

- Project/Problem-Based Learning

- Read 4 Literacy (volunteer readers for kindergarten students)
- Title tutoring

- KUDER assessments

e Non-Discretionary Programs:

- Ohio Improvement Plan
3" Grade Guarantee
- STAR (Grades K-3 Reading Diagnostic assessment per Senate Bill 316)
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- Ohio Teacher Evaluation System/OPES
— Common Core Curriculum Integration
- ESEA waiver

- Diagnostics

The above examples of programs and related expenses are numerous, but no evidence indicates
an attempt has been made to either evaluate their effectiveness, fidelity of implementation, or the
bottom line—cost effectiveness. Nor does there appear to be an approach to integrate programs
within the frameworks TPS is attempting to use. Some duplicative efforts include student
assessment systems (STAR, SuccessMaker, EduSoft) and secondary options for students to earn
college credit.

While one can argue the pros and cons of any or all initiatives, the point is that TPS has too
many programs and initiatives that are similar in intent going on at once. Both time and fiscal
resources are wasted, requiring teachers and students to spend their efforts on potentially
duplicative programs without knowing which, if any, renders the most positive results.

TPS uses several electronic testing programs to determine student achievement throughout the
year. However, a lack of accountability for their use, systematic analysis of data at the
classroom level, and a lack of comparative evaluation leave questions regarding return on
investment unanswered.

Several (such as STAR and SuccessMaker4) provide teachers, principals, and district leaders
information on individual student strengths and learning needs. Both adapt to student ability
levels as they either answer questions correctly or incorrectly. Reports varied in the extent to
which the data are being used at the school and classroom levels where the data must be used.
Others expressed concern about the correlation of Edusoft and district curricula it is intended to
measure as well as its regular use by teachers to inform instruction.

The district’s lax approach to accountability and past practice of deferring decisions to contract
language, instead of placing them and the authority for implementing them in the hands of
administrators, prevents TPS from ensuring that data are used at the classroom level. Until that
is changed, the expenditure of time and money is questionable, at best. Reports were not
consistent regarding the use of SuccessMaker4 (SM4) data. In fact, testimony revealed doubt
that the information it provides on student progress is used uniformly across the district.

A January 2013 teacher survey (Exhibit 3-10) on the use of SuccessMaker confirms issues with
the use of the program.

At this juncture, TPS is confronting the need to upgrade the program either to SM5 or SM6,
either of which will cost the TPS huge sums of money. Now would be the logical time to
evaluate the use and effectiveness of the data SM4 provides teachers and how it impacts
instruction or re-teaching before committing to such an expenditure in such tight economic
times. The survey is a good beginning point. If an evaluation deems it effective, then Evergreen
recommends upgrading to SM6 rather than SM5 as training will need to be offered with both, so
the district would save professional development dollars and time by purchasing a program that
would entail only one training schedule.
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Exhibit 3-10
Teacher Responses to SuccessMaker Survey
January 2013
Question: Have students been stuck on the same reading story without advancing?
Answer Options Response Percent Response Count
Yes 65.2% 122
No 34.8% 65
Answered Question 187
Skipped Question 8
Question: Have the students experienced the computer freezing in math or reading and then logs the student off?
Answer Options Response Percent Response Count
Yes 89.1% 171
No 10.9% 21
Answered Question 192
Skipped Question 3

Source: TPS Curriculum Department, 2013.

Another example of a program touted as effective, but which has not been evaluated to
substantiate that claim, is the Reading Academy Intensive Support Education (RAISE) which has
been used primarily in the lowest performing schools in the district. RAISE has been in use
about five years and MAPS, the math equivalent, about two years. The difference is that MAPS
strategies are integrated into instruction throughout the entire school year and RAISE is a
concentrated 43-day, 90-minute program used with 3™ grade students prior to the Spring
administration of the Ohio Achievement Assessment (OAA). Some data were provided
regarding student scores, but no description of the methodology used to arrive at them was
provided. It is credited by TPS staff as having excellent strategies underpinning it.

It is intended for those students who did not pass the Fall OAA administration. However, data
are not used to identify the students who need the program so it is taught as a whole group
program in which the teacher and the school reading coach work with students, regardless of
whether they passed the fall test or not. One anecdotal story shared that one child who had
passed the fall test became a behavior problem during RAISE in the Spring. During those 43
days, other reading instruction stops. By some reports, math instruction stops as well in some
schools. Additionally, testimony varies as to whether special education students are included in
the instruction or not.

Some staff purport that the program is effective, but other testimony relates that there is no
cohort growth—even among students who have participated in the program from 3™ through 5™
grade. The strategies apply across grade levels and those students have had 129 days of RAISE
in those three years so growth should be very evident if the program is so successful that schools
are required to use it. That is especially troubling because students do not have to read on grade
level to pass the 3" and 4" grade OAAs, but the 5™ grade lexile level is at the 6" grade reading
level.

Although the program is only 43 days of the year, schools are required to have reading coaches
to implement it—and it is required at those identified schools. Neither of these requirements is
supported by evidence of effectiveness. Having a required reading coach for 43 days of
instruction is expensive to the district. And, as in other findings, when principals do not have the
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authority for hiring the reading coach, their contribution to the school varies considerably with
some coaches extremely effective in moving student achievement through their coaching
throughout the year and others are not.

STAR assessment data are correlated to the OAA so they could be used as pre-and post-tests to
determine student growth and readiness for the assessment as a result of RAISE intervention but
again, no data were provided. One school actually did perform that analysis and did not see
student growth. However, schools are told they must implement the program, despite no
evidence of its effectiveness in meeting intended goals and despite two out of three of the SIG
elementary schools asking last year not to be required to use it.

Another reflection of the district’s lack of focus is that TPS offers students several types of
opportunities to earn college credit instead of choosing the one that best meets student needs and
ensuring that students understand the opportunities, teachers are prepared to teach them well, and
the program is done well. TPS offers Advanced Placement (AP) courses with 343 students
enrolled this year. Although many TPS staff noted that few students who take AP courses pass
the tests, a request for such data yielded no report. Rather than the data being available at the
district level, as would be expected, Evergreen was told that each school kept its own data.
Additionally, some staff interviewed stated a belief that the reason more students are not enrolled
in the distance learning courses (many of which are AP) is that they are not well-prepared to
succeed in those advanced courses.

Beyond AP courses, TPS offers students opportunities to earn college credit at the same time
they are earning high school credit through a program called Lourdes High School Scholars
(LHSS) and through postsecondary enrollment options (PSEO) at specific public or private
colleges or universities to which the students apply. Only 85 students are enrolled in PSEOs for
the 2012-13 school year. Furthermore, the LHSS program only offers students credit at Lourdes
University. Thirty-five (35) students are currently enrolled in this program.

Furthermore, data provided to Evergreen on some programs does not support their continuation
without further investigation. For example, Exhibit 3-11 provides data on student enrollment in
Credit Recovery at TPS high schools, and shows low percentages of students passing courses
taken.

Exhibit 3-11
TPS Credit Recovery Programs
2011-12 School Year

*Number of Semester
Number of Students Courses Number of Semester
School Enrolled Students Enrolled Courses Passed Percent Passage Rate

Bowsher 195 269 71 26%
Rogers 176 303 117 39%
Scott 108 183 21 11%
Start 186 329 41 12%
Waite 116 160 63 39%
Woodward 159 276 22 8%

Totals 940 1520 335 23%

Source: TPS Curriculum and Instruction Division, 2013.

*Duplicated count
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With 1,520 courses attempted and only 335 being passed, the maximum percent of students at
any school passing and earning credit is only 39 percent. And, the average is 23 percent; thus,
the effectiveness of the program is questionable. Data provided for the 2012-13 school year are
not included as the number of students enrolled and the number of semester courses were the
same, which is likely incorrect as students who take courses for credit recovery often take more
than one as is evident in Exhibit 3-11.

Exhibit 3-12 shows programs that have been purchased to inform teachers of student
progress/achievement at various schools and grade levels. Beyond these purchased programs are
district-developed programs with similar purposes (such as MAPS and RAISE). All take teacher
and student time and require fiscal resources for their support—often in the form of personnel. If
these programs do not require additional personnel, they likely interfere with instructional
continuity as they go in and out of classes. Again, a multitude of duplicative programs with
similar intents diffuses effectiveness.

Exhibit 3-12
TPS Curricular Programs and Related Costs
2012-13 School Year

Program Vendor Target Audience Use Cost
Read 180/System 44 Scholastic Pickett, Glenwood, Coaching and student $165,259
Robinson intervention
Read 180/System 44 Scholastic Scott HS Licenses, training, books, $138,447
support, hosting
Do The Math Scholastic Grades 6-10 Intervention $49,245
STAR Early Literacy, Reading, Renaissance | Grades K-8 Quarterly testing and progress $239,763
Math Learning monitoring

(Each building did something
different; used Title | funds)

Edusoft Riverside Grades 5-10 Science and SS 3-5 Content $37,395
Publishing Alignment 2012-13
Riverside Science and SS 3-5 Content $96,060
Publishing Alignment 2012-13
SuccessMaker4, Waterford Pearson SuccessMaker Grades $1,754,490
K-8
Waterford K-2
Total $2,443,364

Source: TPS Curriculum and Instruction Division, 2013.

TPS must:
e evaluate program effectiveness;
e identify those with similar intents;
e determine the ones most effective;

e integrate effective components of ineffective programs into effective programs, if
indicated; and

e stop committing time and money to all current programs, and instead commit resources to
the most effective ones.
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Exhibit 3-12 shows that, in TPS, there are many adopted assessments and programs in the
various content areas, all of which are to include the state standards. Although TPS has begun
holding meetings for teachers to begin to integrate common core into its curricula, there was
vague and inarticulate conversations with Evergreen as to how all these curricula interface,
provide an integrated approach, and articulate uniformity Pre-Kindergarten through 12,

The TPS leadership wisely chose a contract with Authentic Education to attempt to integrate a
comprehensive approach to focusing on student performance into the district’s way of work and
embed class visits to ensure fidelity. Their website professes that, “We aim to exceed client
expectations by leaving them better equipped to tackle their most challenging issues. We succeed
when clients become more proactive in making school more learning-centered and results
focused.” This is exactly what TPS, as many other districts, needs.

However, when investing in any program, a district must put processes in place to ensure that it
is implemented with fidelity and that evaluation demonstrates that has occurred. A year of the
program cost $2.4 million plus an additional $35,000 for books, $8,000 for printing, and
$100,000 for subs and stipends for a total of $2,543,000. Yet, poor planning prior to initiating
the program prevented its implementation with fidelity. Insufficient substitutes were available
across the district for all teachers to be trained in a timely manner. Some schools reportedly
subscribed to the concepts and have worked diligently to implement it with fidelity despite the
challenges while others have not. Thus, these funds were neither efficiently nor effectively spent
as they have not led to the intended districtwide approach to systemic improvement. Data
relating the degree of effective implementation are anecdotal.

Systematically collecting and analyzing information regarding programs—both qualitative and
quantitative— will provide district leaders evaluative information they can use to make decisions
about the effectiveness of programs and procedures. TPS can then decisively correlate available
data with program success and implementation fidelity. A regular examination of mid-year data
sources at the district level for programs would allow project/program modifications to improve
or assess its impact on students, teachers, or the school climate. This analysis can also provide
valuable information on which students are or are not benefiting from the program and to what
extent. In addition, analysis of other readily available data sources could shed light on the
effectiveness of program elements, but are not yet routinely tracked for making determinations
that could guide interim modifications or future purchases.

The purpose behind a comprehensive evaluation of all aspects of a program is to glean
quantitative, qualitative and anecdotal information to inform decisions about additions, deletions,
or revisions to the program, as well as about the effectiveness of the program as a whole and its
individual elements. Such information is essential to aligning scarce district resources with
effective practices. When procedures are in place to examine program effectiveness, the district
can be assured that its funds are being spent where the greatest benefit accrues.

Research and program evaluation are critical to creating high performance schools and a central
office organized by principles of high performance management. One aspect of evaluation is the
need to identify the match between programs being considered for students and their academic
needs and demographics. Additionally, programs in place should have formative evaluations
conducted to determine the need for change and to refine strategies for effectiveness.
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Without having a system of identifying programs to be regularly evaluated and then
administrators having the authority to see that they are implemented with fidelity, TPS puts itself
in the position of funding programs that are not meeting the intent behind their adoption and/or
spending time and dollars on ineffective programs. Use of an ongoing systemic and systematic
means of continuous program improvement keeps many factors that affect student achievement
at the forefront of staff’s minds. It further focuses resources and training in areas where they are
most needed.

RECOMMENDATION
Recommendation 3-8:

Develop a plan and timeline for the evaluation of educational programs and services, and
regularly use it to make funding and program decisions.

The regular use of data accompanied by program evaluation will enable TPS leaders to know
which programs are effective, and where goals and implementation strategies for each may
overlap so that they can plan for more effective and cohesive implementation. This action would
lead to cost savings in terms of focusing dollars and effort on using the data from singular
effective programs to implement them well. The use of data would also equip TPS leaders with
objective knowledge to inform decisions relating to program adaptations or strategic
abandonment.

Effective districts not only examine programs that are required to be evaluated by state or federal
requirements, but also new initiatives and district processes to determine if they:

are effective;

remain relevant;

need revision or even elimination;

reap benefits for the intended student audience; and
are still meeting their intended purposes.

When, in the long-term, performance metrics focused on improving student achievement are
developed and monitored, the district’s processes will continue to build upon success, leading to
ongoing improvement in practices and outcomes. This recommendation should be implemented
prior to making the decision about expanding or continuing SuccessMaker. Focusing on efficacy
and the cost effectiveness of programs will also assist TPS in maintaining instructional
continuity with teachers in classrooms and reduce professional development expenses. This in
turn increases TPS’s ability to implement fewer programs with greater fidelity and analyze
relevant data to improve student performance.

This recommendation must be negotiated.
FISCAL IMPACT

This recommendation can be implemented with existing resources. It is highly likely to result in
decreased costs by identifying effective programs that best meet student needs and eliminating
those that do not. For instance, the TPS currently spends $239,763 annually on STAR testing
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which is required by the State and correlated to state tests. Many TPS staff testified that the data
from it are examined. Others noted that it offers similar information to that provided by
SuccessMaker. If the district were to more faithfully use STAR data, for example, it might be
able to eliminate SuccessMaker in its entirety, saving the district the $1.7 million for that
program. Even if TPS were to keep that program, a conservative estimate for eliminating
duplicative programs and focusing on high quality implementation of those determined by data
analysis to be most effective is $300,000 annually.

Recommendation | 2013-14 2014-15 2015-16 2016-17 2017-18
Eliminate
Duplicative $300,000 $300,000 $300,000 $300,000 $300,000
Programs

3.3 STAFFING

In order for a school district to fulfill its educational responsibilities to its students, parents, staff,
and community, it must be properly staffed. Proper staffing means:

e providing sufficient personnel to enable the district to educate its students;

e ensuring that teachers and administrators have the capacity to meet the needs of all
sectors of students and the individual needs of specific students;

e ensuring that administrators are strong instructional leaders who grow continuously in
their jobs and foster growth in others;

e providing sufficient support staff to focus on the roles and responsibilities for which
they were hired; and

e ensuring that staff are equitably distributed in the positions so all students are
receiving similar levels of support for their educations.

FINDING

In some cases, union contracts prevent the district from staffing schools or curriculum offices
with personnel best equipped for student or district curricular needs. This prevents those tasked
with leading schools and the district from focusing leadership attention and efforts toward
improving student achievement. Examples include:

e When vacancies occur within departments with needs for specific knowledge and skills,
seniority is foremost in consideration of placement and well-trained and qualified
individuals do not go to the head of the line despite their skills, interest, experience, or
training that match district needs. This has the potential to undermine (and has) essential
processes in departments such as payroll when staff with an interest and necessary skill
are lost and not replaced with those with similar abilities. This is counterproductive to
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the district’s needs, budget, and productivity as it requires much additional training, sets
essential operations back, and puts people in jobs they are not truly interested in.

e A school leader may work with staff to identify a change/process/program that all agreed
is beneficial to students or themselves as a group, thus, creating a cohesive,
knowledgeable, productive team committed to their contributions. Staff interviewed
described the Joint Curriculum Committee as a theoretical platform for presentation and
approval of a novel idea. In the process, a principal and his/her teacher(s) take an idea
for an innovative approach through their building level processes of approval by the
building committee and building representative. After approval at the building, a teacher
from the school presents the idea to the committee comprised of more teachers than
administrators. Testimony revealed though that during the presentation, often
contentious and without the opportunity for the principal to present the idea, the idea is
often tweaked to the point of being contrary to what the educators in the building had
intended. Thus, beyond the principal’s authority being undermined by negotiated district
processes, so is that of the teachers at the school. This cumbersome process likely led to
one person’s observation that “innovation has been stifled.” Additionally, with cuts and
the way union contract dictates bumping, many of those willing to embrace change can
be lost, forcing the process to begin again rather than building upon prior successes and
expanding the group committed to the concept. This type of undesirable effect has been
precluded at TTA.

e Because vacancies or RIFs are dictated by contract language, a bumping of one person
can affect multiple schools, causing a lack of instructional continuity for students in
numerous classrooms and schools, as well as the addition of new staff mid-year that are
not familiar with a school’s procedures, norms, mission, programs, or culture or the
students in their classes. Union contract allows “preferencing” after school begins as a
result of a change in the number of classes in a school. This is allowed through January
31* and potentially causes a domino effect on changes in teachers for students in schools
across the system. Teacher preferences, right to return, and lateral transfers are all in play
until that point.

RECOMMENDATION
Recommendation 3-9:

Examine staffing issues related to seniority and bumping, and discuss with the union the
impacts on students and operational integrity to make student-centered changes.

Enough examples were provided during the site visit of negative consequences on classes and
office operations that this issue needs to rise to the forefront of union-management
conversations. The entities need to talk to their respective members and go to the table prepared
for give and take discussion of what is good for students and the programs represented by
teachers and administrators. When curricular and instructional offices are not properly staffed
with trained personnel, the ability of district programs to be well-implemented for the benefit of
students is impaired. Compromises between teacher, student, and district needs must be
achieved (also see Section 4.6 in Chapter 4).
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This recommendation is subject to contract negotiations.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Evergreen received information on the number of Teachers on Special Assignment (TSA)
positions in TPS that varied from over 100 to the most recent list of about 70. Despite the long-
standing practice of having such positions, there are few job descriptions that detail
responsibilities, reporting relationships, or accountability for job responsibilities. Most that were
available were dated and some were duplicative and without dates, impossible to tell which was
the most recent.

Exhibit 3-13 shows the most recent list of positions, assignments, and funding sources provided
to Evergreen.

Exhibit 3-13
Teacher on Special Assignment Positions
February 26, 2013

Number of Staff in
Position Position Funding Source Assignments
Data Coordinator 20 Title I1-A Schools
Reading Support Teachers 2 Title | Administrative Building
Math Support Teachers 2 Title | Administrative Building
Science Support Teachers 2 Title | Administrative Building
Instructional Planner 1 Title | Administrative Building
Hispanic Outreach Teacher 1 Title 111 Administrative Building
Transition Coach 1 Devilbiss
RttT-Intern Consulting 14 Race to the Top Devilbiss
Teacher
RttT TRACS Coordinator 1 Race to the Top Administrative Building
School Consult Teacher 3 Race to the Top Devilbiss
RttT Coordinator *5 Race to the Top Administration
Intervention Assessment *5 Race to the Top Robinson
Teacher
Peer Coaches 17 Title | 15 Schools (two schools have
two)
Intervention Assessment 2 School Improvement Grant Pickett
Teacher (SIG) (9)
Educational Technology 1 SIG (g) Robinson
Trainer
Science Support Teachers 3 2 Title I, 1 SIG (g) 3 schools
TOTAL 71

Source: TPS Office of Director of Compensatory Programs, 2013.

*same person
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Of the 71 positions on the current list, 27 or 38 percent, are housed at either Devilbiss or the
Administrative Building. Seven of them (the Academy teachers and the Instructional Planner)
were discussed in Recommendation 3-1. The 20 Data Coordinators are discussed in Chapter
10.

Evergreen suggests developing a job description for all TSA positions. For some, there are
multiples without dates so it is impossible to tell which is the most recent and applicable; others
are quite old. Without a clear job description, an employee cannot tell for what he/she will be
held accountable. This makes meaningful evaluation and professional growth related to job
expectations impossible.

There are two job descriptions for the Instructional Planning Consultant. One essentially states
that the person will be “working within a team of teachers and administrator;” a list of
qualifications is included. This job description notes that those interested submit their written
request by 6/15/99. The other job description is not dated at all, but more clearly designates that
the position reports to the “Executive Director, Curriculum Services,” a position which does not
currently exist. However, there is a handwritten note to an individual stating that “I do not want
these people doing any work for curriculum directors and none at their direction.” It is initialed,
but Evergreen was not able to determine its origin. The Human Resources Director and union
president have the authority to develop or change job descriptions. That note indicates a desire
not to have critical positions with responsibility for the stated job responsibilities such as
“planning and development of curriculum programs,” “consultation in the assessment of
programs,” and “assist(ing) in conducting inservice” reporting to district-level curricular leaders.

Lists of staff varied greatly depending on the kind of list (Word or Excel), by whom it was
provided, and at what point in this audit it was offered. Evergreen believes this is due to district
data and record-keeping processes and not through any intent to mislead. However, as a result, it
is nearly impossible to determine with certainty the numbers of teachers on special assignments
and other positions.

RECOMMENDATION
Recommendation 3-10:

Develop job descriptions with accountability strategies for all curriculum and instruction
positions and eliminate district-level Teachers on Special Assignment who do not directly
support school buildings.

In job descriptions, there should be clear reporting relationships, expectations, and qualifications
for the positions. All efforts should be made for there to be regularly scheduled meetings
between these individuals and the individual assigned to supervise them. This change will ensure
that those who are assigned to be in the schools supporting TPS initiatives, and helping embed
professional development into classrooms to translate into improved student achievement are
doing so uniformly across the district. This recommendation is meant again to ensure uniformity
of implementation of district-determined priorities in all TPS schools. This recommendation
also returns responsibility for curriculum, instruction, assessment, and professional development
to administrators hired to lead school reform and instruction.
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This recommendation will need to be negotiated.
FISCAL IMPACT

The elimination of the additional seven positions not previously addressed in Recommendation
3-1 and Chapter 10 at the Administrative Building and Devilbiss is calculated based on the
average salary and benefit costs used for teachers of $75,660. Since each individual receives any
number of supplements, these figures are not exact, but are used to illustrate potential savings.

Recommendation | 2013-14 2014-15 2015-16 2016-17 2017-18

Eliminate Seven
Teachers On
Special
Assignment

$529,620 $529,620 $529,620 $529,620 $529,620

FINDING

TPS spends thousands of dollars each year on supplemental contracts for staff to conduct tasks
that are expected to be completed beyond the regular work day. However, a lack of oversight
and accountability does not ensure that either the jobs are being done or that they are being
completed after normal work hours. Furthermore, often when employees leave positions for
other acting positions, they carry with them supplements that applied to former roles that are no
longer relevant to their job responsibilities. When that happens, the district hires someone else
on another supplemental contract to perform the duties that person formerly performed. This
practice costs the district funds that could be better spent for other purposes, particularly when
you take into account the lack of accountability for these paid positions. Evergreen did not find
job descriptions for many positions that described specific expectations for the additional
contract.

Several staff reported that this was to help compensate them for moving to lower paying
positions. One person gave two examples, one personal and another anecdotal. By taking a
higher administrative position, the individual actually took a reduction in pay due to losing
supplemental funds that were attached to their former position.

It is common in most districts for employees to receive supplemental contracts for additional
responsibilities beyond the regular instructional day. These supplementals largely apply to
positions such as coaching or jobs that decidedly take additional time such as yearbook advisor.
However, in TPS, they apply to responsibilities as broad as “building test coordination and
designing the master schedule,” tasks which in the majority of districts around the nation are an
integral part an employee’s regular daytime responsibilities. In peer districts with which
Evergreen communicated, none provided supplemental funds for tasks considered, in one
person’s words “as part of their employment responsibilities.”

Exhibit 3-14 shows that, in TPS, supplements are paid for what, in many districts, are
considered the basic job contract. The exhibit is not inclusive of all supplementals paid, but
shows examples of some of the supplements TPS pays its employees. Three hundred sixty-nine
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(369) employees receive more than one supplement. The district spends a total of $6,224,958 in
supplemental contracts—some for longevity, some for traditional supplemental tasks such as
coaching, and the majority for tasks that appear from the description to be closely related to

responsibilities of the job position.

Exhibit 3-14

Examples of Supplemental Contracts
and Average Position Cost

Teacher Supplements

Supplemental Responsibility

Average Supplemental Pay

Number of Positions

Cost to District

Elementary PE $1,197 35 $41,895
Elementary Music $1,289 42 $54,138
Secondary English $589 40 $23,560
In-Class Instructional Support $1,562 39 $60,918
Intern Consultant $1,838 13 $23,894
Kindergarten Teacher $1,596 91 $145,236
Learning Disabilities $1,725 30 $51,750
Librarian $2,252 14 $31,528
Math Secondary $793 44 $34,892
Multi Disabilities $1,749 44 $76,956
Peer Literacy Coach $3,409 7 $23,863
Peer Math Coach $1,039 11 $11,429
Placeholder Sub $1,326 26 $34,476
Teacher on Special Assignment $2,564 16 $41,024
Teacher Consultant $3,5613 2 $7,026
Teacher Academy $976 18 $17,568

Totals $1,714 472 $68,153

Administrator Supplements

Supplemental Responsibility

Average Supplemental Pay

Number of Positions

Cost to District

Elementary Assistant Principal $2,040 29 $59,160
Secondary Assistant Principal $3,145 13 $40,885
Elementary Counselors $1,955 26 $50,830
Secondary (including 1 Jr. High) Counselors $1,955 20 $39,100
Dean of Students $2,010 10 $20,100
Director $5,409 27 $146,043
Elementary Principal $3,086 42 $129,612
Secondary Principal $4,170 7 $29,109
Psychologist $3,060 24 $73,440
Supervisor $4,269 16 $68,304

Totals $3,110 214 $656,583

Other Supplementals

Supplemental Responsibility

Average Supplemental Pay

Number of Positions

Cost to District

Chemistry/Science Inventory $694 7 $4,858
Coordinator $4,692 9 $42,228
Equipment Manager/Boys $4,250 9 $38,250
Department Chair $1,849 50 $92,450
Designing Master Schedule $446 45 $20,070
Supervisor $4,269 16 $68,304
Work Study Coordinator $2,384 2 $4,768
Building Test Coordinator $446 50 $22,300
Totals $2,379 188 $293,228
Source: Created by Evergreen Solutions from Documents provided by the Toledo Public Schools, 2013.
iz
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Just for the 874 supplements shown as examples, the annual cost to TPS is $1,629,964.

Many employees receive more than one supplement for their responsibilities that are reported to
be beyond the regular scope of their jobs. This further skews the supplements available to staff
and raises the question of just how much one person can do in a day if the supplements are truly
for work beyond the normal scope of their jobs. As with the last finding, it is difficult to
determine the number of staff receiving them as the numbers have changed from one iteration to
the next of spreadsheets sent Evergreen.

An examination of the supplemental spreadsheet originally sent to Evergreen shows:

e The average supplement for 17 Teachers on Special Assignment listed on the spreadsheet
is $4,282; however, those 17 supplements are divided among 11 people.

e The ten supplements averaging $4,758 for Interventionists are shared by only four
people.

e The 22 supplements for Intern Consultants averaging $4,217, are divided among 13
people.

e The 21 supplements for Directors, averaging $2,651, are shared by eight positions.
RECOMMENDATION
Recommendation 3-11:
Eliminate supplementals for activities that are directly related to staff job descriptions.

According to documents received, the total cost to the district for supplemental contracts is
$6,224,958. Teachers from PreKindergarten to 8" Grade, as well as specific exceptionalities and
secondary teaching assignments, receive supplementals beyond their basic contract. While some
teachers receive no supplemental income, others receive over $9,000 for one supplement. The
amounts that many employees receive for multiple supplements are between $10,000 to $20,000.
In many cases, employees receive supplemental contracts for tasks they no longer perform while
others are hired and paid supplementals to perform those tasks. Thus, the district frequently pays
for the same work twice.

TPS should examine its supplemental policy regarding:
e relevance to normal job responsibilities;
e cost to the district;
e relationship of the assigned supplemental tasks to work beyond the school day;

e the possibility of accomplishing the same goals with flex time, if time before or after
school is required;

e accountability for earning the supplement beyond the normal work day;
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e ability to achieve supplemental responsibilities beyond the normal work day; and
e salaries paid relative to job responsibilities.

TPS should then determine the relationship of the tasks to the job and the salary offered for the
position. It is likely that a compensation and classification study could assist with this evaluation
as recommended in Chapter 4.

This recommendation will need to be negotiated.
FISCAL IMPACT

Using the figure of $6,224,958 and eliminating a minimum of 25 percent of supplementals
through the process identified above, would save the district about $1,556,240 annually.
Evergreen estimates savings far greater, though, with careful scrutiny of the factors listed in this
finding and recommendation.

Recommendation | 2013-14 2014-15 2015-16 2016-17 2017-18

Eliminate Some
Supplements $1,556,240 | $1,556,240 | $1,556,240 | $1,556,240 | $1,556,240

3.4 PROFESSIONAL DEVELOPMENT

Over the last 15 years, the concept of professional development for teachers and administrators
has undergone a paradigmatic shift. The old model of expert-driven, off-site workshops, attended
by teachers and administrators according to their interests or mandated for all by the district, has
been replaced by a model of collaborative, constructivist learning focused on supporting
improved teaching and learning, and delivered at the school site as part of teachers’ regular
routines. This job-embedded, research-based learning community approach requires teachers to
reflect on student achievement levels as a function of their practice and collaboratively address
ways to enhance instruction to promote higher levels of student achievement. The broad
descriptor for this process is the Inquiry Model of Professional Development, and it is through
the inquiry process that school communities can create short-term continuous improvement
cycles that, when connected and focused on instructional practice and student learning, lead to
whole school improvement.

In 2001, the National Staff Development Council (NSDC)—now Learning Forward—developed
a set of standards for professional development that supports the whole school improvement
effort. These standards were organized around the context, processes, and content necessary for
teachers to focus their expertise on improving instruction and student learning at all levels of a
school district.

According to their website, the standards have since been re-envisioned now a third time to
outline:

Z
%‘; Evergreen Solutions, LLC Page 3-42



Educational Service Delivery TPS Performance Audit

...the characteristics of professional learning that lead to effective teaching practices,
supportive leadership, and improved student results. Learning Forward, with the
contribution of 40 professional associations and education organizations, developed the
Standards for Professional Learning. The standards make explicit that the purpose of
professional learning is for educators to develop the knowledge, skills, practices, and
dispositions they need to help students perform at higher levels. The standards are not a
prescription for how education leaders and public officials should address all the challenges
related to improving the performance of educators and their students. Instead, the standards
focus on one critical issue -- professional learning.

The standards now include:

Learning Communities
Resources

Learning Designs
Outcomes

Leadership

Data

Implementation

These standards recognize that teacher capacity is built within learning communities committed
to improving teacher skills and knowledge toward the end of increased student achievement.
Increased teacher effectiveness “requires prioritizing, monitoring, and coordinating resources for
educator learning.” Outcomes are aligned to “educator performance and student curriculum
standards.” Leaders must be committed to setting the stage for ongoing professional learning
among staff. Examining and using a variety of data sources underlies high quality professional
learning through the planning, implementing and evaluating processes. Effective
implementation applies research for sustained, supported change leading to improved student
learning, and teacher capacity.

FINDING

Toledo Public Schools is hampered in its efforts to develop teacher capacity by past practice and
contractual provisions. Few professional growth opportunities can be offered to teachers during
the day as a result of union pressure to provide training at times when staff can receive additional
compensation. The only way TPS can currently implement enough professional development is
to provide it during the school day or pay a high mandatory hourly rate for training after school
hours. Offering training during the school day removes teachers from their instructional
responsibilities to their students.

Many interviewees stated that educators would not attend unless they were compensated. Others
even noted that, when some staff attended “mandatory” training for which they received
additional compensation, they chose not to take the accompanying materials as they had no
intention of implementing the program and knew that administrators had no authority to oversee
their implementation.
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TPS is hindered by union contract provisions and related costs in implementing professional
development to the extent that it changes teacher practice. This hinders, to a great extent, both
instructional progress and the ability to grow teacher capacity, and improve student achievement.

Excerpts from contract language restricting district leaders in their ability to offer professional
learning opportunities that will build teacher capacity and lead to improved student achievement
include:

e A TPS-TFT Local Professional Development Committee (LPDC) will be established for
the purpose of reviewing course work and other professional development activities
completed by educators within the district for renewal of licenses.

e The LPDC will be composed of four teachers, one building level administrator and a
Human Resource Director, and will be chaired by a teacher member. The Federation will
appoint all teachers, including replacement members in the case of vacancies, and the
chair of each committee. (p 101 see below) The LPDC will establish criteria, operating
procedures and guidelines, forms, and appeal procedures.

e The Federation Staff Development Control Board shall be composed of six (6) teachers
appointed by the Federation. The Director of Training and Development and the
president of the Federation shall serve as co-chairpersons of this committee and shall
consult regarding committee appointments.

e Teacher members of other Staff Development committees shall be appointed by the
Federation.

e In-service or seminar programs offered district-wide involving the teacher bargaining
unit shall be reviewed and approved only by the control board if the in-service is outside
regular teaching hours. Likewise, in-service or seminar programs offered by schools or
departments at the building or department level, or within a feeder pattern, shall be
reviewed and approved by the respective building representative(s). above similarly,
those offered ““during normal school hours affecting the teacher bargaining unit shall be
offered only after consultation with the teacher members of the control board”

e In-service for the individual schools or departments, feeder patterns, or on a districtwide
basis, shall continue to be paid at the negotiated hourly rate when such in-service is
conducted outside the normal school day.

e Attendance at in-service or seminars conducted outside the normal school day is
voluntary.

e Inthe event of any legislative changes, a majority of teachers will continue to constitute
the LPDC.

TPS identified Authentic Education as a means of working within the union contract to change
instructional practice and planning, and make it consistent from Grades K-12. The teacher
training is accompanied by leadership training and classroom support so that school leaders can
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reinforce teacher learning. This is especially important with the mobility rate in TPS. However,
substitute issues forced a scaling back of planned training. Thus, the district has expended tens
of thousands of dollars on professional development without adequate planning or authority to
ensure that the funds result in changed teacher practice leading to improved student achievement.

RECOMMENDATION
Recommendation 3-12:

Pilot professional development initiatives in a few schools where faculty have shown
interest or students have demonstrated a need before expanding districtwide.

As noted earlier, in the Toledo Technology Academy, teachers are regularly involved in
professional learning opportunities, often of their own choosing, but approved by the Director.
This is likely directly due to the close relationship between the governance board and school
staff that helps all participants understand the importance of ongoing professional growth to
build teacher capacity and, as a result, a personal sense of efficacy. This same kind of
commitment to personal professional growth should be fostered for all TPS staff.

The personal and professional development of all staff must model the learning expected of
students. Without staff growth opportunities being encouraged and offered by the district,
educators and other staff can neither remain in touch with current trends and research nor be
well-prepared to challenge students to higher learning opportunities.

Committed staff will build a foundation for the district to then move forward in developing a
comprehensive professional learning plan as they begin to approach professional growth of staff
more systematically by piloting training where the ground for success is laid with interested.
Such a guiding document that takes into account student performance data, varying levels of
teacher skills and knowledge, and student characteristics will focus the precious time there is in
TPS for professional learning. An effective comprehensive professional learning plan connects
the school and district improvement action plans, and uses the Learning Forward standards to
ensure the plan’s quality, coherence and effective implementation.

TPS must make professional development a higher priority if it is to change student learning.
The district must base its offerings on a data-based analysis of student needs and identify core
required professional development geared to address these needs. An annual needs assessment
should also inform TPS planners of teacher needs. Accountability should be part of the plan to
ensure that adult learning is tied to student needs, that district dollars expended are maximized,
and that there is a plan for participants to demonstrate learning either through sharing at faculty
meetings or through assignments tied to the training.

Finally, the district’s approach to professional learning must recognize that teachers have
different needs and abilities depending on their own experiences and backgrounds, and develop a
tiered approach to training rather than a “one size fits all.” This approach should take into
consideration the needs of adult learners and develop the specific skills and knowledge needed
by each teacher, much like differentiating instruction for students.
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The same process as is proposed in Recommendation 3-6 should be used for this
recommendation.

This recommendation will need to be negotiated.
FISCAL IMPACT

This recommendation can be implemented with existing resources. The benefit, though, of its
implementation will be that the dollars expended for professional growth will reap the intended
benefits for teachers and students by piloting the growth opportunities at schools where staff are
invested in the merits of the training for themselves and their students.

3.5 SPECIAL EDUCATION

Special education provides supplemental or extended support for students and their families, and
enhances student performance and academic achievement. Special education is provided to
supplement, accommodate, or modify the general academic course of study, and is intended to
provide adequate support to ensure the academic success of students with disabilities. The
student support role is to provide supplemental or extended support for students and their
families that contribute to enhanced student performance and academic achievement.

The Individuals with Disabilities Education Act (IDEA 1997) mandates that special education
services be provided to students with disabilities in the general education setting to the greatest
extent possible. No Child Left Behind (NCLB) reinforces that goal with its express expectation
that all students will be proficient by 2013-14. Towards that end, for years many districts have
provided training and encouragement to help regular classroom teachers learn how to
accommodate the needs of special education students in their classes.

While cost containment should always be a consideration in all school district departments,
special education departments are often hampered more than other departments in that effort and
a balance must be maintained between cost and quality. Federal laws related to special education
which impact the bottom line of special education spending require that:

e districts provide a Free Appropriate Public Education (FAPE) to students with
disabilities;

e students be served in the Least Restrictive Environment (LRE) so, as much as is feasible
and meets their needs, they should be included in general educational experiences and
classes;

e students be evaluated regarding their needs and together with parents, a team of educators
and other specialists develop an Individualized Education Plan (IEP) for each student
placed in the special education program;

e at each annual review, Assistive Technology is a required area of assessment and
discussion; and
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e students have access to the general curriculum and state frameworks.

The Federal Rehabilitation Act: Section 504 extended opportunity and access to all individuals
with disabilities, including those in regular, not special, education programs. Furthering
equitable treatment for all individuals, the 1990 Americans with Disabilities Act extended the
goal of eliminating discrimination against individuals with disabilities even more. More students
than ever are now eligible for services most frequently offered through or supported by special
education departments. Those laws, along with advances in medical technology, have opened
opportunities for more students than ever to receive their education in the public schools of the
nation.

FINDING

Toledo Public Schools has recognized a need to make a concerted effort to remedy long-standing
needs in serving its students with disabilities. Due to concerns about the TPS special education
program, the State sent a consultant in to assist the district in addressing deficiencies in
compliance. She has since become the TPS Special Education Director. A copy of the
compliance report is very specific in addressing each concern identified by the Ohio Department
of Education (ODE) and developing strategies, tools and timelines to ensure that compliance will
not be an issue in the future. All reported strategies have been completed.

COMMENDATION

Toledo Public Schools is commended for beginning to strengthen its special education
program.

FINDING

The 2011 and 2012 State Indicators Reports show that TPS did not meet Adequate Yearly
Progress Report (AYP) either year. The performance of Students with Disabilities was a primary
contributing factor. Yet testimony indicates that little has been done to address the learning
needs of those students. This is indicative of the district’s general historical approach to
educating these students.

Exhibit 3-15 shows the student subgroups that did not meet AYP between the 2008-09 and
2010-11 school years. The exhibit reveals that in all of those years, Students with Disabilities
(SWD) did not meet reading or mathematics proficiency expectations nor did they for the
subgroup as a whole. The reports indicate that the proficiency of several TPS subgroups of
students contributes to the district’s not meeting AYP. The data further indicate the need for TPS
leaders to examine the specific performance data of those students and develop strategies to
address their learning needs.
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Exhibit 3-15
Adequate Yearly Progress
for Selected Student Groups
2008-09 through 2010-11

2008-09
Adequate Yearly Progress Economically Black, non- Students with Limited English
Disadvantaged Hispanic Disabilities Proficient
Percent Reading Not Met Not Met Not Met Not Met
Proficient Math Met Not Met Not Met Met
AYP Determination by Not Met Not Met Not Met Not Met
Subgroup
2009-10
Adequate Yearly Progress Economically Black, non- Students with Limited English
Disadvantaged Hispanic Disabilities Proficient
Percent Reading Met Not Met Not Met Met
Proficient Math Met Not Met Not Met Met
AYP Determination by Met Not Met Not Met Met
Subgroup
2010-11
Adequate Yearly Progress Economically Black, non- Students with Limited English
Disadvantaged Hispanic Disabilities Proficient
Percent Reading Met Not Met Not Met Not Met
Proficient Math Not Met Not Met Not Met Not Met
AYP Determination by Not Met Not Met Not Met Not Met
Subgroup

Source: reportcard.ohio.gov

Exhibit 3-16 shows a comparison of some components on the State Indicators Reports. This
exhibit shows a decline in both the number of indicators met between 2011 and 2012. In 2011,
the district met 5 out of 26 indicators (19.2%) while in 2012, it met 4 of 26 (15.4%).

A district that misses Adequate Yearly Progress (AYP) for three consecutive years in two of the
same student subgroups is demoted by one rating level. For each year, 2011 and 2012, TPS did
not meet AYP, so was eligible for a rating lower than Continuous Improvement. Additionally,
the State provides for a “Value Added rating” enabling a district’s rating to improve one level if
the district exceeds expected gains in the current year. It may decrease one level if they are not
achieved for two consecutive years. Between 2010 and 2012, the district rating decreased one
level by the Valued Added rating. This led to the rating of Academic Watch in 2012.

Data in Exhibit 3-17 show that between the 3" and the 11" grade, the highest percent of
Students with Disabilities (SWD) scoring proficient was in 12" grade writing where only 53.4 of
students with disabilities were proficient compared to 98 percent of non-disabled students
scoring proficient. The average percent scoring proficient of all non-disabled students in all
grades on tested subjects was 77 compared to 32 percent of Students with Disabilities.

Looking deeper into contributing factors and performance trends to data like these at the district,
school, and classroom levels can provide guidance in improving the performance of SWD
throughout TPS. This kind of analysis will enable TPS to focus on specific curricular,
instructional, and professional development needs, and move out of Academic Watch to begin a
cycle of improvement for its students and schools.
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Exhibit 3-16
Comparison of 2011 and 2012
State Indicators for Toledo City Schools

Grade Subject State Indicator Met
2011 2012
31 Reading Not Met Not Met
Mathematics Not Met Not Met
4" Reading Not Met Not Met
Writing Not Met Not Met
Mathematics Not Met Not Met
5t Reading Not Met Not Met
Mathematics Not Met Not Met
Social Studies Not Met Not Met
Science Not Met Not Met
6th Reading Not Met Not Met
Mathematics Not Met Not Met
7" Reading Not Met Not Met
Writing Not Met Not Met
Mathematics Not Met Not Met
g Reading Not Met Not Met
Mathematics Not Met Not Met
Social Studies Not Met Not Met
Science Not Met Not Met
10" Reading Met Not Met
Writing Met Met
Mathematics Not Met Not Met
Social Studies Not Met Not Met
Science Not Met Not Met
11" Reading Met Met
Writing Met Met
Mathematics Not Met Not Met
Social Studies Not Met Not Met
Science Not Met Not Met
Other Indicators 2011 2012
Graduation Rate 80.5% 62.4%
Number of Subgroups Missed AYP 2 2
Final District Rating Continuous Improvement Academic
Watch

Source: Ohio Department of Education, 2013.
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Exhibit 3-17
Comparison of Proficiency Rates by Disabled Status
State Indicators for Toledo Public Schools

N Y
Test Grade Subject Proficient Pct Proficient Pct
@ Reading 74.4% 41.2%
Mathematics 72.3% 41.5%
P — Reading 78.5% 39.2%
Mathematics 70.0% 24.3%
Reading 62.6% 25.2%
5th Grade Mathematics 51.2% 16.9%
Science 48.4% 22.8%
ST Gl Reading 80.6% 27.5%
Mathematics 64.4% 18.9%
Sl Reading 70.2% 20.8%
Mathematics 61.3% 15.2%
Reading 77.1% 31.5%
8th Grade Mathematics 52.2% 16.9%
Science 40.6% 10.6%
Reading 87.7% 30.2%
Writing 92.8% 40.7%
10th Grade Mathematics 79.4% 19.4%
Social Studies 75.0% 25.7%
Science 70.8% 22.9%
Reading 93.9% 47.1%
Writing 96.6% 50.6%
11th Grade Mathematics 89.5% 36.1%
Social Studies 88.7% 41.4%
Science 81.7% 35.4%
Reading 97.2% 47.3%
Writing 98.0% 53.4%
12th Grade Mathematics 95.9% 40.1%
Social Studies 96.4% 42.9%
Science 91.9% 37.4%

Source: Ohio Department of Education, 2013.
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The performance of Toledo Public Schools as a whole has declined over time. The performance
of several groups of students calls for attention. Yet only recently has TPS even begun
instituting inclusionary practices into its schools. To date, TPS has not done so in high schools.
One of the concerns the State identified in its compliance visit was that “the district could not
ensure a continuum of placement options as required by state and federal laws.” That continuum
has been a requirement for decades, but not part of the TPS approach to meeting the needs of its
special education students. Anecdotal comments during the site visit indicate that these students,
in many cases, are still not being considered as integral to the general student body in many
cases.

A document titled Toledo Public Schools Special Education Least Restrictive Environments
provided to Evergreen explains the reasons for implementation of changes to student services,
noting:

e The Toledo Public Schools has undergone Ohio Department of Education monitoring for
many years.

e In response to ODE monitoring, TPS must offer a continuum of services to all students
with disabilities.

e A Corrective Action Plan has been collaboratively developed by TFT, TAAP, and TPS
administration and has been submitted to ODE.

TPS efforts to include special education students in general education classes have not been
underpinned with sufficient professional development to prepare teachers to understand the
benefits, know how to collaborate for the benefit of all students in the classes, and thus, to
effectively implement this change. Testimony varied about the planning that took place to
prepare teachers for successful integration of these students into general education classes. A
few stated that sufficient training was provided, but most TPS staff indicated that the training had
been short, presenters late, and the training insufficient to make general education teachers
comfortable with integrating students with special needs into their classrooms. Staff also noted a
need for training for both special and general education educators on collaborating to teach
classes although, once again, contract provisions limit the extent of that.

Examples comments include:

e The SS will not supplant the services provided by the general education teacher, will not
team teach, will not be responsible for total instruction of any subject area, nor be
responsible for assigning grades or credit.

e The SS will be responsible for teaching prerequisite skills necessary for learning
fundamental concepts of an objective or reinforcing concepts being taught in the general
education classroom.

e In-Class Instructional Support Services may not supplant current Individual Small Group
Instructors tutor services or any other current special education classes or services.
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Additional statements indicated that the transformation from elementary, junior high, and high
schools into K-8 and high schools was fraught with challenges for special education students.
Aspects of the implementation of its transformation plan have potentially placed TPS in the
indefensible position of failing to implement state and federal laws despite the district’s clear
intent to address student needs. TPS staff stated that students were sent to schools without IEP
changes having been made ahead of time. Then, teachers were told to change IEPs to reflect
current placements of students. Many also noted that students who had previously been served
only in self-contained classrooms had been placed in different settings during the transformation.

These unanticipated consequences likely occurred as a result of the haste of the transformation,
but need to be addressed thoughtfully and remedied if still in place. Federal laws guaranteed a
free, appropriate public education to each child with a disability in every state and locality across
the country, opening access to educational programs not previously available to them. Under
provisions in PL 94-142 and subsequent legislation expanding its scope, students were ensured
provision of a “free, appropriate public education” in the “least restrictive environment.”
Interpretation of those expectations is expressed, among other documents, in the Twentieth
Annual Report to Congress on the Implementation of the Individuals with Disabilities Act which
*advocates support the inclusion of students with disabilities in all facets of the general school
system, including the accountability system.”

Additional impediments to fuller inclusion exist in contractual language. In the discussion of
Intervention Response Teams (IRTS), the contract states: “Teachers must agree to the feasibility
of the interventions to be implemented within their classrooms.” This potential prohibition to
inclusion could be ameliorated by more intensive training for both special and general education
teachers. The contract further states: “A student’s teacher will be invited to participate in all
initial and/or change of program placement IEP conferences and will participate if release time is
provided during the school day for this purpose.” This, too, could be a detriment to successful
inclusion if the teacher does not attend to learn about student needs and effective strategies for
his inclusion.

RECOMMENDATION
Recommendation 3-13:

Develop uniform strategies that identify and target student needs and that ensure that all
special education students are receiving appropriate instruction for their needs in the least
restrictive environment in Toledo Public Schools.

The District Leadership Team should develop these strategies. Longitudinal data demonstrate
the low performance of TPS special needs students. Data also suggest that TPS has not
developed a plan for analyzing their specific learning needs, teacher’s professional learning
needs, or curricular or instructional needs. TPS leaders must become proactive in providing
education for these students that not only meets their needs, but complies with both state and
federal laws and regulations. TPS should identify impediments standing in the way, whether
they are within the students, the curricula, the organizational structure, or contractual provisions
and develop a plan immediately to remove them.
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Ohio Section 3301-51-09 (delivery of services) very specifically states, “Each school district
shall ensure that to the maximum extent appropriate, children with disabilities, including children
in public or nonpublic institutions or other care facilities, are educated with children who are
nondisabled.” For years, many districts have provided training and encouragement to instill the
desire and capability to accommodate the needs of special education students among regular
classroom teachers. When that occurs, fewer special education teachers can serve in the capacity
of modeling lessons, observing and providing feedback, providing consultative services, and/or
working directly in classes side by side co-teaching with regular teachers. This model of service
provision for special education students has been proven over time to integrate students with
special needs seamlessly into classrooms and raise their achievement. This model additionally
frees teaching positions that have been tied to self-contained classes for other instructional uses
or releasing those funds for other district priorities.

TPS leaders should identify strategies that will support acquisition of skills over time in plans to
embed inclusive practices districtwide. The division’s current primary instructional delivery
model impedes the development of teacher repertoires of practices that contribute to
differentiation of instruction for all students and co-teaching between teachers. To effectively
address there practices, it is essential to:

e offer professional development;
e develop procedures that create time for co-planning;
e monitor and support teachers as they learn and apply new skills; and

e encourage sharing among teachers who are more reticent in trying new practices with
those who have embraced them skillfully.

As that proceeds, TPS will be better able to serve those students in regular classes and able to
eliminate teaching positions that are tied to self-contained special education classes and channel
the funds toward other district priorities.

Since TPS has special education department chairs who receive supplements for their services,
they should become trained as leaders to individualize preventive measures for more students
requiring additional support. The program could begin with a pilot in two schools and be
expanded as experience and needs dictate. It is essential for staff in all schools to have the same
awareness of intervention tools that can be suggested for use in general classrooms prior to
consideration for referral to special education. Often, effectively serving students in general
education classrooms prevents the need for special education program placement.

Exhibit 3-18 shows a comparison of enrollment by disability for TPS and its peer districts. The
exhibit shows that TPS:

e has a higher percent of autistic students identified than peers;

e has a generally lower percent of Specific Learning Disability students identified than
peers;
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e isin the middle of districts in terms of students identified as Emotional Disturbance;
e has no students identified with Orthopedic Impairments;

e along with Cincinnati and South-Western City, has the lowest percent of students
identified for Speech and Language (0.1 percent); and

e isinthe middle of districts in terms of students identified with Multiple Disabilities.

Exhibit 3-18
Enrollment by Disability
Toledo and Peer Ohio School Districts
2010-11 School Year

Percent of Total Enrollment
Toledo Akron Cincinnati Dayton South- Oregon Springfield Sylvania Washington
Disability City City City City Western City City Local City Local
No Disability 84.20% | 81.20% 79.00% 80.20% 85.50% 86.50% 83.40% 86.00% 86.40%
Multiple
Disabilities (other
than Deaf-Blind) 0.90% 1.00% 1.60% 2.00% 0.40% 0.70% 0.60% 0.60% 0.50%
Speech and
Language
Impairments 0.10% 0.30% 0.10% 0.30% 0.10% 1.10% 0.90% NA 0.80%
Orthopedic
Impairments 0.00% 0.10% NA 0.20% 0.10% NA 0.30% 0.60% 0.20%
Emotional
Disturbance
(SBH) 1.60% 1.80% 1.90% 2.70% 1.50% 1.60% 1.50% 0.60% 1.50%
Cognitive
Disabilities 0.10% 0.20% 0.10% 0.20% 0.10% 1.30% 1.40% 0.60% 1.20%
Specific Learning
Disabilities 2.20% 2.00% 2.50% 1.30% 1.10% 6.40% 6.70% 6.30% 6.50%
Autism 3.60% 2.30% 3.20% 2.80% 1.40% 0.70% 1.60% 2.00% 1.00%
Other Health
Impaired - Minor 5.20% 7.30% 7.60% 6.50% 7.20% 0.90% 3.00% 2.70% 1.40%
Developmental
Delay 0.60% 1.20% 1.00% 0.80% 0.80% NA 0.30% 0.20% NA

Source: Ohio Department of Education, 2013.

Other school districts, such as Clarke County, Virginia, have aggressively worked to address
student needs within regular classrooms before initiating referral procedures for testing for
placement in special education classes. Although demographics between the two communities
differ, some of Clarke’s preventive methods could be adapted for use in the Toledo Public
Schools. Years ago, the practices they began employing resulted in a reduction in the number of
students served in the district’s special education program over time.

Clarke County has effectively used the following strategies to reduce the percentages of
identified special education students:

e communications and guidelines from the Office of Student Personnel constantly ask the
question of whether the disability is what negatively impacts the student’s educational
performance and promotes alternative strategies within the student’s classroom;
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all pupil personnel staff provide service to non-identified students who need interventions
for success;

reading specialists in schools enhance and intensify success in reading for all students;

all teachers and paraprofessionals participate annually in training regarding
differentiating instruction within the regular classroom prior to referral for testing;

in the content of the equivalent of their Student Assistance Teams, similar to TPS IRTs,
discussions are focused on instructional, staffing, staff development and classroom
strategies that might be employed, rather than student disabilities so problem solving
occurs around the child’s needs rather than deficiencies;

teaching candidate interviews probe for congruence with the division’s philosophy of
accommodating students’ various learning needs;

English as a Second Language (ESL) services address possible language barriers
preventing success;

co-teaching is extensive in the district, allowing all students to benefit from the strengths
of regular and special education students and teachers to share and learn from each other;

much individualization and differentiation of instruction occurs to address student
differences and learning styles;

regular education teachers receive a copy of accommodations required for students in
their classes, and sign and return them to the special education lead teacher at the school,

students are taught how to advocate for themselves and, at the high school level, taught
study skills with a special educator to reinforce those skills; and

support is provided to students after dismissal from special education services.

Clarke County’s collaborative approach to meeting student needs helps educators focus on
curriculum and teaching styles rather than purported student deficiencies. Teams match
classroom teacher strengths with student needs and monitor the success of strategies
implemented. As teams continue to meet and solve problems together, additional personnel and
strategies are employed as attempts are made to develop a process that provides appropriate
support for student learning throughout the year. Only when actions have not proven effective in
meeting needs are students then referred for consideration of special education interventions.

This action will very likely prevent the district from a lawsuit it cannot win as well as reduce
costs over the long-run by serving students in general education classrooms without referral to
special education placements.

This recommendation will need to be negotiated.
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

TPS does not capitalize on potential revenues it could be earning through Medicaid
reimbursement. District documents show that 49 TPS employees receive a total of $80,743 in
supplementals to document Medicaid eligible services they provide to students. That is an
average supplemental of $1,648. Only one peer district responded to the question of
supplementals for Medicaid reporting. It was an urban district similar to TPS and this district
reported that it considers that task a basic part of job responsibilities and, therefore, does not
offer supplements. Instead, based on Medicaid revenues, they add or remove staff positions to
better support students and to spread the responsibility load among existing staff.

However, other TPS documents from Healthcare Process Consulting, Inc. (the organization with
which TPS contracts for record keeping), show that between July and December 2012, some of
those staff logged only five services while others logged as many as 836.

Exhibit 3-19 illustrates a summary by employee position of services logged during that time.

Exhibit 3-19
Medicaid Services Logged by Position Type
July 2012 to December 2012

Number of Employees in Number of Services Average Number Logged in
Employee Group Group Logged Group
Nurses 33 4,527 137
Occupational Therapists 13 4,707 362
Physical Therapists 5 1,291 258
Psychologists 24 1,001 42
Speech/Language/Audiology 25 10,760 430

Source: TPS Special Education Department, 2013.

Exhibit 3-20 shows the variance of logs among the employee groups listed in Healthcare Process
documents.

Exhibit 3-20
Medicaid Services Reported by Position Type
July 2012 to December 2012

Employee Group 0-100 | 101-200 | >200
Nurses 15 11 7
Occupational Therapists 1 3 9
Physical Therapists 1 1 3
Psychologists 24 0 0
Speech/Language/Audiology 3 1 21
Total 44 16 40

Source: TPS Special Education Department, 2013.
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While the variation may differ partially due to the nature of the contact an employee group has
with students or due to the programs in the schools they serve, the variances in reporting among
each group suggest that some staff are not logging their student contacts with diligence as is
expected as a condition of receipt of the supplement. Data show that reports by:

e nurses range from 5 to 683;
e occupational therapists (OT) range from 83 to 733;
e physical therapists (PT) range from 100 to 480;

e psychologists range from 5 to 85 (they can bill for services when doing Evaluation Team
Reports for students); and

e speech/language/audiologists (SLA) range from 62 to 803.
These variations from one individual to another in the same employee group show:

one nurse logged 7 percent of the 683 another logged:;

one OT logged 11 percent of the 733 another logged;

one PT logged 21 percent of the 480 another logged;

one psychologist logged 6 percent of the 85 another logged; and
one S/L/A logged 8 percent of the 803 logged by another.

Variations that wide indicate a need for the district to implement critical measures to standardize
reporting expectations and accountability.

RECOMMENDATION
Recommendation 3-14:

Eliminate supplements for reporting Medicaid services, and direct employees to perform
recordkeeping as an essential part of their job responsibilities.

Medicaid revenues can prove to be an invaluable source for expanded health and social services
to the students of a school district. Employees are performing billable services in their work for
the district, thus it should not require incentive pay for them to document the activities that are a
natural part of their job responsibilities. They should be documenting the billable services they

provide when directed by their supervisors without the incentive of additional pay.

Numerous TPS employees reported no services in many months despite receipt of a supplement.
Clearly, the payment of a supplement is not a strong incentive for reporting services eligible for
Medicaid reimbursement. In the majority of districts Evergreen has audited, no supplements are
offered for reporting such services. Some districts offer incentives to schools for reporting by
sharing revenues between the school and the district.

Z
%‘; Evergreen Solutions, LLC Page 3-57



Educational Service Delivery TPS Performance Audit

Regardless of implementation of this recommendation, TPS should develop accountability
procedures for Medicaid reporting. Additionally, in order to ensure record keeping that will
support billing by contracted providers, if TPS chooses not to implement this recommendation, it
should determine very specific criteria, set expectations for reporting numbers, and include these
expectations in supplemental contracts.

This recommendation needs to be negotiated.
FISCAL IMPACT
The elimination of the Medicaid supplements would save the district an estimated $80,743 based

on 2012-13 figures. Moreover, adding accountability procedures should increase Medicaid
revenues.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

Eliminate Medicaid
Supplements $80,743 $80,743 $80,743 $80,743 | $80,743

FINDING

The agreements TPS has made in the Toledo Federation of Teachers (TFT) contract regarding
class sizes for special education are costing the district additional funds in terms of employing
more teachers and paraprofessionals than the law requires. A comparison of the Operating
Standards for Ohio Educational Agencies Serving Children with Disabilities (adopted July 1,
2008) and TFT contract provisions shows there are some class sizes that are parallel with state
numbers. However, in many other cases, the numbers that management has agreed to are lower
than those identified by the State. The State standards align with the requirements of the
Individuals with Disabilities Education Improvement Act of 2004 and the goals of the No Child
Left Behind Act of 2001. They were also set with input and support from various stakeholder
groups in Ohio who participated in the rule-making process.

Exhibit 3-21 shows comparative numbers between the state guidelines and the TFT contract. A
request to TPS for an opinion regarding the parallel nature of the state’s Multiple Categories
designation compared to TFT groupings such as MD/ED, ED/CD went unanswered.

RECOMMENDATION
Recommendation 3-15:
Negotiate special education class sizes to comply with state guidelines.

Having staffing ratios that are greater than state guidelines is not a cost-effective practice. The
State very thoughtfully set its class size requirements through an inclusive process involving
input from a variety of stakeholders across Ohio. The State’s wisdom and careful research
should be respected and used to guide staffing decisions in Toledo Public Schools. This will
lead to extensive cost savings to the district.
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Exhibit 3-21
Comparison of Class Size Requirements

Toledo Federation of Teachers Contract and Ohio Standards

TFT Agreement State Standards
Class size Class size
Elementary-Jr. Paraprofessional Elementary-Jr. Paraprofessional Staffing/Student
Disability High/High School Support High/High School Support Differences
Cognitive Disabilities (CD) 12/16 16/24 0 4/8 students
SD?seggi'ﬁtli;zammg 12 per period 16/24 4/12 students
. 10
Other Health Impairments No more than 8 per period
Hearing Impairments 8 per period No more thaanB per period 2 students per day
Orthopedic Impairments 8 per period 1 No more thaanB per period 2 students per day
. . . 10
Visual Impairments 8 per period No more than 8 per period 2 students per day
In the absence of a
plan on file regarding
classroom
Emotional Disturbance 10 per period 1 No more tharl1210 per period r_ngn_agement_and f ;ﬁgg%ﬁ;ﬂgﬁ;
crisis intervention, 1
full-time para per
classroom
Multiple Disabilities 8 1 8 1
Autism, Deaf-Blindness
and/or Traumatic Brain 6 1 6 1
Injury
Multiple Categories
(see below for TFT categories)
16/24
Multiple Not to exceed
Disabﬁities/Medically 8 Zh(l regular, 1 recommendations for
; ealth care) P, S
Fragile specific disabilities within
these numbers
16/24
- . Not to exceed
g::ﬁ'gésezb(lﬁ/?éegg;'ona"y 4 per period 2 recommendations for
specific disabilities within
these numbers
16/24
Emotionally Not to exceed
Disturbed/Cognitively 10 per period 1 recommendations for
Disabled specific disabilities within
these numbers
16/24
Cognitively Disabled- Not to exceed
Transitional 8/10 1 recommendations for
(CDT) specific disabilities within
these numbers
Support Specialist(Cross No more than 3
Categorical Special students/period, 12
Educator/Intervention students per day and no
Specialist) more than two schools
Intermediate CCSE 16 1

Resource Rooms

Source: Created by Evergreen Solutions from TFT contract and Ohio Operating Standards for Ohio Educational Agencies Serving
Children with Disabilities, 2013.
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This recommendation needs to be negotiated.
FISCAL IMPACT

Without knowing specific assignments and class sizes, Evergreen cannot determine exact savings
from the implementation of this recommendation. However, examples of cost savings are
provided based on the following assumptions:

e Paraprofessional costs are estimated at $8.45/hour for a seven hour day and a 180 day
contract at a base salary of $10,647. Adding benefits of 18.6 plus $13,745 brings the cost
per position to $26,372.

e The TFT contract calls for full-time paraprofessionals in ED and EDCD classes. The
State provides that if there is a plan for classroom management and crisis prevention, no
para is required. There is no indication of the existence of a plan in TPS or reference to
one in the TFT contract. There are 73 ED teachers in TPS. If each has a full-time para,
those 73 paras equate to a cost of $1,925,156 that is not required by the state as long as
the district has the required plan in place. The district should develop this plan.

e There are 52 CD teachers in TPS. The contract provides for CD teachers to have only 12
students at the elementary/junior high/middle school level and 16 at the high school. The
state provides for there to be 16 students in those lower levels and 24 at the high school,
four and eight students more per class, respectively. Assuming 2/3 (35) of the teachers
are at the lower levels and 1/3 (17) in high school and that all class sizes are full, there are
an estimated 692 being served at TFT levels as follows:

- Lower grades: 35 teachers x 12 students per class for a total student count of 420.
- High school: 17 teachers x 16 students for a total count of 272 students.

e Dividing those student numbers at each level by state numbers gives the following
numbers of teachers needed using state guidelines to teach the same students:

- Lower grades: 420 students/16 students per class (using state guidelines)=26.25
teachers

- High school: 272 students/24 per class=11.3 teachers
- Total teachers needed using state standards=37.5

Thus, savings just using those two examples would equate to 37.5 teachers instead of 52 at an
average salary cost of $52,205 (average teacher salary) plus benefits, for a total cost per position
of $75,660.

These numbers are for illustrative purposes. Savings from examining all positions with respect
to differences between TFT and state guidelines, and reducing teaching positions accordingly,
would be more.
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Recommendation | 2013-14 2014-15 2015-16 2016-17 2017-18
Eliminate 14.5

CD Teacher $1,097,070 | $1,097,070 $1,097,070 $1,097,070 $1,097,070
Positions

Eliminate 73 ED
Paraprofessional $1,925,156 | $1,925,156 $1,925,156 $1,925,156 $1,925,156
Positions

Total Savings $3,022,226 | $3,022,226 $3,022,226 $3,022,226 $3,022,226

FINDING

The state of Ohio recommends a ratio of one psychologist to 2,500 students. Operational
procedures (3301-51-09) provide that “Each school district shall provide services at a ratio of
one school psychologist per two thousand five hundred children as required by division (F) of
section 3317.15 of the Revised Code.” Toledo Public Schools has 24 psychologists on staff.
Using state numbers, the enrollment of TPS should be 60,000 to have that many psychologists—
not its diminished enrollment of almost one-third of this total.

Using the state-recommended ratio, for the student enroliment of 22,275 in TPS in the 2010-11
school year, TPS should have nine psychologists on staff. Thus, the number of psychologists
employed in TPS is 15 more than state-recommended numbers. The National Association of
School Psychologists (NASP),as expected, recommends a lower ratio of one psychologist per
1,000 students in a district. At that rate, TPS is overstaffed by two psychologists.

School psychologists play important roles in supporting students, families, and teachers. When
assigned responsibilities are related to their core education, those roles are protected, and they
are held accountable for performing duties. When employed in these ways, psychologists help
children and youth succeed academically, socially, behaviorally, and emotionally. They
collaborate with educators, parents, and other professionals to create safe, healthy, and
supportive learning environments that strengthen connections between home, school, and the
community for all students.

RECOMMENDATION
Recommendation 3-16:

Reduce the number of school psychologists to a number between the state-recommended
number and that of the National Association for School Psychologists.

Using a figure of 1: 1,500, TPS should bring the number of psychologists more in line with
current student enrollment figures. That would result in a reduction of psychologists to 14.85 or
15 psychologists, not the current 24.
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FISCAL IMPACT

The average salary of TPS an psychologists is $65,824 plus benefits for a total of $91,812.
Reducing the number of psychologists by nine would save the district $826,308 annually.

Recommendation | 2013-14 2014-15 2015-16 2016-17 2017-18

Eliminate Nine
Psychologists $826,308 | $826,308 $826,308 $826,308 $826,308

FINDING

The Corrective Action Plan (CAP) submitted to the Ohio Department of Education (ODE)
addresses concerns relating to delivery of the TPS’s Gifted Program. Specific findings include:

Regarding roster and written education plans and attestation:
e The district had student WEPSs that were missing;

e The district had parents and staff responsible for providing the service without a copy
of the student E/WEP,;

Regarding acceleration and attestation:

e The district did not provide evidence on fulfilling the requirements of their
Acceleration Policy related to early entrance to kindergarten, subject acceleration
and early graduation;

o All accelerated students did not have WAPs (Written Acceleration Plans); and
Regarding a requirement for minutes of service attestation:

e The district did not provide a timeline for implementing a plan under which all gifted
students would receive services with the required number of minutes of instruction.

Conversations about the gifted program related that identification has always been required but
services had not been until a relatively recent law that required expenditures for services up to
the amount of funds provided by the State of Ohio. TPS receives $365,000 from the State.

A document provided to Evergreen prior to the site visit noted that:

The district does not currently have a Gifted and Talented Program. TPS is in the
process of making the following additions or improvements:

» Updating the process for early entrance to Kindergarten. The assessment tool is
the lowa Assessment Scale, 3™ edition, and is used for early entrance to
Kindergarten and whole grade acceleration.

Z
%‘; Evergreen Solutions, LLC Page 3-62



Educational Service Delivery TPS Performance Audit

> Reinstating a Grades 3-6 Gifted/Talented Program upon passage of a levy.

> Reviewing the necessary criteria to use our Early High School Opportunity
(EHSO) as the gifted program for grades 7 and 8.

> Reviewing the necessary criteria to use our PSEOs as our high school
gifted/talented program.

» Interviewing with area colleges and universities to increase PSEOs taught on our
campuses.

Weaknesses in TPS services for gifted students identified in interviews include:

e There are no services for students in grades 3-6 (TPS had hoped to be able to serve those
students had the recent levy passed).

e A lack of appropriate documentation of services exists to meet state requirements (this
was substantiated in the Corrective Action Plan).

e The person currently responsible for the Gifted/Talented Program was unaware of the
CAP which could have provided guidance on making program and reporting
improvements.

Those interviewed stated that the district has the makings of a gifted program, but does not
document appropriately. Busing is offered to 7" and 8" grade higher-achieving students to their
learning community high school to take courses for credit in extended day opportunities. Eighth
grade students can take core courses and 7" graders electives. At the high school, students have
the three options mentioned earlier to take courses for college credit. The Early High School
Opportunity opens the opportunities to non-gifted students as well.

Exhibit 3-22 shows concern about the quality of the TPS Gifted Program and advanced
opportunities for students among staff at all levels in TPS compared to those in peer districts.
Less than half of TPS respondents compared to peers Strongly Agree/Agree that TPS gifted
programs are strong. The number is especially strong among district-level administrators where
only 16.5 percent of TPS agree in contrast to 73.8 percent in comparison districts.

Exhibit 3-22
Survey Responses on Gifted and Talented Education
in Toledo Public Schools and
Districts in Evergreen’s Survey Database

Comparison Districts in Evergreen’s
Toledo Public Schools Survey Database

Survey Statement Strongly Strongly Strongly Strongly
Agree/Agree | Disagree/Disagree | Agree/Agree Disagree/Disagree
The district has effective special programs for Honors/Gifted and Talented Education.

Central Office Administrators 16.5% 46.5% 73.8% 10.5%
School Administrators 21.3% 64.0% 68.3% 14.4%
Teachers 27.1% 49.9% 61.5% 24.3%

Source: Evergreen Solutions Survey Results, 2013.
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In many ways, TPS complies with Ohio Department of Education (ODE) requirements:
e |t uses state-approved tests for identification of academically gifted students:

— TPS conducts whole grade testing of 2" and 4™ grade students using the TerraNova
Test in March of each school year. Students that score at or above the 95™ percentile
on the TerraNova are identified as academically gifted.

—  Students who score between the 75" and 94™ percentile are tested in May of each
school year with the Naglieri Nonverbal Ability Test. Those achieving a score of 124
or higher on the Naglieri are identified as academically gifted.

- Inaddition to whole grade testing, students, parents/guardians and educators can
request testing at any time and TPS will provide it within 90 days of the request, as
per ODE requirements.

e Finally, TPS accepts gifted testing results from outside the district that are less than 24
months old, as per ODE standards.

However, little documentation was evident of actions that were outlined in the CAP to address
ODE findings to build a strong Gifted and Talented Program for TPS students. Reports indicated
that the program has never received adequate attention for it to be viable for TPS gifted and
talented students.

Exhibit 3-23 shows that, compared to peer districts, TPS serves fewer students in its
Gifted/Talented Program. This underscores the need for the district to create the position
recommended in Recommendation 3-1 to add a Coordinator for these programs.

Exhibit 3-23 shows that:

e the enrollment of gifted students served in TPS has declined since 2008-09 in actual
student numbers and percentages;

e in 2010-11, only one peer district (Akron) served lower numbers and percentages of
students; and

e with the exception of Akron City, all other peer districts served between two and five
times as many students percentage-wise as TPS.

RECOMMENDATION
Recommendation 3-17:

Address more aggressively commitments made in the Corrective Action Plan and initiate
planned program improvements in the TPS Gifted Program.

Currently, TPS is challenged in bolstering the program due to the fact that the administrator
tasked with it also has a broad array of responsibilities beyond this one program. Re-
organizational plans made in Recommendation 3-1 were made to enable district leaders to focus
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more specifically on this program for TPS students as well as to make the district compliant with
ODE guidelines and state laws.

Exhibit 3-23
Comparison of Gifted Enrollment
Toledo Public Schools and Peer Districts
2008-09 through 2010-11 School Years

2010-11 2009-10 2008-09
District Gifted (Served) | Enrollment | % of Total | Enrollment | % of Total | Enrollment | % of Total
Toledo City N 22,051 >95% 24,921 >95% 25,534 >95%
Y 226 1.01% 273 1.08% 282 1.09%
Akron City N 22,384 >95% 23,161 >95% 23,198 >95%
Y 219 0.97% 234 1.00% 241 1.03%
Cincinnati City N 32,005 >95% 32,518 >95% 31,103 >95%
Y 2,018 6.09%
Dayton City N 13,391 >95% 13,599 >95% 13,648 >95%
Y 784 5.53% 388 2.77% 744 5.17%
South-Western N
City 18,675 >95% 19,237 >95% 20,008 >95%
Y 661 3.42% 798 3.98% 779 3.75%
Oregon City N 3,731 >95% 3,548 >95% 3,513 >95%
Y 144 3.72% 358 9.17% 325 8.47%
Springfield Local N 3,776 >95% 3,758 >95% 3,837 >95%
Y 183 4.62% 181 4.60% 80 2.04%
Sylvania City N 6,934 >95% 6,746 >95% 6,962 >95%
Y 379 5.18% 511 7.04% 527 7.04%
Washington Local N 6,472 >95% 6,407 >95% 6,377 >95%
Y 147 2.22% 137 2.09% 163 2.49%

Source: Ohio Department of Education, 2013.

The assignment of these tasks should be given to the newly created Coordinator of Gifted and
Arts Education with a timeline for expected completion.

This recommendation does not need to be negotiated.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Like the TPS Gifted/Talented Program, the program for students who are English Language
Learners (ELL) is not strong. Evergreen survey results indicate concern about the quality of the
English as a Second Language (ESL) Program. Exhibit 3-24 somewhat mirrors those concerns
expressed by survey respondents regarding the Gifted/Talented Program compared to peers with
approximately half the number of TPS central office and school administrators responding that
they Strongly Agree/Agree that the ESL program is effective. A slightly higher percent of
teachers compared to peers responded the same.
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Exhibit 3-24
Survey Responses on English as a Second Language
Toledo Public Schools and
Districts in Evergreen’s Survey Database

Comparison Districts in Evergreen’s
Toledo Public Schools Survey Database

Survey Statement Strongly Strongly Strongly Strongly
Agree/Agree | Disagree/Disagree | Agree/Agree Disagree/Disagree
The district has effective special programs for English as a Second Language.

Central Office Administrators 32.8% 15.1% 61.7% 13.4%
School Administrators 37.3% 36.0% 62.7% 19.4%
Teachers 33.7% 16.4% 50.5% 22.4%

Source: Evergreen Solutions Survey Results, 2013.

In 1992, the U.S. Department of Education, Office for Civil Rights, developed guidelines for
school districts regarding their legal obligation to language minority students. According to
these guidelines, districts must:

e identify all students whose primary or home language is not English;

e assess all those students to determine if they are limited English proficient (LEP) so need
special educational provisions to participate effectively in the district's instructional
program;

e determine the type of special language service program to be provided; and

e implement the program. Note: In Ohio, there is not a specific type of intervention
program that is prescribed).

These guidelines give districts the opportunity to develop programs they determine best meet
their LEP student need, but based on research and best practice so that they are likely to meet
their needs. The instruction must be likely to lead to academic achievement and timely
acquisition of proficiency in English. Staff members must be trained in relevant knowledge and
skills and curricular materials selected that are appropriate for student needs. Districts are then
required to monitor student progress regularly and, as needed, modify their instructional
program. Districts must also notify parents of school activities possibly in a non-English
language.

Testimony from staff interviewed substantiated concerns expressed in the survey. As with the
TPS Gifted Program, the person assigned oversight of the ESL Program does not have a
background in any way related to the program. Nonetheless, many people testified that she had
committed to improving the program.

Until the beginning of last year, elementary students were served in two regional centers in the
district. They were bused to those centers twice a week from their home locations, losing
valuable instructional time in transit. Parents often did not encourage their children to participate
for that reason as well the time students spent on a bus. When the State last evaluated the TPS
program, they noted that such a practice was discriminatory so the delivery method had to be
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changed. Consequently, students are now served in their home schools with itinerant teachers.
Benefits of that service delivery model are that more students are now participating in the
program. This has led to the need to increase staff with the addition of two teachers within the
past year and a half. That has resulted in an increase in staff from six to eight teachers serving
approximately 300 students. With the addition of the most recent teacher, every school’s
students are now served twice a week. Some teachers serve as few as 1-5 students at a school
and serve as many as ten schools, but instruction is offered at each school those two times per
week. While those changes took place at the elementary level, the high school program remains
the same. Students are offered classes for which they can earn credit for English 1 or 2. Another
state visit had occurred the week before the Evergreen site visit. Although no written report is
yet available, verbal reports reflect that the state representatives remarked that they had seen
visible positive changes in the program.

Before changes were made, reports noted that the Latino Community Forum had complained
about the TPS ESL Program. The Director attended several of their meetings to try to allay
concerns. She then organized a community forum, inviting all ELL and ESL parents. She paid
to have the meeting translated into 15 languages, presented mini-lessons in Reading, Writing,
Speaking, and Listening. The program was run so that all parents were able to participate in all
four lessons. The forum closed with a question and answer session for parents. Invitations
provided Evergreen demonstrated that a second forum is planned for March 20 this year. When
parents pre-register, the district will provide interpreters for them in their home language.

COMMENDATION

Toledo Public Schools is commended for purposefully improving its service to students in
its ESL program and reaching out to parents.

FINDING

As noted in Exhibit 3-15 and discussed in the finding related to Recommendation 3-13, the
academic performance of ESL students has contributed to the district not making AYP. In two
of the past three years, ESL students did not meet performance targets. In 2008-09, ESL
students did not meet proficiency targets in Reading and the subgroup as a whole did not meet
the AYP determination. Last year, 2010-11, ESL students did not meet proficiency goals in
either Reading or Math and again the subgroup did not meet the AYP determination as a whole.

These indicators demonstrate the need for a more concerted effort to address content-related
instructional needs for students. While the program is growing stronger, particularly with the
addition of a Director over it suggested in Recommendation 3-1, the focus needs to shift more
concertedly to student performance.

RECOMMENDATION
Recommendation 3-18:

Plan collaborative strategies and curriculum to strengthen the performance of ESL
students and continue program growth.

Z
%‘; Evergreen Solutions, LLC Page 3-67



Educational Service Delivery TPS Performance Audit

As with Students with Disabilities, there is a need for TPS leaders to examine more deeply what
the data say about student weaknesses and strengths in their performance. The district needs to
look at what the data indicate for teacher professional growth and instructional materials needs as
well.

It is also imperative that the leaders of both programs be integrally involved at the district level
in curriculum and professional development planning so that strategies that are effective for their
students are integrated into the education of all students, and that teachers acquire skills and
knowledge that they can apply to students regardless of their label. Planning and
communications must occur across core groups in the central office to provide a support system
for individual schools, teachers, and most importantly, students. The challenge is clarity of
vision and expectations, efficient streamlined communication systems, and ensuring inclusion in
the development and decision-making stages of policy and curriculum development.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

3.7 TEXTBOOKS

Effective schools implement practices and training that show teachers how to use textbooks,
alternative learning resources, and state standards as information resources for “backwards
design” or curriculum mapping. In this process, key learning concepts and skills are identified
and a Pre-Kindergarten through 12 curriculum map is developed to provide the foundation and
sequence for mastering the concepts and skills. When teachers engage in grade level and cross
grade level discussions to define curricular focus, ownership is achieved and the district in able
to create a systematic and cohesive curriculum that goes beyond the textbook.

Best practices demonstrate that curriculum is based on clear learning goals that are correlated to
specific Pre-Kindergarten through Grade 12 learning objectives, instructional activities, and
student assessments. Districts engaging in this best practice provide teachers the opportunity to
continuously review and update curriculum documents. These reviews are regularly scheduled
and allow the curricula to be responsive to student data. This allows teachers the opportunity to
adjust curricula documents, make notes regarding effectiveness, integrate resources beyond
textbooks, and advocate changes educators believe will improve both teaching and student
achievement. In those districts, a system guides decisions on what to continue or eliminate based
on data and teacher experiences and knowledge at all grade levels.

FINDING

TPS currently has no textbook inventory procedures. The lack of accountability for textbooks
has led TPS to spend far more than necessary on textbooks each year. In fact, each of the past
three years, the amount TPS has spent beyond the original budgeted amount has increased.
Ledgers provided to Evergreen by TPS show that TPS originally appropriated $1.4 million for
textbooks for both the 2011-12 and 2012-13 school years. However, in 2012, expenditures
exceeded that amount by over $600,000. To date for this year, the February 7, 2013 ledger
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shows the current appropriate to be more than $2.5 million—over a million dollars more than the
budgeted amount. Similarly, in 2011, TPS exceeded its higher appropriation of $1,990,782, but
by a smaller figure of around $96,000.

Those figures show that expenditures for textbooks have not decreased even though student
enrollment has declined and new series have not been adopted over the past several years. In
fact, over those two and a half years, with the final total for 2013 not yet in, TPS has spent $6.7
million on textbooks with a small amount of those funds being spent on printing. To its credit,
$390,000 of the 2013 budget is for a contract with Follett to inventory current textbooks to
determine exactly what the district has and impose an electronic inventory system. This process
will enable TPS to reduce expenditures by transferring existing books efficiently among
facilities.

Staff reported that, when the transformation took place changing school configurations to the
current K-8 and 9-12 schools, several central office administrators spent numerous days in the
summer in schools sorting, labeling, and preparing to box textbooks for transport to appropriate
schools. They noted that there are no uniform procedures for textbook accountability. Each
school numbers and accounts for its own however it chooses. This was an ineffective use of an
administrator’s time. Accounts revealed that in some schools, boxes or even piles of books were
randomly left in disarray. These reports reinforce the need for TPS to develop accountability for
its textbook inventory.

A visit to the textbook repository revealed that, although textbooks there are well-organized,
there were likely hundreds of boxes of unopened textbooks, manipulatives, and consumables on
the shelves. Additionally, many copies of numerous yellowed novels dated as long ago as 1946
were on the shelves. Although these books are classic novels, they should be in student hands,
not on warehouse shelves.

RECOMMENDATION
Recommendation 3-19:

Immediately finalize implementation procedures and create an accountability system for
textbooks and related expenditures.

One employee has been given primary authority for textbooks in Toledo Public Schools. If the
district is to regain control of its textbook inventory and expenditures, it must ensure that this
individual maintains tenure in the position long enough for the procedures to become
institutionalized. However, there should be cross-training so that more than one staff member
knows the procedures, forms, and timelines for accountability. Once the district initiates the
program, it should purposefully expand its use each year until the system is fully maximized.

FISCAL IMPACT

This recommendation can be implemented with existing resources already allocated, but will
result in cost savings. In the past three years, TPS has spent a total of $1,696,000 more than it
budgeted on textbooks. Considering the fact that its budgeted amount has been $1.4 million in a
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time when it had decreased enrollment and no new textbook adoptions causing an expenditure,
the budgeted amount likely exceeds the need.

The district should eliminate a minimum of the average over expenditure of $565,333 for the
past three years. Evergreen recommends more savings according to the escalation TPS has
experienced in over expenditures. Additionally, estimating reductions at one-third of the
budgeted $1.4 million in years when there is no textbook adoption should save the district an
additional $466,667 annually. Total savings are conservatively estimated to be $1,032,000 per
year.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

Eliminate Over

Expenditures on $565,333 $565,333 $565,333 $565,333 $565,333

Textbooks

Reduce the Textbook

Budget By One-Third $466,667 $466,667 $466,667 $466,667 $466,667

Total Savings $1,032,000 | $1,032,000 | $1,032,000 | $1,032,000 | $1,032,000
FINDING

TPS is addressing a lack of accountability for the textbook inventory. This situation has caused
TPS to spend over $6.5 million for the past three years despite a declining student enrollment
and no major textbook adoptions during that period.

In recognition of the need for greater accountability for textbook control, inventory, and
expenditures, district leaders have enlisted assistance from Follett to regain control. During the
site visit, an Evergreen consultant attended one of two meetings between district staff and Follett
representatives. It was clear that conversations had been ongoing between the two organizations
and plans are being laid for Follett to conduct an inventory of existing textbooks and other
resources within the district as well as implement a system for ongoing control.

COMMENDATION

Toledo Public Schools is commended for addressing the long-standing need for inventory
and fiscal control for textbooks.

FINDING

Textbooks, rather than more current and timely instructional materials, are the predominant
means of offering information to TPS students. Instead of spending hundreds of thousands of
dollars annually, often in response to community pressure to ensure that every child has a copy
of a textbook for each and every subject, some districts across the nation are much less
dependent on textbooks as instructional tools.
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Some districts provide individual textbooks as well as classroom sets so that early in the year
students can take a copy home and leave it for homework, but have one available for instruction
in the class. This practice prevents students from being burdened with heavy backpacks between
home and school. Other districts take a more conservative approach, purchasing only classroom
sets for students. These customs are rampant across the nation, despite the fact that new
technologies offer far more diverse and timely opportunities for student learning than textbooks,
many of which, in some content areas such as history, are almost outdated when they are printed.

RECOMMENDATION
Recommendation 3-20:
Embrace diverse opportunities for student learning beyond traditional textbooks.

Instead of holding to outmoded customs and expenses, TPS teachers and administrators should
more frequently promote and use alternative methodologies (such as online research, student-
driven discussion, readings, novels, poetry, and active primary reading sources). This makes
textbooks supplementary learning tools. Teachers who co-teach could work together to ensure
that units they develop work for all students and contribute to better reading skills. Many new
textbook series have both hard copies of textbooks and online adjuncts that students can access at
home for homework. Assessment tools correlated to the content are also available online for
students to demonstrate mastery and data to be collected.

FISCAL IMPACT

This recommendation can be implemented with existing resources, and when well-planned, will
very likely save the Toledo Public Schools additional funds.

FINDING

TPS offers surplus textbooks to publishers and other schools before recycling them. A visit to
the textbook storage facility showed that the books and other instructional materials are well-
organized with those tasked with moving books upon request knowing their jobs and being
familiar with what is available. A bin of outdated books showed that the district recycles
responsibly.

COMMENDATION

Toledo Public Schools is commended for its efforts to secure top dollar for its outdated
textbooks before recycling.
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4.0 HUMAN RESOURCES MANAGEMENT

Managing the human resources function in an urban school district is a complex and at times
taxing undertaking. Human resources management is a professional discipline that deals with all
aspects of legal compliance, compensation, classification, benefits, certification, accreditation,
performance management, and collective bargaining. This chapter of the audit serves to assess
the TPS Human Resources Department as compared to management best practices in this critical
area.

Efficient and effective management of a human resources department begins with the
organizational structure and strategic leadership. Ultimately, the human resources operation is a
customer service effort—human resources staff must deal with internal and external job
applicants, current employees, and often times employees who have left the organization. In
order to be able to deliver the proper level of support and assistance, the department must be
organized and staffed appropriately, and have a proper division of labor among its staff.
Employees across the district, regardless of their location or assignment, must know that if they
have a question pertaining to their job, they will receive accurate and consistent information.
Staff of the organization must feel confident in the abilities of the Human Resources Department
to address all personnel-related issues and challenges that are common in an urban school district
setting.

Effective personnel management requires compliance with equal employment opportunity
statutes and other applicable federal and state laws in addition to an extensive knowledge of
applicable collective bargaining agreements as are so prevalent in Toledo Public Schools. As part
of human resources management, it is essential to establish fair and workable policies,
procedures, and training programs that are important to recruiting and retaining competent staff.

Chapter 4 reviews the Human Resources Department and human resources management of
Toledo Public Schools in the following sections:

4.1  Organization and Management

4.2  Policies, Procedures, and Training
4.3 Human Resources Records

4.4  Recruitment, Hiring, and Retention
45  Compensation and Classification
46  Collective Bargaining

41 ORGANIZATION AND MANAGEMENT

The capability of a human resources department is directly influenced by the manner in which
the department is organized and managed. The organizational structure of a human resources
department should be driven by the functions that it performs, and these functions should be
regularly reviewed to ensure that the needs of the school district are being effectively met. The
TPS Human Resources Department has seen a considerable amount of change in recent years
with the retirement of the former leader, and elimination of some leadership positions. Functions
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such as employee benefits administration, for example, have moved out from under the Human
Resources Department and back causing additional challenges.

FINDING

Continuity of operations within the Human Resources Department is being negatively impacted
by turnover among staff.

Within the language of the collective bargaining agreement for AFSCME employees, a provision
exists for certain positions to be labeled as ‘Limited Rights’ which eliminates the possibility of
employees in these positions being displaced during the annual vacancy bidding
process—known among union members as ‘Bump Day.’ Limited Rights status exempts the
positions from being ‘bumped’ and ensures continuity of knowledge and operations for certain
key positions.

Among human resources employees interviewed during this analysis, the majority of employees
in non-limited rights positions have been in human resources less than five years; in fact, a
number of employees came to the department less than a year ago.

RECOMMENDATION
Recommendation 4-1:

Make clerical and support positions within the Human Resources Department ‘limited
rights’ status, and eliminate them from the clerical ‘Bump Day’ procedure.

The Human Resources Department is one of several critical internal service departments. Along
with departments like finance, human resources provides a core function. Continuity of
operations is impossible to maintain if the institutional knowledge of the department turns over
as regularly as it does within the current arrangement.

Another reason to exclude internal service positions, specifically those in Human Resources,
from the bump process revolves around the sensitive nature of information handled by
employees in these positions. Medical information, disciplinary information, and performance
and compensation data are all handled by Human Resources staff. The potential for private
information to circulate on an annual basis is a situation that can be reduced or avoided by
changing the status of human resources employees.

This recommendation is subject to contract negotiations.
FISCAL IMPACT

This recommendation can be implemented with existing resources.
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FINDING

The Human Resources Department is structured in such a way as to encourage a silo effect
among its three main divisions. The existing structure and separation of duties is also relatively
confusing when compared to typical human resources functions.

The current organizational structure is shown in Exhibit 4-1. The organizational alignment of
the Human Resources Department is one of three primary divisions or units—each of which is
led by its own Director. The Department’s overall leadership is provided by the Chief Human
Resources Officer who is a critical member of the Superintendent’s Cabinet.

The three HR director-level positions are organized around personnel groups and functions,
including:

e teacher personnel,
e non-teacher personnel; and
e personnel services/employee benefits.

Exhibit 4-1
TPS Human Resources Department
Current Organizational Chart
2012-13 School Year

Chief Human Resource Officer

Executive Administrative
Assistant

HR Technician

Director Non-Teaching and
Paraprofessional Personnel

. . Director Human Resource . . X
Verification Office Director Human Resource Services/Benefits

(ESHS SS:;:;:F;d Subs) (Adult Ed, Career Tech, Early Childhood, Benefits)

Secretary (2) HR Tech HR Tech

HR Tech (2) Benefits Clerk (2) || Secretary (2) ||
Salary Specialist Workers Comp. |
Specialist

Source: TPS Human Resources Department, 2013.
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The Department has an additional office, the Office of the Chief Human Resources Officer,
which handles all personnel issues related to administrators, bringing the total number of
divisions to four. The Office of the Chief Human Resources Officer is the fourth group that deals
with administrators.

On the surface, this division of responsibilities appears logical because of the unique collective
bargaining agreements that segment the district’s workforce into these four primary groups.
Some functions span the four areas as they would logically have to, such as the personnel records
and management of time and attendance records occurring on a common, albeit a largely manual
and paper-driven system. Meanwhile, other functions (such as Family Medical Leave Act
(FMLA) administration, and personal and professional leave) are handled by different people
depending on the type of employee.

Department organization is confused by the assignment of certain titles. The leader of a
department is most commonly referred to as a ‘Director’ but as has already been discussed, the
TPS Human Resources Department is led by the Chief Human Resources Officer. The
designation of these division-type leaders as ‘Directors’ supports the silo effect. Physical office
space can also play a role in the silo effect. While major building reconfiguration is unlikely in
the present space, in any future building, having the head of the department more centrally
located would be advantageous.

RECOMMENDATION
Recommendation 4-2:
Reorganize the Human Resources Department to improve efficiency of operations.

With three distinct “Directors” and four primary offices, the Human Resources Department is
unnecessarily cumbersome and complex. The proposed reorganization (Exhibit 4-2) of the
Human Resources Department simplifies operations under two divisions: Teacher Personnel and
Non-Teacher Personnel. These divisions should be designed to handle the unique personnel
functions that are associated with these groups of employees.

Administrators are intended to fall under Non-Teacher Personnel while the Chief Human
Resources Officer’s Office should assume control and supervision of the Labor Relations and
Benefits Administration functions. The elimination of a stand-alone division removes the need
for one director’s position which will net the district a cost savings. Also, by bringing employee
benefits and labor relations under one unit, TPS will benefit from continuity and consistency of
leadership over these areas.

Exhibit 4-2 illustrates the organizational chart proposed by Evergreen Solutions. As shown, the
chart includes the creation of an ‘HR Assistant’ classification, the creation of the Benefits
Coordinator classification, and the elimination of the Director of Human Resources Services.
The Human Resources Assistants represent the two individuals currently working at the
Verification Desk. This is no longer a stand-alone unit on the organizational chart; rather, it falls
under the Teacher Personnel Unit.

This recommendation is subject to contract negotiations.
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TPS Human Resources Department
Proposed Organizational Chart

Exhibit 4-2

Chief Human Resources
Officer

HR Technician

Executive Administrative
Assistant

Non-Teacher Personnel
Director

Teacher Personnel
Director

— HR Technician

HR Assistant

— HR Assistant (2)

HR Technician

Workers” Compensation
Specialist

HR Assistant (2)

Source: Created by Evergreen Solutions, 2013.

FISCAL IMPACT

Benefits Coordinator

HR Technician

Benefits Clerk (2)

Workers” Compensation
Specialist

The elimination of the Director of Human Resources Services will provide a cost savings of
approximately $99,802 (base salary + 18.6% + $13,745).

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18
Eliminate Director
of Human $99,802 $99,802 $99,802 $99,802 $99,802
Resources Services
“Z
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FINDING

Exhibit 4-2 also includes a new position classification entitled *‘Benefits Coordinator.” Thisis a
position that is common among well-developed human resources departments. A Benefits
Coordinator would be responsible for the oversight and day-to-day management of many
benefits processes. Experience directly in these areas is essential and should be required during
the hiring process associated with filling this position. It is not impossible that a current
employee could fill the position, but outside candidates should be considered as well.

The Benefits Coordinator will offset the director-level position which is recommended for
elimination, and falls under the direct report of the Chief Human Resources Officer.

RECOMMENDATION
Recommendation 4-3:

Create a Benefits Coordinator classification as a part of the proposed reorganization of the
Human Resources Department.

A Benefits Coordinator should be the central point of contact for benefits-related concerns. This
position should be tasked with coordinating the annual open enrollment process, providing a
focused and specialized skillset for coordinating this operation, and acting as a central point of
contact between the Chief Human Resources Officer and the Benefits Clerks, HR Technician,
Workers” Compensation Specialist, and other employees of the district.

Exhibit 4-3 shows an example classification description for a Benefits Coordinator.
This recommendation is subject to contract negotiations.
FISCAL IMPACT

A Benefits Coordinator, when benefits and salary are considered, would cost approximately
$61,185 (Base salary + 18.6% + $13,745).

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

g;%itgiﬁa'f’jrnggﬁﬂon ($61,185) | ($61,185) | ($61,185) | ($61,185) | ($61,185)

FINDING

Some classification titles serving the Human Resources Department are too generic and should
be changed to denote the professional and specialized nature of work in the field of personnel
management.

As seen in the present organizational chart in Exhibit 4-1, some standard “Secretary’ titles are in
use. After reviewing the actual work performed by these individuals, it is evident that more
specific classifications, descriptions, and requirements will allow the district to more
intentionally recruit qualified and experienced human resources professionals.
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Exhibit 4-3
Sample Benefits Coordinator Classification Description
Job Title: Benefits Coordinator
Department: Human Resources
Reports To: Chief Human Resources Officer
FLSA Status: Exempt
Summary

Under the direction of the Chief Human Resources Officer, the Benefits Coordinator will assist in the administration
and maintenance of a quality Human Resources Department. The Human Resources Benefits Coordinator will
assist with the overall personnel and human resources management functions, and shall assist the Chief Human
Resources Officer with maintaining accurate personnel records; assist with staff recruitment, training and
orientation; assist in the administration of all benefit programs; and assist with routine and non-routine projects as
required.

Essential Duties and Responsibilities: Specific tasks and duties have been identified as essential for successful
performance in this position. It is acknowledged that the following list is not all-inclusive and other duties may be
assigned.

e  Administer various employee benefit programs, such as group insurance, life, medical and dental, disability
insurance, and the retirement systems.

e Assist with preparation of the payroll for all employees in accordance with policies, federal, state and local
government regulations, auditor’s requirements, and the payroll service’s processing requirements.

o Responsible for the administration of the employee benefits package. Educate full-time staff on health
insurance options, the interpretation of the schedule of benefits, choosing a network doctor or dentist, and
answer general health or dental insurance questions.

e Act as the liaison between the insurance carrier and employee in claims resolution for LTD, STD, medical
and dental insurance claims.

e Coordinate a districtwide wellness initiative for all full-time employees.

e Assist in maintaining accurate personnel records, including employment, benefits, salary, leave, promotion,
and other related personnel information.

¢ Inform potential employees of benefits and related employment information and perform other new
employee orientation responsibilities to include running a criminal background check on each new
employee.

e Maintain online database information on the employee health insurance plan.

Knowledge, Skills and Abilities Required: For successful performance at this position, the following will be
required:

e  Excellent verbal and written communication skills.

e  Excellent customer service skills.

e  Excellent mathematical ability.

o Excellent analytical and problem solving ability.

o Excellent computer skills with knowledge of Microsoft Office.

e  Familiarity with employment and wage and hour laws.

e Motivated, self-starting individual who is able to set goals and meet deadlines without direct supervision.

Source: Created by Evergreen Solutions, 2013.
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The Secretary’s title is convenient for the annual ‘bump day’ process as it allows for jobs to be
bid on by candidates displaced by other vacancies; however, it is disruptive to operations in the
Human Resources Department.

RECOMMENDATIONS
Recommendation 4-4:

Reclassify the Secretary positions in the Human Resources Department and create Human
Resources Assistant positions.

Across TPS, the descriptions present for the Secretary classification are left intentionally broad
and general so as to apply to multiple departments across the organization. This is a common and
effective method for reducing the number of overall classification titles an organization manages;
however, in specialized areas such as human resources, more technical class titles should be
created to delineate responsibilities. A Human Resources Assistant is the title that is proposed to
replace the Secretary title within the Human Resources Department. The position is reflected in
the proposed organizational chart in Exhibit 4-2.

Exhibit 4-4 displays a sample classification description for a Human Resources Assistant. The
language in this description is purely hypothetical and not meant to capture the actual or
necessary duties of the future incumbent.

This recommendation is subject to contract negotiations.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Current incumbents in human resources clerical roles have developed informal desk manuals to
detail the tasks and functions they perform.

While classification descriptions for the secretarial jobs in the central office are generic, as
described previously, many incumbents have developed guides or checklists that serve as
handbooks or desk manuals for the positions. These are largely unregulated and are comprised of
a multitude of unique formats. At least one incumbent has developed individual task checklists
for the major duties, while others have developed binders or notebooks with information.

These manuals have been developed over the years by employees who have rotated into these
positions as a result of the ‘bump day’. These desk manuals contain much of the foundational
information that can be used for the development of the formal classification descriptions for the
proposed Human Resource Assistant positions.
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Exhibit 4-4
Sample Human Resources Assistant Classification Description

Job Title: Human Resources Assistant
Department: Human Resources

Division: Teacher Personnel

Reports To: Human Resources Manager
FLSA Status: Non-exempt

Summary

Performs a variety of complex and responsible confidential and administrative duties to ensure the efficient and
timely processing of applicant and employee records. Provides administrative support for the Chief of Human
Resources, payroll and employee benefits. Position is the initial point of contact for the public with the Human
Resources Department.

Essential Duties and Responsibilities: Specific tasks and duties have been identified as essential for successful
performance in this position. It is acknowledged that the following list is not all-inclusive and other duties may be
assigned.

e Maintains and updates the confidential personnel files.

e Maintains a variety of files and records, prepares and verifies all departmental invoices, and processes bills
for payment.

e  Prepares and verifies employment requests, as necessary.

e  Maintains records of resumes and applicant flow.

e Updates and retrieves applicant information in computerized applicant tracking system.

e  Provides customer service for Department of Administration and citizen inquiries as needed.

e  Assists with new employee orientation and the proper completion of pre-employment documentation.
e  Prepares employee new hire packets.

e Prepares ID badges.

e Assists in answering the main phone line for the County.

e  Provides backup for the Payroll Administrator.

Knowledge, Skills and Abilities Required: For successful performance at this position the following will be
required:

o  Excellent verbal and written communication skills.

e  Excellent customer service skills.

o  Excellent mathematical ability.

e Excellent analytical and problem solving ability.

o  Excellent computer skills with knowledge of Microsoft Office.

e Familiarity with employment and wage and hour laws.

e Motivated, self-starting individual who is able to set goals and meet deadlines without direct supervision.
e  Must be detail oriented.

e Must be able to maintain confidentiality regarding sensitive materials.

Source: Created by Evergreen Solutions, 2013.
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RECOMMENDATION
Recommendation 4-5:

Using the established desk manuals, where possible, develop detailed classification
descriptions for the Human Resources Assistant position.

Without detailed and specific class descriptions for these positions, TPS will be unable to
effectively gauge performance or adequately recruit experienced candidates with the appropriate
skills. The establishment of relevant, detailed classification descriptions for these specialized
positions will serve to validate the positions organizationally and separate them from their more
generic and antiquated present titles. These individuals are clearly not ‘secretaries’ nor are they
performing secretarial work. Secretarial employees are currently compensated at approximately
the same level as the proposed Human Resources Assistant. They are similarly responsible and
equivalent positions, but with more emphasis and specialization on a single subject.

TPS does have specialized descriptions for its limited rights human resources positions, so some
of the initial groundwork for developing these new descriptions is already done. The role and
responsibilities of each position should be developed individually based on the existing tasks and
activities found in the informal desk manuals (also see Exhibit 4-4).

This recommendation is subject to contract negotiations.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Toledo Public Schools does not have a comprehensive performance data system employed
districtwide for gaining the highest degree of value from its Human Resources Department and
each employee. The use of data, metrics, and evaluation methods allows managers the ability to
identify expectations of the human resource function within the organization. In addition, a
quantifiable and qualitative system allows managers the ability to both reward high-performing
employees and provide constructive criticism of those employees not meeting the organization’s
expectations. To provide maximum utility, performance data and evaluation mechanisms should
be targeted, job family-specific, detail-oriented, goal specific, and quantifiable. These data
should provide adequate opportunity for employees and supervisors to dialogue and plan for
future growth.

The Human Resources Department does not currently collect nor track performance outcome
data and does not possess the necessary automated tools. As a result, TPS managers do not have
a “data dashboard” or a tool to summarize overall performance metrics and therefore the district
is unable to assess the overall level of output, performance, and integrity of major processes.

In addition, TPS does not provide performance outcome data to employees. Consequently, there

is virtually no way to objectively gauge employee performance levels, and determine whether or

not employees meet the expected standards. While evaluations are conducted for human resource
staff, they do not focus on objectives and metrics, whether quantifiable or qualitative.
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RECOMMENDATIONS
Recommendation 4-6:

Implement a metric tracking system that captures outcome data for all major human
resources functions and report on metrics annually to the Superintendent and Cabinet.

Metrics are an invaluable tool for assessing overall departmental performance measures and
communicating the level of human resources output to TPS leaders and staff. Metrics should be
quantifiable and should help identify baseline output levels for factors such as:

Human Resources Department expense as percent of total budget;
Human Resources headcount;

Human Resources expense per employee;

supervisory compensation percentage;

workers’ compensation cost as a percentage of total cost;
benefits cost as percentage of total compensation;

hiring costs;

time to fill jobs;

time to start work;

absence rate;

customer service and employee satisfaction; and

number of employees trained.

Metrics should be identified in each of the TPS human resources functional areas, and they
should be systematically analyzed and reported to TPS leaders on a regular basis.

FISCAL IMPACT

This recommendation is cost neutral since the tools can be developed in-house.

Recommendation 4-7:

Collect and assess performance data for human resource employees and incorporate into
annual performance evaluations.

Performance measures are critical to determining individual job performance, especially in
customer service-oriented positions (such as human resources and front desk clerical positions in
the schools). Although TPS utilizes performance evaluations, the evaluation forms do not include
quantifiable performance measures. Individual position metrics should be both quantifiable (a
benchmark for error rates, processing time, etc.), and qualitative (approach, attitude with end-
users, perception among district staff of customer satisfaction). Senior leaders should be able to
receive regular reports on the performance of human resource employees.

An additional benefit of this effort will be the development of tools that can be applied to other
TPS staff for improved performance evaluations in the future. In essence, human resources staff
can help develop, implement, and pilot test the performance measure system for the rest of the
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district, make appropriate adjustments, and refine the process prior to implementation to other
departments.

This recommendation is subject to contract negotiations.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

During the research and diagnostic phase of this audit, Evergreen consultants met with
representatives from every functional area of the Human Resources Department, seeking to
understand the intricate details of how work flows through the Department. Workflow and
processes were described, and drawn in a flow-chart type configuration on a large board in a
human resources conference room. This process of describing and illustrating workflow is
known by some as Process Mapping. Process Mapping, when done in a group setting, can be
extremely helpful in identifying possible inconsistencies, inefficiencies, and redundancies in the
way an organization accomplishes its assigned mission.

Currently, the Human Resources Department does not undergo any formal process mapping
activity. This is not unusual; however, a lack of central planning in a department that is divided
into such distinct silos can be a significant hindrance to productivity.

RECOMMENDATION
Recommendation 4-8:

Work as a team to develop interdepartmental process maps for major operations in the
Human Resources Department.

The Human Resources Department should collectively implement this recommendation.
Exhibit 4-5 shows a process map that was developed based on feedback from an interviewee
describing the process by which a Memorandum of Understanding (MOU) is created. By
examining this and other complex processes, the Department will likely be able to identify
additional areas of inefficiency and make changes to operations that will allow them to better
leverage staff resources.

Additional processes that are prime candidates for process mapping include, but are not limited
to:

hiring;

promotion;

classification creation;

request for personnel action (RFPA) form tracking; and
performance evaluation.

Z
%‘; Evergreen Solutions, LLC Page 4-12



Human Resources Management TPS Performance Audit

Exhibit 4-5
Sample Process Map on the Creation of an MOU
in Toledo Public Schools

MOU

Need Established
Killed

(Change in
Contract
Language)

paac.iddy joN

Chief HR Officer or
Union Rep. Gives
Directive

Approved Becomes MOU

Language

Board Review

Draft MOU is Not Agreed
Created

Admin Action Taken

Union
Representatives
Review

Money Paid

Position Created

Program Initiated

Contract Language Changed

MOU is Edited
{by CHRO)

Source: Created by Evergreen Solutions, 2013.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

4.2 POLICIES, PROCEDURES, AND TRAINING

The establishment of and adherence to sound policies and procedures are the cornerstone of an
effective human resources operation. Not only must a human resources department possess
comprehensive policies and procedures, it must serve as an educational hub for other district
employees seeking information about these areas.

FINDING

TPS has no established plan for training. Throughout the diagnostic review and on-site
interviews, training as it relates to customer service, sexual harassment, and other policy-driven
topics was cited as being inconsistent.

= ; g Evergreen Solutions, LLC Page 4-13



Human Resources Management TPS Performance Audit

TPS does have relatively high quality training materials for various topics as well as online
training on the use of the SunGard system through various modules that are built into the
software. Clerical employees are offered training periodically on specific district functions such
as how to conduct a performance evaluation or fill out a Request for Personnel Action Form.
These are conducted as hands-on exercises in a workshop format and few official materials exist
to support the training. In two other areas, Customer Service and Harassment, the district does
have written materials.

The district presented evidence that training has been conducted in the following areas:

Blood-borne Pathogens
Child Abuse Training
Training for Coaches
Harassment Training

With the exception of Harassment Training, detailed high quality training materials do not
appear to exist in the same way for other training; however, discussions with human resources
leaders revealed that they are in the process of developing higher quality employee training
curricula that will include role-playing and skits (with examples situations) for employees during
training sessions.

TPS does have a simple but thorough Harassment Training Outline that was updated in 2012.
This outline defines the different types of harassment, provides examples of inappropriate
comments or actions, and provides information on the process for reporting harassment,
retaliation, and false reporting. This information exists in a memorandum format where the
information is delivered in a group meeting and given for reference.

At its core, a true training program involves the systematic and regular use of training and
ongoing employee education. Training will effectively harness the highest possible value of each
employee for the organization’s needs. An organization that is committed to training is more
productive, efficient, and effective. Moreover, employees of committed organizations are
happier. Happier employees are easier to retain and become an informal mechanism to assist in
recruiting new employees.

Although the district does possess curricula for many important training areas, the Human
Resources Department has not adopted a more 21st Century methodology for delivery. In
addition, interviews and feedback from the community indicate some concern with customer
service. The following recommendation is designed to enhance the training function in Toledo
Public Schools.

RECOMMENDATION
Recommendation 4-9:

Develop a comprehensive districtwide professional development master plan.
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This plan should address and include, at a minimum, the following issues:

e an inventory of all training programs offered by TPS with internal and external resources
at all locations;

e stratification of training opportunities for supervisory versus nonsupervisory staff,
including training that non-supervisory staff can receive to help them move to the
supervisory level,

e the identification of duplicate, redundant, or overlapping staff development programs;
and

e an analysis of the standards and methods employed to develop, deliver, and assess
training programs throughout the district.

The delivery of training programs should move more aggressively to automated delivery
methods and shift staff emphasis to work unit assessments. Self-service or more independent
training resources would enhance the offerings and flexibility of the current service approach.
Employees should be held accountable for any failures to deliver expected levels of customer
service.

This recommendation may be subject to contract negotiations.
FISCAL IMPACT

This recommendation is cost neutral until the plan is implemented.

FINDING

Toledo Public Schools is not leveraging technology as thoroughly as possible in the creation and
delivery of high quality professional development and training opportunities. Advances in
technology are such that professional development activities of a high quality do not have to
interfere as significantly with daily service delivery in the classroom as they once did. Training
completed during planning periods using online courses can replace what once took an entire day
off-site to complete.

Such an online training curriculum can and should be tailored to each job family in the district
and serve as a mechanism for linking the professional development master plan with the
district’s succession planning efforts.

RECOMMENDATION
Recommendation 4-10:

Implement a web-based, career ladder training program that allows employees to train for
higher positions in the district based on specific classification requirements.
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Successful organizations, whether they are private or public, provide adequate and appropriate
management skills development training. Currently, the Human Resources Department offers a
more basic training plan and curriculum. As a next step, curriculum should be developed that
provides progressive technical as well as managerial training in each of the major operational
areas. Web-based materials would enable the Human Resources Department to deliver the
material for employees seeking to move up the career ladder structure in an on-demand and cost
effective manner.

FISCAL IMPACT

This recommendation is cost neutral until training resources are secured. The current estimate
for implementation cost is $1,000 per course if purchased. The district could plan to purchase
five of these courses per year for the next three years, effectively establishing a comprehensive
curriculum by 2015-16.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

Implement Web-

Training Curriculum ($5,000) ($5,000) ($5,000) $0 $0

FINDING

TPS has a well-developed “Customer Service Guide.” However, the material is dated August
2008 and contains a letter from the previous Superintendent, so it is evident that this has not been
updated. Exhibit 4-6 shows a summary of the major areas covered by the Customer Service
Guide. The most positive and impactful component is the list and explanation of the district’s
Customer Service Protocols. These are well done and appear to have been professionally
developed. The Guide includes scripted language to use in certain key situations and
accommodations for many variables.

Exhibit 4-6
Major Components of the
TPS Customer Service Guide

Letter from Superintendent

Our Pledge to our Customers

Customer Service Protocols

Summary of Core Values for the District

o0 Collaboration

Rigorous Academic Curriculum

Excellence in Every Job

Focus on Customer Service

Community Involvement and Parental Support
Employee Promotion of Student Success

OO0O0OO0Oo

Source: TPS Customer Service Guide, August 2008.
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What appears to be missing from the Guide is the execution or accountability for upholding these
standards. For example, one protocol reads “We will acknowledge and greet visitors cordially
upon their entrance into our facilities.” It goes on to include the following steps:

o All employees will be responsible for addressing guests.
- Welcome to Arlington Elementary School. How many I help you?
e Visitors will be acknowledged immediately. If on the phone or engaged in an important
conversation, we will acknowledge the visitor with a friendly gesture or eye contact.
o We will apologize if the visitor has waited for a period of time.
- Mr. Smith, I’m sorry for your wait. How may I help you?
e All employees will be responsible for greeting customers if they recognize or suspect that
the visitor has not been acknowledged.
- Are you being helped?
e An inviting, uncluttered waiting area will be provided for guests.

During Evergreen on-site visits to various schools, members of the team were received with
varying degrees of recognition of these standards. Most front office personnel were very friendly
and cordial; however, others did not display these expected levels of customer service. This
aligns with comments from members of the community who expressed concern with the levels of
customer service being delivered at schools.

Toledo Public Schools currently maintains stand-alone curricula for customer service skills
training, sexual harassment training, and other critical service areas. These offerings are being
made available on a quasi-regular basis, but anecdotal evidence from stakeholders in the district,
as well as parents and members of the community, indicate that this training is not fully effective
in ensuring a high level of service.

Feedback from management and employee groups during the diagnostic review, as well as direct
community feedback collected during a public hearing, found that at least some front-line school
staff are exhibiting poor customer service. Members of the Evergreen Team who visited school
sites shared varied experiences with customer service where some were generally positive and
others were considerably negative.

The district maintains a Customer Service Training Manual that outlines helpful guides to
delivering high quality customer service and serves as the foundation of its customer service
training, but either these materials are not being used, the information is being inconsistently
delivered, or some employees are simply not grasping these concepts. What is also clear is that
there is little accountability with regard to customer service. Employees who are delivering
substandard customer service are seeing little performance management attention. Some of this
problem could be also explained by the fact that turnover in school-level positions is in some
cases, out of the control of the employees in the position who hold them. That is, as positions are
bid and bumped through the established union rules, individuals may be hired into customer-
service centered positions and they are not always skilled to provide this service.
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RECOMMENDATIONS
Recommendation 4-11:

Update customer service training materials and hold employees accountable for the
customer service they deliver.

Customer service is the lifeblood of public organizations. Without positive working relationships
with parents and community groups, a school district will struggle to meet its goals of engaging
these groups and maximizing opportunities to promote excellence. Simple accountability
measures should be implemented and employees who are unfit for customer service roles should
be given the opportunity to pursue other opportunities.

This recommendation is subject to contract negotiations.

Recommendation 4-12:

Develop and implement a staff and customer feedback system to assist human resources in
evaluating the nature and quality of its services on a regular basis.

The human resources function does not have a process in place to survey staff regarding the
quality of human resources services provided to the district. In other words, there is no formal
feedback system for managers or employees to offer suggestions on how human resources
services could be improved, potential new services could be offered, or to base commendations
for outstanding service.

Human Resources staff should design an internal, on-line staff survey that includes a series of
questions designed to elicit feedback on human resources issues, including:

e What went well in the previous year in staffing, employee relations, leadership
development and/or professional development?

e What services should be improved or changed?

e What are the expectations for support, employee relations, and leadership development
and/or professional development?

e What suggestions do you have for improving human resources services to TPS
employees?

e What are some ideas for improving recruitment and retention of quality personnel?

The feedback received through the survey will provide an effective means for human resources
staff to evaluate performance both from an internal perspective as well as from the standpoint of
its primary customers.

This feedback system should be used as well at the schools.
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FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Based on past activities and the notated service levels, the human resource function has not
always possessed the financial resources to support its specific goals and objectives. The
Department’s budget, while maintained annually, does not appear to be kept with any
meaningful attention to detail.

Items such as temporary substitute administrators at the school level are funded from the central
human resources budget with little regard for the budgeted dollar amount. Current year budget
analysis reveals, for example, that as of February 2013 there were zero dollars for the
‘Off:PrinServ — Temporary’ category, yet over $186,000 has been charged. Similarly, there have
been no dollars for “Staff Services — Temporary,” yet there have been over $171,000 in charges
to this line item. This finding is based on the ‘DNP Non-Teaching 3300D Ledge List FY11-
FY13’ and ‘DHR Admin 3300D Ledge List FY11-FY13’ budget reports that were provided to
Evergreen by Toledo Public Schools during this audit.

A detailed plan that links the current budget to a department’s strategic objectives should be
developed. The absence of such a plan inhibits the ability to efficiently meet human resources
goals over time. If expenses related to temporary staffing must be included in a central funding
source, such as human resources, then the district should at least plan accordingly.

Advertising and other related recruiting expenses are also paid from the Human Resources
Department’s budget which makes planning even more important as the department seeks to gain
a more proactive strategic footing moving forward.

RECOMMENDATION
Recommendation 4-13:

Develop a plan that links the Human Resources Department’s goals to the budget
allocation.

District managers should take the time to link the budget to each of its strategic goals. In cases
where sufficient resources are not available, a plan should be developed to bridge the differential,
or the goal implementation period should be lengthened.

FISCAL IMPACT

The development of a budget plan can be completed at no cost to the district.
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43 HUMAN RESOURCES RECORDS

The establishment and maintenance of complete, well-organized, and accurate personnel records
is one of the most important functions of successful human resources departments. Personnel
records often contain confidential and valuable information pertaining to employment history,
performance, commendations, correspondence, qualifications, compensation, and benefits—
among other things. These records must be maintained in a secure environment that is accessible
only to authorized staff. Personnel files are used on a regular basis by staff to provide job and
salary verifications, produce personnel reports, develop required compliance documents, and
maintain accurate data for the TPS workforce.

FINDING

Toledo Public Schools maintains physical (paper only) personnel records in one of two locations.
Active personnel files are kept on the first floor of the building in locked file cabinets that are
organized by employee type. Historical records are kept in locked wooden cabinets in the
basement. Provided the age and size of the available facility, this is an acceptable arrangement.

A random audit of ten personnel files maintained in the district’s active files and conducted by an
Evergreen consultant revealed generally well-organized and secured personnel files. Exhibit 4-7
shows a matrix of audited information and which randomly selected files contained that
information.

Exhibit 4-7
Personnel File Audit Matrix
in Toledo Public Schools

2
c 22
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Position 2188 5 | 4 |25|5S| 88| 8 |8| 2| & |5¢
J || O L |To|law|FA| F |m| A < | >Uu
Principal X X X X X X X X X X
Assistant Principal X X X X X X X X X X
Teacher X X X X X X X X X X X
Teacher X X X X X X X X X X
Dean X X X X X X X X
Secretary | X X X X X X X
Facilities X X X X X X X X
Food Service X X X X X X X X
Special Ed. Paraprofessional X X X X X X X X
Treasurer Specialist X X X X X

Source: Created by Evergreen Solutions, February 2013.
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While the files themselves largely contain appropriate and consistent data, some items, as noted
above, were missing. Some were not applicable, such as licensure documentation for a secretary
or highly qualified paperwork for Treasurer Specialists. There were other minor issues or
inconsistencies with the files that can be addressed in the future. For example, one of the teacher
files reviewed had a well-organized checklist of contents as if it had been subject to a previous
check-up or audit. Several others contained hand-written sticky notes with corrected information
on them. Sticky notes can be lost over time and may or may not serve as legally binding
information for the files. In some cases, the title of the employee on the printed label of the file
itself did not match the title on the latest Request for Personnel Action (RFPA) form. The
Secretary | file that was reviewed, for example, had a label on the file that identified the
individual as a ‘Substitute Secretary.” One file had a photograph of the employee stapled to the
inside of the front cover.

RECOMMENDATIONS
Recommendation 4-14:

Develop a consistent personnel file content checklist to ensure that only approved
information is included in personnel files and conduct regular random audits of personnel
files to ensure compliance.

It is not uncommon for aged personnel files to contain antiquated or presently unused forms;
however, a checklist of items that should be included in the files should be maintained. Failure to
keep records of certain federal employment documentation, such as 1-9 or W-4 forms, can result
in substantial penalties and fines if an audit is conducted.

TPS already has a solid foundation, but the irregularities observed warrant attention.
FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Paper personnel files present TPS with a multitude of challenges. These files take up a great deal
of physical space, are subject to damage by natural disasters or failures of the building they are
housed in, and can contain inconsistencies as was observed in the random file audit conducted by
Evergreen. Many school districts are moving away from physical personnel files and adopting
electronic recordkeeping systems to ensure security, accuracy, and consistency while also saving
storage space.

Recommendation 4-15:

Implement a document imaging system for record maintenance.
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An electronic document imaging system was identified as missing from most work processes.
Human resources departments around the country are able to reduce paperwork and
recordkeeping errors, and improve efficiency by adopting digital document management
solutions. In some of the most advanced examples, all personnel records and supporting
documentation are now available electronically, thus eliminating the need for warehousing
operations and facilities to store and turnover voluminous paper records. In addition, the records
are available instantaneously—eliminating time spent sorting through hard copy files.

Accuracy is also improved via a digital document management system. These systems make it
much easier to determine when documentation is missing or if information is needed to complete
a personnel file.

If a document imaging system were combined with fillable electronic form replacements for the
most common human resources forms, such as the Request for Personnel Action (RFPA),
significant decreases in processing time would be achieved.

FISCAL IMPACT

FISCAL IMPACT

Implementation costs can vary between $50,000 and $100,000, depending on the scale of
document transfer that takes place. A limited term, four-year contract could defray the cost. Cost
can be reduced if TPS Human Resources staff participates in the scanning process. Cost can be
reduced or even eliminated if present technology resources (i.e. multi-function scanners/printers)
are used for the effort without purchasing or leasing new equipment. A two-year contract for
$100,000 worth of document imaging services and equipment leasing would spread the cost over
two fiscal years as shown below.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18
Implement

Document ($50,000) ($50,000) $0 $0 $0
Imaging System

44 RECRUITMENT, HIRING, AND RETENTION

Easily one of the most critical functions performed by a high quality human resources
department is the recruitment, employment, support, and retention of a stable, high quality
workforce that can support the district in meeting its varied and unique challenges in educating
children. Whether or not the district is successful in meeting its goals and objectives is dependent
upon the workforce being able to implement initiatives and accomplish results.

The recruitment and retention of a high quality workforce requires a commitment by all
departments and supervisors in a partnership with the human resources department.

Another benefit of an effective recruitment process is that, over time, it will improve the quality
of candidates hired and lead to longer tenure—thus reducing turnover. Turnover is proven to
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have an associated cost. A number of online tools and resources exist that can assist in the
calculation of the precise cost of turnover, but a widely cited number is that turnover costs
approximately 30 percent of the departed incumbent’s annual salary. With this reality facing the
district, eliminating turnover by implementing more effective recruitment practices would be
beneficial.

FINDING

The Human Resources Department must make the recruitment and retention of high qualified
individuals a top priority. Employment in government service, in general, is viewed as a less
attractive career option among many college graduates. This trend has continued downward over
the course of the last 20 years. Public organizations must work to counteract this perceptual trend
in order to ensure that the highest caliber of employee is available to fill vacancies.

As a growing segment of public sector employees begin to retire, many state and local
governments are or will be experiencing a loss of decades of institutional knowledge. This
situation will have dire effects on organizations that are not adequately prepared. Being
appropriately prepared to deal with the changing needs over the next 10-20 years involves a need
for effective workforce planning and a retention plan for employees that provides the
organization with the tools to keep highly qualified and effective employees within the school
district.

The type of work being performed by large segments of TPS staff and the associated level of
turnover necessitates a more structured approach to recruitment. In essence, if the district wants
to stabilize its labor force, a more specific plan needs to be developed to recruit and retain
valuable human resources.

RECOMMENDATION
Recommendation 4-16:

Develop a comprehensive recruitment plan(including a mission statement, goals,
measurable objectives, needs assessment, analysis and evaluation of past efforts, and
strategies) for attracting employees to Toledo Public Schools.

Strategic objectives for TPS recruitment should be present to ensure that alignment exists with
the overall plan. As an element of that vision, TPS should develop a goal for its maximum
turnover rate, and develop practical and quantifiable goals for the recruitment process.
Recruitment activities should not be conducted haphazardly or in a vacuum, but rather should be
strategic and goal-oriented.

In addition to the recruiting methods currently in place, criteria to measure the effectiveness of
the current recruiting process should be established. These data should be provided quarterly to
the Superintendent and Cabinet. During new employee orientation, information should be
collected as to why these new employees chose to work for Toledo Public Schools. This
information will assist in planning future recruiting efforts.
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An accurate record of each recruiting activity should be maintained in order to evaluate its
effectiveness. The record should include indicators such as:

name of recruitment activity;

description of typical attendees;

date;

location;

TPS representative(s);

expenses;

number of contacts made; and

number of employees and other staff hired.

TPS leaders should be provided with an annual summary of specific recruitment and hiring
activities that have taken place.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Toledo Public Schools does not have a succession plan in place for its key leaders. In order to
ensure minimal disruption to the daily operations of all departments, in the event of inevitable
turnover, a well-developed succession plan is needed in the event a key position becomes vacant.

In organizational development, succession planning is the process of identifying and preparing
suitable employees through mentoring, training and job rotation, and replacing key personnel
within an organization as their careers end. From the risk management aspect, provisions are
made in case no suitable internal candidates are available to replace the loss of any key person.
For example, it is not unusual for a private sector firm to insure the key person so that funds are
available if she or he dies, and these funds can be used by the business to cope with the problems
before a suitable replacement is found or developed. Although such a practice is not common in
the public sector, the idea of succession planning is a common practice in municipal
governments around the country.

Succession planning involves having senior leaders review their top managers and other potential
candidates in lower-level positions to determine several backups for each senior position. This is
important because it often takes years of grooming to develop effective senior managers.

A specific plan of action ensures a decrease in disruption to the position’s responsibilities, and
therefore the organization’s effectiveness. An effective succession plan clearly identifies the
factors to be taken into account and the process to be followed in relation to retaining or
replacing a key person.

Exhibit 4-8 illustrates the elements of a successful succession plan and can be used as the
foundation of Toledo Public School’s own planning effort.
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Exhibit 4-8
Sample Elements of a Succession Plan

e  Statement of commitment to prepare for inevitable leadership turnover.
e  Statement of commitment to assess leadership needs before beginning a search.

e Plan to appoint interim leadership to ensure smooth operations and compliance with contractual
obligations.

e Outline of succession procedures including:

- internal management succession to the interim position;

- time frame for making the interim appointment;

- time frame for appointing a board transition committee; and

- roles of the transition committee, e.g., communication with stakeholders, identifying a transition
management consultant, conducting an organizational assessment and designing the search plan.

Source: http://www.transitionguides.com, 2012.

Exhibit 4-9 provides a sample of a specific procedural component of succession planning. It is
written to emphasize the acknowledged importance of procedures and provide the school district
with guidance through the interim filling and eventual permanent placement of new employees.

RECOMMENDATION
Recommendation 4-17:
Develop a succession plan to ensure continuity of services in Toledo Public Schools.

By addressing the need for future leadership now and developing a formal succession plan,
Toledo Public Schools will ensure steady progress and implementation of strategic goals and
plans. Ideally, this process will result in a seamless transition of leadership for key roles at both
the central office and the school levels.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

Toledo Public Schools offers a development program called the Urban Leadership Development
Program (ULDP). ULDRP is designed to train and educate an ethnically diverse group of future
leaders from within the district. Potential candidates enter into a three-year program that includes
provision for a college degree and leadership training which is designed under the popular and
progressive “grow your own” leadership development concept. Such an effort can and should be
integrated into the district’s succession planning effort.
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Exhibit 4-9
Sample Succession Plan Procedures

For a temporary change in district leadership (i.e., illness or leave of absence) refer to the district’s Personnel
Guidebook. In the event the Superintendent of the district is no longer able to serve in this position (i.e., leaves the
position permanently), the school board shall do the following:

1. Within 5 business days appoint an interim superintendent according to the following line of succession:
a. Deputy Superintendent of the district
b. Chief Financial Officer of the district
c. external consultant (with experience as an interim superintendent)

2. Within 15 business days appoint an executive transition committee, in the event that a permanent change in
leadership is required. This committee shall be comprised of at least one member of the executive team and
two members of the county commissioners. It shall be the responsibility of this committee to implement
the following preliminary transition plan:

a. Communicate with key stakeholders regarding actions taken by the board in naming an interim
successor, appointing a transition committee, and implementing the succession policy. The
organization shall maintain a current list of key stakeholders who must be contacted, such as
lenders and investors of the district, foundations, government agencies, and other.

b. Consider the need for consulting assistance (i.e., transition management or executive search
consultant) based on the circumstances of the transition.

c. Review the district’s strategic plan and conduct a brief assessment of district’s strengths,
weaknesses, opportunities and threats to identify priority issues that may need to be addressed
during the transition process and to identify attributes and characteristics that are important to
consider in the selection of the next permanent leader.

d. Establish a time frame and plan for the recruitment and selection process.
e. Refer to the Personnel Guidebook for additional procedures.

The school board members should use similar procedures in case of an executive transition that simultaneously
involves the superintendent and other key management. In such instance, the board may also consider temporarily
subcontracting some of the organizational functions from trained consultant or other organizations.

Source: Adapted for district use from http://www.transitionguides.com, 2009.

These types of strategic programs can have real and meaningful impact on employers from the
standpoint of diversity, preservation of institutional knowledge, and overall effectiveness. ULDP
is an innovative and progressive program that should be encouraged. The concept of growing
your own leaders from a foundation of previous tenure and success in the district in a different
capacity has many benefits and should be continued and even expanded.

COMMENDATION

TPS is commended for its implementation of the Urban Leadership Development Program
(ULDP).
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FINDING

The issue that hinders the ULDP is underutilization. Mandates have been enforced that restrict
teachers from being pulled from their classrooms to fill temporary vacancies in administrative
positions. Since most ULDP participants are teachers, they are limited in their ability to get on-
the-job experience because of this mandate. Relaxing these rules to allow meaningful
participation in ULDP could be beneficial.

RECOMMENDATION
Recommendation 4-18:

Curtail restrictions on ULDP participants and increase their exposure to real-world
leadership opportunities.

Currently, TPS is using retired administrators to fill temporary vacancies left by absent
principals, assistant principals and other administrative staff. This limitation is stunting the
professional growth of would-be administrators who have already committed to TPS a desire to
develop into future administrators.

As previously discussed, these dollars are coming from the Human Resources Department
budget. According to this year’s budget report for Human Resources, the district has spent in
excess of $186,000 on funding temporary administrators in the current fiscal year. This amount
has grown significantly over the past three years, and if the trend continues at the same pace, this
could be a quarter-million dollar expense in 2014.

FISCAL IMPACT

The expansion of ULDP will come at no direct expense to the district. Instead, TPS stands to
save a significant amount of money by reducing or eliminating the need for retired
administrators. A conservative goal would be to offset 50 percent of the present year’s expense,
and generate a savings of $90,500 by 2014-15.

Recommendation | 2013-14 2014-15 2015-16 2016-17 2017-18

Expand the Urban
Leadership
Development
Program (ULDP)

$0 $90,500 $90,500 $90,500 $90,500

FINDING

Another outstanding effect of ULDP is an increase in diversity. Though ULDP does make
progress in promoting diversity, it is a stand-alone program and not a part of any districtwide
diversity plan for encouraging minority employment. While statistics are kept regarding the
demographic composition of the workforce vis-a-vis the community, there is no correlation of
that data to the demographic makeup of the applicant pool. As a result, Human Resources staff
and TPS leaders are unable to determine whether or not minorities are represented appropriately
within the district.
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RECOMMENDATION
Recommendation 4-19:

Develop and implement a diversity plan that assesses applicant pool demographics and sets
recruitment and retention goals.

Equally as important and vital as a qualified workforce is a diverse and representative workforce.
TPS should strive to ensure that females and minority groups are adequately represented in the
organizational structure. Accomplishing this objective requires a commitment to diversity, the
data to support strategies, and a vision for the future. Programs such the ULDP can help the
district meet its diversity goals; however, if these programs are not part of a broader plan, they
will fail to meet their full potential.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

45 COMPENSATION AND CLASSIFICATION

The single most important aspect of the human resources function to the vast majority of
employees will always be the compensation and classification program. Employees must feel as
though they are being paid a competitive wage for the services that they provide to the
organization, whether they are processing purchase orders, planning for new curriculum
development, or providing legal representation to the district. Concurrently, the organization
must develop a clearly communicated compensation philosophy—public education organizations
are not for-profit private enterprises, and must treat their compensation packages accordingly.
Employees must be aware of these factors and agree with the tenets of public service. With
respect to benefits, the organization must be cognizant of the fact that true compensation
includes not only salary, but also any additional benefits that the organization provides—health
care coverage, retirement programs, paid leave, etc. Examining the district’s compensation
necessitates looking at both the salary and the benefits offered.

Whereas compensation primarily focuses on the external equity of a compensation and benefits
package, classification emphasizes the accuracy of an organization’s job descriptions and how
fairly they compare internally. Internal equity is the product of an effective and up-to-date
classification plan. Failure to properly classify employees can lead to preventable turnover and
improper hiring practices.

FINDING

Based on both the anecdotal data as well as the survey data collected and analyzed, there is a
concern among employees and leaders as to the competitiveness of the compensation package
offered in Toledo Public Schools. More than half were also either very dissatisfied or
dissatisfied with the district’s health insurance program. In addition, there were concerns among
employees regarding the accuracy and age of many job and classification descriptions.
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Exhibit 4-10 provides survey responses for central office administrators to the questions
pertaining to personnel compensation—both for TPS employees as well as peers. On the salary
side, 84 percent of TPS survey respondents indicated that they were either very dissatisfied or
dissatisfied with the salary levels within the district compared to an average response of 41.6

percent in peer districts—this is a dramatic difference. As shown, more than twice the number of
TPS administrators disagree that salary levels are competitive.

Exhibit 4-10
Survey Results for Compensation Questions
Toledo Public Schools Peers
Survey Statement SA+A SD+D SA+A SD+D
Salary levels in the school district are competitive. 12.0% 84.0% 43.5% 41.6%
My salary level is adequate for my level of work and experience. 26.7% 72.0% 45.3% 40.8%

Source: Evergreen Solutions Survey Results, 2013.

Compensation is commonly cited as a primary cause for turnover among exit interviewees. In
some cases, improving a compensation plan can curtail turnover among staff. When asked about
job satisfaction and rewards for competence and experience, 36 percent of responding central

office administrators indicate that they either disagree or strongly disagree that they are satisfied
with their job as opposed to just 2.5 percent among peers. Close to a quarter of responding
administrators indicate that they either agree or strongly agree that they are actively looking for a
job outside of the district; compared to just 3.6 percent on average among peers. Exhibit 4-11

illustrates the differences in perceptions between Toledo Public Schools and its peers with

respect to job satisfaction.

Exhibit 4-11
Survey Comparison of Job Satisfaction
Toledo Public Schools Peers

Survey Statement SA+A SD+D SA+A SD+D
The _dl_strl_ct rewards competence _and experience, and provides 9.3% 85.4% 39.3% 40.6%
qualifications needed for promotion.
| am satisfied with my job in the school district. 60.0% 36.0% 80.0% 2.5%
I am actively looking for a job outside the school district. 22.7% 44.0% 3.6% 71.7%

Source: Evergreen Solutions Survey Results, 2013.

Exhibit 4-12 shows average salaries in TPS administrative, professional, certified, classified,
and other staff as compared to peer districts. The top chart compares districts of similar size

across the State of Ohio, including Akron, Cincinnati, Dayton, and South-Western City. The
bottom chart compares to peer districts only in Lucas County: Oregon City, Springfield Local,

Sylvania City, and Washington City.

Interestingly, Toledo Public Schools has kept pace with its large district peers at a considerably
better rate than its smaller local county peers. In some cases, funding per employee in smaller

districts is higher, thus allowing a higher percentage of budget for compensation. The data year
presented (2010-11) is the latest year for which the data are available in this much detail.
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Exhibit 4-12
Average Salary Comparisons for Staff Groups by District
2010-11 School Year

Administrative Staff| Professional Staff Other Staff Certified Staff Classified Staff
District FTE |Salary Avg| FTE |Salary Avg| FTE |[Salary Avg| FTE [Salary Avg| FTE |Salary Avg
Toledo City 429.7 $45,785 | 2,423.30[ $51,127 683.7|  $25940 | 2,247.00]  $56,241 [1,289.60|  $27,085
Akron City 775 $34,176 | 2,774.60[  $50,221 744|  $27,797 | 2,759.60|  $52,829 [1534.00]  $26,546
Cincinnati City 483.6 $58,360 | 3417.00[ $52,214 617.2] $32,324 | 2571.70]  $66,265 | 1,946.10]  $28,865
Dayton City 309 $47,751 | 1574.10[ $46,723 573.3]  $32561 | 1318.80] $54,719 [{1,137.70|  $30,597
South-Western City 393 $42,786 | 1562.70]  $58,452 480.8] $25418 | 1512.40] $63112 924.1|  $26975
Peer Average 490.15| $45,768 [2,332.10| $51,903 | 603.83| $29,525 |2,040.63| $59,231 [ 1385.5| $28,246
Percent Average 0% -1% -12% -5% -4%
Administrative Staff| Professional Staff Other Staff Certified Staff Classified Staff
District FTE |[Salary Avg| FTE |[Salary Avg| FTE |Salary Avg| FTE [Salary Avg| FTE [Salary Avg
Toledo City 429.7 $45,785 | 2,423.30]  $51,127 683.7|  $25940 | 2247.00]  $56,241 [1,289.60|  $27,085
Oregon City 74.8 $51,633 258.6]  $60,420 95.6)  $27537 270.8]  $64,072 158.2|  $30,141
Springfield Local 39.3 $57,682 253.4|  $60,724 113.3]  $19,481 258.4|  $63,116 147.6]  $24,068
Sylvania City 126.3 $53,656 659.2|  $57,612 175.9]  $32,822 612.4]  $64,170 349  $32,179
Washington Local 138.8 $50,457 659.6]  $49,009 156.6]  $32,054 666.6]  $51,752 288.4|  $34,159
Peer Average 94.8| $53,357 | 457.70[ $56,941 | 135.35| $27,974 | 452.05| $60,778 | 235.8] $30,137
Percent Difference -14% -10% -71% -71% -10%

http://ilrc.ode.state.oh.us/PublicDW/asp/Main.aspx?server=mstris2&project=I LRC&evt=3002&uid=guest&pwd=&persist-mode=%228%22

RECOMMENDATION
Recommendation 4-20:

Conduct a comprehensive classification and compensation study to address potential issues
of internal and external equity, and accuracy of job descriptions.

TPS should form a Compensation and Classification Committee to perform the following
functions: develop an RFP for an external Human Resources consulting firm to conduct a
comprehensive compensation and classification study, and serve in an advisory capacity to the
selected consulting firm.

The Committee should include between five and seven individuals, including the Chief Human
Resources Officer, the Superintendent or their designee, and members of collective bargaining

groups. As the administrator of the compensation and classification system for the district, the

Chief Human Resources Officer or designee should chair the Committee and serve as primary

contact.

By hiring an outside consultant to conduct the study, human resources staff time will be left
available to implement other recommendations and complete required job tasks. By including
employee representatives on the Committee, TPS can ensure employee concerns are represented
during selection of a consultant and during the course of the study.

Benefits packages comprise a growing percentage of public sector compensation. In some
school districts, the benefits percentage can be as high as 40 percent. Increasingly, public
organizations are decreasing benefits in order to compensate for shrinking budgets. Many view
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this as the only alternative to layoffs or furloughs. However, it would be advantageous for the
district to include the benefits program in conducting a comprehensive classification and
compensation study. This examination of the total compensation package can be invaluable in

assessing overall competitiveness. Some view these types of studies as unnecessary or

superfluous; however, when one considers their impact on retention and recruitment, they can
ultimately save the district a significant amount of time and money in the long run.

FISCAL IMPACT

Depending on the scope of services contracted through an outside firm, a comprehensive
compensation and classification study will cost the district between $100,000 and $150,000.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18
Conduct Classification

and Compensation ($125,000) $0 $0 $0 $0
Study

46 COLLECTIVE BARGAINING

Union agreements and the collective bargaining process represent a significant amount of time
invested by the human resources staff. With nearly every employee of the district represented by
one of the three major unions, these agreements shape how virtually every service is delivered—
both internally and externally. The collective bargaining process can be very positive in that it
offers an opportunity for consistent and open communication between the management of the
district and the employees. In some cases, organizations are hindered by adversarial contract
negotiations where service delivery is impacted negatively. In a public education setting,
maintaining high quality and efficient contract negotiations and an overall positive collective
bargaining process are vital to achieving the mission of the district.

FINDING

By all accounts, the working relationships that exist between management and the three major
collective bargaining groups are positive and amicable. TPS has a long history of organized labor
and the individuals in key positions of both district and union leadership have a sound
understanding of the importance of friendly negotiations. No matter how simple or complex a
union contract is, or how many people it represents, when the bargaining process degenerates to
distrust and political gamesmanship, everybody suffers.

With high quality service delivery being a top priority of every district employee, preservation of
effective and positive labor relationships is essential.

COMMENDATION

Toledo Public Schools is commended for maintaining positive relationships with its
collective bargaining groups.
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FINDING

Toledo Public Schools does not have a strict policy governing what necessitates a Memorandum
of Understanding (MOU). Instead, MOUs are created with some degree of excess and
irregularity.

MOUs are a necessary part of the collective bargaining process, but they can be an
administrative burden if they become excessive. Anecdotal information from interviewees found
that MOUs are created in situations that would not traditionally require one. Exhibits 4-13
through 4-15 display the MOUs completed for each of the three labor unions. One can quickly
tell that the three unions are not equal in their demands or creation of MOUSs.

Exhibit 4-13 displays the MOUs for 2010-2012 for the ACSCME locals. Over this three-year
period AFSCME required a total of 11 MOUSs; their dates and subjects are displayed.

Exhibit 4-13
Toledo Public Schools
AFSCME Local MOUs

2010-2012

Date
MOU # 2013 Subject
AFS-13-001 1/11/2013 | Building Operator Overtime
Letter of Agree. 1/10/2013 | Security Monitor Technicians

2012
AFS-12-005 5/16/2012 | Incentive Compensation as per School Improvement Grant (SIG) Requirements
AFS-12-004 5/12/2012 | Cleaning Pool for AFSCME Local 349
AFS-12-003 3/1/2012 | Article 29.15, Compensatory Time
AFS-12-002 3/1/2012 | Article 29.12, Shift Hours
AFS-12-001 1/5/2012 | Security Specialist Positions - Rate of Pay

2011
AFS-11-002 11/11/2011 | Reuvisit Staffing Formula at the Elementary Buildings
AFS-11-001 Dec-11 | Bus Aides as Food Service Substitutes

3/28/2011 | Agreement to correct High School Staffing wording erroneously omitted from CBA

2010

AFS-10-001 5/24/2010 | Stipend to Compensate Clerical Employees for SunGard "Train the Trainers"

Source: Toledo Public Schools, 2013.

The TFT (teachers) and TAAP (administrators) unions, on the other hand, have had significantly
more MOUSs over the same period of time:

e Exhibit 4-14 shows MOUs for the TFT union from 2010 to 2012, dates. As can be seen,
over the same three-year period, the TFT union executed 67 MOUSs.

e Exhibit 4-15 shows MOUs for the TAAP (administrators) union from 2010 to 2012,
dates and subjects. During this time, the TAAP union executed 48 MOUSs.
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Exhibit 4-14
Toledo Public Schools
Toledo Federation of Teachers MOUs

2010-2012
Date .
MOU # 2012 Subject
TFT-12-040 12/10/2012 | Payment to Resident Educator Mentors for Grant Payment
TFT-12-039 12/3/2012 | Priority, Focus, Alert or School Improvement Buildings for the 2012-13 School Year
TFT-12-037 11/12/2012 | TPS After School Academy
TFT-12-036 11/7/2012 | Substitute Teacher Retiree Cohort
TFT-12-034 11/7/2012 | Daily Substitute Professional Development for Non-Educators
TFT-12-033 10/15/2012 | Highly Qualified Teacher (HQT) Professional Development - Fall 2012
TFT-12-032 10/2/2012 | Career Technology Club Stipends
TFT-12-031 9/13/2012 | English/Language Arts (ELA) Coordinators
TFT-12-030 9/13/2012 | Math Coordinators
TFT-12-029 9/13/2012 | Science Coordinators
TFT-12-028 9/12/2012 | Extended Day for SIG, Robinson ES
TFT-12-027 9/12/2012 | Extended Day for SIG, Pickett Academy
TFT-12-026 9/12/2012 | Extended Day for SIG, Glenwood ES
TFT-12-025 9/12/2012 | Extended Day for SIG, Scott HS
TFT-12-024 9/5/2012 | Data Coordinators
TFT-12-022 8/29/2012 | Teachers on Special Assignment
TFT-12-021 8/22/2012 | New Teacher Academy, Janet Bird and Mary Toneff
8/14, REV
TFT-12-020 12/3/2012 | Ohio Teacher Evaluation System (OTES) Pilot for the 2012-2013 Year Only
Blackboard Learning Management System (LMS) for the Teaching staff at TECHS, TTA,
TFT-12-019 June 2012 | DL Instruc., and teachers at Birmingham ES that will participate in the virtual school pilot
TFT-12-017 7/5/2012 | Harcourt Hougton Mifflin Journeys, revised Curriculum Map for K-2 English LA Teachers
Teacher Compensation for Camp FUNdamentals at Glenwood, Pickett and Robinson
TFT-12-016 6/14/2012 | Elementary & Scott HS
TFT-12-015 5/30/2012 | Highly Qualified Teacher (HQT) Professional Development - Summer 2012
TFT-12-014R 6/20/2012 | PreSchool Summer Assessments
TFT-12-013 5/22/2012 | District-Wide Transition Coaches
TFT-12-012 5/7/2012 | Incentive Compensation as per School Improvement Grant (SIG) Requirements
TFT-12-011 5/1/2012 | Kids Express Summer Programming at Reynolds, Garfield,
TFT-12-010 4/11/2012 | Secondary Summer School for the 2012-2013 School Year
TFT-12-009 4/10/2012 | Fuel Up to Play 60 (FUTP60) Grant Stipends
TFT-12-008C 4/17/2012 | Employment of Ohio Masters Network in Education (OMNIE) Students - Keisa Schwochow
TFT-12-008B 4/4/2012 | Employment of Ohio Masters Network in Education (OMNIE) Students - Ashley Zurawick
TFT-12-008A 4/4/2012 | Employment of Ohio Masters Network in Education (OMNIE) Students - Michael Rahal
TFT-12-007 3/22/2012 | The Hiring, Staffing and Operation of the Phoenix and Polly Fox Academies
TFT-12-006 3/21/2012 | Educational Research and Dissemination Program
TFT-12-005 2/14/2012 | Toledo Team Incentive Pay System (TTIPS)
TFT-12-004 1/17/2012 | RAISE and MAPS - Mandatory Professional Development
TFT-12-003 1/17/2012 | RAISE Program for the 2011-2012 School Year
TFT-12-002 1/6/2012 | HQT Professional Development, Corrected Reading Presenters, Fall 2011 Session
TFT-12-001 1/4/2012 | Freshman Basketball Coaches for the 2011-2012 School Year Only
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Exhibit 4-14 (Continued)
Toledo Public Schools
Toledo Federation of Teachers MOUs

2010-2012
MOU # 2D(?I: Subject
TFT-11-023 12/12/11 | Career Technology Club Stipends
TFT-11-022R 02/02/12 | Transforming Teaching and Learning Grants from eTech, Woodward & Rogers - REVISED
TFT-11-022 12/06/11 | Transforming Teaching and Learning Grants from eTech, Woodward & Rogers
TFT-11-021 11/21/11 | Article VIII - Compensation, Sick Leave, Extra Duties, Section A, Pg. 24
TFT-11-020 11/21/11 | Supplemental Education Services (PIE) Tutors Compensation
TFT-11-019 10/31/11 | Appointments to the Intern Board of Review
Extended Day, Glenwood K-8 School Paraprofessionals (Revised MOU in 11/22 board
TFT-11-018 09/21/11 | agenda)
TFT-11-017 09/20/11 | Permanent SIG Subs for Glenwood, Pickett, Robinson & Scott
TFT-11-016 09/19/11 | TFT Supplementals
TFT-11-015 09/13/11 | Extended Day, Glenwood K-8 School
TFT-11-014R Rev. 02/10/12 | Highly Qualified Teacher (HQT) Professional Development - Fall Session
TFT-11-014 08/30/11 | Highly Qualified Teacher (HQT) Professional Development - Fall Session
TFT-11-013 07/15/11 | Robinson Turnaround Protocols
TFT-11-012 Marzano Professional Development
TFT-11-011 07/15/11 | General Staffing Info
TFT-11-010 07/01/11 | SEL Program Courses
TFT-11-009 06/04/11 | Bell Times
TFT-11-008 05/16/11 | Distance Learning
TFT-11-007 06/27/11 | Special Education Classrooms - TPS Transformation Plan and ODE Oversight
TFT-11-006 06/27/11 | The Transformation of Middle Schools, 2011-2012
TFT-11-005 06/09/11 | Toledo Review and Alternative Compensation System (TRACS)
TFT-11-004 06/24/11 | Highly Qualified Teacher (HQT) Professional Development
TFT-11-003 06/17/11 | Natural Science Technology Summer Maintenance
TFT-11-002 06/10/10 | Extended time for the Coordinator of Health Services
TFT-11-001C 05/18/11 | Employment of OMNIE Students - Danielle Rogers
TFT-11-001B 05/18/11 | Employment of OMNIE Students - Emily Everly
TFT-11-001A 05/18/11 | Employment of OMNIE Students - Summer Corrai
03/29/11 | Agreement with TAAP, TFT & TPS re SEL Program Expansion
2010
TFT-10-006 8/17/2010 | Regarding Expired Licenses Termination
TFT-10-005 6/9/2010 | Closing of Lincoln Academy 2010
TFT-10-004 6/9/2010 | Closing of Libbey High School 2010
TFT-10-003 6/4/2010 | 2010 Summer/Fall Closures & Transitions, OSFC Projects, Program Relocations
TFT-10-002 5/24/2010 | Extended time for Ann C. Cipriani
TFT-10-001 1/8/2010 | Race to the Top

Source: Toledo Public Schools, 2013.
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Exhibit 4-15
Toledo Public Schools
TAAP MOUs
2010-2012
Date .
MOU # 2012 Subject
TAA-12-029 12/04/12 Toledo Public Schools After School Academy (TASA)
TAA-12-028 12/04/12 Priority, Focus, Alert or School Improvement Buildings for the 2012-13 School Year
TAA-12-027 11/21/12 Rehiring Edward C. Kaser, Jr. to the Position of Principal, Elementary, Keyser
TAA-12-026 10/19/12 Contracting with Robert Clark to the Position of Principal Mentor/Consultant
TAA-12-025 09/20/12 Administrator in Charge - David Volk, TTA
TAA-12-024 09/12/12 Extended Day for SIG, Robinson ES
TAA-12-023 09/12/12 Extended Day for SIG, Pickett Academy
TAA-12-022 09/12/12 Extended Day for SIG, Glenwood ES
TAA-12-021 09/12/12 Extended Day for SIG, Scott HS
TAA-12-020 09/06/12 Additional Compensation for Payroll Administrative Staff
TAA-12-019 09/05/12 District-Wide Professional Development Plan
TAA-12-018 09/05/12 Mental Health Student/Client Coordinator Supplemental for Westfield Principal
TAA-12-017 08/22/12 Elem. Counselor Career Develop. Coord. Supplemental
TAA-12-016 08/16/12 Acting Assignments for Members of the ULDP
TAA-12-015 07/24/12 Admin in Charge, Summer Jump Start and/or SESL
TAA-12-014 07/10/12 Gateway to College (Owens Community College) Liaison Supplemental
TAA-12-013 07/03/12 Agreement, Hanthorn, Jeffrey, Rosa Parks Principal
TAA-12-012 06/21/12 PreSchool Summer Assessments, Matrix Personnel
Administrator Compensation for Camp FUNdamentals at Glenwood, Pickett & Robinson, and

TAA-12-010 06/06/12 Scott
TAA-12-009 05/30/12 Temporary Position Reclassification at Rosa Parks for the 2012-2013 School Year
TAA-12-007 05/07/12 Incentive Compensation as per School Improvement Grant (SIG) Requirements
TAA-12-006 05/01/12 Kids Express Summer Programming at Reynolds, Garfield and Leverette
TAA-12-005 04/04/12 PLATO Summer Academy for the 2012-2013 School Year
TAA-12-004 03/22/12 The Hiring, Staffing and Operation of the Phoenix and Polly Fox Academies
TAA-12-003 03/22/12 Alternative Supplemental Reevaluation Process
TAA-12-002 03/21/12 Teaching Administrator Academy: Empowering Current Urban Leaders
TAA-12-001 01/18/12 RAISE and MAPS - Mandatory Professional Development

2011

Transforming Teaching and Learning Grants from eTech, Woodward & Rogers High Schools -

TAA-11-014R 02/02/12 REVISED
TAA-11-014 12/06/11 Transforming Teaching and Learning Grants from eTech, Woodward & Rogers High Schools
TAA-11-013 11/21/11 Supplemental Education Services (PIE) Tutors Compensation
TAA-11-012 09/13/11 Supplemental Positions
TAA-11-010 08/31/11 The Redesigning of Glenwood Elementary School
TAA-11-009 08/09/11 Counselor Staffing for the 2011-2012 School Year
TAA-11-008 08/02/11 Acting Principals in Beverly, East Broadway and Spring Elementary Schools
TAA-11-007 07/27/11 Principal Positions at Glenwood and Robinson
TAA-11-006 07/27/11 Robinson and Glenwood Principal Classification
TAA-11-005 07/20/11 Sandra Ellis as Larchmont Principal
TAA-11-003 07/27/11 Temporary Position Reclassifications for the 2011-2012 School Year
TAA-11-002 06/16/11 Administrator on Special Assignment - Stacey Scharf (K-8 Transformation)
TAA-11-001 Rev. 8/2/11 The Redesigning and Reopening of Robinson

2010
TAA-10-008 08/23/10 Administrative Leave, Other Cause
TAA-10-007 08/10/10 Recruitment/Retention Incentive for Pickett Elementary Principal
TAA-10-006 07/22/10 One Year Dean of Students Position at King Elementary School
TAA-10-004 05/01/10 Stipend to Compensate Administrators for SunGard "Train the Trainers"”
TAA-10-003 05/07/10 Salary for Intern Psychologists
TAA-10-002 05/01/10 Acting Assignments for Members of the Urban Leadership Development Plan (ULDP)
TAA-10-001 02/18/10 Readiness & Emergency Mgmt for School (REMS)

Source: Toledo Public Schools, 2013
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MOUs traditionally occur for a number of valid reasons. The three most common are the creation
of new programs, changes to compensation, or creation of new positions. Beyond this, less
formal MOUs are used. According to feedback received during the data gathering process for
this audit, many MOUSs that exist for TPS are created not at the request of the Human Resources
Department, but only at the request of the Payroll Department.

When Requests for Personnel Action Forms (RFPAS) are submitted and indicate a need for
additional compensation; a red flag is raised in the Payroll Department and an MOU is requested.
At this point, an Human Resources employee, most likely a Director or the Chief Human
Resources Officer, drafts an MOU and submits it for approval. This process is not always
adhered to; it was reported that on a number of occasions the Chief Financial Officer has
intercepted these requests for MOUSs, and directed the Payroll Department to complete the
change and/or payment without an MOU being created.

RECOMMENDATION
Recommendation 4-21:

Enforce the union contract requirements which are explicit as to the circumstances which
require the creation of an MOU for each of the three collective bargaining units, and
reduce total MOUs by 75 percent.

Current union contract language refer to MOUSs as part of the existing contracts, and describe
situations where MOUSs should be created. There is little ambiguity in what absolutely requires
an MOU and what does not; however, it appears that almost any change, no matter how small or
temporary has resulted in these high numbers. In some cases, this is brought on by a desire to
avoid conflict or to ensure that every individual is treated exactly the same; however, the current
level of MOUs is creating an administrative burden on the Human Resources staff who must
draft, edit, finalize, process and file these documents—not to mention the slowing effect they
have on workflow throughout the district.

This recommendation is subject to contract negotiations.
FISCAL IMPACT

If each MOU requires approximately three hours of total district staff time at an average of $35
per hour when one considers a composite of the various Director’s time and clerical time, the
126 MOUs issued and approved from 2010 through 2012 have cost the district a conservative
estimate of 378 hours or $13,230 worth of staff time. This is nearly 20 percent of a standard
2,080 hour full-time employee. Since it is the Director and Chief Human Resources Officer
positions who write the majority of these MOUSs, reducing this burden will free these individuals
up for other activities.

No fiscal impact is shown since staff hours would be diverted for another purpose.
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FINDING

Toledo Public Schools, through its AFSCME local union agreement, conducts an annual process
known throughout the district as ‘bump day’. Bump day typically occurs in the summer and is
the process by which vacated positions are filled through a bid process and the subsequent
vacancy is bid upon. The process also includes the option for people of higher seniority to bump
employees of lower seniority from their present positions—thus forcing individuals out and
causing them to bid/bump on another vacancy or position where they outrank the current
incumbent. As was described by those who participate in it, bump day is a very disruptive and
emotional process that causes a high degree of turmoil and turnover throughout the district.

On one hand, union representatives will defend bump day by describing it as an opportunity for
employees to be in control over where and for whom they work. From this perspective one can
see the benefit of such a system. On the other hand, however, among non-leadership union
members and management who were interviewed on the subject, bump day is universally
disliked. The most common response to the question of what do you think of bump day was “I
hate it” or “I wish it would go away.” While not every employee in the district was given the
opportunity to respond to this question, with the feedback that was received being so universally
negative, one has to question the impact that bump day has on the overall morale of the district.

From a productivity perspective, bump day has promoted turnover among regular union
employees. As was previously discussed, some positions are identified as ‘limited rights’ so as to
excuse them from the bump day process; a previous recommendation in this chapter proposes
that certain human resources positions be classified as ‘limited rights.” The impact of bump day,
however, can be felt throughout the district. Frequent turnover, inconsistent institutional
knowledge, fractured relationships, and hurt feelings combine to cause a reduction of
productivity and morale in Toledo Public Schools. Based on the expressed opinions of
management and union members being negative toward bump day, it is unclear why it remains in
place.

RECOMMENDATION
Recommendation 4-22:
Eliminate the bump day process.

If eliminating bump day accomplishes only improved morale among the workers, then it would
be a worthwhile step; however, long- term efficiency and effectiveness of every department will
be improved as turnover is reduced. Major functions such as human resources, fiscal operations,
transportation, and security are negatively impacted by the consistent turnover this process
causes.

As previously discussed, an additional threat brought on by the bump process is the potential
disconnect between employees and their roles as ambassadors of good customer service. A long-
term employee of the district who is forced to bid out into a new classification may bid on a role
they are less experienced in and less comfortable with. Customer service in situations such as
this can struggle significantly. An employee (who was originally hired into a clerical role in a
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department such as finance, where customers are primarily internal and the emphasis is on data
and processes) might struggle if this employee ends up bidding on a school secretary position
where the bulk of the job is to interface with the public and respond to external demands.

Interviewees were asked to recall their history of employment that lead from their original date
of hire to their current posting in human resources. Those employees who were subject to the
bump had remarkable numbers of unique assignments. Employees reported holding certain
clerical positions for as few as eight days before they bid out into another position. No employee,
no matter how skilled, could be expected to learn a job and perform at a reasonable level if they
are present for just eight days. Many held clerical positions in school sites and multiple central
office departments in the same year. This is disruptive and represents what can happen when a
seemingly positive thing like choosing one’s own work location is taken to the extreme. This
situation is untenable and must be reconsidered.

This recommendation is subject to contract negotiations.
FISCAL IMPACT

The elimination or amendment of the bump/bid process will come at no direct cost to the district.
In reality, turnover and lost productivity experienced by staff changes as the result of the bump
process have likely cost the district hundreds of thousands of dollars over the years. Exact
savings for this recommendation are impossible to calculate, but preserving institutional
knowledge and reducing the impact of involuntary turnover should be seen as a high priority for
Toledo Public Schools.
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5.0 FINANCIAL MANAGEMENT

This chapter of Evergreen’s report addresses the finance-related activities of the Toledo Public
Schools (TPS). For purposes of this report, financial management is presented in the following
the broad areas:

5.1 Financial Organization and Management
5.2 Accounting and Budgeting

5.3 Purchasing

5.4 Payroll

5.5 Accounts Payable and Receivable

5.6 Cash, Investments, and Bond Management
5.7 Asset and Risk Management

TPS has an annual operating and all funds budget that exceeds $300 million annually. The
Fiscal Year (FY) for TPS begins on July 1 and ends on June 30 of each year. The School Board
must adopt an Annual Appropriations Measure by October 1 every year. Appropriations are
restricted by the certified resources. The Treasurer’s Office and Director of Accounting and
Finance monitor budget to actual expenditures and appropriations are adjusted as needed.

The School Board approves all supplemental appropriations and a revised Amended Certificate
is obtained if necessary. TPS has a standing Finance Committee that generally meets on the
second Wednesday of each month to review the financial matters of the district. The Committee
submits copies of financial reports and copies of its minutes to the full Board, and makes
recommendations for Board action based on the committee’s discussions.

House Bill 412, passed by the Ohio State Legislature and enacted into law effective July 1, 1998,
requires the Board of Education to submit a Five-Year Financial Forecast to the Ohio
Department of Education in May and October of each year. At that time, the President of the
Board of Education, the Superintendent and the Treasurer must certify that adequate revenue will
be available to maintain all personnel, programs, and services essential to the operation of an
adequate educational program for the length of each contract up to five years. The forecast
presented in October 2012 is shown in Exhibit 5-1.

When looking at the financial management of a school district, it is important to look carefully at
the district’s spending patterns in comparison to its peers. For purposes of this review, two sets
of peer districts were selected. The first set of regional peers includes those school districts that
are similar in size and demographics to TPS. The second set of peers consists of school districts
near TPS that may be somewhat different in size, but are in neighboring communities, and
therefore the data are relevant for comparison purposes.

In 2010-11, Exhibit 5-2 shows that, with the exception of the Akron City elementary schools,
TPS spent more per pupil on Instruction and Pupil Support than its regional and neighboring peer
districts at all grade levels.
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Exhibit 5-1
Toledo Public Schools
Five Year Forecast - Fiscal Year End 2013 with Projections Through 2017

General & Related Funds (504)

Actual Estimated Estimated Estimated Estimated Estimated
2012 2013 2014 2015 2016 2017

BEGINNING(unencumbered) BALANCE: $615,363 $11,817,687 $10,908,226 ($1,297,398) ($24,893,949) ($59,584,534)
REVENUES:

From Local Sources
Real Estate $81,835,553 $80,089,322 $78,839,322 $78,839,322 $78,839,322 $78,839,322
Personal Tangible $91,818 $75,000 $0 $0 $0 $0
Investment Earnings $94,524 $55,000 $55,000 $55,000 $100,000 $150,000
Other $11,265,664 $10,253,252 $9,560,000 $9,560,000 $9,560,000 $9,560,000

From State Sources
Foundation Program $197,790,160 $196,879,424 $197,629,215 $197,629,215 $197,629,215 $197,629,215

Foundation Program :Career Technology $3,303,253 $3,303,253 $3,303,253 $3,303,253 $3,303,253 $3,303,253
Rollback and Homestead $10,259,806 $10,011,165 $9,854,915 $9,854,915 $9,854,915 $9,854,915
Personal Property Tax Reimbursement $7,095,252 $783,000 $783,000 $783,000 $783,000 $783,000
Other 3$0 $0 $0 $0 $0 $0

From Federal Sources $8,413,585 $3,226,848 $2,098,581 $1,602,509 $1,850,545 $1,850,545

From Other Sources
Proceeds From Sale of Notes $20,000,000 $0 $0 $0 $0 $0
Budget Reserve $0 $0 $0 $0 $0 $0
Return of Advance $1,369,681 $2,051,064 $2,000,000 $2,000,000 $2,000,000 $2,000,000
TOTAL REVENUES $341,519,296 $306,727,328 $304,123,286 $303,627,214 $303,920,250 $303,970,250
TOTAL BALANCE Plus REVENUES $342,134,659 $318,545,015 $315,031,513 $302,329,816 $279,026,302 $244,385,716
EXPENDITURES:
Salaries $132,190,441 $129,500,000 $133,385,000 $137,386,550 $141,508,147 $145,753,391
Fringe Benefits $69,565,099 $64,585,504 $68,460,634 $72,568,272 $76,922,369 $81,537,711
Purchased Service $13,187,067 $12,900,000 $13,158,000 $13,421,160 $13,689,583 $13,963,375

Utilities $6,996,411 $7,200,000 $7,344,000 $7,490,880 $7,640,698 $7,793,512

Tarta $887,816 $711,000 $725,220 $739,724 $754,519 $769,609

Ed-Choice (Vouchers) $7,978,118 $8,239,886 $8,500,000 $9,000,000 $9,500,000 $10,000,000

Community School Tuition $65,611,599 $69,664,069 $71,000,000 $72,000,000 $73,000,000 $74,000,000
Supplies and Texthooks $7,396,330 $8,136,330 $6,986,057 $7,775,778 $8,681,293 $8,854,919
Other Expenses $3,262,941 $3,500,000 $3,570,000 $3,641,400 $3,714,228 $3,788,513
Cafeteria Subsidy $696,384 $700,000 $700,000 $700,000 $700,000 $700,000
Transfers $327,617 $500,000 $500,000 $500,000 $500,000 $500,000
Advance of Funds $2,051,064 $2,000,000 $2,000,000 $2,000,000 $2,000,000 $2,000,000
Repayment of Notes $20,166,085 $0 $0 $0 $0 $0
TOTAL EXPENDITURES $330,316,972 $307,636,789 $316,328,911 $327,223,764 $338,610,836 $349,661,029
ENDING(unencumbered) BALANCE: $11,817,687 $10,908,226 ($1,297,398) ($24,893,949) ($59,584,534) ($105,275,313)
Source: TPS Board Documents, Regular Meeting, October 23, 2012.
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Exhibit 5-2

Comparison of TPS Versus Peers Expenditures per Pupil by School Type

2010-11 School Year

2009-10 School Year

2008-09 School Year

District Expenditure Type HS | MS [ ES HS [ MS | ES HS | MS | ES
Regional Peer Districts
Toledo Public Administrative $781 $965 $610 $747 $745 $758 $732 $727 $741
Schools Building Operations $2,286 $2,800 | $2,093| $2,321| $2,295| $2,317| $2,422 $2,392 $2,414
Staff Support $221 $392 $380 $377 $377 $379 $315 $315 $321
Pupil Support $1,914 $2,080 | $1,509| $1,810| $1,786| $1,810| $1,701 $1,673 $1,694
Instructional $7,479 $8,159 | $7,383| $7,127| $7,292| $7,184| $6,575| $6,863 | $7,139
Akron City Administrative $740 $887 $714 $692 $826 $659 $709 $923 $667
Building Operations $2,503 | $2,451| $2,328 | $1,958| $2,372| $2,162| $1,921| $3,155 | $2,243
Staff Support $751 $1,044 $774 $609 $781 $759 $501 $726 $637
Pupil Support $1,548 $1,498 | $1,149| $1,415]| $1,435| $1,043| $1,393 $1,360 $1,017
Instructional $6,880 $7,302 | $8,007| $6,565| $7,113| $7,785| $6,293| $7,365 | $7,744
Cincinnati City | Administrative $693 - $657 $731 - $628 $699 - $575
Building Operations $1,205 - $1,256 | $1,301 - $1,179 | $1,473 - $894
Staff Support $1,028 - $1,060 $676 -- $580 $830 -- $747
Pupil Support $1,293 - $1,469 | $1,280 - $1,471| $1,163 - $1,093
Instructional $6,921 - $6,960 |  $6,923 - $7,159 | $6,585 - $6,977
Dayton City Administrative $785 - $583 $852 - $535 $742 $823 $524
Building Operations $1,210 - $1,247| $1,198 - $1,369| $1,096| $1572 | $1,256
Staff Support $558 -- $544 $484 -- $507 $309 $324 $439
Pupil Support $934 - $933 $848 - $940 $750 $630 $823
Instructional $6,139 -- $6,893 | $6,342 -- $6,826 | $5,907 | $10,220 | $6,574
South-Western Administrative $566 $546 $477 $442 $422 $334 $410 $425 $337
City Building Operations $568 $677 $688 $507 $557 $507 $531 $552 $505
Staff Support $222 $169 $163 $98 $72 $190 $66 $20 $150
Pupil Support $807 $627 $310 $548 $427 $174 $657 $518 $214
Instructional $5,419 $6,102 | $5,702 | $5,556 | $6,069 | $5,307| $5,370 $6,023 $5,248
Regional Peer Administrative $696 $717 $608 $679 $624 $539 $640 $724 $526
Average Building Operations $1,372 $1,564 | $1,380| $1,241| $1,465| $1,304| $1,255 $1,760 $1,225
Staff Support $640 $607 $635 $467 $427 $509 $427 $357 $493
Pupil Support $1,146 $1,063 $965 $1,023 $931 $907 $991 $836 $787
Instructional $6,340 $6,702 | $6,891| $6,347| $6,591| $6,769| $6,039 $7,869 $6,636
Neighboring Peer Districts
Toledo Public Administrative $781 $965 $610 $747 $745 $758 $732 $727 $741
Schools Building Operations $2,286 $2,800 | $2,003| $2,321| $2,295| $2,317| $2,422 | $2,392 | $2,414
Staff Support $221 $392 $380 $377 $377 $379 $315 $315 $321
Pupil Support $1,914 $2,080 | $1509| $1810| $1,786| $1,810| $1,701| $1673| $1,694
Instructional $7,479 $8,159 | $7,383 | $7,127| $7,292| $7,184 | $6,575| $6,863 | $7,139
Oregon City Administrative $313 $180 $352 $305 $194 $349 $314 $395 $319
Building Operations $702 $570 $527 $813 $608 $499 $915 $659 $540
Staff Support $61 $2 $6 $56 $2 $2 $59 $4 $5
Pupil Support $754 $521 $205 $768 $552 $166 $869 $725 $186
Instructional $6,575 $5,745 | $5475| $6,363 | $5,755| $5,257 | $6,869 | $6,475| $5,470
Springfield Local | Administrative $627 - $500 $574 - $465 $562 $412 $503
Building Operations $2,003 - $1,582 | $1,713 - $1,628 | $1,904 | $2,668 | $1,527
Staff Support $23 -- $22 $25 -- $20 $42 $56 $47
Pupil Support $1,045 - $617 $1,167 - $713 $1,117 $986 $500
Instructional $4,982 - $6,161 | $5,388 -- $6,353 | $5,066 | $6,016 | $6,540
Sylvania City Administrative $711 $637 $513 $673 $599 $529 $654 $626 $477
Building Operations $1,332 $1,016 $938 $1,442 | $1815| $2,345| $1,305| $1,158 $902
Staff Support $43 $27 $12 $40 $29 $14 $44 $30 $15
Pupil Support $1,128 $814 $500 $1,101 $759 $582 $1,037 $750 $476
Instructional $6,183 $6,575 | $6,158 | $6,087 | $6,588 | $6,505 | $5,938 | $6,420 | $5,837
Washington Administrative $707 $804 $513 $672 $773 $536 $679 $717 $522
Local Building Operations $2,544 $2,232 | $1,722 | $2,423 | $2,229 | $1,798 | $2,522 | $2,174| $1,885
Staff Support $250 $647 $522 $214 $585 $512 $261 $483 $530
Pupil Support $978 $933 $703 $900 $897 $747 $851 $895 $677
Instructional $7,131 $6,445 | $6,442 | $6,742| $6,497 | $6,894 | $6,552 | $5920 | $6,480
Neighboring Administrative $590 $540 $470 $556 $522 $470 $552 $538 $455
Peer Average Building Operations $1,645 $1,273 | $1,192 | $1598 | $1551| $1,568 | $1,662 | $1,665| $1,214
Staff Support $94 $225 $141 $84 $205 $137 $102 $143 $149
Pupil Support $976 $756 $506 $984 $736 $552 $969 $839 $460
Instructional $6,218 $6,255 | $6,059 | $6,145| $6,280 | $6,252 | $6,106 | $6,208 | $6,082
Source: Ohio Department of Education, 2013.
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Exhibit 5-3 compares the total expenditures for each of the peer school districts and the Toledo
Public Schools in terms of total dollars and the percent of total dollars spent in each category.
As a percent of total expenditures, in 2010-11, TPS spent about 12 percent on administration,
down from 12.7 percent in 2008-09. Only Dayton City (12.7 percent) and Sylvania City (12.1
percent) spent a higher percentage in 2010-11 on administration.

Exhibit 5-4 shows select indicators related to property valuations and taxation. As shown, only
Dayton City Schools have a lower Assessed Valuation Per Pupil than TPS.

5.1 FEINANCIAL ORGANIZATION AND MANAGEMENT

In Ohio, the position of Treasurer is a legislated position that reports directly to the Board of
Education. Section 3313.22 (A) of the Ohio Revised Code includes the following information
relating to the appointment of a Treasurer:

...the board of education of each city, local, exempted village, and joint vocational school
district, at a regular or special meeting held not later than the first day of May, shall appoint
a treasurer, who shall be the chief fiscal officer of the school district. The treasurer shall be
appointed for a term not longer than five years beginning the first day of August and ending
the thirty-first day of July. The board shall execute a written contract of employment with the
treasurer. At the expiration of a treasurer’s current term of employment, the treasurer is
deemed re-employed for a term of one year at the same salary plus any increments that the
board may authorize, unless the board, on or before the first day of March of the year in
which the contract of employment expires, either re-employs the treasurer for a succeeding
term as provided in division (C) of this section or gives to the treasurer written notice of its
intention not to re-employ the treasurer. A treasurer shall not be transferred to any other
position during the term of the treasurer’s employment or re-employment except by mutual
agreement by the treasurer and the board...

The Treasurer’s duties and responsibilities are also laid out in law, with some specificity. The
general duties relating to money and the reporting relationship of the Treasurer directly to the
Board (emphasis added) are noted in Section 3313.31 of the Ohio Revised Code as follows:

(A) All the duties and obligations of the county auditor, county treasurer, or other officer or
person relating to the moneys of a school district shall be complied with by dealing with the
treasurer of the board of education thereof. The treasurer shall be the chief fiscal officer of
the school district, shall be responsible for the financial affairs of the district, and shall
report to and is subject to the direction of the district board of education. Except as
otherwise required by law, no treasurer shall be required to verify the accuracy of
nonfinancial information or data of the school district.

(B) Notwithstanding any provision of the Revised Code to the contrary, but subject to section
3319.40 of the Revised Code, in all school districts and educational service centers, the
treasurer _shall direct and assign employees directly engaged in the day-to-day fiscal
operations of the district or service center, as those employees are so designated by the
board of the district or service center.

%
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Exhibit 5-3
Comparison of Expenditures per Pupil — Toledo Public Schools Versus Peer School Districts

2010-11 School Year 2009-10 School Year 2008-09 School Year
Ohio Peer Expenditure (Exp) Per % of Per % of Per % of
District Type Total ADM | Pupil Total Total ADM | Pupil Total Total ADM | Pupil Total
Toledo Public Schools |Administrative $37,184,824 |22,277 | $1,669 | 12.00% | $42,179,780 |25,194 | $1,674 | 12.40% | $43,467,503 |25,814 | $1,684 | 12.70%
Building Operations $53,837,266 22,277 | $2,417 | 17.40% | $61,279,242 25,194 | $2,432 | 18.00% | $64,985,203 |25,814 | $2,517 | 19.00%
Staff Support $8,837,827 22,277 | $397 2.90% | $11,056,575 |25194 | $439 3.20% | $10,828,602 |25,814 | $419 3.20%
Pupil Support $40,976,576 22,277 | $1,839 | 13.30% | $46,663,965 |25,194 | $1,852 | 13.70% | $44,745,732 25,814 | $1,733 | 13.10%
Instructional $167,892,524 |22,277 | $7,537 | 54.40% |$180,047,381 |25,194 | $7,146 | 52.80% |$178,542,168 |25,814 | $6,916 | 52.10%
Total $308,729,016 [22,277 | $13,859 | 100.00% | $341,226,944 |25,194 | $13,544 | 100.00% | $342,569,208 | 25,814 | $13,270 | 100.00%
Akron City Administrative $37,032,692 22,425 | $1,651 | 11.80% | $36,481,527 |23,044 | $1,583 | 12.00% | $35,416,231 |23,427 | $1,512 | 11.50%
Building Operations $56,274,994 22,425 | $2,509 | 17.90% | $51,475,141 |23,044 | $2,234 | 16.90% | $56,769,925 |23,427 | $2,423 | 18.50%
Staff Support $20,627,194 22,425 | $920 6.60% | $18,431,613 |23,044 | $800 6.10% | $16,141,084 |23,427 | $689 5.30%
Pupil Support $31,272,528 [22,425| $1,395 | 9.90% | $29,597,912 |23,044 | $1,284 | 9.70% | $29,218,213 |23,427 | $1,247 | 9.50%
Instructional $169,466,974 |22,425 | $7,557 | 53.90% |$168,199,310 {23,044 | $7,299 | 55.30% |$169,840,697 |23,427 | $7,250 | 55.30%
Total $314,674,382 | 22,425 | $14,032 | 100.00% | $304,185,503 |23,044 | $13,200 | 100.00% | $307,386,150 | 23,427 | $13,121 | 100.00%
Cincinnati City Administrative $50,623,355 [32,003 | $1,582 | 11.20% | $49,210,754 |32,506 | $1,514 | 11.30% | $51,313,323 [33,121 | $1,549 | 11.90%
Building Operations $97,137,318 32,003 | $3,035 | 21.60% | $85,935,105 |32,506 | $2,644 | 19.70% | $82,437,132 |33,121 | $2,489 | 19.10%
Staff Support $34,573,736 (32,003 | $1,080 | 7.70% | $25,722,942 |32,506 | $791 5.90% | $30,729,691 |33,121 | $928 7.10%
Pupil Support $45,611,865 |[32,003 | $1,425 | 10.10% | $46,475,384 |32,506 | $1,430 | 10.60% | $40,326,612 |33,121 | $1,218 | 9.40%
Instructional $222,253,332 32,003 | $6,945 | 49.40% |$229,810,865 |32,506 | $7,070 | 52.60% |$226,172,498 |33,121 | $6,829 | 52.50%
Total $450,199,605 |32,003 | $14,067 | 100.00% | $437,155,049 | 32,506 | $13,449 | 100.00% | $430,979,257 |33,121 | $13,012 | 100.00%
Dayton City Administrative $25,209,963 (14,174 | $1,779 | 12.70% | $25,009,140 |13,986 | $1,788 | 12.50% | $24,298,397 |14,390 | $1,689 | 12.60%
Building Operations $49,621,602 [14,174 | $3,501 | 24.90% | $51,421,161 |13,986 | $3,677 | 25.80% | $49,916,790 |14,390 | $3,469 | 25.80%
Staff Support $11,284,637 |[14,174 | $796 5.70% | $11,902,562 |13,986 | $851 6.00% $9,580,092 14,390 | $666 5.00%
Pupil Support $18,054,876 14,174 | $1,274 | 9.10% | $17,333,378 |13,986 | $1,239 | 8.70% | $16,373,219 [14,390 | $1,138 | 8.50%
Instructional $94,931,300 [14,174 | $6,697 | 47.70% | $93,724,167 |13,986 | $6,701 | 47.00% | $93,008,978 |14,390 | $6,463 | 48.10%
Total $199,102,377 [14,174 |$14,047 | 100.00% | $199,390,409 | 13,986 | $14,257 | 100.00% | $193,177,476 | 14,390 | $13,424 | 100.00%
South-Western City Administrative $22,316,723 19,230 | $1,161 | 11.20% | $22,486,717 |19,950 | $1,127 | 11.40% | $22,724,686 |20,717 | $1,097 | 11.40%
Building Operations $35,234,951 (19,230 | $1,832 | 17.60% | $34,512,234 |19,950 | $1,730 | 17.50% | $35,617,823 |20,717 | $1,719 | 17.90%
Staff Support $11,909,142 19,230 | $619 6.00% | $11,265,338 {19,950 | $565 5.70% $8,283,922 20,717 | $400 4.20%
Pupil Support $18,615,588 [19,230 | $968 9.30% | $17,090,272 |19,950 | $857 8.70% | $18,095,620 |20,717 | $873 9.10%
Instructional $111,869,922 |19,230 | $5,817 | 55.90% |$112,014,689 |19,950 | $5,615 | 56.80% |$114,726,364 |20,717 | $5,538 | 57.50%
Total $199,946,324 [19,230 | $10,397 | 100.00% | $197,369,250 {19,950 | $9,893 | 100.00% | $199,448,416 | 20,717 | $9,627 | 100.00%
Regional Peer Administrative $33,795,683 $1,543 | 11.73% | $33,297,035 $1,503 | 11.80% | $33,438,159 $1,462 | 11.85%
Average Building Operations $59,567,216 $2,719 | 20.50% | $55,835,910 $2,571 | 19.98% | $56,185,418 $2,525 | 20.33%
Staff Support $19,598,677 $854 6.50% | $16,830,614 $752 5.93% | $16,183,697 $671 5.40%
Pupil Support $28,388,714 $1,266 | 9.60% | $27,624,237 $1,203 | 9.43% | $26,003,416 $1,119 | 9.13%
Instructional $149,630,382 $6,754 | 51.73% | $150,937,258 $6,671 | 52.93% |$150,937,134 $6,520 | 53.35%
Total $290,980,672 $13,136 | 100.00% | $284,525,053 $12,700 | 100.00% | $282,747,825 $12,296 | 100.00%
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Exhibit 5-3 (Continued)

Comparison of Expenditures per Pupil — Toledo Public Schools Versus Peer School Districts

2010-11 School Year 2009-10 School Year 2008-09 School Year
Neighboring Peer Per % of Per % of Per % of
District Expenditure (Exp)Type Total ADM | Pupil Total Total ADM | Pupil Total Total ADM | Pupil Total
Toledo Public Schools|Administrative $37,184,824 22,277 | $1,669 | 12.00% | $42,179,780 [25,194| $1,674 | 12.40% | $43,467,503 |25,814| $1,684 | 12.70%
Building Operations $53,837,266 | 22,277 | $2,417 | 17.40% | $61,279,242 [25,194 | $2,432 | 18.00% | $64,985,203 |25,814| $2,517 | 19.00%
Staff Support $8,837,827 |22,277| $397 2.90% $11,056,575 [25,194| $439 3.20% $10,828,602 [25,814| $419 3.20%
Pupil Support $40,976,576 [22,277| $1,839 | 13.30% | $46,663,965 [25194| $1,852 | 13.70% | $44,745,732 |25,814| $1,733 | 13.10%
Instructional $167,892,524 |22,277 | $7,537 | 54.40% | $180,047,381 |25,194 | $7,146 | 52.80% | $178,542,168 |25,814 | $6,916 | 52.10%
Total $308,729,016 |22,277 | $13,859 | 100.00% | $341,226,944 |25,194 | $13,544 | 100.00% | $342,569,208 |25,814 | $13,270 | 100.00%
Oregon City Administrative $3,876,472 | 3,856 | $1,005 | 9.70% $3,967,226 | 3,890 | $1,020 | 10.10% $4,027,124 | 3,836 | $1,050 | 9.70%
Building Operations $8,125,305 | 3,856 | $2,107 | 20.30% $7,967,286 | 3,890 | $2,048 | 20.30% $8,406,202 | 3,836 | $2,191 | 20.20%
Staff Support $691,089 3,856 | $179 1.70% $692,980 3,890 | $178 1.80% $701,160 3,836 | $183 1.70%
Pupil Support $4,574,850 | 3,856 | $1,187 | 11.40% $4,231,096 | 3,890 | $1,088 | 10.80% $4,823,916 | 3,836 | $1,257 | 11.60%
Instructional $22,698,207 | 3,856 | $5,887 | 56.80% | $22,293,053 | 3,890 | $5,730 | 56.90% | $23,674,924 | 3,836 | $6,171 | 56.90%
Total $39,965,922 | 3,856 | $10,366 | 100.00% | $39,151,640 | 3,890 |$10,064 | 100.00% | $41,633,326 | 3,836 | $10,853 | 100.00%
Springfield Local Administrative $3,955,385 | 3,958 | $999 | 10.70% $3,897,508 | 3,939 | $989 | 10.30% $3,796,545 | 3,916 | $969 9.90%
Building Operations $6,841,659 | 3,958 | $1,728 | 18.50% $6,599,113 | 3,939 | $1,675 | 17.40% $7,501,195 | 3,916 | $1,916 | 19.60%
Staff Support $117,005 3,958 | $30 0.30% $114,753 3,939 | $29 0.30% $241,098 3,916 | $62 0.60%
Pupil Support $2,963,603 | 3,958 | $749 8.00% $3,384,873 | 3,939 | $859 8.90% $3,228,758 | 3,916 | $824 8.50%
Instructional $23,014,196 | 3,958 | $5,814 | 62.40% | $23,902,371 | 3,939 | $6,068 | 63.10% | $23,422,484 | 3,916 | $5,981 | 61.30%
Total $36,891,848 | 3,958 | $9,320 | 100.00% | $37,898,619 | 3,939 | $9,622 | 100.00% | $38,190,080 | 3,916 | $9,752 | 100.00%
Sylvania City Administrative $10,249,932 | 7,312 | $1,402 | 12.10% | $10,612,366 | 7,257 | $1,462 | 11.20% $9,730,852 | 7,489 | $1,299 | 11.60%
Building Operations $16,221,921 | 7,312 | $2,218 | 19.20% | $24,618,496 | 7,257 | $3,392 | 26.00% | $16,707,910 | 7,489 | $2,231 | 19.90%
Staff Support $2,837,470 | 7,312 | $388 3.40% $1,003,970 | 7,257 | $138 1.10% $1,035456 | 7,489 | $138 1.20%
Pupil Support $9,517,245 7,312 | $1,302 | 11.20% $12,094,407 | 7,257 | $1,667 | 12.80% $11,431,314 | 7,489 | $1,526 | 13.60%
Instructional $45,804,572 | 7,312 | $6,264 | 54.10% $46,275,627 | 7,257 | $6,377 | 48.90% $45,004,752 | 7,489 | $6,009 | 53.60%
Total $84,631,141 | 7,312 [ $11,574 | 100.00% | $94,604,866 | 7,257 | $13,037 | 100.00% | $83,910,282 | 7,489 |$11,204 | 100.00%
Washington Local Administrative $8,610,451 | 6,613 | $1,302 | 11.20% $8,103,641 | 6,535 | $1,240 | 10.70% $8,246,904 | 6,536 | $1,262 | 11.20%
Building Operations $14,767,262 | 6,613 | $2,233 | 19.30% | $14,651,935 | 6,535 | $2,242 | 19.30% | $15,179,926 | 6,536 | $2,323 | 20.50%
Staff Support $3,077,125 | 6,613 | $465 4.00% $2,832,136 | 6,535 | $433 3.70% $2,916,589 | 6,536 | $446 3.90%
Pupil Support $6,150,672 | 6,613 | $930 8.00% $6,040,903 | 6,535 | $924 8.00% $5,710,937 | 6,536 | $874 7.70%
Instructional $44,001,899 | 6,613 | $6,654 | 57.40% | $44,332,210 | 6,535 | $6,784 | 58.40% | $41,902,791 | 6,536 | $6,411 | 56.70%
Total $76,607,411 | 6,613 |$11,585 | 100.00% | $75,960,825 | 6,535 | $11,624 | 100.00% | $73,957,147 | 6,536 |$11,316 | 100.00%
Neighboring Administrative $6,673,060 $1,177 | 10.93% | $6,645,185 $1,178 | 10.58% | $6,450,356 $1,145 | 10.60%
Peer Average Building Operations $11,489,037 $2,072 | 19.33% | $13,459,208 $2,339 | 20.75% | $11,948,808 $2,165 | 20.05%
Staff Support $1,680,672 $266 2.35% $1,160,960 $195 1.73% $1,223,576 $207 1.85%
Pupil Support $5,801,593 $1,042 | 9.65% $6,437,820 $1,135 | 10.13% | $6,298,731 $1,120 | 10.35%
Instructional $33,879,719 $6,155 | 57.68% | $34,200,815 $6,240 | 56.83% | $33,501,238 $6,143 | 57.13%
Total $59,524,081 $10,711 | 100.00% | $61,903,988 $11,087 | 100.00% | $59,422,709 $10,781 | 100.00%
Source: Ohio Department of Education, 2013.
*
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Exhibit 5-4
Comparison of Select County Indicators
Local
Per Pupil Rev. Total Rollback Ranking of | Current Class 1 Class 2 Tax
Assessed  |Raised By 1 Mill| Property [Homestead| OSFC 3-Year OSFC Operating | Effective Effective Inside | Effort
Valuation Per| of Property Tax| Tax Per | Per Pupil |Valuation Per|Valuation Per |Millage Incl| Millage Incl | Millage Incl | Millage | Index
Pupil FY12 FY12 Pupil FY12| FY11 Pupil FY12 | Pupil FY12 | JVSFY12 | JVSFY12 JVS FY12 FY12 FY11
School Districts Regional Peers of Similar Size and Demographics
Toledo Public Schools | $82,090.17 $82.09 $3,055.05 | $351.96 | $87,389.81 100 61.20 30.66 49.65 3.60 0.9000
Akron City $100,090.64 $100.09 $4,256.14 | $473.55 | $99,898.78 182 68.10 39.30 47.54 4.20 1.3963
Cincinnati City $156,810.97 $156.81 $6,690.83 | $597.78 | $164,735.92 463 63.64 38.65 47.38 4.19 1.0589
Dayton City $81,575.27 $81.58 $3,240.31 | $422.79 $84,876.80 89 67.55 32.85 51.50 4.48 1.1691
South-Western City $116,605.97 $116.61 $4,608.57 | $525.20 | $121,857.94 300 65.05 35.09 48.38 3.85 0.9894
Peer Average $113,770.71 $113.77 $4,698.96 | $504.83 | $117,842.36 258.5 66.09 36.47 48.70 4.18 1.1534
Peers in the Surrounding Area

Toledo Public Schools | $82,090.17 $82.09 $3,055.05 | $351.96 $87,389.81 100 61.20 30.66 49.65 3.60 0.9000
Oregon City $146,838.56 $146.84 $5,712.77 | $674.67 | $178,762.27 488 59.00 34.02 47.82 6.00 0.9322
Springfield Local $175,464.98 $175.46 $6,886.35 | $707.33 | $211,879.83 534 72.60 38.61 38.94 5.50 0.7942
Sylvania City $189,874.81 $189.87 $7,242.27 | $942.35 | $222,065.90 548 72.20 37.12 39.79 5.00 0.6894
Washington Local $130,677.50 $130.68 $5,030.76 | $545.34 | $160,987.89 451 71.10 35.15 42.86 5.30 1.0403
Peer Average $160,713.96 $160.71 $6,218.04 | $717.42 | $193,423.97 505.25 68.73 36.23 42.35 5.45 0.8640

Source: Ohio Department of Education, 2013.
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In other words, the Treasurer reports directly to the Board, rather than to the Superintendent of
Schools, and all of the Treasurer’s employees report directly to the Treasurer rather than to the
Superintendent. Exhibit 5-5 shows the organization structure of the Treasurer’s Division in
Toledo Public Schools.

Exhibit 5-5
Organization of Treasurer’s Division
Toledo Public Schools

Board of
Education
Treasurer
I I I I I I
. . Director . .
Director Director . Director Supervisor
. Office of ,
Accounting & Employee & Payroll Treasury Treasurer Support Treasurer’s Analyst
X . ; m Management & |— m ] .
Finance Services Budget Management Services Class 1
Class 1 Class 1 g Class 1 Class 5
Class 1
Assistant Director
Accountant || Administrative & Budget Analyst Coordinator Treasur
Class 7 Non-Teaching Payroll g ¥ . EMIS/CSADM L v
. Class 7 (2) Specialist (4)
Services Class 5
Class 5
Treasury'DIV|S|on Payroll VACANT . Coordinator
Specialist — Processors . Coordinator .
Senior Budget X Risk Management
(4) m Invoice Control = . ~
Analyst Class 7 & Legal Services
Class 5 ass Class 7
VACANT I
AlPProcessor ASS|sta.nt Director .
4) Teaching Payroll Accounting
Services Clerk 3
Class 5 Budget Specialist H
Payroll
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Source: TPS Treasurer’s Office, 2013
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As shown, the Treasurer has 47 budgeted positions reporting directly or indirectly to him. The
Treasurer is over each of the functional areas discussed in this chapter, with the exception of
Purchasing, which TPS handles in a more decentralized manner.

As part of the audit process, Evergreen conducted a survey of central office administrators,
school administrators and teachers. Exhibit 5-6 shows the financial management related
responses by staff type.

Exhibit 5-6
TPS Survey Responses on Financial Management
Central Office School
Financial Management Administrators Administrators Teachers

*SA+A | *SD+D | *SA+A | *SD+D | *SA+A | *SD+D

Site-based budgeting is used effectively to
extend the involvement of principals and 10.80% | 31.10% | 24.70% | 48.10% 19.00% 32.90%
teachers.

Campus administrators are well trained in

: - 6.80% 43.20% 7.80% 74.00% 11.20% 25.70%
fiscal management techniques.

Funds are managed wisely to support

g g 26.00% | 32.90% | 28.60% | 51.90% 9.00% 56.10%
education in the school district.

The district’s financial reports are easy to

21.60% | 28.40% 10.40% | 51.90% 8.60% 39.30%
understand and read.

Campus and program administrators have
sufficient access to the financial data they 33.80% | 17.60% | 26.70% | 37.30% 9.80% 21.10%
need.

Financial reports are made available to

. 33.80% 2.80% 21.10% 3.90% 12.10% 9.90%
community members when asked.

Source: Evergreen Solutions Survey Results, 2013.

*SA=Strongly Agree; A= Agree; SD = Strongly Disagree; D = Disagree

As shown, responses to the survey questions were predominantly negative, but it is important to
note that while school administrators generally expressed strong opinions one way or the other,
from 35 to 78 percent of central office administrators and teachers expressed no opinion.

FINDING

The organizational structure of the Treasurer’s Division has been in a state of change since 2006.
The current Treasurer assumed the position of Interim Treasurer in September 2011 and
Treasurer in February 2012. The structure of the office has evolved over time, with the current
Treasurer initiating some changes when he assumed office.

Under the previous Treasurer, there was a cabinet level Assistant Treasurer position. The
position was eliminated when the prior Treasurer left the district. The current Treasurer created
the Treasurer’s Analyst position to assist him in dealing with day-to-day management of the
Division, but this person provides only limited administrative support. The Supervisor of
Treasurer Support Services provides the Treasurer assistance in his role as Secretary to the Board
by preparing board minutes and dealing with some board scheduling issues. In all, however, the
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Treasurer receives only piece-meal administrative assistance, and is consequently mired in
administrative tasks that impede his ability to effectively address some of his primary duties as
Treasurer.

Four Treasury Specialists currently report to the Supervisor of Treasurer Support Services.
These individuals perform a variety of tasks such as bank reconciliations, new vendor set-ups in
SunGard, reviews of open purchase requests, depositing checks received in central office,
assisting staff to reopen or close purchase orders, and maintaining spreadsheets to track and
allocate print shop, warehouse, and postage expenditures. One of these positions recently
became vacant, and while all are important functions, it is not clear that four individuals are
needed to perform these functions.

There is also considerable overlap between Accounting and Finance and the Office of Budget
Management (OMB) functions. Journal entries can and are made by both groups as well as
Treasury Management. Budget revenues (with exception of federal funds) are handled by
Accounting and Finance, whereas OMB handles revenues for funds 400 and higher.

While financial functions have been implemented in SunGard, not all of the modules or the
capabilities of the system are being used. Rather, it appears that the system was implemented to
the point where basic functions could be performed, but approval processes are onerous,
reporting is limited, and there is considerable frustration at the campus and departmental level
with the system usability in general. The Treasurer provided a list of 49 problems/tasks that
need to be address in SunGard, including enhancing the systems report capabilities, automating
the bank reconciliations, processes for alerting users to open purchase orders, and automation of
some or all of the accounts receivable functions, to name a few. The Treasurer, however, has no
one who is considered an expert in the use or full implementation of SunGard, therefore he has
no ability to meet the growing needs of the user community or address some of the problems that
are causing the Board concern, such as the continued need for Confirming Purchase Order
approvals. Employing a person to tap into the full capabilities of SunGard to address the
accounting and reporting requirement is imperative.

In FY 2012, when middle and elementary schools were merged, an additional Fiscal Specialist
position was added in OMB to deal with some of the work previously performed by middle
school cashiers. Soon after the person was hired, the position was reassigned to assist in
handling grants. OMB oversees grants, acting as a gatekeeper and resource for the Academic
areas. Responsibilities for the grants are assigned to specific individuals who pride themselves
on their knowledge and expertise in dealing with these grants. It is not clear, however, that this
additional position is needed, as this was not the intent of the position and the department was
functioning effectively prior to the addition of this position.

Finally, there are positions reporting to the Director of Treasury Management that perform no
functions related to investments or the overall management of the Treasury. The Coordinator of
Invoice Control appears to perform functions more closely aligned with the Accounts Payable or
Accounting function. The Coordinator for EMIS/CSADM position performs functions related to
student accounting, and appears to more appropriately belong under the Director of the EMIS
System in the Academic area. When asked why these individuals reported as they do, the
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Treasurer indicated that for the Director to be paid at the level he needed for the type of work
performed, he had to have direct reports.

This recommendation is subject to contract negotiations.
RECOMMENDATION
Recommendation 5-1:

Reorganize the Treasurer’s Division, and redefine and fill the vacant positions to ensure
that the division can fully automate labor-intensive and error-prone processes and provide
greater levels of service to its users, the Board, and the public.

The recommended changes to the organization structure should position the Treasurer’s Office to
achieve greater efficiencies.

Salary Savings Benefits ($13,745 Total
Recommended Change Health + 18.6% Savings
(Cost) .
Fringes) (Cost)
Eliminate the vacant Treasury Specialist position reporting to the
Supervisor of Treasurer Support Services, and redistribute $37,109 $20,647 $57,756
responsibilities to the remaining three specialists in that area.
Create a position of Coordinator of Financial Information to
oversee full implementation of SunGard finance modules and
create user-friendly interfaces and reports; reports to Treasurer’s (61,484) ($24,911) (386,395)
Analyst.
Redefine the job description for the Supervisor of Treasurer
Support Services to serve as executive administrative support for No change No change $0
the Treasurer and the Board as well as continue oversee Risk
programs.
Move the three Treasury Specialists currently reporting to the
Supervisor of Treasurer Support Services to report to the No change No change $0
Treasurer’s Analyst.
Transfer the Coordinator EMIS/CSADM position to report to the No change No change $0
Director of EMIS Systems.
Transfer the Coordinator of Invoice Control to Finance and
. No change No change $0
Accounting.
Eliminate the OMB Fiscal Specialist position created in FY 2012, $37,109 $20,647 $57,756
Net Savings (Cost) of Immediate Changes $29,118

The recommended structure of the Treasurer’s Division once these changes are implemented is
shown in Exhibit 5-7.

The timing of the recommended changes would be contingent on the full implementation of the
finance capabilities in SunGard, and the full implementation of SunGard’s Human
Resources/Payroll modules. Savings for those process improvements are recognized in later
sections of this chapter.
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Recommended Structure of the Treasurer’s Division

Exhibit 5-7

Board of
Education

Treasurer

A/P Processor

(4)

Treasury Division
Specialist

(4)

Fiscal Specialist

3)

Budget
Analyst
Class 5

Fiscal Specialist
Student Activity
(2)

School Cashiers

(6)

Source: Created by Evergreen Solutions, 2013.

FISCAL IMPACT

. Director . Dir. Office of Supervisor ,
Director ) Dir. Employee & Treasurer’s
Accounting & ) Management & Treasurer
Treasury X Payroll Services | X Analyst —
Management Finance Class 1 Budget Support Services Class 1
8 Class 1 Class 1 Class 5
Assistant Director Budget Specialist . ]
Accountant Payroll Services B — Coordinator Coordinator
Class 7 | Class 5 Risk Management Financial —
& Legal Services Information
Payroll Cla==]
Coordinator Processors Budget Analyst
Invoice Control | | (4) Class 5 (2) Treasury
| Specialist (3)
Assistant Director
Accounting Payroll Systems  — Budget Analyst
Clerk Il Class 5 Class 5
Payroll |
Processors

As shown above, the elimination of two vacant positions and the creation of a Coordinator of
Financial Information will result in net savings of $29,118 based on the salaries for those
positions plus benefits.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18
Reorganize the
Treasurer’s Division $29,118 $29,118 $29,118 $29,118 $29,118
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FINDING

Financial processes are not fully implemented in SunGard. Although the financial information is
there, the reporting features are hard to read and manage. Campus and departmental staff and
administrators expressed frustration with the system, and some of the processes are onerous.

TPS began implementing the SunGard system during 2009-10. New software programs were to
be implemented for all facets of the district including Finance, Payroll, Human Resources and
Student Data. The financial software was implemented on July 1, 2010. The Payroll and Human
Resources Department began implementation, but it was not completed. The Student Data
portion was implemented in fiscal year 2010.

As noted the previous section, the Treasurer has compiled a list of 49 items within the SunGard
system, or relating to integration of SunGard with other systems that have the potential for vastly
improving the financial operations of the district.

Primary among the issues is the need for more meaningful reports, and for dashboards or other
tools that would allow users to quickly view budgets and other needed information at the detail
level that meets their needs. During interviews, campus-level administrators said they had
considerable difficulty trying to understand the reports they can access in the system or the
reports being provided to them by the Treasurer’s Office.

Financial reports, such as the Comprehensive Annual Financial Report, are not automated.
Revenue and Expenditure reports showing monthly totals must be cobbled together using Excel
based on multiple computer-generated reports. Financial reports generated by the system for use
in this study were either far too detailed, containing thousands of pages of detail, or were
summarized to the very highest level.

The Board has expressed its frustration with confirming purchase orders, defined as purchases or
expenditures that exceed budgeted funds and must be confirmed by the Board. Despite very
clear instructions from the Board, and memos issued by the Treasurer, confirming purchase
orders continue to be brought to the Board every month. If the encumbrance controls within the
SunGard system were functioning as intended, and if the system was used to prevent staff from
making any purchases or requisitions without entering the information into the system, the need
for most confirming purchasing orders would be eliminated.

Staff in the Office of Management and Budgeting are continually called on by campus-level staff
for assistance with grants and activity funds. In the absence of meaningful and easy to read
reports that show the balances available within each fund at the campus-level, OMB staff is
called on to assist in decision-making advice. Principals told the Evergreen Team that they did
not feel they had control of their own budgets. Further, campus-level administrative personnel
rely heavily on the OMB Fiscal Specialist over grants and student activity funds for training and
assistance.

Some of these problems are the direct result of only partial implementation of the finance
capabilities in SunGard. According to staff who participated in the implementation process, the
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system capabilities that were implemented included the minimum necessary to get the system up
and running. Although the system has the power to do much more, the current processes and

reporting capabilities are limited.
RECOMMENDATION

Recommendation 5-2:

Fully implement the financial components of the SunGard system, and create user-friendly
reporting and data extraction capabilities that assist rather than inhibit campus and

department decision-making processes.

As discussed in Recommendation 5-1, the implementation of this recommendation is contingent
upon the creation of a Coordinator of Financial Information position. This individual would
coordinate with the Computer Services Department and the vendor to facilitate report writing
needs and design workflows and recurring calculations to support financial reporting needs of
the district. During transition of Payroll from the legacy mainframe system to SunGard, this
individual should be responsible for maintaining efficient and effective operation of both the

financial and payroll software systems.

FISCAL IMPACT

As discussed in Recommendation 5-1, the implementation of this recommendation is contingent
upon the creation of a Coordinator of Financial Information position. The costs associated with
the hiring of that individual are shown as part of the fiscal impact statement for

Recommendation 5-1.

Assuming that implementation of this recommendation is complete within the next year,
beginning in 2014-15, two OMB Fiscal Specialist positions that deal primarily with grants and
student activity funds can be eliminated, for a savings of $115,513 as shown below.

Benefits
($13,745 for
Health +
18.6%0 for Total
SunGard Finance Enhancements Annual Salary Fringes) Savings
By year two, eliminate one OMB Fiscal Specialist Student
Activity (OMB) $37,109 $20,647 $57,756
CB;)r/ayr/](:Sar two, eliminate one OMB Fiscal Specialist Student $37.100 $20.647 $57.756
Saving Beginning in Year Two $74,218 $41,295 $115,513
Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18
Fully Implement The
SunGard Finance $0 $115,513 $115,513 $115,513 $115,513
Capabilities
=z
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FINDING

Campus level staff members are not well trained to handle the financial and business operations
at the campuses, which is causing errors, delays and frustration of all types throughout the
organization.

Of school administrators responding the Evergreen’s Survey, 74 percent disagreed or strongly
disagreed with the statement that “Campus administrators are well trained in fiscal management
techniques.” Principals echoed this response in focus group sessions. Campus cashiers and
secretaries expressed similar concerns.

The three areas of greatest concern involve:

e the use of the SunGard system;
e understanding the budgets and budget allocation decisions; and
o the handling of personnel and timekeeping records.

Within the SunGard, there are a series of videos and under yellow Training and Documentation
section found in the lower left-hand corner of the screen shown here in Exhibit 5-8.

Exhibit 5-8
SunGard Entry Screen

=
=
o]
=
=1
I
i1

The Power

Toledo Public Schools

Student and Financial System Access
eSchoolPlus IEPPlus BusinessPlus
Current Status Current Status Current Status
Online Online Online
Launch Launch Launch
Training and Documentation Home Access
BusinessPlus H IEPPlus || eSchoolPlus Windows Users I[ Macintosh Users

Sungard Help Desk - 419-671-4786

Source: https://connect.tps.org/,Danalnfo=iisserv.tps.org,SSO=U+

When the user clicks on the BusinessPlus training, the user has the opportunity to select
Financials, Human Resources, Payroll and web.config. Within the Financials Section, the user
has access to the following list of options:
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11/20/2010 10:15 AM 414617119 Budget Amendments.wmv

8/23/2010 3:08 PM 931328 Entering Direct Cash Receipt (revised 8.19.10).doc
3/15/2011 2:27 PM 26112 How to do an Amending.doc

12/2/2011 10:08 AM 392704 Navigation (revised 12.1.11).doc

1/25/2011 3:38 PM 826880 Once amending is completed.doc

7/22/2010 5:52 PM 251904 PO Receiving Guide (7.21.10).doc

12/2/2011 10:08 AM 3541504 Purchase Request (revised 12.1.11).doc
8/9/2010 9:37 AM 526665413 Purchase Request Capture Video.wmv
8/9/2010 8:53 AM 132638707 Receiving Capture Video.wmv

8/23/2010 3:08 PM 29184 Registration or Travel PR.doc

3/16/2011 8:13 AM 616448 SunGard Ledger Listing Report Instructions.doc
7/22/2010 5:52 PM 627200 Workflow Approvals (revised 7.21.10).doc
8/9/2010 8:23 AM 232335079 Workflow Capture Video.wmv

The items shown in bold/italics are videos, walking the user through the processes, while the
others are Word documents that contain screen prints and instructions on how to perform each of
the listed functions. Principals said this information was very helpful, but often they or their
staff do not have the time to go into the system and sit through a video or read all of the
instructions to find out what to do when they are in the middle of an entry and cannot proceed.

In addition to their other duties, three of the four Treasury Specialists in the Treasurer’s
Divisions are responsible for training campus and other staff on SunGard, as needed. As new
secretaries assume duties in the schools throughout the year, they hold group-training sessions
for ten or more individuals in the central training lab. According to the Director of the Office of
Management and Budget (OMB), one of the hardest issues that they have to deal with on an
annual basis is the “bump” process, where once each year the secretaries bid on and often change
positions. The individuals taking on the campus positions, and even some positions in
administration, are unfamiliar with the duties and responsibilities they will be expected to carry
out, and a completely new round of training both at the campus and department level, as well as
of training on the systems must occur.

Principals also said they had very little guidance regarding budget decisions or assistance in
trying to determine which funds can be used for which purposes. Federal and state grant money
come with various restrictions on its use. Further, principals said they are given their budgets at
the beginning of the year, but have no idea which of the funds are actually available for use and
which are fixed and cannot be used for other purposes. They are able to pull reports from
SunGard showing budgets in comparison to actual expenditures, but for the most part the
information is not presented in a user-friendly form and format. Staff regularly call OMB for
guidance and direction, and basically OMB verbally gives them feedback and assistance with the
budget options.

Another area of constant frustration is the human resource and payroll processing functions.
Again, much of the information regarding how to conduct each of the various processes is
communicated to the campuses verbally.
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RECOMMENDATION
Recommendation 5-3:

Create a Campus/Departmental Operations Manual made up of basic instructions for
conducting each of the key functions performed by campus-level staff.

While one individual should be placed in charge of compiling the information for the manual, the
manual should not be written by a single person. Rather, individuals from each of the primary
areas should work with and through experienced campus-level staff to write the instructions for
each of the key functions. Campus-level staff should then participate in the edit and testing of
the instructions to ensure that the information is clear and understandable.

Since each campus will have a unique way of conducting each process, the campus-level staff
should be encouraged by their principals to document those unique processes. Then, when new
individuals assume positions at a given campus, the procedure book can be used as the
individual’s manual for orienting the staff to the new position.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

In the FY2011, TPS was cited by the Ohio State Auditor’s Office for a number of deficiencies
and material weaknesses.

State statutes require an annual audit by independent accountants, and TPS has used the Ohio
State Auditor's Office to conduct these audits for many years. The external auditor's report
provides an opinion on whether the information presented in the financial reports is correct and
free from material misstatements. Of the audited financial statements reviewed (FY 2007
through FY 2011) TPS has received an Unqualified Opinion, meaning that the auditor found that
TPS’s financial condition, position, and operations are fairly presented in the financial
statements.

In addition to rendering an opinion, the auditor identifies both material weaknesses and
significant deficiencies that could affect the accuracy and completeness of financial statements.

Over the five years, TPS has been cited for both compliance and material control weaknesses as
well as significant control deficiencies. The following statements describe the various types of
material weaknesses and significant deficiencies:

Internal Control — Financial Reporting

A deficiency in internal control exists when the design or operation of a control does not
allow management or employees, in the normal course of performing their assigned
functions, to prevent or detect misstatements on a timely basis.
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A material weakness is a deficiency, or combination of deficiencies, in internal control such
that there is a reasonable possibility that a material misstatement of the entity's financial
statements will not be prevented, or detected and corrected on a timely basis.

A significant deficiency is a deficiency or a combination of deficiencies in internal control
that is less severe than a material weakness, yet important enough to merit attention by those
charged with governance.

Internal Control — Compliance

A deficiency in internal control over compliance exists when the design or operation of a
control over compliance does not allow management or employees, in the normal course of
performing their assigned functions, to prevent, or detect and correct noncompliance with a
type of compliance requirement of a federal program on a timely basis.

A material weakness in internal control over compliance is a deficiency, or combination of
deficiencies, in internal control over compliance, such that there is reasonable possibility
that material noncompliance with a type of compliance requirement of a federal program
will not be prevented, or detected and corrected, on timely basis.

A significant deficiency in internal control over compliance is a deficiency, or combination
of deficiencies, in internal control over compliance with a type of compliance requirement of
a federal program that is less severe than a material weakness in internal control over
compliance, yet important enough to merit attention by those charged with governance.

Because TPS expends more than $500,000 per year in federal funds, auditors are required to
conduct the audit in accordance with standards applicable to financial audits contained in
Government Auditing Standards, issued by the Comptroller General of the United States; OMB
Circular A-133, Audits of States, Local Governments, and Non-Profit Organizations and the State
Single Audit Implementation Act.

Therefore, auditors conduct tests of the entities compliance with certain provisions of laws,
regulations, contracts and grant agreements. Noncompliance in one of these areas could have a
direct and material effect on the amounts shown in the financial statements.

Exhibit 5-9 presents a summary of the audit findings for TPS from FY2007 through FY 2011.

The significant deficiencies noted in FY 2008 and FY 2009 were identical, resulting from an
antiquated software system that was in the process of being replaced. When SunGard was
implemented, these particular issues were addressed.

In FY 2011, the auditor issued the report on March 21, 2012, enumerating 18 findings. Because
the fiscal year ends on June 30, TPS had a period of only three months to review and correct the
problems identified in each finding. Consequently, in conversations with staff, they believe that
auditors will repeat at least six of the findings in FY 2012,
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Exhibit 5-9
Summary of Auditor Results
FY 2007- FY 2011

2007 2008 2009 2010 2011

Auditor’s Opinion Unqualified | Unqualified | Unqualified | Unqualified Unqualified

Were there any material control weaknesses
reported at the financial statement level
(GAGAS)? No No No No Yes (3)

Were there any other significant deficiencies in
internal control reported at the financial

statement level (GAGAS)? No Yes (1) Yes (1) No Yes (3)
Was there any reported material noncompliance
at the financial statement level (GAGAS)? No No No No Yes (3)

Were there any material internal control
weaknesses reported for major federal
programs? No No No No Yes (9)

Were there any other significant deficiencies in
internal control reported for major federal
programs? No No No No No

Source: TPS Comprehensive Annual Financial Reports, 2007 through 2011.

In addition, auditors often issue a management letter to alert the district to certain irregularities
that did not rise to the level of a material weakness or a significant deficiency. These
irregularities are not shared in the audited financial reports, but instead are shared with
management and the Board so that changes can be made to proactively address these concerns.

Not all of the issues addressed in the audit or in the management letters are things over which the
Treasurer or his staff may have control. Addressing some of the findings, for example, dealing
with Title | funds or Food Service, may require intervention by individuals who report directly to
the Superintendent and other Cabinet members. Further, some issues may require changes to
districtwide policies or procedures.

The audit findings and the corrective actions being taken to address each of the audit findings
can be found in the Board’s Finance Committee minutes over the last year. There is not,
however, a regular report to the Board regarding the status of each audit finding, nor did the
review team find any reference to the issues raised in the auditor’s management letter. Further,
from the information provided in the minutes, as the Treasurer brought forth corrective measures
for review and implementation by the Board, some Board members appeared to have questions
about the reasoning behind the findings and the need to address certain findings.

RECOMMENDATION
Recommendation 5-4:

Establish a process whereby the Board’s Finance Committee and the Superintendent’s
Cabinet review the results of the Annual Audit as well as the issues resulted in the
Auditor’s Management Letter and are kept apprised of the corrective actions being taken
to address those issues.
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By proactively keeping the Board and Cabinet members apprised of the audit findings, and
providing them an explanation of the issues, circumstances and proposed remediation, the Board
and Cabinet will be better informed and able to work with management to put policies and
procedures in place to address those concerns.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

TPS is currently contributing more to the employee health insurance fund than is needed to
match the needs of the fund.

TPS employees are able to select the type of coverage that they need to cover them and their
families. Based on the selected type of coverage, the employee’s premium amount is deducted
from their check each month. In addition to the amounts contributed by the employee for the
health care premium, the district annually contributes another $13,745 per eligible employee to
the fund. The amount of the district’s contribution is set based on the actuarial estimates of need
and the negotiated employee contribution rates.

At the end of FY 2012, the accumulated gain to the fund was $3,585, 575, with the fund showing
available cash at the end of the year at $12,866,636. As of the end of December 2012, the
amount of available cash has risen to $17,491,374.

The Board Finance Committee has addressed the topic of the self-insurance fund at several of its
meetings. The January 9, 2013 meeting minutes contain the following mention:

Mr. Cleland stated that the balance is climbing in the 024 fund [the employee self-insurance
fund] and he is having our consultant look into this.

Mr. Cleland explained that the two sources that fund the 024 account are shared from
employees and district. “There is no need to have excess cash in this account just an
appropriate amount. When we have less money in this fund, we have more money in our
operating fund™, he stated. “We have to adjust accordingly. Employee contributions were
supposed to increase to 15% but we kept them lower at 13.5%"” he concluded.

Dr. Adams pointed out that the balance is usually around $14 million, at least since she’s
been on the board. Mr. Cleland said the ideal amount is around $11 million.

Based on interviews with key leaders and Board members, there is concern that if a single
employee experiences a catastrophic illness, the fund could be depleted overnight. In reality, the
district carries a catastrophic stop loss policy through Gerber Life to cover claims that exceed
$375,000. This coverage, as well as historical costs, the age of the workforce and a multitude of
other factors are considered when the actuary makes the yearly projections.
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In July 2012, the independent health actuary, Timothy P. Berghoff, LLC, projected adequate loss
reserves for the Self-Funded Medical, Dental and Drug Plans for the Toledo Public Schools as
follows:

Drug $662,100
Medical and Dental $4,517,700
Total $5,179,800

The amount held in reserve should equal the amount shown above plus one month’s expense
plus $1 million dollars, or approximately $12 million.

Monies contributed to the Self-Insurance Fund cannot and should not be removed and used for
other purposes. It should be noted that efforts to balance the budget resulted in concessions by
employees regarding their premiums and coverages, which in turn were projected to result in
overall savings to the district. The district’s position in terms of operations continues to be
tenuous, at best, based on the information provided in the October 2012 Five-Year Forecast
shown in Exhibit 5-1. Therefore, continuing to contribute more than is needed to support the
fund, however, means that TPS is diverting needed cash from General Operations into a fund
that has cash reserves exceeding its needs.

RECOMMENDATION
Recommendation 5-5:

Adjust the amount of the district’s contribution to Fund 024 to meet the needs of the fund
as defined by TPS actuaries.

It appears that reserves of between $11 and $12 million are appropriate. When making
adjustments to the district’s contribution rate, the Treasurer should continue to monitor claims
and other activities throughout the year, to ensure that the fund’s performance remains on track.

FISCAL IMPACT

Conservatively, TPS should be able to reduce the amount of General Operating contributions to
Fund 024 by a minimum or $2.5 million in the next year. In future years, the assumption is that
unless other changes are made to the program, these savings will be sustainable. The actual
amount of the savings over current contributions to the fund will depend entirely on the actuarial
reports each year.

Recommendation 2013-14 2014-15 2015-16 2016-17 2017-18

Adjust TPS
Contribution to Fund $2,500,000 | $2,500,000 | $2,500,000 | $2,500,000 | $2,500,000
024
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5.2 ACCOUNTING AND BUDGETING

The accounting and budgeting functions are jointly carried out by staff in the Finance and
Accounting Section and the Office of Management and Budget. While the work of the two
sections is not duplicative, both sections have the ability to make journal entries and both have
assorted specific responsibilities for accounting, budgeting and reporting.

As shown in Exhibit 5-10, in FY 2011, TPS received a higher percentage of its revenues from
state and local sources than its peers.

Exhibit 5-10
Comparison of Revenue Sources
Ohio Peer District State Revenue District Local Revenue | District Federal Revenue
District As % Of Total FY11 As % Of Total FY11 As % Of Total FY11
Toledo Public Schools 52.44% 29.12% 18.44%
Akron City 48.75% 35.19% 16.05%
Cincinnati City 29.26% 54.07% 16.68%
Dayton City 50.79% 32.42% 16.79%
South-Western City 44.45% 44.42% 11.13%
Peer Average 43.31% 41.53% 15.16%
Lucas County Peer District State Revenue District Local Revenue | District Federal Revenue
District As % Of Total FY11 As % Of Total FY11 As % Of Total FY11
Toledo Public Schools 52.44% 29.12% 18.44%
Oregon City 43.19% 52.46% 4.36%
Springfield Local 27.67% 64.99% 7.34%
Sylvania City 29.32% 64.97% 5.72%
Washington Local 40.47% 50.36% 9.17%
Peer Average 35.16% 58.20% 6.65%

Source: Ohio Department of Education, 2013.

FINDING

TPS does not effectively use its annual budget process as a planning tool, does not involve the
board and community members in meaningful budget discussions, and departments and schools
have only limited input into the budget process in general.

Among the primary School Board Powers and Duties as outlined in Board Policy BBA is to
“determine and approve the annual budget and appropriations.”

The following statements are presented as part of the Board Fiscal Management Goals stated in
Board Policy DA (emphasis added):

With the cooperation of the Treasurer and assistance from other designated personnel, the
Superintendent is expected to develop an efficient and effective procedure for fiscal
accounting, purchasing and the protection of plant, grounds, materials and equipment
through prudent and economical operation, maintenance and insurance.
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The Board seeks to achieve the following goals to:

1. engage in thorough advance planning, with staff and community involvement, in order to
develop budgets and to guide expenditures that support District initiatives and to achieve
the greatest educational returns for the dollars expended:

2. establish levels of funding which provide high quality education for the District’s
students;

3. use the best available techniques for budget development and management;

4. provide timely and appropriate information to all staff with fiscal management
responsibilities and

5. establish effective procedures for accounting, reporting, business, purchasing and
delivery, payroll, payment of vendors and contractors and all other areas of fiscal
management.

According to the Office of Management and Budgeting (OMB), for the last three years, OMB
has prepared a preliminary discretionary budget for each Budget Center Director. These
discretionary budget drafts come with instructions that the budget shown will be used as part of
the overall budget unless the budget center director provides a rebuttal to the amounts shown.

OMB staff indicated that there are seldom more than four or five rebuttals, and those primarily
come from the Business Office divisions. Campuses do not usually submit rebuttals, as campuses
are able to appeal to the Assistant Superintendents for “bailout money” throughout the year.

Each year, a dollar amount is budgeted to the Assistant Superintendents for “bailouts” (Object
890 or 410). This year that amount was approximately $246,000. If a campus runs out of
money, the principal appeals to the Assistant Superintendent over a particular school. The
Assistant Superintendents have authority to submit a budget amendment request to move the
money from the “bailout” fund to the requesting campus. If the bailout monies are not used by
the campuses, the Assistant Superintendents have discretionary authority to use the money as
they deem appropriate.

Only when there is a rebuttal of the discretionary budgets, or when positions are being added or
substantially changed, are schools and departments required to provide budget justifications.

The remainder of the budget is for staffing. The Assistant Superintendents and Chief Academic
Officer forecast how many students will be attending which schools in the coming year. Based
on the enrollment projections, they prepare staffing projections for teachers based on a formula.
Directors make recommendations on other staffing decisions and position control is used to track
positions and their costs using an average salary for each position plus the applicable benefit
rates. In recent years, the TPS Transformation Plan has guided much of the campus-level
staffing decisions, particularly as the district transitioned from the K-5/Middle School/High
School format to K-8 Elementary/High school format.

%
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The Board approves the annual appropriation request at the June Board meeting. Because the
final numbers are not fully known at that time, the Board’s review and comments are somewhat
limited. The Treasurer’s Division uploads the budget information into SunGard at that time.
After the beginning of the school year, the Board is asked to review and make significant budget
changes when revised revenue estimates and actual enrollment numbers are available.

According to the Treasurer, once approved, the final budgets are discussed and made available to
the public in the following ways:

Open Finance Committee meetings

Open Board meetings (public input is welcomed)

TPS website — Board Docs tool (http://www.boarddocs.com/oh/tps/Board.nsf/Public)
Public records requests

The informal budget process calls for some or all of the staffing projections and the discretionary
budgets to be conducted during the Spring of each year. The Transformation to the K-8/High
School format caused a significant delay in the forecasts, but even during the last year, delays
occurred for other reasons.

Ohio’s Hilliard City School District, for example, received a Meritorious Budget Award from
ASBO International for its FY 2011-12 budget. The Budget Calendar presented in that
document is shown in Exhibit 5-11.

In the absence of a published and accepted budget calendar, some participants may not
understand how delays can negatively affect the ability of the district to produce a meaningful
budget in the time allotted and prescribed by law.

As shown in Exhibit 5-12, in addition to the regular budget calendar, Hilliard also presented a
budget calendar for dealing with capital budgeting.

Having a published process and calendar /budget creation guidelines provides a level of
transparency and can be used to more directly link the goals and objectives of the district to the
monies being expended.

RECOMMENDATION
Recommendation 5-6:

Develop a Budget Calendar and budget creation guidelines that allow for meaningful input
from internal stakeholders as well as the Board and the community.
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Exhibit 5-11
Sample Budget Calendar for
Hillard City School District
2012-13

Action By
]

February 14, 2012 Pre-k — 12 assignments, Assistant Superintendents,
staffing Director of Human
recommendations Resources, Elementary

March 12, 2012 Certification of Tax Rates | Franklin County Auditor,
& Amounts Board of Education
| May, 2012 [ Finalize all staffing
central budgets
June 11, 2012 Adoption of Temporary Board of Education
Appropriation Resolution

September 27, 2012 Adoption of Permanent Board of Education
Appropriation Resolution

Adopt Amended Board of Education
Appropriation Resolution
if necessary

Source: Hillard City School District, 2013.

June, 2013
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Exhibit 5-12
Sample Capital Projects Budget Calendar
Hillard City School District
2012-13

Date Event Action By

and needs Assistant Superintendent of
. Operations
Complete prioritization Director of Business Affairs,
projgects and cash flow Operations, Treasurer,
Superintendent

June 11, 2012 Adoption of Temporary Board of Education
Appropriation Resolution

October through June Review all projects for Director of Business Affairs,
cash flow compliance, Assistant Superintendent of
monthly revisions to Operations, Treasurer

budget within legal
parameters

Source: Hillard City School District, 2013.

There are standards set forth by both ASBO and GFOA for budget preparation and presentation
that could provide the framework for a comprehensive budget process. At a minimum, the
budget preparation process should begin with goal setting and strategic planning by the Board.

FISCAL IMPACT

This recommendation can be implemented with existing resources.

FINDING

The Comprehensive Annual Financial Report (CAFR) for Toledo Public Schools has
consistently received awards for excellence from the Government Finance Officers Association
(GFOA) of the United States and Canada and the Association of School Business Officials
International (ASBO).
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Between 1989 and 2011, GFOA has awarded TPS a Certificate of Achievement for Excellence
in Financial Reporting for the form and content of its CAFRs. The Certificate of Achievement is
the highest form of recognition for excellence in state and local government financial reporting.
The document must be efficiently organized in conformity with program standards and satisfy
both Generally Accepted Accounting Principles and applicable legal requirements.

For the last 15 years, ASBO has awarded TPS its Certificate of Excellence in Financial
Reporting. This award certifies that the report substantially conforms to the principles and
standards of financial reporting as recommended and adopted by ASBO. An expert ASBO Panel
of Review, consisting of Certified Public Accountants and practicing school business officials,
grants the award only after an intensive review of financial reports. Receiving the award is
recognition that a school district has met the highest standards of excellence in school financial
reporting. A Certificate of Excellence is valid for a period of one year only.

COMMENDATION

The Toledo Public Schools have consistently been recognized for excellence in the reporting
and presentation of its Comprehensive Annual Financial Report.

FINDING

Although TPS prepares its CAFR each year in compliance with GFOA and ASBO International
standards, the district has not embraced the same concept for budgeting. These same entities
have standards related to budget preparation and reporting that encourage transparency and
participation by all stakeholders—elected officials, administrators, employees and their
representatives, citizen groups, and business leaders.

TPS’s budget documents are not easy to read, nor are there any budget narratives describing
departmental or functional activities and goals for the new year. The appropriation documents
provided to the Evergreen Team for the last two years exceeded 1,000 pages each. One page
summary documents were located on BoardDocs, but there appears to be no Budget Book where
the Board or community can go to find specific information on the proposed expenditure
budgets, or current budgets as compared to prior years.

It appears that the budget process has been a reporting of what has happened in the past, rather
than a process for planning for the future.

As no