Community Relations/Governance

Communications

The district does not have a strategic communications plan. Few avenues are utilized by the
district to communicate consistently to parents and the community about district operations and
issues. The district’s web site is out of date and underutilized. Spokesperson and media relations
protocols either do not exist or are not uniformly understood or adhered to. The district also has
not effectively initiated efforts to generate positive news coverage about the district’s schools,
programs, students and staff.

In the past, a great deal of the responsibility for communicating with parents and the community
fell to the individual school sites and school leaders. Several sites regularly send information
about local campus events to parents through newsletters and through the district’s broadcast
phone message system; however, these efforts are uneven across the district, and there is little
coordination or support from the central office.

In addition, many individuals expressed concerns regarding internal two-way communications,
including perceptions that past district leadership did not always communicate in an open and
straightforward manner — especially with regard to budget matters. Many felt that a small
group of top district administrators (the “senior cabinet”) tightly controlled the flow of informa-
tion, leading to gaps in the level of information that went to the board and community as well as
to site-level staff and district staff directly responsible for administering specific programs. The
accuracy and timeliness of communications from individual district departments varied; site staff
reported particular frustrations having to interact with the human resources, maintenance and
finance departments. Finally, many staff and community members perceived that their input on
districtwide matters was not welcomed.

The district must develop a comprehensive plan that identifies goals for internal and external
communications, target audiences, strategies for reaching those audiences, etc., and an account-
ability mechanism for raising awareness about the plan and implementing it. Responsibilities
for these efforts must be clearly assigned at the district level and widely understood by all staff.
The state administrator has begun this process by hiring an individual to oversee community and
media relations. A wide range of staff, parents and the community, as well as the board, should
be engaged in developing the communications plan.

Parent/Community Relations

While the district has complied with many of the legal standards in this area, such as those relat-
ed to sending out annual parent notices, issuing school accountability report cards, and dissemi-
nating uniform complaint procedures, overall the Vallejo City USD has had major difficulties
engaging parents and volunteers. Widespread parent/community involvement does not appear to
have been a consistent priority.

Some promising activities appear to have been undertaken in the past, such as a districtwide
Parent Partnership Conference held in December 2002 and some parent education programs and
events at individual school sites. Most of these efforts have not been sustained by the district.
A few individual school sites also appear to engage in numerous, positive activities to involve
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parents and volunteers, but this effort is uneven across the district and heavily dependent on
individual principals. Parent-teacher organizations are not in place or active at all sites. Again,
district leadership and support for these efforts appear to have been minimal.

Many parents and community members believe they are not made to feel as if they ultimately
have ownership in the district’s schools and programs. Individual teacher interaction with
students and parents is a key ingredient. Some teachers initiate and place a great emphasis on
parent outreach and these teachers are recognized and highly regarded. However, other teachers
appear to make few or no efforts to interact with parents, nor have they been encouraged to do
so. Some interviewees also stated that they believe some parents need to take greater initiative
in their own children’s education, instead of simply dropping their children off at the schools and
not becoming involved in any other ways.

A common theme among interviewees was that parents don’t know how to navigate the school
system; also that school or district staff could be nonresponsive to parents’ inquiries or requests
and it was tolerated in the past. Even the most sophisticated parents seem to have to really work
to get answers or get the results they want. Parents who don’t have that level of sophistication
about school organizations, or who are not that persistent, tend to simply not engage.

In the future, the district must make a strategic and relentless effort to involve more parents and
the entire community. In general, site staff need to make parent/community relations a higher
priority, and should receive greater assistance from the district in their efforts to do so. Such
assistance might include related professional development for principals and other site-level
staff, help with publicity for school events and activities, or other strategies developed with the
involvement of staff, parents and community members. Also, the district needs to give greater
clarity to specific ways that parents and volunteers can get involved and in what ways this in-
volvement is meaningful and supportive of the district’s goals.

Community Collaboratives, District Advisory Committees, School Site Councils

The district’s efforts to form partnerships and collaboratives with community organizations,
agencies and businesses appear to have dropped off in recent years. The district participates in
some positive and successful partnership programs, but it appears that these efforts are driven
mostly by partnering organizations. Overall, there appears to be little district-level initiation or
coordination of partnership programs. Additionally, several community members perceived that
the previous district leadership was slow to respond to new, outside proposals for partnerships.

The district has at times worked closely with the City of Vallejo and other public agencies. An
Interagency Commission exists which enables leadership from the district, city, library district
and recreation district to meet and discuss collaborative efforts. Relations between the previous
district administration and the city police were strained, partly because the district cut school
resource officers during the fiscal crisis. The state administrator has since restored these re-
source officers. Communication between the district and county office of education was often
inadequate, and this relationship was a factor in the escalating fiscal crisis. The district does not
appear to have particularly strong collaborative relations with the Vallejo business community,
although one board member in particular is positively engaged in the Chamber of Commerce and
sits on the Chamber’s board and on its education committee.
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To better serve the needs of students and families, the district should develop and implement a
coordinated district strategy for building community collaborations and partnerships. This strat-
egy should align partnership-building to the district’s key goals and identify roles and responsi-
bilities of the board and key staff.

Within the district, there have been a number of advisory councils and committees involving
parents, community members and staff, but again the level seems to be dropping off. One of the
most successful examples appears to be the School Bond Oversight Commission established as a
result of the school bond measure passed in 1997; its members appear to receive adequate in-
formation, fulfill their stated responsibilities and regularly report to the board. A district Budget
Advisory Committee that includes board members, employee organization representatives and
community members was seen as functioning less effectively in the past year, due in part to con-
cerns about staff support and clarity of role.

Other districtwide citizens advisory committees have come and gone, including a Superinten-
dent’s Parent Advisory Council, Student Discipline Task Force, Curriculum Advisory Council,
Community Advisory Committee for Special Education, Elementary Task Force, Secondary Task
Force and School Attendance Boundaries Committee. Perceptions of the usefulness of these
groups varied. The district should review its committee structure to ensure that it effectively uses
and supports committees to provide broad-based input in support of the district’s key goals.

Finally, policies exist for the establishment of school site councils, and these councils are estab-
lished at each site as appropriate. Participation varies on councils throughout the district. Most
site leaders report difficulties involving any more parents than is minimally required. School site
staft generally express satisfaction in the past with the support and responsiveness of the Special
Projects department, which oversees activities related to site councils, as well as the English Lan-
guage Advisory Council and the District Advisory Council. School site councils have met their
obligations with regard to developing and reviewing school plans that contain the components
required by law.

Policy

The district has a fairly well-maintained and organized policy manual. In addition, the district
has adopted nearly all of the policies mandated by state or federal law. However, nearly half of
the district’s policies have not been updated since 1994. Especially during the past two to three
years, there appears to have been relatively little policy development or revision. The district
subscribes to external policy services that provide information about changes in law as well as
sample policies and administrative regulations; the district must more diligently and routinely
use these resources to develop or revise its own policies to reflect current law and district prac-
tice.

Views on how much input staff and citizens had into policy development were mixed. The
policy-updating process was largely seen as driven by senior district staff. While some principals
provided input on certain policies, principals as a whole were not consistently asked to give in-
put, nor did they seek to do so. Members of the public had opportunities to provide input during
board meetings; no other regular avenues for soliciting public input were evidenced. For those
topics of most importance to staff or the public, the district should develop additional methods to
solicit broad-based input on proposed policies.
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Staff are generally kept informed of changes to policies after they are made. All principals and
district managers are made aware of policy changes through a system that requires them to sign
off upon receipt of new policies. Policy manuals are kept at the district office and at each school
site, and the executive secretary has access to the manual through CD-ROM. However, technol-
ogy could be more effectively used to increase access for the board, all staff and the public.

The major issue relative to policies in the Vallejo City USD is an apparent lack of consistent

and uniform adherence. Sometimes the board’s policies are not widely known or else they have
been interpreted or enforced differently by district staff or by site staff. Policies related to place-
ment of administrators on the salary schedule, inter/intra district transfers, and student discipline
were most often cited for lack of uniform adherence. The policy-related documents that most
consistently seem to drive activities in the district are the contracts with employee groups. In the
future, the state administrator and board should be more assertive in requiring reviews of policies
and policy implementation practices.

Board Roles/Boardsmanship

Board members are frequently characterized as well meaning, dedicated, caring about kids, and
relatively representative of the community. The board has placed an emphasis on working effec-
tively as a team in addressing important district matters. Board members appear to have gener-
ally understood their policy-setting role, and there were no indications that board members acted
inappropriately by attempting to exercise individual authority or to interfere with administrative
or operational matters.

Many staff members and community members believe the board placed too much trust in the
previous superintendent and senior district administrators, and that the board allowed the super-
intendent and senior staff to “drive” the direction of the district. At the same time, many believe
the administration did not provide accurate information to the board or to the public; that se-
nior staff members either deliberately or non-deliberately misled and misinformed the board on
critical financial matters; and that certain senior staff did not demonstrate sufficient professional
competence.

Neither the Vallejo City USD board nor the former Solano County Superintendent of Schools es-
tablished effective accountability structures, especially pertaining to budget matters. There were
well-documented budget and fiscal operational concerns in the district for many years that were
allowed to persist, though it was understood that district and county office of education staff
were communicating in an ongoing way to resolve these matters. In the future, the district must
establish clear policies and practices related to budget development and oversight; the board and
staff must be clear about roles and expectations in this area, and intervention must be swift when
expectations are not being met.

The framework for the district’s vision, goals and strategic plan was largely developed in the
mid-1990s by a previous superintendent, with significant community input. Subsequently, four
generic goals were used to communicate district priorities. An effort was underway last year,

led by a team that included one board member and several staff, to begin work on updating the
strategic plan, but this effort dropped off in the face of the fiscal crisis. In August 2004, the state
administrator established five key goals that have been widely communicated to staff and the
community. It will be important for the district to continually assess progress toward these goals.
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In addition, in order to build long-term capacity to sustain improvements once local authority is
restored, the state administrator and board should develop a long-term strategy for involving the
board, staff, parents, students and the community in processes to periodically identify student
needs and to update the district’s vision/mission and goals.

To regain the faith of the entire community, the board must demonstrate that it acts for the com-
munity and for all the students in the district. For example, although some individual members
of the board were consistently recognized as being very active in visiting sites and attending
community and school functions, not all board members are perceived as actively engaging a
broad cross-section of the community or attempting to understand the needs of all sites. In par-
ticular, some parents and community members feel that some board members do not effectively
understand or represent the needs of students of color or students from lower socioeconomic
backgrounds. The board and district administration must also work to overcome a perception of
a “closed network” by continually reaching out to invite parent and community involvement with
the district and schools.

Board Meetings

School board meetings generally follow processes described in board bylaws and are consistent
with legal requirements. Agendas are posted in accordance with law, and opportunities for pub-
lic input are provided at meetings. The board also appears to be respectful of the staff and public
at meetings. A majority of board members appear to be adequately prepared for meetings, al-
though the lack of consistent and detailed background materials and analysis of all agenda items
provided by staff to the board is a major concern. The state administrator and board should form
agreements as to what types of information, data and analysis are necessary prior to meetings.

There were also indications that some budget-related matters which should have been discussed
in open meetings were discussed to some extent during closed sessions. All board members and
staff must be clear about and adhere to the requirements of the Brown Act.

Agendas might also be reorganized to better emphasize important student achievement matters.
There did not appear to be frequent, substantive reports on student achievement issues. There
were positive efforts in the past year to ensure greater awareness about each of the local school
sites by requiring site leaders to provide an annual presentation to the board, highlighting pro-
grams and activities.
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1.1 Communications

Professional Standard
The district has developed and implemented a comprehensive plan for internal and external
communications, including media relations.

Sources and Documentation

A I ANl

Board member interviews

Staff interviews

Parent and community member interviews
Parent focus groups

Media representative interviews

District policies

District Web site

Site newsletters

Staff surveys

Findings

1.

The district does not have a comprehensive communications plan. In the past, many of
the district’s communications activities do not appear to have been centrally directed or
coordinated, but have been dependent on the efforts of individuals at school sites.

The district has adopted policies and administrative regulations related to communica-
tions and media relations (BP 1100 and BP/AR 1112), which include direction for the
development of a communications plan. In addition, one of the four main goals of the dis-
trict in the past three years involved working toward improvements in the area of public
relations. However, these policies and the goal do not appear to have driven communica-
tions efforts.

A previous superintendent attempted to establish a permanent communications position
and revise media protocols (see also Standard 1.4). However, these efforts met with re-
sistance due to the financial impact, and a position was not created. For a brief time, the
district contracted for some communications/public relations assistance.

The Vallejo Times-Herald, a daily with a circulation of approximately 20,000, is the pri-
mary newspaper that covers the district. The San Francisco Chronicle and Contra Costa
Times also provide some coverage. In the past several years, the district office appears to
have made minimal proactive efforts to build media relations and generate positive cover-
age of the district’s schools and programs. Relations between the district administration
and the local newspaper were not functional, due in part to a perceived lack of accessibil-
ity and responsiveness on the part of a previous superintendent in locating and/or provid-
ing requested information. There were also perceptions among some district leaders that
the local newspaper did not accurately present information or quotations provided to it by
district leaders.
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5. Teachers and classified staff surveyed for this study tended to disagree or strongly dis-
agree that the media paint an unfair picture of the district’s situation, with the classified
staft showing a higher level of disagreement. Among teachers, 32.4 percent disagreed or
strongly disagreed; 28.7 percent agreed or strongly agreed; 29.6 percent were neutral; 9.2
percent had no opinion. Among classified staff, 41.2 percent disagreed or strongly dis-
agreed; 22.6 percent agreed or strongly agreed; 26.6 percent were neutral; 9.7 percent had
no opinion.

On the other hand, teachers were slightly more likely to agree or strongly agree that the
schools are considerably better than shown in the media (36.2 percent vs. 23.4 percent
who disagreed or strongly disagreed; the rest were neutral or had no opinion), whereas
classified staff leaned in the other direction (33.9 percent disagreed or strongly disagreed;
25.8 percent agreed or strongly agreed).

6. Interviewees say in past years they received information about the district primarily from
what they read in the local newspaper; from phone messages generated by the school
sites; from site newsletters and occasional district newsletters and letters sent home by
the superintendent; and through word of mouth or contact with school employees. Taped
broadcasts of regular board meetings are shown on the local cable TV station. The district
does not appear to make extensive use of e-mail communications or districtwide mail-
ings. The district’s Web site contains some useful information and might become a more
important vehicle for effective communications in the future. However, much of the in-
formation on the site is not current.

Staff indicated in surveys that they get information about district activities from the news-
paper, the principal and other staff members (see Standard 1.2).

7. During the recent budget crisis, many parents and community members expressed con-
cerns about not being kept better informed by the district. There is a perception by many
that the size of the district’s budget deficit became an issue “overnight” and that the dis-
trict’s top financial staff had previously reported in a public meeting that the district was
on solid financial ground. Following the revelation of the magnitude of the deficit, the
district attempted to hold a series of community forums to provide information and solicit
input, although only one of these forums was held.

8. When asked whether parents have the opportunity to be well informed about what is hap-
pening at their school, most teachers surveyed (60.4 percent) agreed or strongly agreed
that they do (16.2 percent disagreed or strongly disagreed; 21.2 percent were neutral; 2.2
percent had no opinion). Classified staff also were more likely to agree or strongly agree
(44.1 percent) than to disagree or strongly disagree (22.8 percent). However, both groups
were evenly split when asked whether parents have the opportunity to be well informed
about what is happening in the district.

9. Many individual board members, staff, parents and community members identified poor
communications by the district as one of the most significant problems. They identified a
need for the district to strengthen its internal and external communications in an effort to
better engage the community, improve the reputation of the school district and promote
attendance.
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10. In summer 2004, the state administrator established a part-time contract position to assist
in coordinating the district’s communications and community/public relations activities.

Recommendations and Improvement Plan

1. The district should develop a comprehensive, long-term communications plan that en-

courages proactive internal and external communications.

a. The plan should be developed with input from board members, district and site staff,
parents and community members.

b. The district should consider organizing the communications plan around priority
issues. For those issues identified as priorities, the plan should delineate target audi-

ences, strategies for reaching those audiences, persons responsible for each activity,
and timelines.

c. The plan should specifically consider strategies to improve overall public perceptions
of the school district, strengthen media relations and address the district’s role in
working with sites to strengthen communications with all parents.

d. The plan should be adopted by the board and state administrator.

e. The plan and aligned materials such as protocols and procedures should be distributed
to all staff, board members and school sites in a timely and efficient manner.

f. The district should ensure a process for maintaining current lists of media contacts as
well as parent and community leaders.

2. The district should implement the strategies in the communications plan in a coordinated
and timely manner.

a. The district should provide more proactive information to the media about important

district issues, programs and activities, including highlighting achievements of the
district’s students and staff.

b. Communications/public relations staff should be responsible for tracking the district’s

communications efforts and regularly reporting to the state administrator, board and
others regarding the status of implementation.

3. The state administrator or designee should periodically evaluate the effectiveness of the

district’s communications efforts and make ongoing improvements in the communica-
tions plan as necessary.

a. The district might use surveys, focus groups or other methods that encourage par-
ticipants to freely give their opinions about district performance. Such assessments

should be aligned with critical issues and key messages identified in the district’s
communications plan.
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Standard Implemented: Partially

November 1, 2004 Rating: 1

Implementation Scale:
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1.2 Communications

Professional Standard
Information is communicated to the staff at all levels in an effective and timely manner.

Sources and Documentation
1. Board member interviews
2. District administrator interviews
3. Staff interviews
4. Staff surveys

Findings
1. At this time, the district does not have a comprehensive communications plan that in-
cludes procedures and systems to ensure that information is provided to staff (see Stan-

dard 1.1).

2. District and site staff stated that they primarily receive district information through staff
meetings, by word-of-mouth, by attending board meetings or watching them on TV, from
direct supervisors, from colleagues, through employee organizations, and by reading the
local newspaper. Teachers receive much of their information about district matters from
their employee organization communications.

Surveys conducted for this study asked teachers, classified staff and district staff to in-
dicate their primary sources for being informed about what is happening in the district.
Multiple responses were allowed. Among teachers, the most frequent four responses
included staff meetings, the principal, what other staff tell them, and the newspaper. For
classified staff, the newspaper and what other staff tell them were most frequently indi-
cated as the source for district information, followed by the principal and district com-
munications. District office staff listed what other staff tell them, the newspaper, district
communications and staff meetings. There is an over reliance on the newspaper as a pri-
mary source of district information on the district's schools and programs for all groups
(see Standard 1.1). Also, what other staff say may or may not be reliable.

3. Senior administrators (the senior cabinet) met with the previous superintendent on a
weekly basis, and all members of the district cabinet met with the superintendent every
two weeks. All K-12 principals met once per month with each other and the superinten-
dent, and 2-3 other times per month in groups of elementary and middle/secondary prin-
cipals with the district directors.

4. District managers and principals had varying opinions as to the accessibility of the previ
ous superintendent. Some principals felt the previous superintendent made frequent site
visits and was responsive to their phone calls and e-mails, while others perceived that
they could not approach her as directly and that she did not have much presence on their
sites.
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Elementary principals interviewed generally expressed a higher degree of satisfaction
with the information provided to them by the former Director of Elementary Education.
Middle school principals in particular expressed concerns about the flow of information
to them in the past.

Site-level managers and staff frequently singled out certain district departments — human
resources, maintenance and finance — as doing particularly poor jobs of communicating,
providing information, and being responsive to questions and requests.

Among site-level managers and staff interviewed, many expressed concerns about the
accuracy of information provided to them by the district office, especially budget-related
information. Many perceived that the former superintendent and the senior cabinet tightly
controlled the flow of information to other managers and staff. During the district’s fis-
cal crisis in the fall of 2003, managers report that regular meetings were not held with the
superintendent and that communication about fiscal matters was especially sparse and
sporadic.

A number of questions related to staff communications were asked in surveys conducted
for this study. In general, the responses indicate consistent perceptions that staff did not
receive adequate information about what was happening in the district, although informa-
tion about school sites or work sites was better.

Teachers, classified staff and district office staff all assigned an average grade of “D” to
the effectiveness of the previous district administration in communicating clearly with
teachers and staff.

Staff at all levels also indicated general disagreement that changes in board policy are
communicated to them in writing (see Standard 4.1).

The majority of survey respondents in all groups (66.8 percent of teachers, 53.2 percent
of classified staff and 68.1 percent of district staff) disagreed or strongly disagreed that
they are given full and complete information when asking questions of district or other
school officials.

Teachers tended to disagree or strongly disagree that they have had the opportunity to be
informed about what is happening in the school district as a whole (46.4 percent disagree-
ing vs. 20.6 percent who agreed or strongly agreed; 32.4 percent neutral; 0.5 percent no
opinion). Classified staff and district staff also tended to disagree, although not to the
same extent.

Staff perceptions were more positive regarding information about school sites: 59.7
percent of teachers agreed or strongly agreed that they have had the opportunity to be
informed about what is happening at their school site (17.0 percent disagreed or strongly
disagreed; 22.6 percent neutral; 0.6 percent no opinion). Classified staff also tended to
agree or strongly agree (43.4 percent vs. 22.1 percent who disagreed or strongly dis-
agreed; 32.3 percent neutral; 2.4 percent no opinion). District staff, however, were fairly

Community Relations/Governance



evenly split in their opinions as to whether they have had the opportunity to be informed
at their work site.

Overall, staff at all levels disagreed that the level of communication they have received
is appropriate to their needs as a teacher/staff member. Among teachers, 50.2 percent dis-
agreed or strongly disagreed, 16.1 percent agreed or strongly agreed, 30.0 percent were
neutral and 3.6 percent had no opinion. Among classified staff, 40.5 percent disagreed or
strongly disagreed, 26.4 percent agreed or strongly agreed, 31.4 percent were neutral and
1.7 percent had no opinion. Among district staff, 53.1 percent disagreed or strongly dis-
agreed, 17.0 percent agreed or strongly agreed, 27.7 percent were neutral and 2.1 percent
had no opinion.

Many staff interviewed reported an improvement in the frequency and quality of commu-
nication they have received from the district office since the state administrator arrived.
Several managers especially noted the responsiveness of the state administrator. How-
ever, some staff also indicated that they do not yet know the new organizational reporting
structure or to whom they should go for certain information.

Recommendations and Improvement Plan

As the district develops and implements its comprehensive communications plan (see

Standard 1.1), it should emphasize strategies for ongoing internal communications to staff
at all levels.

a. Discussion and feedback on internal communications issues should become an ongo-
ing topic at cabinet and principal meetings.

b. Feedback from all staff should be sought on a regular basis in order to strengthen
communications.

2. District staff in all departments should be held accountable for responding to requests for

information or assistance from site-level staff.

Standard Implemented: Partially

November 1, 2004 Rating: 3
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1.3 Communications

Professional Standard
Staff input into school and district operations is encouraged.

Sources and Documentation

1.
2.
3.

District and site administrator interviews
Staff interviews
Staff surveys

Findings

1.

At this time, the district does not have a comprehensive communications plan that in-
cludes strategies for encouraging input and feedback from staft (see Standard 1.1).

Several interviewees characterized cabinet and managers’ meetings as times when senior
administrators “talked at them.” Many participants perceived that their input on district
matters was not generally welcomed or well received by top district administrators. They
believe that the superintendent and senior cabinet made significant decisions among
themselves and “behind closed doors,” even when those decisions impacted particular
programs or managers and required their understanding for effective implementation.

In general, elementary principals reported more satisfaction with their opportunities to
provide input on some matters through the former Director of Elementary Education.

The board and district administration do not extensively use committees and task forces
as opportunities to obtain broad-based input (see Standard 3.2).

Leading up to and during the recent budget crisis, the district does not seem to have pro-
vided widespread, significant opportunities for a wide cross-section of staff to provide
input on budget issues. Some staff did provide input at board meetings. Some site manag-
ers stated that after they raised issues at one principals’ meeting, the group was not recon-
vened for several months.

Although district administrators are involved in the development of district policies, site
administrators and other staff are not consistently engaged in the policy development or
review process (see Standard 4.5).

Teachers and classified staff generally offer input and feedback through their principal.
Many staff members interviewed reported a high degree of satisfaction with the oppor-
tunities provided to them by their principal. They expressed a sense of empowerment re-
lated to site matters, though not district matters.

For teachers, these perceptions are confirmed in surveys, where 49.6 percent of teachers
agreed or strongly agreed that their principal encourages teacher input into decision-mak-
ing about school and district operations (29.6 percent disagreed or strongly disagreed;
18.6 percent were neutral; 2.2 percent had no opinion). However, classified staff and
district office staff were more likely to disagree than agree that their supervisor encour-
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ages staff input into decision-making. The results were close for classified staff (36.0
percent disagreed or strongly disagreed; 31.2 percent agreed or strongly agreed), but were
pronounced for district staff (51.1 percent disagreed or strongly disagreed; 14.9 percent
agreed or strongly agreed).

All levels of staff, however, disagreed that the previous district administration encour-
aged their input into decision making (68.8 percent of teachers, 59.2 percent of classified
staff and 66.0 percent of district staff). Furthermore, all levels of staff tended to disagree
that the school board actively welcomes teachers/staff members to come and give their
opinions during board meetings. Among teachers, 52.7 percent disagreed or strongly
disagreed while 16.9 percent agreed or strongly agreed. Among classified staff, 35.0
percent disagreed or strongly disagreed; 23.6 percent agreed or strongly agreed. Among
district staff, 40.5 percent disagreed or strongly disagreed; 29.8 percent agreed or strongly
agreed.

Recommendations and Improvement Plan
1. As the district develops its comprehensive communications plan (see Standard 1.1), its
internal communications strategies should address opportunities for communications and
suggestions from staff to their supervisors, district administrators and the board.

2. The district must expand opportunities for all staff to provide input regarding school and

district operations. Staff should be reassured that they are welcome to offer their input
and suggestions.

Standard Implemented: Partially
November 1, 2004 Rating: 2
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1.4 Communications

Professional Standard
Media contacts and spokespersons that have the authority to speak on behalf of the district have
been identified.

Sources and Documentation

1

2.
3.
4.

Board member interviews
Staff interviews

Media interviews

District policies

Findings

1.

2.

The district does not currently have a communications plan that delineates roles and re-
sponsibilities for district spokespersons or media relations procedures (see Standard 1.1).

The board has adopted policies (BP 1112 Media Relations, 2003) specifying that media
inquiries are to be routed to the superintendent and establishing the board president and
superintendent as the primary spokespersons for the district, although other board mem-
bers and staff may be asked by the superintendent to speak to the media on a case-by-case
basis. Related regulations (AR 1112, 1994) authorize principals and department directors
to release information regarding routine matters of the school or department, such as stu-
dent awards, school accomplishments and events of special interest.

However, there appeared to be minimal or conflicting awareness among most interview-
ees about the existence of these policies or about the preferred practices to be followed
during the previous administration. At one point, the superintendent did attempt to estab-
lish policies that would more clearly define media relations roles and more formally cen-
tralize media relations through her office. Local media perceived this as an attempt to re-
strict access to district personnel and to “control” information; local media also believed
the superintendent was not appropriately responsive as the central spokesperson.

It was generally understood by the board that the previous superintendent served as the
district’s primary media contact and spokesperson. The superintendent delegated some
of these responsibilities to a deputy superintendent. The executive secretary also played
a role in fielding initial media inquiries and referring them to staff or coordinating a re-
sponse. Other district staff were also called upon, either directly by the media or through
the superintendent’s office, to respond to reporters. Some managers expressed reluctance
and discomfort about directly fielding media inquiries. Understanding among staff about
laws related to media access and basic media relations skills appear to be very uneven
throughout the district.

It was also generally understood by the board that the board president was designated
to represent the board and district as a spokesperson on significant issues. However, all
board members were authorized to respond to media inquiries.
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5. The state administrator has issued direction to all managers and district office staff with
regard to media contacts, which are now to be handled through the communications/com-
munity relations staff person.

Recommendations and Improvement Plan
1. As the district develops its comprehensive communications plan (see Standard 1.1) and
reviews and updates its policies, it should clarify in writing the roles and responsibilities
of board members, district staff and the administration with respect to responding to me-
dia and public inquiries and serving as spokespersons.

2. All district staff should be informed in writing as to the protocols and procedures regard-
ing public and media inquiries.

3. Individuals assigned to media relations should ensure that all requests receive a prompt
response.

4. Key district staff, including principals, should receive basic training to strengthen media
relations skills.

Standard Implemented: Partially
November 1, 2004 Rating: 3
0 1 2 3
Implementation Scale: —————F—F——+
Not <€ >» Fully
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1.5 Communications

Professional Standard
Individuals not authorized to speak on behalf of the district refrain from public comments on
board decisions and district programs.

Sources and Documentation
1. Board member interviews
2. Staff interviews

Findings
1. Asreferenced in Standard 1.4, during the previous administration, awareness among staff
about protocols for district spokespersons was minimal or conflicting.

2. District and site managers sometimes fielded calls directly from the media or had calls re-
ferred to them by the superintendent’s office. It was unclear to staff whether in all of these
instances they were authorized to speak on behalf of the district.

3. Board members and staff reported some past incidents where individual staff members
inappropriately contacted the media directly regarding school or district matters or when
site employees would be quoted in the newspaper without the district being aware they
had been contacted.

4. Individual board members do appear to have a clear understanding of the need to distin-
guish when they are speaking on behalf of the district or as individuals.

Recommendations and Improvement Plan
1. When district protocols regarding media contacts have been clarified and distributed, dis-
trict staff and board members must follow these protocols in order to improve the coordi-
nation of communications and present a coherent district message.

Standard Implemented: Partially
November 1, 2004 Rating: 3
0 1 2 3
Implementation Scale: ———&———F—F—+
Not <€ >» Fully

Community Relations/Governance



1.6 Communications

Professional Standard

Board

spokespersons are skilled at public speaking and communications and are knowledgeable

about district programs and issues.

Sources and Documentation

M S

Findi
1

Board member interviews

Staff interviews

Media interviews

Parent and community member interviews
Observations of board meetings

ngs
Board members have not participated in media trainings or other briefings to discuss
media skills, protocols and procedures. Several board members believe one of the areas
the board most needs to strengthen is outreach and communication to parents and the
public.

Board members and the previous superintendent are/were generally perceived as articu-
late and professional when communicating in public.

Most concerns raised in this area had to do with the level and accuracy of information
district spokespersons provided to the public. In particular, many staff members, parents
and community members interviewed perceived that district spokespersons, especially
former top administrators, withheld important financial information or consistently
sought to downplay the severity of the budget crisis. People who attended or observed
board meetings frequently said they felt that the senior administrators were not forthcom-
ing with information or answers during these public meetings.

There appears to have been little or no effort in recent years to develop key messages re-
lated to any of the district’s priorities. Concern was expressed by some interviewees that
district staff did a poor job of anticipating likely questions on critical district issues and
proactively preparing or disseminating information or communications strategies to ad-
dress these questions.

The previous superintendent was perceived as articulate, though perhaps not fully knowl-
edgeable or aware of all of the district’s financial issues. Relations between the local
daily newspaper and the previous superintendent were strained.

Recommendations and Improvement Plan

1.

2.

Board members should consider individual or group training in all aspects of communica-
tions in order to maximize board effectiveness.

All district staff members who are authorized to serve as spokespersons should receive
media training.
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3. To better ensure that all spokespersons are fully knowledgeable regarding issues prior to
speaking publicly, the district should develop more proactive public information strate-
gies around important topics and issues. This might include such things as fact sheets,

FAQs (Frequently Asked Questions), and other informational devices to help inform the
public and communicate consistent messages.

Standard Implemented: Partially
November 1, 2004 Rating: 3

0 1 2 3
Implementation Scale: ————————
N

ot <€ >» Fully
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2.1 Parent/C ity Relati

Legal Standard

Annual parental notice of rights and responsibilities is provided at the beginning of the school
year. This notice is provided in English and in languages other than English when 15 percent or
more speak other languages. (Education Code 48980, 48985)

Sources and Documentation

1. Parent notifications 2003-04
2. Staff interviews
Findings
1. District staff report that a handout of “Parent Notifications Required by Law Including

Student Behavior Standards” is distributed annually. Notices were verified for 2002-03
and 2003-04 for this study. As of mid-September 2004, notifications for 2004-05 were
prepared but not yet distributed due to malfunctioning photocopying equipment. There
was a report that prior-year notifications were delayed until October, but in general the
district makes an effort to distribute notifications as early as possible in the school year.

Of the 18 notifications specified in Education Code 48980, the 2003-04 handout of “Par-
ent Notifications Required by Law Including Student Behavior Standards™ included 17.
Notice regarding the availability of state funds for Advanced Placement fees is not in-
cluded in this handout, but is handled by the appropriate district department and provided
directly to affected students.

. Parental notifications are provided in Spanish and in Tagalog. No other languages are

spoken by 15 percent or more of the parents.

Parents are asked to sign a letter acknowledging that they have been informed of their
rights through these documents.

. District staff receives information about legal requirements for notifications from the

California Department of Education’s Web site. The district also has adopted a policy and
exhibit (February 2000) detailing the parental notifications required by law. These materi-
als are substantially complete but do not reflect some changes in law that have occurred
since 2000.

Recommendations and Improvement Plan

1.

The district should ensure that parental notifications are distributed in a timely manner at
the beginning of each school year.

a. The district should establish alternative mechanisms for producing notifications in
order to ensure consistency in the timely distribution of notices.
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Standard Implemented: Partially

November 1, 2004 Rating: 6

0 1 2 3 4 5 6
Implementation Scale: ——————¢——
N

| 1 |

ot <€ >» Fully
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2.2 Parent/C ity Relati

Legal Standard

A school accountability report card is issued annually for each school site. (Education Code
35256)

Sources and Documentation
1. School accountability report cards for 2002-03 (published in 2003-04)

2. Staff interviews

Findings
1. District staff report that school accountability report cards are issued annually, and report
cards were verified for 2002-03 (published during 2003-04) for this study. Report cards
are issued in spring following the issuance of statewide data.

2. The full school accountability report cards appear on the district’s Web site for all district
schools.

3. The district distributes a flyer notifying parents when the school accountability report
cards are available on the district’s Web site, and also notifying them that they may obtain
a hard copy of the report card at the school site.

4. The 2002-03 school accountability report cards followed the template provided by the
California Department of Education. The only missing component was a description of
the types of services funded (the final item on the template, required by Education Code
33126(b)(1)(3)). Staff indicate that this component will be added to the next report cards.
(Note that verification of the accuracy of the data contained in the report cards was be-
yond the scope of this study.)

5. Because the district follows the state template each year, it has access to current informa-
tion regarding legal requirements.

Recommendations and Improvement Plan
1. As the district prepares school accountability report cards to publish in 2004-05 and be-
yond, the district should ensure that each report card reflects the most recent requirements
of law.

Standard Implemented: Partially
November 1, 2004 Rating: 7
1 2 3 4 5 6

0 7
Implementation Scale: —+—+—+—+—+—+—¢—
Not <€ >» Fully
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>3 Parent/C ity Relati

Legal Standard
The district has developed and annually disseminates uniform complaint procedures. (Title 5,
Sections 4621 and 4622)

Sources and Documentation
1. Parent notifications 2003-04
2. Employee notifications 2002
3. District policies
4. Staff interviews

Findings

1. Written uniform complaint procedures are contained in board policies and regulations
(BP/AR 1312.3) and were last adopted in September 2002. These materials appear to sub-
stantially reflect current state regulations: (1) They ensure confidentiality and protection
from retaliation; (2) they specify the person who will receive and investigate complaints;
(3) they address available civil law remedies and appeals procedures; and (4) they clarify
that the procedures are for complaints about the failure to comply with federal and state
laws, including types of unlawful discrimination and applicable programs. However, they
do not specify that uniform complaint procedures shall be used for complaints of discrim-
ination based on age (as specified in the California Code of Regulations, Title 5, Section
4610) or gender (which Coordinated Compliance Reviews distinguish from “sex” and
“sexual orientation”).

2. The district annually distributes uniform complaint procedures to parents in its handout of
parent notifications (see Standard 2.1), which the parent must sign to indicate receipt. The
procedures are also available at school sites.

Employees annually receive the procedures with the September payroll. In addition, uni-
form complaint procedures are included in a statement of other required annual legal no-
tices, which they must sign to indicate receipt.

3. The district subscribes to external policy services that provide updated sample policies
and regulations as changes in law occur.

Recommendations and Improvement Plan
1. The district should review and update its uniform complaint procedures to ensure that the
procedures fulfill the requirements of current law and state Coordinated Compliance Re-
Views.

a. The district may use its external policy services and/or other resources to update its
uniform complaint procedures.

b. The district should regularly monitor any changes in law pertaining to uniform com-
plaint procedures.
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Standard Implemented: Partially

November 1, 2004 Rating: 6

0 1 2 3 4 5 6
Implementation Scale: ——+—+—+—+——1—
N

| 1 |

ot <€ >» Fully

Community Relations/Governance

25



26

2.4 Parent/C ity Relati

Professional Standard
Parents’ and community members’ complaints are addressed in a fair and timely manner.

Sources and Documentation

SNk W=

Staff interviews

Parent and community member interviews
Parent focus groups

District policies

Parent notifications

Staff surveys

Findings

1.

The district’s policy manual includes uniform complaint procedures (see Standard 2.3).
In addition, the district has established other informal and formal complaint processes
through BP 1312 Complaints Concerning the Schools (1994), BP/AR 1312.1 Complaints
Concerning School Personnel (1994/2001), and BP/AR 1312.2 Complaints Concerning
Instructional Materials (1994). These procedures appear to reflect current law and provide
for fair treatment of all parties.

Uniform complaint procedures are distributed annually with parent notifications. In ad-
dition, the annual parent notifications include a statement advising parents regarding
the process and who to contact when they have other concerns related to situations in a
classroom. Nevertheless, parents and community members interviewed did not seem to
be widely aware of these or other formal complaint procedures and may not know who
to contact at the district office. They are most likely to contact the site when they have a
concern, as appropriate in most instances.

Principals interviewed indicated general satisfaction with the way complaints have been
handled in the district. Many said that they prefer to try to resolve complaints directly at
the school site first. The previous administration was reported to have referred complaints
to the site level when possible. Some elementary principals noted that the district’s Office
of Elementary Education was supportive in handling complaints.

Among parents interviewed and in focus groups, there was a common sense of frustration
that parents must be overly assertive in raising and following up on any concerns or else
the site or district staff was apt not to address them. Several parents expressed a feeling
that the district’s structure was “difficult to navigate” by all except the most sophisticated
parents. These parents felt that, although some individual principals are very responsive,
overall the district was slow to respond to certain complaints or did not initially respond
in a way that satisfied the parent. Staff and parents indicated that occasionally some par-
ents were verbally hostile when lodging complaints.

Several years ago, partly in response to concerns and complaints about the disparity in
suspension and expulsion rates among African American students, the district received a
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grant to create an Educational Justice for African-American Students program. As part of
this program, the district identified advocates to work with students and parents to help
them understand processes and to make sure the district followed its processes. Some
African American parents interviewed thought this was a good program, although it is no
longer operating in the district.

6. Among staff surveyed, large numbers of district staff (66.0 percent), teachers (47.0 per-
cent) and classified staff (40.4 percent) were neutral or had no opinion as to whether
the district handles complaints by all parents in a uniform manner (i.e., there are estab-
lished procedures and all are treated equally). Among those with an opinion, teachers
were the most likely to agree or strongly agree that complaints are handled in a uniform
manner (44.3 percent of the sample, compared to 8.8 percent who disagreed or strongly
disagreed). District staff were also more likely to agree or strongly agree, although to a
lesser extent (19.1 percent vs. 14.9 percent who disagreed or strongly disagreed). Classi-
fied staff were more likely to disagree or strongly disagree that complaints are handled in
a uniform manner (42.8 percent vs. 17.7 percent who agreed or strongly agreed).

7. When asked in the survey whether charges or complaints against school employees
are handled in a timely and professional manner, teachers again were the most positive
group, with 59.7 percent agreeing or strongly agreeing (23.2 percent neutral or no opin-
ion; 17.0 percent disagree or strongly disagree). The majority of district staff again tended
to have no opinion or to be neutral (57.4 percent); the others were slightly more likely to
disagree or strongly disagree (23.4 percent) than to agree or strongly agree (19.1 percent).
Classified staff also tended to be neutral or have no opinion (46.5 percent) or to disagree
or strongly disagree (26.6 percent), compared to 16.9 percent who agreed or strongly
agreed.

Recommendations and Improvement Plan
1. The district should ensure that district and site staff are aware of all complaint procedures
and are capable of informing parents and community members about them.

a. Staff members who frequently interact with parents should receive training in effec-
tive techniques for customer service, including complaint resolution.

2. The district should hold staff accountable for the fair, consistent and thorough implemen-
tation of the complaint procedures.

Standard Implemented: Partially
November 1, 2004 Rating: 3
1 2

0 3
Implementation Scale: ————————
Not <€ » Fully
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2.5 Parent/C ity Relati

Professional Standard
Board members refer informal public concerns to the appropriate staff for attention and response.

Sources and Documentation
1. Board member interviews
2. Staff interviews
3. District policies

Findings
1. During the previous administration, board members generally followed a practice of re-
ferring concerns to the superintendent’s office, as requested by the superintendent. Board
members also occasionally referred site-specific concerns directly to the principals.

2. Board policies and administrative regulations (BP 1312 Complaints Concerning the
Schools, 1994; AR 1140 Responsibilities of the Governing Board, 1994) provide that the
board and individual board members will refer any complaints, constructive criticism or
suggestions they receive to the superintendent for appropriate investigation, consideration
or action.

Recommendations and Improvement Plan
1. The board and state administrator should review district practices and policies for refer-
ring informal public concerns in order to ensure common understanding of appropriate
processes.

Standard Implemented: Fully - Substantially
November 1, 2004 Rating: 8
0 1 2 3 4 5 6 7 8
Implementation Scale: ———~———+—+—¢
Not <€ >» Fully
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2.6 Parent/C ity Relati

Professional Standard
Parents and community members are encouraged to be involved in school activities and in their
children’s education.

Sources and Documentation

bk W=

Parent and community member interviews
Parent focus groups

Board member interviews

Staff interviews

Staff surveys

District policies

Findings

1.

A few school sites have a successful record of pursuing multiple and creative ways of en-
gaging parents and the community. These sites report extremely high turnouts for certain
campus events such as Back to School night, student performances and school carnivals.
In the past, one or two sites held a series of parent training nights, family reading nights
and cultural days/events, all of which helped bring families to the campuses. Other suc-
cessful strategies have included monthly parent-administrator breakfasts, parent sessions
related to testing and homework, and interactions and greetings initiated by individual
principals with parents before and after school.

The level of effectiveness in engaging parents and community members is driven by
the effort and skill of individual principals. Overall, the district office has not provided
strong, consistent direction, coordination or support for these efforts.

One exception is the district’s Special Projects department, which provides a generic “tips
for parents” document that can be incorporated into site newsletters, as well as support
and guidance for School Site Councils and English Language Advisory Councils (see
Standard 3.4). In addition, the district has developed a parent handbook that includes in-
formation on the district’s standards and how parents can provide support at home to as-
sist their children in mastering the standards. The handbook includes reading lists, games
and other instructional strategies that parents can use at home to reinforce learning at
school, and is translated into Spanish.

Formal parent organizations such as PTAs/PTOs do not exist at some schools. Recent
changes in site administration, as well as the grade levels in the school, may have a bear-
ing on whether these groups exist or are well established. Where these groups do exist,
their effectiveness varies across the district. A handful appear to be fairly successful in
raising funds and involving parents.

Among teachers surveyed for this study, there was a tendency to disagree or strongly dis-
agree that parent-teacher organizations play a meaningful role at their school site (46.7
percent, compared to 28.1 percent who agreed or strongly agreed; 19.8 percent neutral;
5.5 percent no opinion). Classified staff were more evenly split in their opinions (31.7
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percent agreed or strongly agreed; 30.0 percent disagreed or strongly disagreed; 22.0 per-
cent neutral; 16.3 percent no opinion).

. Principals do not appear to receive specific staff development or direction on how to

more effectively involve parents and the community. Parent outreach is not a topic that is
frequently discussed at principals’ meetings.

. The adult school has historically been a way for the district to connect with parents. Sev-

eral interviewees expressed a desire for adult school courses to be offered at some of the
local school sites to make them more accessible throughout the community, especially for
those who might not have transportation.

Site staff and parents who were interviewed indicated that it is often the same small cadre
of parents who are active and involved.

. Parents interviewed and in focus groups generally perceive that some principals and

teachers invite participation, while others resist it and are not very welcoming. Other
parents believe that a lot of parents are too busy to get involved, don’t know how to get
involved, or may feel intimidated by the district or school staffs. Safety concerns and the
lack of language translation at some sites also seem to inhibit some participation.

Staff surveyed for this study were asked to grade the effectiveness of their principal in
encouraging parent participation at the school level. Nearly half of the classified staff
(48.8 percent) and teachers (47.4 percent) gave a grade of “A” or “B”; the average grade
assigned by both groups was a “C+.”

In addition, teachers tended to agree or strongly agree that parents are generally support-
ive of their school site and its activities (43.8 percent compared to 24.2 percent who dis-
agreed or strongly disagreed; 29.5 percent neutral; 2.5 percent no opinion). A similar but
less pronounced pattern appeared among classified staff surveyed: 32.5 percent agreed or
strongly agreed that parents are generally supportive of the school; 25.2 percent disagreed
or strongly disagreed; 30.1 percent were neutral; 12.2 percent had no opinion.

Parents’ level of support for the district and its activities was viewed less positively by
both teachers and classified staff. When asked whether parents are generally supportive of
the district, 34.8 percent of teachers disagreed or strongly disagreed; 16.9 percent agreed
or strongly agreed; 35.9 percent were neutral; 12.4 percent had no opinion. Similarly,
among classified staff, 38.1 percent disagreed or strongly disagreed; 14.1 percent agreed
or strongly agreed; 28.9 percent were neutral; 19.0 percent had no opinion.

. The district has adopted policies and administrative regulations encouraging parent and

community involvement, including but not limited to BP 1200 Participation by the Public
(1994), BP 1210 School-Community Associations (1994), BP/AR 1220 Citizen Advi-
sory Committees (1994), BP 1221.7 Parent Involvement Policy for Categorical Programs
(1994), BP 6020 Parent Involvement (2000), BP/AR 6171 Chapter I Programs (1994),
BP/AR 1240 Volunteer Assistance (1994), BP 5020 Parent Rights and Responsibilities,
and BP 1700 Relations Between Private Industry and the Schools (1994).
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Recommendations and Improvement Plan

1. The district should increase its support and facilitation of site-level efforts to encourage
parent and community involvement in the schools.

a. The district should provide ongoing professional development to all principals, and to

other site-level staff as necessary, to assist them in promoting positive parent/commu-
nity relations.

b. As part of the comprehensive communications plan (Standard 1.1), the district should

involve staff, parents and community members in identifying specific strategies for
enhancing involvement at all sites.

c. The district should assist in publicizing school events and activities through appropri-
ate means.

d. Annual staff evaluations should hold principals and other site staff accountable for
promoting parent/community involvement based on clearly established district goals.

Standard Implemented: Partially

November 1, 2004 Rating: 3

0 1 2 3
Implementation Scale: |——————F——F—F+—F—
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2.7 Parent/C ity Relati

Professional Standard
Volunteers receive appropriate training and play a meaningful role that contributes to the
educational program.

Sources and Documentation

M S

Findi
1

Parent and community member interviews
Parent focus groups

Staff interviews

District policies

Parent notifications

ngs
Districtwide, encouragement of parent/community involvement in general appears to be
problematic (see Standard 2.6). Lack of outreach to parents and community members has
an impact on the recruitment of volunteers to assist in the classroom and on campuses.

Recruitment of volunteers is primarily site-driven. Some schools actively reach out to
involve volunteers while others are less assertive. Economic and other factors, as well as
the grade levels in the school, may also affect the success of individual schools in secur-
ing volunteers. No evidence of a formal, coordinated recruitment program or other dis-
trict support was apparent. Some interviewees felt that the most effective way to recruit
volunteers was through personal contact and invitation.

Training/orientation of volunteers also appears to be site-driven and inconsistent or spo-
radic. Some parent/community member interviewees noted that parent education may be
needed to help some parents who feel inadequate to assist the schools.

Many parents interviewed and in focus groups felt that getting more adults onto campuses
as volunteers would help with student behavior and campus safety problems.

A common theme in parent/community member interviews was the need for the sites

and district to clearly identify the ways that parents and community members can get in-
volved. Some parents expressed a willingness to help if they better understood where and
how their help was needed.

The district has brief board policies and administrative regulations (BP/AR 1240 Volun-
teer Assistance, 1994) encouraging volunteerism and addressing supervision, tuberculosis
testing and other requirements. These materials do not currently address recruitment, ori-
entation/training or specific ways in which volunteers can be meaningfully involved.
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Recommendations and Improvement Plan
1. The district should provide support to school sites in the recruitment of volunteers.

a. The district might involve principals, other key staff, parents and community members
in developing a coordinated plan for recruiting volunteers, including underrepresented
groups of parents and community members and untapped sources such as seniors and
businesses.

b. The district should review and expand its policies and regulations on volunteer assis-
tance to address recruitment, training/orientation and appropriate roles of volunteers.

c. The district should consider adding information to its Web site, annual parent notifica-
tions and other printed materials regarding volunteerism.

2. The district and/or all school sites should be prepared to provide training/orientation for
volunteers in the specific responsibilities they will be asked to perform, particularly those
that involve student contact or instruction.

3. The district should periodically assess the effectiveness of its volunteer assistance pro-
gram.

a. District and school staff should review the current duties of volunteers and ensure that
volunteers play a meaningful role that contributes to the educational program, en-
hances student safety or provides a needed service.

b. District and school staff might be asked to provide an annual report to the state admin-
istrator and the board regarding the increase or decrease in the number of volunteers
and the efforts undertaken to recruit volunteers.

Standard Implemented: Partially
November 1, 2004 Rating: 2
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Implementation Scale: ————
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2.8 Parent/C ity Relati

Legal Standard
The district has established procedures for visitor registration and posts registration requirements
at each school entrance. (Penal Code 627.2, 627.6)

Sources and Documentation

1.

District policies

2. Staff interviews
3. Personal experience of project staff

Findings

1.

Board policy (BP 1250 Visitors/Outsiders, 1994) encourages visits to the schools and
requires registration in the principal’s office upon arrival at the school. There is some
lack of clarity within the policy with regard to whether all visitors are “required” or “en-
couraged” to register. As currently written, the policy appears to require registration only
for those persons identified by law as “outsiders,” but it authorizes the superintendent to
establish regulations requiring “all visitors” to register. The accompanying administrative
regulation (AR 1250, 1995) appears to limit registration to “outsiders” as defined by law,
which excludes from the registration requirements students, district officers or employ-
ees, public employees on school grounds for purposes related to their employment, any
person on school grounds at the school’s request, representatives of a school employee
organization, elected public officials and media representatives. Per the policy, parents/
guardians and other adults who come to the school regularly to volunteer or attend meet-
ings are not considered visitors in the same sense as occasional visitors.

The regulation also includes appeal procedures for denial or revocation of registration
privileges. Legal requirements to post the registration requirements at each school en-
trance are not reflected in the district’s policy or regulation.

In practice, the district requires volunteers and others who expect to visit a site more than
once to register at the district office, where they are issued a photo identification badge
that must be worn at all times while on a campus. FCMAT consultants were not asked for
any form of identification when they received their ID badges, nor were the badges or ID
typically checked at school sites.

Registration requirements were prominently posted at the entrances to most, but not all,
school sites visited by project staff.

Recommendations and Improvement Plan

1.

The district should review its policies and procedures to clarify who is subject to visitor
registration requirements.

The district should ensure that notice is posted in accordance with law at every entrance
to each school and school grounds. The notice should set forth visitor registration require-
ments, hours during which registration is required, the registration location, the route to
take to that location and the penalties for violation of registration requirements.
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3. School staff must consistently check the identification of individuals entering school fa-
cilities and ensure proper registration.

Standard Implemented: Partially

November 1, 2004 Rating: 5
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2.9 Parent/C ity Relati

Professional Standard
Board members are actively involved in building community relations.

Sources and Documentation

SNk w =

Board member interviews

State administrator interview

Staff interviews

Parent and community member interviews
Parent focus groups

Staff surveys

Findings

1.

Most individual board members have ties to different groups and organizations within the
community. For example, one member is active with the Chamber of Commerce, another
with the Filipino community, and another with the adult school and parents of English
language learners.

Some individual members attend functions and events where they interact with parents,
staff and community members, including at student performances and sporting events,
churches, boys and girls clubs, and senior groups. Some members have been involved in
district collaborative projects, and some also speak to various groups and at community
events.

Individual board members state that they get information and input by talking to teach-
ers and parents. A number of staff and community members interviewed for this study
indicated that they personally know board members. However, a number of other parents
and community members stated that they never saw board members and did not feel there
were opportunities outside of regular meetings to express input. In the past few years, the
board appears to have rarely held public or community forums on issues outside of regu-
lar board meetings. During the height of the fiscal crisis last winter/spring, the board held
one public forum on budget matters.

Although individual board members pursue activities, there does not appear to be a coor-
dinated plan or effort to build systemic relationships between the board and many com-
munity constituencies (see also Standard 3.1).

Many community members and parents interviewed felt that the board and district have
not made adequate attempts in the past several years to create a sense of community
ownership of the district’s schools nor to demonstrate that they actively welcome the
community’s input. There is a perception that the district’s leadership has, in some ways,
traditionally reflected an insiders' network and that leadership is closed off from the com-
munity at large.
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10.

The passage of a major school bond in 1997 was often cited as the last time the district
leadership made a sweeping effort to engage all segments of the Vallejo community in a
common effort on behalf of the schools.

District staff interviewed tended to regard board members as dedicated individuals who
try to interact with and involve all sectors of the community. In contrast, site-level staff
and some parents and community members were more likely to feel that the board has
done a poor job of reaching out to and communicating with the community.

Board meetings allowed for regular opportunities for board members and the superinten-
dent to give reports about community or school events they had attended or participated
in.

The board has an “adopt-a-school” program for board members, where members select
sites that they will visit and communicate with. Some board members appear to have reg-
ularly visited school sites, and one in particular was consistently recognized by staff and
parents as actively visiting schools. However, not all members were viewed as having
much presence at sites. A number of site staff said they rarely, if ever, saw certain board
members. Site visits were sometimes viewed as superficial by staff who sought more op-
portunities to inform the board about site and classroom issues and practices. (Also see
Standard 5.12.)

When asked in a survey to grade the school board’s performance in maintaining good
community relations, teachers, classified staff and district staft all assigned an average
grade of “D.”

Overall, a number of community members, staff and board members interviewed felt that
one of the areas the board most needs to strengthen is its ability to communicate better
with the total community and build stronger relationships. This includes helping the pub-
lic to be more aware of and understand important district issues.

Recommendations and Improvement Plan

1.

The state administrator and board should consider developing a plan to coordinate and
strengthen community relations. The participation of board members in community rela-
tions might also be addressed as part of the district’s comprehensive communications
plan (see Standard 1.1).

a. The state administrator and board should identify ways in which board members’ par-
ticipation in community relations efforts can best be linked to the district’s key goals.

Each individual board member should proactively seek opportunities to increase his/her
visibility at school sites and in the community, both to serve as an ambassador for the dis-
trict and to increase his/her personal awareness of the needs and interests of parents and
the community.
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a. Board members should create opportunities to meet with parents and community

members from all segments of the community, especially those who have traditionally
been less involved in district affairs.

b. Board members should work with the state administrator to develop a plan to ensure
regular and meaningful visits to all school sites in the district.

The board should consider participating in continuing education specifically related to
strengthening communications skills and building community relations, including work-
ing collaboratively with local governments and agencies.

4. The board should periodically assess its performance in this area.
Standard Implemented: Partially

November 1, 2004 Rating: 3
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Implementation Scale: —————+———
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31 C ity Collaboratives. District Advisory Committees. School Site Council

Professional Standard
The board and superintendent support partnerships and collaborations with community groups,
local agencies and businesses.

Sources and Documentation

Board member interviews

State administrator interview

Staff interviews

Parent and community member interviews
Parent focus groups

M S

Findings
1. There does not appear to be a formal coordination of partnership-building efforts through-
out the district, nor a goal or strategy for enhancing collaboration.

2. Individually, board members are engaged in a fair amount of individual community out-
reach with different constituencies (see Standard 2.9).

3. The most successful district partnerships seem to be in the areas of substance abuse pre-
vention (e.g., “Fighting Back Partnership,” which helps fund student assistance counsel-
ors); mentoring for limited numbers of needy students (the Adkens Scholars program);
some joint recreational-athletic programs with the Greater Vallejo Recreation District
(GVRD); and some collaboration with the local Boys and Girls Club.

Some parents and community members indicated that the district and school sites need to
do a better job of making parents aware of these types of programs and collaborations.

4. The district is represented on an Interagency Commission that also includes representa-
tives from the city, library district and GVRD. In the past this commission has under-
taken initiatives such as a program to rebate the district’s water fees to a fund that helped
pay for refurbishing school and GVRD athletic facilities.

5. Relations between the school district and city police were reportedly strained during the
previous district administration. One prominent issue was the district cutting school re-
source officers because of the budget crisis. The city had a similar budget crisis and could
not pay for these officers either. The officers were restored this fall by the state adminis-
trator, who is attempting to strengthen the district’s relationship with the police and the
city.

6. Relations between the district and the county office of education and county superinten-
dents have been mixed through the years; they have been heavily dependent on personal
relationships and not always precise in terms of roles. During the recent fiscal crisis, com-
munication between the district and county office was inadequate.
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7. The district does not appear to have particularly strong ties with the business community,
although one board member is active with the Vallejo Chamber of Commerce and serves
on its board and education committee. The Chamber also annually coordinates and raises
funds for a program that provides dictionaries to all third-grade students in the district.

8. Some community members and potential collaborators interviewed for this study felt that
district leadership was slow to respond to their proposals to form new partnerships to
meet the needs of children. As a result, at least one program was set up outside the district
even though it serves district students.

9. A few school sites appear to be modestly aggressive in pursuing partnerships and build-
ing local relationships with community groups. Principals at these sites gave examples of
successful site-level collaborations with individual businesses, community members and/
or organizations. However, a few other principals indicated that they do not have time
to devote to partnership-building, especially given the limited staffing capacities at their
sites, and/or they were cautious about becoming beholden to the terms of a partnership or
grant that might not fully align to site priorities.

Recommendations and Improvement Plan
1. The district should develop a coordinated district strategy for building community col-
laborations and partnerships that serve students and their families and facilitate sharing of
resources.

a. The district’s strategy should be linked to the goals of the district.

b. The district’s strategy should identify roles and responsibilities of the board and key
staff, including designation of a coordinator to follow up on the district’s implementa-
tion of the strategy.

2. The board, state administrator and appropriate district staff should be assertive and cre-
ative in initiating partnerships and relationships with community groups, agencies and
businesses.

a. The board, state administrator or designee should initiate contacts with appropriate
community agencies and organizations to invite their participation in meetings de-
signed to develop a common vision for the community and consider ways in which
community services may be coordinated.

b. The district should work with the county office of education to strengthen two-way
communications.

3. The district should consider how it can provide greater support for site-level efforts, such
as by providing technical assistance, resources and/or other incentives for participation in

collaboration.

4. The district and school sites should regularly provide information about partnerships to
parents, staff and the board.
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Standard Implemented: Partially

November 1, 2004 Rating: 4
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32 ¢ ity Collaboratives. District Advisory Committees. School Site Council

Professional Standard

The board and the superintendent establish broad-based committees or councils to advise

the district on critical district issues and operations as appropriate. The membership of these
collaboratives and councils reflects the full cultural, ethnic, gender and socioeconomic diversity
of the student population.

Sources and Documentation
1. Staff interviews
2. Parent and community member interviews
3. Parent focus groups
4. District policies

Findings
1. Board policy (BP 1220 Citizen Advisory Committees, 1994) recognizes the value of us-
ing citizen advisory committees to obtain input on attitudes and opinions of the school
and community. It authorizes the board or the superintendent to establish citizen advisory
committees as needed to consider school problems, needs and issues, and gives them dis-
cretion to dissolve advisory committees at any time.

2. Currently the district has a School Bond Oversight Commission, established as a result of
the school bond measure passed in 1997, which includes community members. A Budget
Advisory Committee that included board members, employee organization representa-
tives and community members was also active until earlier this year.

3. In past years, a Superintendent’s Parent Advisory Council was established that met ap-
proximately monthly. Other districtwide committees included a School Attendance Com-
mittee, Student Discipline Task Force, Curriculum Advisory Council, Community Advi-
sory Council for Special Education, Elementary Task Force and a Secondary Task Force.
None of these committees or councils is currently active.

4. The state administrator has indicated plans to begin a task force that would include par-
ents and community members to help address issues related to school climate and campus
safety.

5. School sites have established School Site Councils and English Learner Advisory Coun-
cils in accordance with law (see Standard 3.9), with representatives participating on the
District Advisory Council and District English Learner Advisory Council.

6. The diversity of membership varies across committees and councils. For example, the
rosters of districtwide bodies such as the Superintendent’s Parent Advisory Council re-
flected a good cross-section of the community. Each site was asked to select one or two
representatives. At the same time, some community member interviewees perceive that in
establishing councils and committees in the past, the district tended to draw on the same
active individuals rather than working to involve new members.
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Participation at elementary sites was generally seen as greater than at middle and high
schools. District staff members report that it has also been difficult to interest teachers at
the high-school level in serving on site councils. Most site administrators also report dif-
ficulties involving more parents than is minimally required.

Although it is difficult to thoroughly document the ethnic, gender and socioeconomic
diversity of School Site Councils, district staff believes that these groups are largely
ethnically balanced. In particular, staff at several sites reported an increase in the num-
ber of Latino parents participating on site councils. In the past, meetings of the English
Language Advisory Councils were often conducted in Spanish, and speakers of other
languages may have felt discouraged from participating. Currently meetings are con-
ducted in English, with headsets available to help with translation in an effort to facilitate
involvement from other language groups. There is no evidence that the composition of
membership has changed yet as a result of this effort.

Recommendations and Improvement Plan
1. The board and state administrator should review the existing committee structure within
the context of the district’s key goals.

a. [f needed, additional advisory committees or task forces should be established to pro-
vide broad-based input on critical district issues.

2. The district should implement strategies to involve a broader cross-section of parents and
community members on councils and committees.

a. The district and school sites should disseminate information about the purpose, re-

sponsibilities and successful results of these groups to parents, community and staff to
generate interest in participation.

Standard Implemented: Partially
November 1, 2004 Rating: 3
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33 ¢ ity Collaboratives. District Advisory Committees. School Site Council

Professional Standard
Community collaboratives and district and school advisory councils have identified specific
outcome goals that are understood by all members.

Sources and Documentation

00NN R W=

Findi
1

Staff interviews

Parent and community member interviews

Parent focus groups

District policies

District handbook

California Department of Education handbook
District Advisory Committee minutes

District English Learner Advisory Council minutes
Coordinated Compliance Review 1997-98

ngs
The goals and objectives of School Site Councils, English Learner Advisory Councils and
School Advisory Committees are detailed in a handbook provided by the district. Some
information is out of date (e.g., references to Program Quality Review and the CAP test-
ing program), but generally the handbook provides comprehensive information about the
responsibilities of each council. School Site Council members are also provided with the
California Department of Education’s Guide to the Single Plan for Student Achievement,
which details the council’s responsibilities in that area. In addition, instructional associ-
ates receive a handbook on their roles and responsibilities that includes detailed infor-
mation about the various site councils they are expected to support. This handbook was
revised in May 2004. (Also see Standard 3.4.)

Related board policy (BP 0420 School Plans/Site Councils, 2000) contains only a brief
overarching statement of the responsibilities of School Site Councils in the “develop-
ment, review and modification of school plans within their program area and for other du-
ties as prescribed by law.”

The goals of the Bond Oversight Commission appear to be clearly understood by mem-
bers, as well as the board. The role of the Budget Advisory Committee, especially dur-
ing the last year, was less clear to all members, especially in terms of the committee’s
ability to analyze issues and offer independent recommendations. Views about the goals
and function of the previous Superintendent’s Parent Advisory Council were also mixed
among members, indicating a lack of clear, common understanding.

. Board policy (BP 1220 Citizen Advisory Committees, 1994) directs that when commit-

tees are appointed, members will receive a written statement of the specific charges of the
committee, including its topic(s) for study or well-defined area(s) of activity, along with
other specified information about the term of service, committee structure, available re-
sources, and reporting requirements.
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4. Members of School Site Councils generally understood their responsibility for develop-
ing school plans, although their understanding about how to effectively carry out this

role, as well as the adequacy of training provided to them by staff, varied among schools
(see Standards 3.4 and 3.5).

Recommendations and Improvement Plan

1. Each committee or council should have a written protocol or statement of goals that is ad-
opted by the board and state administrator.

a. The district should update its handbook for councils and committees to reflect current
law and district practice.

2. Written protocols or goal statements should be communicated to all committee/council

members and prospective members, and made available to members of the public through
such means as the district’s Web site.

3. Written protocols or goal statements should guide the work of each committee or council.
Standard Implemented: Partially
November 1, 2004 Rating: 4
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3.4 C ity Collaboratives. District Advisory Committees. School Site Council

Professional Standard

The district encourages and provides the necessary training for collaborative and advisory
council members to understand the basic administrative structure, program processes and goals
of all district partners.

Sources and Documentation

Staff interviews

Parent and community member interviews
Parent focus groups

District policies

District handbook

California Department of Education handbook
Evaluations by SSC/ELAC members
Coordinated Compliance Review 1997-98

XN R W=

Findings
1. Written information on roles and responsibilities is provided to members of School Site
Councils, English Learner Advisory Councils and School Advisory Committees, as well
as some other citizen advisory committees appointed by the board or superintendent.
These materials also describe the organizational structures of councils/committees and
other requirements.

2. The district’s Special Projects department provides training as well as ongoing support
and guidance for School Site Councils and English Learner Advisory Councils. Training
for principals regarding their role with site councils has occurred in at least the past two
years, but may have been focused more on compliance issues than on meaningful out-
reach and inclusion. The department also conducts an annual evaluation of these groups’
understanding of the various categorical program elements (e.g, site council responsibili-
ties, school plans) and the extent to which they feel they receive adequate support from
the district office in those areas.

Instructional associates (IAs) play a key role in guiding the work of councils at many
sites. The IAs receive training on the School Site Council handbook and are relied upon
to provide training and support to their site councils. Parent training on the handbook var-
ies from site to site.

3. District staff indicates that training is on the agenda for the 2004-05 district English
Learner Advisory Council members.

4. New commissioners on the Bond Oversight Commission receive a binder with bylaws
and other information as part of their orientation. There is also an item on every agenda
for questions by commissioners. Members generally report a high level of satisfaction
with the staff support for this commission.
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Specific training for members of the Budget Advisory Committee does not appear to have
been provided, although some individual members may already possess relevant knowl-

edge based on their positions in the district. This committee was not viewed as being well
staffed. The district’s fiscal staff was unable to provide the community with accurate data.

5. The level and effectiveness of training provided to previous districtwide committees and
task forces (e.g., Curriculum Advisory Council, School Attendance Boundaries Commit-
tee, etc.) could not be determined.

6. In the past, members of the District Advisory Committee also received training as part of
a program to help teach other parents in the district about effective techniques for helping
their children succeed in school.

Recommendations and Improvement Plan
1. The district should continue to provide training, information and support to assist both
district and school site advisory committee and council members in the fulfillment of
their responsibilities.

Standard Implemented: Partially
November 1, 2004 Rating: 5
1 2 3 4

0 5
Implementation Scale: ————————
Not <€ >» Fully

Community Relations/Governance 47



48

35 ¢ ity Collaboratives. District Advisory Committees. School Site Council

Professional Standard

Community collaboratives and district and school advisory councils effectively fulfill their
responsibilities (e.g., researching issues, developing recommendations) and provide a meaningful
role for all participants.

Sources and Documentation

Staff interviews

Parent and community member interviews

Parent focus groups

Staff surveys

Board agendas and minutes

District documents

District Advisory Committee minutes

District English Learner Advisory Council minutes

XN R W=

Findings
1. School Site Councils generally met their obligation to develop and review school plans
(see Standards 3.6 and 3.8). Many schools appear to have very active councils. However,
the overall effectiveness of School Site Councils appears to vary widely across schools.

Teachers surveyed for this study tended to support the usefulness of School Site Councils
by disagreeing or strongly disagreeing with the statement that the councils are not very
visible or active in the district (40.8 percent disagreed or strongly disagreed; 19.9 percent
agreed or strongly agreed; 26.4 percent neutral; 12.9 percent had no opinion). Classi-
fied staft were fairly evenly split in their opinions, and a large percentage had no opinion.
Parents and community members participating on councils reported varying degrees of
satisfaction with their roles.

2. Some sites indicated that attendance by the site representatives at the District Advisory
Committee meetings was inconsistent, and that communications and information flow be-
tween School Site Councils and the District Advisory Committee were often poor.

3. Many sites reported that they had difficulty getting many people to attend School Site
Council and English Learner Advisory Council meetings. A common comment was “we
get the minimum” or “we get enough for a quorum.” Several principals and instructional
associates stated that parents sometimes view the governance meetings as “boring” or
feel that they are not knowledgeable enough about educational matters to participate in a
meaningful way. Those who do serve indicate that parent and community members often
tend to defer to staff at these meetings.

4. The district diligently tracks the number of School Site Councils that meet for the requi-
site five meetings during the school year. Documentation provided by the district as of
July 2004 showed that 10 school sites failed to hold five meetings in the 2003-04 school
year. Two of those School Site Councils met only twice during the year.

Community Relations/Governance



5. The chair of the Bond Oversight Committee regularly attends board meetings and pres-

ents reports. The commission is seen as effectively fulfilling its duties. The District Ad-
visory Committee occasionally addressed the board, usually as part of the community
forum rather than as a separate agenda item. Some members of the DAC felt that their
capability for helping to strengthen communications with parents throughout the district
was not fully developed or utilized.

Participants on other district committees and task forces in the past few years did not feel
that their work was always productive. For example, the Student Discipline Task Force
was viewed by some parents as staff-driven. Members indicated that staff initially pro-
duced a list of things that parents needed to do. Opinions also appear to be mixed among
participants on the Superintendent’s Parent Advisory Council as to the value of these
meetings. The School Attendance Boundaries Committee appeared to have been unorga-
nized and not properly staffed. Also, the Budget Advisory Committee was hampered by
inaccurate or unavailable data.

Development of the Local Education Agency plan was primarily seen as a responsibil-
ity of the district’s Special Projects department and received little input from district or
school groups, nor from the board and some district administrators. Principals had an
opportunity to provide feedback.

Recommendations and Improvement Plan

1.

Each committee or council should have a written protocol or statement of goals that is ad-
opted by the board and state administrator (see Standard 3.3).

District and school site committees/councils must encourage each individual member to
play an active and meaningful role.

a. The chair of each group must ensure that all members have an opportunity to present
their views in a respectful environment. The chair should also ensure that members
receive adequate background information on an issue and have an opportunity to hear
divergent viewpoints.

Board meetings should include regular reports by district advisory councils/committees
and task forces.

a. Each district advisory council, committee or task force should be informed of expecta-
tions and the schedule for sharing recommendations and reports.

b. Minutes of council, committee or task force meetings should be provided to the board
and made available to the public through means such as the district’s Web site, as ap-

propriate.

c. The board and state administrator should regularly recognize and express appreciation
to the service of members on councils, committees and task forces.
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Standard Implemented: Partially

November 1, 2004 Rating: 4

0 1 2 3 4 9 10
Implementation Scale: —————+———+—1
N

ot <€ >» Fully

50 Community Relations/Governance



36 C ity Collaboratives. District Advisory Committees. School Site Council

Legal Standard

The school site council develops a single plan for student achievement at each school applying
for categorical programs through the consolidated application. (Education Code 64001)

Sources and Documentation

1. School plans

2. District policies

3. Staff interviews

4. School Site Council member interviews

5. Coordinated Compliance Review 1997-98
Findings

1. School sites approve a single plan for student achievement. The extent to which the
School Site Council is actively involved in the development of the plan varies from site
to site.

2. School Site Council members receive information about their role in developing school
plans through district and California Department of Education handbooks and through
meetings (see Standards 3.3 and 3.4).

3. The board’s policy and administrative regulations pertaining to school plans (BP/AR
0420 School Plans/Site Councils, 2000/1994) do not reflect the requirement of Education
Code 64001, as amended by SB 374 in 2001, for a single plan for student achievement.
Details about school plans for School-Based Program Coordination appear in AR 0420.1
School-Based Program Coordination (2000).

Recommendations and Improvement Plan
1. The district should review and update its policies and administrative regulations pertain-
ing to school plans to reflect current law requiring the development of a single plan for
student achievement.

Standard Implemented: Fully - Substantially

November 1, 2004 Rating: 8
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Legal Standard
School plans are comprehensive and have sufficient content to meet the statutory requirements.

(Education Code 52853, 64001)

Sources and Documentation

1. School plans

2. Staff interviews

3. Staff surveys

4. Coordinated Compliance Review 1997-98
Findings

1. School plans, and the Local Education Agency plan that includes elements of the site
plans, fulfill the statutory requirements related to the content of the plans.

2. The district’s Special Projects department reviews site plans and ensures compliance with
legal requirements.

3. Teachers surveyed for this study tended to agree that school staff members consult the
school plan when making decisions about educational programs and school budgets (49.7
percent agreed or strongly agreed; 20.6 percent disagreed or strongly disagreed; 18.3 per-
cent were neutral; 11.4 percent had no opinion).

Recommendations and Improvement Plan
1. The board should approve only those school plans that provide sufficient discussion of re-
quired components and hold promise as a useful strategy for increasing student achieve-
ment.

Standard Implemented: Partially
November 1, 2004 Rating: 7
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38 C ity Collaboratives. District Advisory Committees. School Site Council

Legal Standard

The school site council annually reviews the school plan and the board annually approves or
disapproves all site councils’ plans. (Education Code 52853, 52855, 64001)

Sources and Documentation

SNk W=

Board member interviews

Staff interviews

Board agendas and minutes

District policies

Staff surveys

Coordinated Compliance Review 1997-98

Findings

1.

It appears that the district is compliant in annually reviewing and approving school plans.
The district’s Special Projects department is responsible for ensuring that School Site
Councils fulfill this legal requirement.

In past years, school plans were either provided to the board as part of the agenda ma-
terials, or were made available for board members to review. Board members typically
received all of the site plans at the same time, thus limiting their ability to thoroughly re-
view or hold discussions about them before approving the plans.

Legal requirements for the review process are reflected in AR 0420.1 School-Based Pro-
gram Coordination (2000) for that specific program. However, the district’s policies and
regulations do not reflect the requirements of Education Code 64001 for review of a sin-
gle plan for student achievement for all categorical programs funded through the state’s
consolidated application process.

In a survey conducted for this study, teachers’ opinions were fairly evenly split as to
whether school staff members regularly work with the School Site Council to review and
update the school plan, with slightly more tending to agree that staff members do (35.6
percent agreed or strongly agreed; 30.1 percent disagreed or strongly disagreed; 22.0
percent neutral; 12.4 percent no opinion). A larger percentage of classified staff had no
opinion (36.9 percent); among the others, more tended to agree or strongly agree (24.6
percent) than to disagree or strongly disagree (16.4 percent).

Recommendations and Improvement Plan

1.

School plans must be annually reviewed and approved in accordance with law, paying at-
tention to whether each plan will enable the school to meet its improvement goals.

a. To increase support for the school plan, School Site Councils might seek the input of
all school staff in the development and review of the plan.
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b. Because of the number of schools in the district and the length of school plans, the

review process must provide adequate time to allow board members to thoughtfully
review each plan in order to effectively fulfill the board’s oversight responsibility.

2. The district should review and update its policies and administrative regulations pertain-

ing to school plans to reflect current law pertaining to the review of a single plan for stu-
dent achievement.

Standard Implemented: Partially

November 1, 2004 Rating: 7
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3.0 C ity Collaboratives. District Advisory Committees. School Site Council

Legal Standard

Policies exist for the establishment of school site councils. (Education Code 52852.5)

Sources and Documentation
1. District policies

Findings
1. The district’s policy manual contains Board Policy and Administrative Regulation 0420
School Plans/Site Councils, which address the establishment of school site councils.
Both the board policy (2000) and the administrative regulation (1994) reflect current legal
requirements regarding the membership of site councils.

Recommendations and Improvement Plan
None needed.

Standard Implemented: Fully - Sustained

November 1, 2004 Rating: 10
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4.1 Policy

Professional Standard
Policies are well written, organized and readily available to all members of the staff and to the

public.

Sources and Documentation

M

District policies

Board member interviews
State administrator interview
Staff interviews

Staff surveys

Findings

1.

The district’s policy manual is organized using the California School Boards Associa-
tion’s indexing system, which is used in most California school districts.

A hard-copy manual is maintained at the district office and each school site. The policy
manual is available to the executive secretary on CD-ROM through an external system
that offers quick access, a keyword index and links to related laws and valuable policy
resources. Neither the board nor other staft has access to the policy manual on CD-ROM.
Also, district policies currently do not appear on the district’s Web site, although the state
administrator has indicated plans to add them.

Principals receive copies of board agendas by e-mail so that they are informed when
policies will be discussed. They later receive copies of board minutes informing them of
board actions. In addition, when policies are newly adopted or revised, principals receive
the new materials along with a slip of paper that they have to sign and return to the exec-
utive secretary indicating receipt. Principals interviewed generally seemed satisfied with
communications from the district office regarding policies.

When district office staff was asked in a survey to indicate whether policy changes are
communicated to them in writing, 61.7 percent disagreed or strongly disagreed (25.5 per-
cent agreed or strongly agreed; 12.8 percent were neutral or had no opinion). Both teach-
ers and classified staff also tended to disagree that policy changes were communicated in
writing (44.8 percent of teachers and 44.0 percent of classified staff), although over one-
third of both groups were neutral or had no opinion.

. No major concerns were expressed regarding the maintenance of the policy manuals. It

appears that the policy manuals contain all the most recent policies adopted.

Recommendations and Improvement Plan

1.

The district should take full advantage of technological opportunities to provide more
convenient access to district policies to the board, staff and public.
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a. The district should consider providing board members and key staff with CD-ROM
versions of the policy manual or subscribing to similar services online.

b. The state administrator should move ahead with plans to add some or all of the district
policies to the district’s Web site.

Standard Implemented: Partially
November 1, 2004 Rating: 4
0 1 2 3 4
Implementation Scale: }—F—F—F—¢—F——F—F—
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4.2 Policy

Professional Standard
Policies and administrative regulations are up to date and reflect current law and local needs.

Sources and Documentation
1. District policies
2. Board member interviews
3. Staff interviews
4. Board agendas

Findings
1. The district last completed a comprehensive review of its entire policy manual in 1994.
Subsequently, it appears that policies were not regularly updated until early 2000.

Nearly half of the district’s policies have not been revised since 1994. The majority of
the remaining policies were adopted between 1998 and 2001, with only a few policies be-
ing revised and updated between 2002 and 2004.

2. Inasampling of 52 mandated district policies, 50 met the specific mandate for policy lan-
guage (see Standard 4.3). However, over half of these show adoption dates that pre-date
the most recent sample policies available from the California School Boards Association,
indicating that further changes in law affecting other content in the policies may have oc-
curred since the district’s policies went into effect.

3. Since 1994 the district has subscribed to external policy services that provide information
about changes in law as well as sample policies and administrative regulations.

Recommendations and Improvement Plan
1. The district should establish a process and timeline for conducting a review of its policy
manual in order to provide consistent direction to staff, students and the public and ensure
that the district is complying with current law.

a. The district should use the sample policies to which it subscribes as a starting point for
reviewing the district’s policies and administrative regulations.

b. If the policy manual cannot be reviewed in its entirety in a timely manner, the district
should establish priorities and a schedule for policy review and revision (e.g., begin-
ning with mandated policies, with the oldest policies, with specific sections or with
policies that have the most impact on student learning).

2. Once the policy manual is brought up to date, the district should establish a process to en-
sure continual monitoring and regular updating of policies.
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a. The district should more diligently use currently available external resources, district
staft and legal counsel to trigger the need for policy reviews based on changes in law.

b. District staff should be held accountable for regularly reviewing policies related to
their areas of operation and making policy recommendations that meet local needs.

Standard Implemented: Partially
November 1, 2004 Rating: 4
0 1 2 3 4
Implementation Scale: ————¢—~—~F—F—+
Not <€ >» Fully
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4.3 Policy

Legal Standard
The board has adopted all policies mandated by state and federal law.

Sources and Documentation
1. District policies

Findings
1. The California School Boards Association has identified 52 applicable cases in which

state or federal laws require the board to adopt a policy or specific policy language. The
district’s policy manual contains 50 of these (96 percent). The only mandates that do not
appear to be reflected in district policies or regulations pertain to (1) the fingerprinting,
health examination and tuberculosis testing requirements for employees exempt from the
classified service (mandated by Education Code 45106); and (2) appointment of surrogate
parent for special education (mandated by 20 USC 1415(b)(2)).

2. Inthe 50 existing mandated policies, the specific policy language addressing the man-
dates appears to substantially comply. Other portions of these policies, however, may not
fully reflect current law and district practice (see Standard 4.2).

3. As asubscriber to external policy services, the district regularly receives a list of policies
mandated by law as well as sample policy language that would fulfill those mandates.

Recommendations and Improvement Plan
1. The district must update its policies and administrative regulations to fully comply with
mandates of state and federal law.

a. The district should establish a process and timeline for conducting a review of all
mandated policies (see Standard 4.2).

2. Once the policy manual is brought up to date, the district should establish a process to en-
sure continual monitoring and regular updating of mandated policies.

a. The district should more diligently use currently available external resources, district
staff and legal counsel to trigger the need for policy reviews based on changes in law.

Standard Implemented: Partially
November 1, 2004 Rating: 6
1 2 3 4 5

0 6
Implementation Scale: —————+———
Not <€ >» Fully
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4.4 Policy

Legal Standard

The board annually reviews its policies on intradistrict open enrollment and extracurricular/
cocurricular activities. (Education Code 35160.5)

Sources and Documentation
1. District policies
2. Staff interviews
3. Board agendas

Findings
1. The district’s policies and administrative regulations on intradistrict open enrollment (BP/

AR 5116.1) were originally adopted in June 1994. In recent years, they were reviewed in
both 2002-03 (December 2002) and 2003-04 (February 2004).

2. The district’s policy and administrative regulation on extracurricular and cocurricular ac-
tivities (BP/AR 6145) was adopted in 1994. District staff stated that this policy was last
reviewed in 2001-02 (March 2002), although no revisions were adopted at that time. It is
currently under review again and may be submitted for approval soon. As currently writ-
ten, the eligibility requirements pertaining to grade point average appear less stringent
than required by law.

3. BP5116.1 contains language reflecting the requirement for an annual review of the poli-
cy, but BP 6145 does not.

Recommendations and Improvement Plan
1. The district must annually review those policies for which annual review is mandated by
law.

a. The district should complete its review of BP/AR 6145 and schedule a review of BP/
AR 5116.1 for the current school year.

b. When BP 6145 is revised, the district might include a statement regarding the legal
requirement for annual review.

c. To ensure sustained compliance, the district might consider scheduling an annual
review of these policies at a designated time each year.

d. Even if the district does not revise these policies following review, the review itself
must be noted in board minutes and/or the policy should be readopted with a new
adoption date so that the district’s compliance with the annual review requirement can
be evidenced.
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Standard Implemented: Partially

November 1, 2004 Rating: 4

0 1 2 3
Implementation Scale: |—
N
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4.5 Policy

Professional Standard
The district has established a system of securing staff and citizen input in policy development
and review.

Sources and Documentation

bk wd =

District policies

Staff interviews

Staff surveys

Parent and community member interviews
Board agendas

Observation of board meetings

Findings

1.

The district’s board bylaw addressing the development, distribution and maintenance of
the policy manual (BB 9310, 1994) declares the importance of the policy development
process and the Governing Board’s desire to have staff and community input in the devel-
opment of the district’s policies.

Policy reviews were generally initiated by district administrators. Typically, sample poli-
cies provided by the California School Boards Association were distributed by the execu-
tive secretary to district administrators, who then tailored them as needed before they
went to the board for first reading.

Members of the public had opportunities for input during the board’s first and second
readings of policies at board meetings (also see Standard 6.8).

There has not been a formal, consistent process for engaging staff at all levels in policy
development. Among staff interviewed and surveyed, there was a general perception that
input into district-level operations was not encouraged (see Standard 1.3). Most principals
reported having little formal input into many district policies, although some principals
and staff were involved in the past on committees or teams that developed policy priori-
ties in specific areas.

Teachers, classified staff and district-level staff surveyed for this study assigned relatively
low ratings to the effectiveness of the board and previous administration in encourag-

ing parental and public participation in policymaking. All three groups assigned average
grades of “D” or “D+” to both the board and previous district administration.

Similarly, all three groups tended to disagree that parents have a large say in board deci-
sions. Among teachers, 54.2 percent disagreed or strongly disagreed that parents have a
large say; 6.9 percent agreed or strongly agreed; 13.9 percent were neutral; 25.0 percent
had no opinion. Among classified staff, 49.2 percent disagreed or strongly disagreed; 8.9
percent agreed or strongly agreed; 15.3 percent were neutral; 26.6 percent had no opin-
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ion. The majority of district staff surveyed (59.5 percent) also disagreed or strongly dis-
agreed; 4.3 percent agreed; 19.1 percent were neutral; 17.0 percent had no opinion.

Recommendations and Improvement Plan
1. The district should implement an effective policy development process that includes
greater opportunities for input from staff at all levels.

a. Staff should be notified of appropriate channels to submit suggestions for issues that
require new policies or policy revisions.

b. The district should develop methods to solicit district-level and site-level staff input
on proposed policies. Such methods might include distribution of draft policies to
appropriate staff by e-mail or through staff meetings, establishment of a policy re-
view committee that includes staff members, and/or encouragement for staff to attend
board meetings where policy issues will be discussed.

c. The district might expand its bylaw describing the policy development process to
specify the methods that will be used to obtain staff input.

2. The district should expand opportunities for parent and community member input into
district policymaking.

a. As the district develops new policies or revises existing policies, it needs to identify
those policies that are of most interest to parents and community members and would
most benefit from their input. For example, policy changes that are being made to
comply with law may require less input than issues with greater district discretion,
and policies pertaining to student testing or discipline would generate more parent
concern than district operational matters.

b. The district might consider using existing councils or committees, establishing a
policy review committee that includes parents and community members, and/or hold-

ing public hearings to provide an opportunity for citizen input on critical policies.

c. The district might expand its bylaw describing the policy development process to
specify the methods that will be used to obtain citizen input.

Standard Implemented: Partially
November 1, 2004 Rating: 3

0 1 2 3
Implementation Scale: ————————
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4.6 Policy

Professional Standard
Board bylaws, policies and administrative regulations are supported and followed by the board
and district staff.

Sources and Documentation
1. Board member interviews
2. Staff interviews
3. Board agendas and minutes

Findings
1. The most common concerns regarding policies in this district involve policy implemen-
tation, enforcement and accountability. Many interviewees cited a lack of adherence to
policy by staff throughout the district. Some interviewees perceive that some administra-
tors hired from outside the school district were arbitrarily placed on the salary schedule.

Discrepancies among school sites were noted with regard to policies on safety, student
discipline, dress codes, tardiness and interdistrict transfers, as well as media relations (see
Standard 1.4). Principals have been allowed to interpret and enforce policies differently.
Some principals feel that this approach can be positive since they can take into account site
circumstances rather than making “one-size-fits-all” decisions. However, nearly all princi-
pals acknowledged that inequities have occurred and that this is a weakness in the system.

2. Background materials for board agendas often refer to relevant district policies, although
the references typically describe why the item is being brought to the board (as per a cer-
tain policy). It does not appear that policies are routinely or consistently referenced at
meetings as part of the decision-making or reporting process.

Recommendations and Improvement Plan
1. All district and site staff should be held accountable for adhering to district policies. If a
policy ceases to meet the district’s needs or is perceived to be enforced unevenly, the dis-
trict should initiate a review and revision of the policy.

a. The state administrator should communicate to all staff his expectations regarding the
consistent implementation of policies.

b. Accountability should be maintained through periodic reviews of critical policies and
through the staff evaluation process.
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Standard Implemented: Partially

November 1, 2004 Rating: 3
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5.1 Board Roles/Boardsmanship

Legal Standard
Each board member meets the eligibility requirements of being a board member. (Education
Code 35107)

Sources and Documentation
1. Board member interviews

Findings
1. Each board member meets the eligibility requirements of Education Code 35107, which
include requirements that a board member be: (1) 18 years or older, (2) a citizen of the
state, (3) a resident of the school district, and (4) a registered voter.

2. Education Code 35107 also specifies that district employees may not be board members.
None of the board members is an employee of the district.

Recommendations and Improvement Plan
None needed at this time.

Standard Implemented: Fully - Sustained

November 1, 2004 Rating: 10

0 1 2 3 4 5 6 7 8 9 10
Implementation Scale: ———+"—-+"F+—F—F—F—+—+¢
Not <€ >» Fully
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5.2 Board Roles/Boardsmanship === =

Professional Standard

Board members participate in orientation sessions, workshops, conventions and special meetings
sponsored by board associations, and have access to pertinent literature, statutes, legal counsel
and recognized authorities to understand duties, functions, authority and responsibilities of
members.

Sources and Documentation

1. Board member interviews

2. CSBA records on conference attendance

3. District records on conference attendance

4. Staff interviews

5. Parent and community member interviews
Findings

1. During the past four years, individual board members have participated in formal con-
tinuing education offered by the California School Boards Association. Each year several
board members attended CSBA’s Annual Education Conference, all five in 2002. In ad-
dition, individual members attended conferences/workshops related to special education
mandates, student health and achievement, legislative action, and back-to-school updates
on a variety of state legislative and policy issues. One member also graduated in the past
from the Masters in Boardsmanship program after attending a series of required confer-
ences.

Four board members participated in a workshop on school budgets offered by School Ser-
vices of California, Inc., in 2003.

2. In the past, the board held occasional study sessions focused on specific district topics
such as the budget, where district staff presented information for discussion.

3. The district does not have any formal process for providing an orientation to new board
members, although the district’s new members attended CSBA’s institute for new board
members in 2002, covering the board’s basic governance responsibilities. Prior to the last
board election cycle, the superintendent held an orientation session for prospective candi-
dates.

4. Although individual board members attend workshops and conferences, participation in
continuing education does not appear to have been coordinated among the governance
team nor focused on identified areas of need.

5. While the board generally understands principles of effective governance, the specific
responsibilities and duties of the Governing Board in relation to district administration
— especially as they pertain to the board’s role in setting direction, providing structure
through policy, and ensuring accountability — have not been effectively understood by
all board members and administrators.
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6. The district is a member of CSBA and thus has access to publications and other sources
of information about board functions and responsibilities.

7. It does not appear that district and county office of education staff have consistently
provided pertinent information to the board related to duties and functions. The district
has retained various outside legal counsel on specific topics, such as for negotiations or
personnel issues. Board members have not been provided with easy access to reference
materials such as state education statutes.

8. Individual board members currently or recently have served as representatives or mem-
bers of school board, education or locally elected official organizations or bodies where
information is regularly shared and networking opportunities exist, including the Cham-
ber of Commerce Board of Directors, the Solano County School Board Members Associ-
ation, and CSBA’s Board of Directors and Delegate Assembly. One board member serves
on CSBA’s Conditions of Children Council. Another member served on a district team
that attended workshops last year geared toward strategic planning.

9. Some staff and community members believe that not all board members demonstrate a
significant depth of knowledge about school and instructional issues, educational reforms,
and/or school budgets and school finance. Those expressing this belief acknowledged the
complexity of some of these areas, especially school finance.

10. The most common topics identified by interviewees as areas where they believe the board
needs additional information and/or continuing education were: fiscal oversight, how to
understand budgets, holding people accountable, withstanding political pressures and
building better community relations/communicating with the public.

Recommendations and Improvement Plan
1. All board members should participate in continuing education to keep abreast of educa-
tion issues and improve their governance skills.

a. The state administrator and board should consider developing a continuing education
agenda that addresses the district’s greatest needs. This agenda might include specific
education related to school finance and budgets, the board’s role in oversight and ac-
countability, collective bargaining and community relations.

b. Board members and the state administrator should consider attending workshops and
conferences together whenever possible, or participating in “single district” work-
shops tailored to the district’s unique circumstances.

c. As appropriate, senior district administrators should also be encouraged to participate
in continuing education to ensure a common understanding about governance roles

and responsibilities.

d. The state administrator should consider holding more frequent workshops and study
sessions for the board and community on critical education topics.
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e. The district should ensure that all board members have easy access to pertinent stat-
utes and policies.

2. The board should consider developing a formal plan for the orientation of new members,
including formal assistance for each member-elect to understand the board’s functions,
policies and procedures and the general operation of the school system.

Standard Implemented: Partially

November 1, 2004 Rating: 4
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5.3 Board Roles/Boardsmanship ===

Professional Standard

The board has established a districtwide vision/mission and uses that vision/mission as a
framework for district action based on the identified needs of the students, staff and educational
community through a needs assessment process.

Sources and Documentation

1
2
3
4
5.
6.
7
8
9
1

0.

District documents and Web site

Parent notifications

Board member interviews

State administrator interview

Staff interviews

Parent and community member interviews
Board agendas and minutes

Observations of board meetings

District policies

Staff surveys

Findings
1.

In August 2004, the state administrator identified five key goals for the district. The goals
focus on improving student performance for all students, accelerating achievement for
historically underperforming student groups, improving the school climate so that every
student and staff member feels safe, developing a long-term solution to the district’s fis-
cal crisis, and preparing the district to sustain achievement, fiscal and school climate im-
provements when local control is regained.

The current goals have been communicated to district and site staff and to parents and the
community. They do not yet appear on the district’s Web site.

In the previous administration, four annual goal statements were communicated to all staff
and to parents as part of the parent notifications packet. The goals focused on: (1) students
showing continuous improvement toward meeting grade-level expectations as identified

in the content standards, and ensuring that teachers demonstrate continuous improvement
toward achieving the knowledge and skills needed to prepare students; (2) maintaining the
fiscal solvency of the district by adhering to sound business practices; (3) working toward
improvements in public relations; and (4) the development and support of leaders within the
district who can carry out the goals related to achievement, fiscal solvency and improved
public relations.

These goals were routinely referenced in board meeting agenda materials, although the
meetings were not necessarily organized around consistent monitoring of the goals.

In 2003, a district team that included a board member and district and site staff members
participated in workshops at Stanford University as part of a process to develop a new
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strategic plan for the district. This team was beginning to develop a plan for involving the
community in the process when the fiscal crisis suspended it. The board held a special
study session related to this work.

In the mid-1990s, the district had engaged the community in building a vision statement
and strategic plan as part of a project called Vision 20/20. Many interviewees cited this
as an extremely positive process, and the ensuing strategic plan was perceived as driv-
ing district operations for many years. The Vision 20/20 work appears to have involved a
wide range of stakeholders. One of the most notable actions pursuant to the plan was the
passage of a school facilities bond measure.

In general, board members and staff believe that most activities in the district, including
goal setting, are “administrator driven” rather than board or community driven. Inter-
viewees perceive that most discussions about district goals and strategic planning appear
to have occurred among senior district administrators. The board is perceived as mainly
being reactive in this regard.

Several principals indicated frustration that the district’s emphasis on particular strate-
gies related to attaining the goals seemed to change from year to year during the previous
administration. These principals felt that priorities communicated at the start of a school
year were not further pursued, nor did they feel all principals were held accountable for
demonstrating progress related to those goals or priorities.

The majority of teachers (68.5 percent), classified staff (54.8 percent) and district-level
staft (57.5 percent) surveyed for this study disagreed or strongly disagreed that the board
has generally done a good job identifying the needs of Vallejo’s students, staff and educa-
tional community. The remainder were largely neutral, and few agreed or strongly agreed.

Similarly, these staff tended to disagree or strongly disagree that board members are very
clear about the goals of the district: 49.7 percent of teachers, 37.2 percent of classified
staff and 46.8 percent of district staff disagreed or strongly disagreed, compared to 13.1
percent, 17.3 percent and 19.2 percent, respectively, who agreed or strongly agreed. The
remainder were neutral or had no opinion.

Teachers also tended to believe that conflict among board members over district goals has
increased in the past few years (29.3 percent agreed or strongly agreed; 15.6 percent dis-
agreed or strongly disagreed), although the majority was neutral or had no opinion (55.0
percent). Classified staff were even more likely to hold this position (43.8 percent agreed
or strongly agreed; 14.0 percent disagreed or strongly disagreed; 19.8 percent were neu-
tral; 22.3 percent had no opinion). A similar pattern appears among district-level staff
(42.6 percent agreed or strongly agreed; 17.0 percent disagreed or strongly disagreed;
12.8 percent were neutral; 27.7 percent had no opinion).

The board and district have actively participated in the FCMAT comprehensive review
process in August-September 2004 as one way of more effectively assessing the needs of
the district.
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Recommendations and Improvement Plan
1. The state administrator should ensure processes are in place for measuring progress on
established goals and holding district personnel accountable.

2. The findings and recommendations of the FCMAT review related to student achievement,
fiscal management, facilities management, personnel management and governance/com-
munity relations should be reviewed and discussed by the board, state administrator and
staff to identify district needs, establish priorities and develop improvement strategies.

3. The state administrator and board should develop a long-term strategy for involving the
board, staff, parents, students and the community in processes to periodically identify
student needs and to update the district’s vision/mission and goals, as part of the effort
to build long-term capacity in the district to sustain improvements once local authority is
restored.

Standard Implemented: Partially
November 1, 2004 Rating: 5
1 2 3 4

0 5
Implementation Scale: ————————
Not <€ >» Fully
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5.4 Board Roles/Boardsmanship ===

Professional Standard
The board makes decisions based on the study of all available data, including the
recommendations of the superintendent.

Sources and Documentation

M S

Findi
1

Board member interviews

State administrator interview
Staff interviews

Board agendas and minutes
Observations of board meetings

ngs
The board appears to have relied heavily on the recommendations of the superintendent
and other senior administrators.

Many interviewees, including board members, staff and community members, perceive
that consistently accurate and thorough information was not provided by the administra-
tion to the board, especially data and analysis related to budget matters. For example,
some staff analysis of proposals did not include adequate estimates of costs. There was
a perception that even when board members asked questions or sought additional infor-
mation or clarification, it was either not provided or it was not provided in a forthright
manner. Board members indicated that they occasionally did not receive important infor-
mation related to board agenda items “until the last minute.” Sometimes board members
did not receive information at all, such as a critical communication from the county office
of education regarding the district’s budget that appears to have been withheld by district
staff.

Many interviewees expressed anger that the board was placed in a position by the admin-
istration of having to make difficult decisions and cuts to programs based on inaccurate
or incomplete data. There is a perception by board members and several staff members
that when the board asked questions of the staff — specifically the superintendent and
top financial officer — either a “plausible answer” was provided or they would commit to
providing more information at a later time. The board and others also perceived that data
provided by staff often conflicted with previous data or with data provided by other agen-
cies such as the county office of education.

Members of district staff also expressed a feeling that certain information was kept highly
confidential among the top administrators. Some parents and community members per-
ceived that the board was reluctant at public meetings to share certain information.

Staff, parent and community member interviewees who participated in or observed meet-
ings generally believed that the board made efforts to ask appropriate questions of staff.
However, some interviewees, including some parents and teachers, felt very strongly that
the board was not assertive in questioning staff or demanding more data and analysis be-
fore making decisions. They believe the board tolerated the staff’s pattern of providing
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insufficient data and relied too heavily on recommendations made by top administrators,
rather than on analysis or on the input of a wider circle of people.

4. Board members do not appear to have consistently and proactively sought widespread
input or information from parents, community members, staff or others prior to important
decisions. There was little outreach to seek input other than through regular board meet-
ings (see Standards 1.3, 3.2, 4.5 and 5.12).

5. Some board members and staff indicate instances where the board perceived it had to
take a specified action recommended by the staff because an agreement “had already been
negotiated.”

6. While the overall accuracy of financial information was rated poorly, as was data related
to campus safety and student attendance, board members felt that curriculum information
provided to them was generally good.

7. The state administrator has placed an emphasis on building a district culture in which the
accuracy and integrity of data are paramount.

Recommendations and Improvement Plan
1. The administration should ensure that appropriate materials and information are provided
to the board to facilitate thoughtful discussion and informed decision-making.

a. As appropriate, board agendas should include cost estimates of proposals, related
board policy, data on student achievement or program effectiveness, staff recommen-
dations and/or other information of the level and types agreed upon by the board and
state administrator.

2. The state administrator should continue to focus on building and sustaining internal sys-
tems and accountability structures that enable the district to generate accurate and reliable

data.

3. The board should consider continuing education related to understanding budget analysis
and data-based decision-making.

Standard Implemented: Partially
November 1, 2004 Rating: 3
0 1 2 3
Implementation Scale: ———&———F—F—+
Not <€ >» Fully
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5.5 Board Roles/Boardsmanship ===

Professional Standard
Functional working relations are maintained among board members.

Sources and Documentation

1. Board member interviews
2. State administrator interview
3. Staff interviews
4. Parent and community member interviews
5. Parent focus groups
6. Observations of board meetings
7. Board bylaws
Findings

1. Members of the board recognize that each member brings valuable experiences and per-
spectives to the board and that each member shares a common commitment to students.
There appears to be a high level of trust among board members.

2. Board members appear to function well as a team and to treat each other respectfully,
even when members disagree on issues.

3. A few community members and staff interviewed believe that the board sometimes places
too much emphasis on getting along with each other and with the superintendent, and not
enough emphasis on asking tough questions. These interviewees felt that the board was
often motivated by a desire to avoid conflict.

4. In 2001, the board adopted professional governance standards (Board Bylaw 9005) that
include expectations for all board members to build unity and create a positive organi-
zational culture. These standards include communicating a common vision, operating
openly with trust and integrity, and governing in a dignified and professional manner.

Recommendations and Improvement Plan
1. Board members must continue to model respectful behaviors toward each other to in-
crease district credibility.

a. The board should periodically review governance standards, protocols and expecta-
tions for effective teamwork, especially when there are newly elected board members.

Standard Implemented: Partially
November 1, 2004 Rating: 7
1 2 3 4 5 6

0 7
Implementation Scale: —————+——¢—
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5.6 Board Roles/Boardsmanship ===

Professional Standard
Individual board members respect the decisions of the board majority and support the board’s
actions in public.

Sources and Documentation

AR

Board member interviews

State administrator interview
Staff interviews

Community member interviews
Media interviews

Observations of board meetings
Board minutes

Findings

1.

Board members demonstrate an understanding of the importance of not undercutting
majority decisions. There is no evidence that board members engaged in this negative be-
havior.

During the past decade, there had been a perception among many on staff and in the com-
munity that the district’s business was often adversely affected by conflicts among board
members and the administration. Therefore, the current board made a strong effort to
project a more “unified front” and was generally perceived as doing so.

Recommendations and Improvement Plan
None needed at this time.

Standard Implemented: Fully - Substantially

November 1, 2004 Rating: 8
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5.7 Board Roles/Boardsmanship ===

Professional Standard
Functional working relations are maintained between the board and administration.

Sources and Documentation

Board member interviews

State administrator interview

Staff interviews

Parent and community member interviews
Parent focus groups

Media interviews

Observations of board meetings

Board bylaws

S AN

Findings

1. District policies, regulations and bylaws distinguish basic roles of the superintendent and
board. BP 2110 Superintendent Responsibilities and Duties (2001) expresses the board’s
desire to set clear expectations for the superintendent, states the superintendent’s general
management authority, and refers to law, board policy and the superintendent’s contract
for detailed administrative responsibilities. The board’s roles are delineated in Board
Bylaw 9000 Role of the Board (1998) and Board Bylaw 9005 Professional Governance
Standards (2001).

2. The board generally felt it had positive, amicable relations with the most recent super-
intendent for most of the three years that she served in that position. The superintendent
communicated to the board through regular “Friday letters” that included information
prepared by her and other staff. Board members felt she was responsive to their questions
and accessible to them. The board demonstrated its satisfaction with the superintendent’s
performance during the most recent evaluation process by approving a salary increase.

3. In the past decade, the school district is perceived to have had a culture of board and su-
perintendent conflicts and divisions that have led to a number of different individuals be-
ing employed as the superintendent. Members of the current board felt they were working
hard with the most recent superintendent to change that past image of a district hindered
by board-superintendent conflict and instability.

4. Significant dissatisfaction was expressed in interviews regarding the performance of the
district’s chief business official and the superintendent in handling and communicating
the recent fiscal crisis. After the magnitude of the district’s fiscal crisis was revealed last
winter/spring, board members felt “lied to” by the CBO. In particular, many interviewees
cited a presentation by the CBO in October 2003 in which the CBO communicated that
the district’s budget was balanced and that it would include a 3 percent reserve as re-
quired by law. At subsequent meetings, board members and the public began to learn the
magnitude of the actual budget deficit.
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Detailed information about meetings between county office of education and district
fiscal staff does not appear to have been communicated to the board. Many people ex-
pressed a view that the superintendent and CBO often projected a sense that problems
identified by the county office were being addressed. Excerpts from some letters sent to
the district by the county office are cited as evidence that the district was, in fact, mak-
ing progress in addressing the county office of education’s concerns about the district’s
finances.

Some community members and site-level staff interviewed perceived that the board did
not assert its proper oversight authority in terms of its relationship with the superinten-
dent. Others feel that the superintendent may not have been fully aware of the CBO’s
activities. There is a perception that because the district’s financial condition had been a
subject of serious concern for many years, without appropriate steps being taken, a fiscal
crisis like the one that unfolded in fall 2003 was “only a matter of time.”

5. [Initial relations between the board and state administrator appear to be generally positive.
The state administrator has tried to meet with each individual board member and has in-
dicated that he intends to operate in a participatory manner with the board. He is regarded
as being very direct and communicates well. As is common in these situations, however,
the board’s current advisory role is not well understood.

Recommendations and Improvement Plan
1. The state administrator and board should form agreements regarding their expected and
appropriate roles and responsibilities.

2. The board and state administrator must engage in regular, proactive communications with
each other.

Standard Implemented: Partially
November 1, 2004 Rating: 3
0 1 2 3
Implementation Scale: ——————F——+
Not <€ >» Fully
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5.8 Board Roles/Boardsmanship === ==

Professional Standard
The board publicly demonstrates respect for and support for the district and school site staff.

Sources and Documentation

SNk W=

Board member interviews

State administrator interview
Staff interviews

Observations of board meetings
Board agendas and minutes
Staff surveys

Findings

1.

At board meetings, the board and administration frequently compliment staff and thank
them for their efforts. Time is regularly devoted near the beginning of meetings for recog-
nition of specific staff as well as students and community members. Individual members
also make a point to acknowledge outstanding achievements and efforts of staff and stu-
dents during their board member reports. During the past year, a process was established
to enable a different school to make a presentation at each board meeting in order to high-
light successful programs and receive recognition.

In the past, the district had a staff recognition committee that included a board member
and developed a recognition program that included acknowledging outstanding contribu-
tions by staff on a quarterly basis.

Staff who regularly attended meetings felt there were a few times after the budget crisis
peaked when individual members may have acted rudely or disrespectfully to district staff
in the way they were demanding information and questioning answers, but there were no
indications of this type of behavior prior to that.

One board member was regarded by many staff members interviewed as being highly
critical of certain staff, or of publicly embarrassing them in an unprofessional way.

Many site staff, especially teachers, felt that a more substantial measure of the board’s
lack of respect and value for them was demonstrated by board actions, such as the district
issuing a large number of layoff notices and later rescinding them, and eliminating class-
size reduction in two grades. These decisions were seen as dramatically impacting staff
morale; at the same time, the board believed it was making painful but necessary budget
reductions.

Teachers, classified staff and district-level staff surveyed for this study assigned an aver-
age grade of “D+” to the willingness of the previous administration to be supportive and
encouraging toward teachers/staff.
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Recommendations and Improvement Plan

1. The board must continue to treat staff members with respect at board meetings and at site
Visits.

2. The district should periodically assess the satisfaction of employees through methods
such as surveys, and develop plans to address issues of concern.

3. The district should consistently promote the accomplishments of staff to the media and
community as part of the comprehensive communications plan (see Standard 1.1).

Standard Implemented: Partially
November 1, 2004 Rating: 5

0 1 2 3 4 5
Implementation Scale: —————¢———
N

ot <€ >» Fully
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5.9 Board Roles/Boardsmanship === =

Professional Standard
The board publicly demonstrates respect for public input at meetings and public hearings.

Sources and Documentation

Parent and community member interviews
Parent focus groups

Board member interviews

Staff interviews

Observations of board meetings

Board minutes

SNk W=

Findings
1. A community forum session is held early in each board meeting at which members of the
public are invited to address the board (see Standard 6.8). The board and district have not
frequently engaged in outreach or provided other opportunities to solicit public input on
issues (also see Standard 5.4).

2. The state administrator is holding a series of community forums at various sites to share
information and obtain public input. The first two of these forums took place on Septem-
ber 22.

3. Public participation varies at board meetings but is typically low, with about 10-15 mem-
bers of the public attending most meetings. However, turnout at a few meetings has been
as high as several hundred individuals, especially when the board was considering signifi-
cant budget cuts to programs such as class size reduction.

Community forums and public hearings have not been well attended. Sometimes as few
as five people would attend these meetings. Two recent public forums held at school sites
by the state administrator generated a turnout of 50-60 individuals at each site.

4. Generally the board listens attentively to speakers and treats them respectfully.

Recommendations and Improvement Plan
1. The district should continue to sponsor public hearings and forums on critical issues to
allow additional opportunities for members of the public to provide input. The district
should widely publicize these events.

Standard Implemented: Partially
November 1, 2004 Rating: 6

0 1 2 3 4 5 6
Implementation Scale:  }—t—t———+———]
N

ot <€ >» Fully
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5.10 Board Roles/Boardsmanship ===

Professional Standard
Board members respect confidentiality of information by the administration.

Sources and Documentation
1. Board member interviews
2. State administrator interview
3. Staff interviews
4. Board bylaws

Findings
1. Board policies and bylaws (e.g., BP 1120 Governing Board Meetings, BB 9011 Disclo-
sure of Confidential/Privileged Information, BB 9321 Closed Session Purposes and Agen-
das, BB 9321.1 Closed Session Actions and Reports) reflect legal requirements regarding
confidentiality of information obtained in closed sessions.

2. Board members appear knowledgeable of their legal obligation to maintain confidential-
ity in certain circumstances. However, some board members believe that there have been
a few occasions in the past when information related to contract negotiations was not kept
confidential.

Recommendations and Improvement Plan
1. All members of the board must maintain legal obligations for confidentiality at all times.

a. The board should periodically review confidentiality requirements with the state ad-
ministrator and legal counsel.

Standard Implemented: Partially
November 1, 2004 Rating: 6
1 2 3 4 5

0 6
Implementation Scale: —————+———
Not <€ >» Fully
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5.11 Board Roles/Boardsmanship === =

Professional Standard
Board members do not involve themselves in operational issues that are the responsibility of the
superintendent and staff.

Sources and Documentation

AR

District policies

Board member interviews

State administrator interview
Staff interviews

Board agendas and minutes
Observations of board meetings
Staff surveys

Findings

1.

Board Bylaw 9200 Members (1994) clarifies that authority rests with the board as a
whole and that individual board members have no authority to commit the district to any
policy, act or expenditure. Other board bylaws, policies and regulations distinguish be-
tween appropriate roles of the superintendent and the board (e.g., BP 2110 Superintendent
Responsibilities and Duties, 2001; BB 9000 Role of the Board, 1998; BB 9005 Profes-
sional Governance Standards, 2001).

Interviews and observations indicate that board members clearly understand the super-
intendent’s and staff’s responsibility for administering programs. There is no significant
concern about individual board members attempting to exceed their authority.

. Board members regularly adhered to a practice of referring concerns or complaints to the

superintendent (see Standard 2.5); they did not attempt to involve themselves directly in
these matters.

Teachers, classified staff and district-level staff surveyed for this study all assigned an av-
erage grade of “C” regarding the willingness of the board to let district administrators and
staff manage the day-to-day operations of the schools without “excessive interference.” It
should be noted that approximately 20-25 percent of the respondents had no opinion.

. In terms of the board’s involvement in site-level operations, teachers, classified staff

and district-level staff all tended to agree or strongly agree that the principal is allowed
to make plans and set priorities without excessive interference from the board. Among
teachers, 38.4 percent agreed or strongly agreed vs. 23.1 percent who disagreed or
strongly disagreed. Among classified staff, 32.8 percent agreed or strongly agreed and
12.8 percent disagreed or strongly disagreed. Among district staff, 44.7 percent agreed
or strongly agreed and 12.8 percent disagreed or strongly disagreed. The remainder were
neutral or had no opinion.

Community Relations/Governance



An even stronger positive pattern was observed when staft was asked whether the board
often tries to involve itself directly in the day-to-day operations of their school. Teachers
were the most likely to disagree or strongly disagree (64.5 percent vs. 6.8 percent who
agreed or strongly agreed; 8.2 percent neutral; 20.5 percent no opinion). The majority of
district-level staff also disagreed or strongly disagreed (53.2 percent vs. 10.7 percent who
agreed or strongly agreed; 12.8 percent neutral; 23.4 percent no opinion). A larger per-
centage of classified staff was neutral or had no opinion, but among those with an opinion
there was overwhelming disagreement that the board tries to involve itself in the school’s
day-to-day operations (46.7 percent disagreed or strongly disagreed; 6.4 percent agreed
or strongly agreed).

Recommendations and Improvement Plan
None needed at this time.

Standard Implemented: Fully - Substantially
November 1, 2004 Rating: 8
0 1 2 3 4 5 6 7 8
Implementation Scale: ——————+—+—¢
Not <€ >» Fully
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5.12 Board Roles/Boardsmanship ===

Professional Standard
The board acts for the community and in the interest of all students in the district.

Sources and Documentation

M S

Findi
1

Board member interviews

Staff interviews

Parent and community member interviews
Staff surveys

Parent focus groups

ngs
The Vallejo City USD board is generally representative of the community. The board has
ethnic and gender diversity, and members bring a diversity of experience in their profes-
sional lives, as parents, and as active community members. Some members were born
and raised in Vallejo, and graduated from district schools. Two members taught in the
school district prior to being elected to the board; one member is employed by the county,
one by a federal agency, and one owns a local business. Several members served the dis-
trict as parent volunteers, on councils and on parent-teacher bodies prior to being elected.
One member’s children currently attend district schools.

A majority of board members reside in the same general area of the school district and
have historically close ties to the schools in that area.

When describing the board, many interviewees made comments such as “board members
are well meaning,” “devoted,” “their hearts are in the right place,” “they take their jobs
seriously” and “they care about kids.”

Board members are aware that they are elected to represent all students in the district.
The ethnic diversity of individual board members is generally viewed as positive in terms
of enhancing awareness about the needs of particular ethnic groups. However, some inter-
viewees expressed concerns that the board has not provided adequate leadership to focus
the district on meeting the needs of African American students and students from low-
income families. Some staff, parents and community members expressed concern that

the board as a whole does not have a deep understanding of many educational issues or
of issues that impact certain communities that make up a significant portion of the school
population.

Several parents, community members and site staff interviewed perceive that in the past
the board and district leadership often operated in a “closed” fashion, rather than actively
inviting input and participation among all segments of the community. Some perceive
that a few individual employees and school sites in the district received “preferential”
treatment due to long-standing relationships with particular board members or district
leaders. Those who hold this perception believe that on many important decisions, the
board was heavily influenced by a small group of individuals that includes a few select
site principals.
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10.

I1.

12.

13.

14.

Some principals and staff feel that the district has not placed a consistent emphasis on
raising achievement at traditionally lower performing school sites. Even when some
promising progress has been demonstrated by those schools, these individuals believe
that the district did not provide adequate support to sustain the progress.

While board members are aware of disparities in achievement among subgroups of stu-
dents, in recent years there have not been focused efforts by district leadership to engage
the full community in developing a plan or strategies to address this matter. Individual
schools have participated in the state I[I/USP program, which requires an improvement
plan to be adopted.

The state administrator has established a specific goal of “accelerating the achievement
districtwide and at each school of students from various language/ethnic groups that have
historically under performed in the district.”

As individuals, most board members do not appear to actively and consistently seek to
build relations and obtain input from a broad spectrum of the community (see Standard
2.9). In recent years, it does not appear that the district made many proactive efforts to
engage a cross-section of the community to help identify student needs, or to help devel-
op goals or strategies to address these needs (see also Standard 5.3).

Although each board member serves as liaison to a group of schools each year, percep-
tions are mixed as to how often board members and the most recent superintendent
visited sites. Some sites appear to have been visited frequently, while staff at other sites
stated that they rarely or never saw board members on their campus, even those assigned
to them. Some staff and parents felt that not all board members demonstrated a strong
awareness of what goes on in the classroom. These individuals perceived that some of the
board members therefore are not able to make fully informed decisions on behalf of stu-
dents.

Some interviewees perceived that the board’s desire to maintain positive relations among
each other and with the administration may have come at the expense of acting in the best
interests of students. These individuals perceive that the board did not challenge or ques-
tion the administration enough.

The Vallejo Education Association, which represents certificated staff, is perceived as
having significant influence in the district. During the past decade, many individuals per-
ceive that the board often sought to take actions in the interest of the VEA. Several of the
current board members were not endorsed by the VEA during their election.

Several staff, parents and community members interviewed felt that the lack of accurate
information and analysis provided by staff to the board significantly inhibited the board’s
ability to make decisions in the best interests of all students.

Staff surveys conducted for this study included a number of items regarding the ability of
the board to govern well and the general effectiveness of the board in improving the dis-
trict’s educational programs. These findings generally suggest that staff hold a somewhat
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negative view of the board’s governance abilities. For example, when asked the extent to
which they agree that the board’s efforts have been generally helpful in terms of improv-
ing Vallejo’s schools, 61.7 percent of the teachers disagreed or strongly disagreed; 11.7

percent agreed or strongly agreed; 17.0 percent were neutral; 9.5 percent had no opinion.
Classified staff and district-level staff showed similar but less pronounced patterns.

Recommendations and Improvement Plan

1. The state administrator and board should work assertively to demonstrate that no particu-

lar individuals or groups receive “preferential treatment” and that all decisions are based
on the interests of all students in the district.

a. The district should ensure that accurate, disaggregated data and solid analysis are

utilized to assess student achievement, including the extent and nature of the achieve-
ment gap among different student populations.

b. The district should develop plans to raise the achievement levels of low-performing
students, involving parents and the community in discussions on these issues.

2. The board and state administrator should reach out to parents and community groups to
invite their continued involvement with the district and schools.

a. As the district develops a comprehensive communications plan (see Standard 1.1), it
might develop strategies for communicating more effectively as to how board poli-

cies, actions, discussions and activities relate to the interests of the entire community
and students.

b. The district should consider establishing committees, councils or task forces that in-

clude a cross-section of members from the community to provide input on important
district matters (see also Standard 3.2).

3. Board members and the state administrator should frequently visit school sites and famil-
iarize themselves with site issues.

Standard Implemented: Partially
November 1, 2004 Rating: 5

. 0 1 2 3 4 5
Implementation Scale: |———"F—F—¢——F——F—
N

| | |
ot <€ >» Fully
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6.1 Board Meetings

Legal Standard
An adopted calendar of regular meetings exists and is published specifying the time, place and
date of each meeting. (Education Code 35140)

Sources and Documentation

1. Staff interviews

2. District master calendar

3. District Web site

4. District policies/bylaws

5. Board agendas and minutes
Findings

1. A calendar of regular meetings has been reviewed and adopted annually at the board’s
organizational meeting. Typically, regular board meetings are held on the first and third
Wednesdays of the month at the district office.

2. Meeting dates are specified in board bylaws, distributed to all school sites, publicized on

the district’s Web site. These dates are included on the district’s master calendar and in
some site-level calendars that are distributed to staff and parents.

Recommendations and Improvement Plan
None needed at this time.

Standard Implemented: Fully - Substantially

November 1, 2004 Rating: 9

0 1 2 3 4 5 6 7 8 9 10
Implementation Scale: F————+—+—F+——+—¢—
Not <€ >» Fully
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6.2 Board Meetings

Legal Standard
The board agenda is made available to the public in the manner and under the timelines
prescribed by law. (Government Code 54954.1, 54954.2)

Sources and Documentation
Board member interviews
Staff interviews

District Web site

District bylaws

Board agendas

M S

Findings
1. Board agendas are generally posted on the front and back doors of the district office in
compliance with Government Code 54954.2, which requires that the agenda be posted at
least 72 hours prior to a regular meeting and 24 hours prior to a special meeting at one or
more locations freely accessible to the public.

2. The district also appears to comply with Government Code 54954.1, which requires the
district to mail the full agenda packet to any person upon request, charging a fee if de-
sired to cover costs.

3. Board agendas and supporting materials are generally distributed to all board members
on the Friday prior to regularly scheduled Wednesday meetings. The district’s executive
secretary maintains a “listserv” of all individuals who have requested agendas, as well as
other individuals whom the district is required to or wishes to inform, such as employee
group leaders, local legislators, the local newspaper and all principals. These individuals
are sent a copy of agendas electronically prior to meetings. The agenda also is typically
posted on the district’s Web site prior to meetings, often including the support materials.

4. Board Bylaw 9320 Meetings and Notices reflects the legal requirements regarding post-
ing and distribution of agendas.

Recommendations and Improvement Plan

None needed.

Standard Implemented: Fully - Substantially

November 1, 2004 Rating: 9

0 1 2 3 4 5 6 7 8 9 10
Implementation Scale:  }—t—t—t————+——0—]
Not <€ >» Fully
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6.3 Board Meetings

Professional Standard

Board

members prepare for board meetings by becoming familiar with the agenda and support

materials prior to the meeting.

Sources and Documentation

M

Findi
1

Board member interviews

Staff interviews

Parent and community member interviews
Board agendas and minutes

Observations of board meetings

ngs
Board members typically receive agendas and support materials on the Friday prior to
regularly scheduled Wednesday meetings (see Standard 6.2). They receive additional dis-
trict information through a “Friday letter.”

Background materials, including reports, data, analysis and recommendations from staff,
are generally provided for agenda items, often as individual attachments as opposed to
part of a uniform agenda binder or packet. The quality and completeness of these sup-
porting materials have varied in the past, in part depending on which district department
prepared the materials. A review of board agenda materials during the past three years re-
vealed that occasionally on significant agenda topics there was little analysis or narrative
material provided to the board in writing in advance of meetings.

Many board members, staff and community members interviewed felt that the board did
not always receive adequate or accurate levels of information or analysis from the staff in
advance of meetings, most notably with regard to fiscal and attendance data. Data were
not always available or may have been intentionally concealed.

Most interviewees felt that a majority of board members were typically prepared for
meetings by becoming familiar with agenda materials. Some board members made it a
positive practice, when possible, to ask questions or clarifications of the superintendent or
staff on agenda items prior to meetings. There is also a general perception that the board
asked thoughtful questions during the meetings, and questions that reflected an under-
standing of their appropriate role, although one individual board member was sometimes
noted as asking questions at meetings that would have been answered by information
contained in the agenda packets.

Recommendations and Improvement Plan

1.

2.

District staff should ensure that the board consistently receives adequate and accurate in-
formation and analysis related to all agenda topics in advance of meetings.

All board members should familiarize themselves with agenda materials in advance of
meetings, and continue to strive to be as knowledgeable as possible about education is-
sues in general and district issues in particular.
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Standard Implemented: Partially

November 1, 2004 Rating: 5

0 1 2 3 4 5
Implementation Scale: ——F—"F—F+—¢——F+——+—1
N

| | |
ot <€ >» Fully
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6.4 Board Meetings

Professional Standard
Board meetings are conducted according to a set of bylaws adopted by the board.

Sources and Documentation

1. District bylaws

2. Board minutes

3. Observations of board meetings

4. Board member interviews

5. Staff interviews

6. Community member interviews

7. Board agendas and minutes
Findings

1. To establish processes for meeting procedures and conduct, the board has adopted Board
Bylaw 9323 regarding meeting conduct, Board Bylaw 9320 regarding meetings and no-
tices, and Board Bylaw 9322 regarding agendas and meeting materials. All these bylaws
reflect current law.

These bylaws address such practices as agenda setting, the role of the board president as
presiding officer, definition of a quorum, voting procedures and public participation (see
also Standard 6.8).

2. Board meetings appear to generally be conducted in accordance with the district bylaws.
No evidence exists that the board has deviated from these adopted procedures.

Recommendations and Improvement Plan
1. The board and state administrator should review district bylaws and update them, if ap-
propriate, given the status of the board under a state administrator.

Standard Implemented: Fully - Substantially
November 1, 2004 Rating: 8
1 2 3 4 5 6 7

0 8
Implementation Scale: —————+———¢
Not <€ >» Fully

10

e
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6.5 Board Meetings

Legal Standard
Open and closed sessions are conducted according to the Ralph M. Brown Act. (Government
Code 54950 et seq.)

Sources and Documentation

M S

Findi
1

District policies/bylaws

Board agendas and minutes
Board member interviews
District staff interviews
Observations of board meetings

ngs

The board has adopted bylaws that provide for the conduct of open and closed sessions
according to the Brown Act. BB 9321 Closed Session Purposes and Agendas (1998) sub-
stantially reflects current law but does not reflect some minor changes in law made since
then. BB 9321.1 Closed Session Actions and Reports (1999) fully reflects current law.

The district holds regular and special meetings inside district boundaries in accordance
with the Brown Act.

In open sessions, there were no indications that topics or discussions have come up or
been discussed that were inappropriate to open sessions or that the board discussed or
took action on non-agendized items.

The district does not ask persons attending board meetings to register their name, provide
other information or complete a questionnaire in order to attend board meetings. Persons
wishing to speak during the meeting are required to submit a card indicating that desire.

Agendas appear to meet requirements for listing topics of discussion at closed sessions.
In accordance with law, the board president reports back in open session any decisions
made in closed session.

There are some indications that budget-related issues that must be discussed in open ses-
sion may, on occasion, have been discussed during closed sessions. A few individual
board members indicate that they occasionally raised questions in a closed session as to
whether a topic needed to be discussed in open session; they were assured by staff that
the discussions were appropriate to closed session because they related to personnel.

During the winter/spring of 2004, the board held frequent special meetings, usually on
Friday afternoons, the main purpose of which was to discuss personnel actions in closed
session. These meetings appear to have been properly noticed.
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Recommendations and Improvement Plan

1. The district should update its bylaws on open and closed sessions to ensure that they re-

flect current law.

2. All board members and staff participating in closed sessions should ensure that the sub-

ject matter adheres to Brown Act requirements.

a. The district should ensure that all new board members receive an orientation about the

Brown Act upon their election.
b. Legal counsel should be sought whenever questions arise.
Standard Implemented: Partially
November 1, 2004 Rating: 5

. 0 1 2 3 4 5
Implementation Scale: |———"F—F—¢——F——F—
N

| 1 |

ot <€ >» Fully
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6.6 Board Meetings

Professional Standard
Board meetings proceed in a businesslike manner while allowing opportunity for full discussion.

Sources and Documentation

SNk W=

Board member interviews

Staff interviews

Parent and community member interviews
Observations of board meetings

District bylaws

Board agendas and minutes

Findings

1.

The board president facilitates meetings and calls on board members to speak upon re-
quest.

Many individuals who regularly attend or observe meetings, including the board mem-
bers, believe that meetings generally proceed in a businesslike manner and are productive
in enabling the board to conduct its business. However, agendas do not always appear to
be structured in a way that enables individuals to easily identify what important matters
are to be discussed or to allow for maximum focus to be placed on certain high-priority
matters.

For public input, Board Bylaw 9323 Meeting Conduct establishes a time limit of three
minutes for each individual speaker and a total time limit of 15 minutes for each topic,
although there is flexibility for the board to increase or decrease the time depending on
the topic and the number of people wishing to be heard. An individual representing an
association, organization or group of people present at the meeting may have up to five
minutes to address the board. Thirty minutes are allowed for the community forum at the
beginning of the meeting. All these time limits appear in the agendas. The board presi-
dent generally appears to adhere to these timelines, although exceptions are occasionally
granted.

Meetings are generally characterized by decorum. Comments directed at the board during
the community forum session of meetings are occasionally viewed as hostile, especially
comments made by some teachers. The board, except on a few occasions, does not re-
spond to these comments. (See also Standard 5.9.)

A number of individuals who attend or observe meetings believe the board often does
not ask enough questions at meetings or engage in sufficient discussions about important
matters, such as budget-related items. Teachers, in particular, tend to feel that the board
does not engage in substantive discussions at meetings.
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Recommendations and Improvement Plan

1. The board and state administrator should review the purpose and goals of meetings and

form common agreements as appropriate to ensure that meetings allow for substantive
discussion on high-priority items.

Standard Implemented: Partially

November 1, 2004 Rating: 6

0 1 2 3 4 5 6
Implementation Scale: —————+———
N

ot <€ >» Fully
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6.7 Board Meetings

Legal Standard
The board has adopted bylaws for the placement of items on the board agenda by members of the
public. (Education Code 35145.5)

Sources and Documentation

District bylaws

Board member interviews

Staff interviews

Parent and community member interviews
Parent focus groups

M S

Findings
1. Board Bylaw 9322 Agenda/Meeting Materials (2001) allows for members of the public
to have the opportunity to place items pertaining to the district on the agenda for board
review. This bylaw also establishes guidelines requiring members of the public who want
to submit items to do so by making a request in writing to the superintendent or designee
at least one week before the scheduled meeting date.

2. Generally, prior to the appointment of the state administrator, the board president and
superintendent met to go over agenda items prior to formalizing the agenda. The superin-
tendent also met weekly with the cabinet and staff to discuss and prepare agenda items. It
was generally felt by board members and staff that agendas were primarily determined by
staff. However, staff indicates that, on occasion, parents or members of the public made
suggestions for agenda items, which were included.

3. Interviews with parents and community members did not indicate any concerns regarding
their ability to place items on an agenda.

4. The public also has an opportunity during board meetings to raise non-agendized issues
(see Standard 6.8).

Recommendations and Improvement Plan
None needed.

Standard Implemented: Fully - Substantially

November 1, 2004 Rating: 9

0 1 2 3 4 5 6 7 8 9 10
Implementation Scale:  }—t—t—t————+——0—]
Not <€ >» Fully
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6.8 Board Meetings

Legal Standard

Members of the public have an opportunity to address the board before or during the board’s
consideration of each item of business to be discussed at regular or special meetings, and to bring
before the board matters that are not on the agenda. (Education Code 35145.5)

Sources and Documentation

1. District bylaws

2. Board agendas and minutes

3. Observations of board meetings

4. Board member interviews

5. Staff interviews

6. Parent and community member interviews

7. Parent focus groups

Findings

1. The board has adopted a bylaw (BB 9323 Meeting Conduct, 1999) that allows for and en-
courages members of the public to participate at board meetings. It also establishes rules
and guidelines for public participation, such as providing the opportunity for the public to
address the board either before or during the board’s consideration of each item of busi-
ness to be discussed at regular or special meetings.

2. Regular and special meeting agendas consistently contain an item called “community
forum” where any member of the public, including staff and employee organization rep-
resentatives, may address the board to discuss either agendized or non-agendized items.

3. Individuals wishing to speak are asked to fill out a card and return it to the board presi-
dent prior to the community forum session.

4. The board president generally adheres to established time limits for individual speakers
and topics (see Standard 6.6).

5. Members of the public did not express concerns about not having opportunities to address
the board at meetings.

6. On average, between four and eight individuals generally speak at board meetings, al-

though attendance and the amount of public input was much greater during meetings
when certain actions on budget cuts were being considered.

Recommendations and Improvement Plan
None needed.
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Standard Implemented: Fully - Substantially

November 1, 2004 Rating: 9

0 1 2 3 4 5 6 7 8 9 10
Implementation Scale: ———————F—F+—¢—
Not <€ >» Fully
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6.9 Board Meetings

Professional Standard
Board meetings focus on matters related to student achievement.

Sources and Documentation

SNk w =

Board agendas and minutes

Observations of board meetings

Board member interviews

Staff interviews

Parent and community member interviews
Staff surveys

Findings

1.

During the previous administration, agenda topics were generally developed by the super-
intendent, who met regularly with district administrators to solicit their input. The super-
intendent and board president also reviewed the draft agenda.

Board agendas do not seem to be structured in a way that ensures a maximum focus of
time on matters related to student achievement. While the board receives regular reports
on some matters, such as student attendance, thorough reports or presentations on topics
related to instruction and achievement, as well as parent involvement, safety, etc., appear
to be infrequent. An annual presentation of the district’s standardized test scores was, and
continues to be, provided. In the past year, the board initiated a new practice where a few
individual schools made presentations to the board at each meeting about their programs.
Some of these reports focused on achievement issues at the individual sites. In recent
years, the board also has focused on a few policies such as those related to student pro-
motion/acceleration/retention, but there does not appear to have been significant or sys-
temic policy review related to achievement matters.

Regular reports by the superintendent and board members at board meetings are primarily
used to communicate the events and meetings that these individual leaders have attended.

Background materials for agenda topics often referenced one of the district’s previous
four overarching goal areas, in an attempt to provide context as to how the item fit into
the district’s overall mission and goals. However, it does not appear that regular reports
were provided as to the effectiveness of particular strategies or programs that were pur-
sued to achieve the goals.

The dominant issues addressed by the board in the previous 12 months related to mak-
ing cuts to try to balance the district’s budget. Many of those proposed or approved cuts
can have a significant impact on achievement. However, perceptions are divided as to the
extent to which even these matters were focused on or fully discussed at meetings. For
instance, the board’s decision to eliminate class-size reduction for grades kindergarten
and 3 appears to have been discussed substantively at meetings; the board’s decision to
eliminate counselors at middle schools does not appear to have been discussed as sub-
stantively.

Community Relations/Governance

101



6. Some staff members and community members noted that the board sometimes devotes
too much time to issues that are a particular interest of one board member.

7. In surveys conducted for this study, teachers assigned an average grade of “D” to the

board’s effectiveness in promoting student achievement, and both classified staft and dis-
trict-level staff assigned an average grade of “D+.”

Recommendations and Improvement Plan

1. The state administrator should ensure that matters related to student achievement are a
primary focus of board meetings.

a. The state administrator (and board as appropriate) should develop meeting agendas
that consistently relate to the district’s key goals for student achievement, and that

allow for frequent discussions of relevant district policies and reports/analysis of pro-
gram effectiveness.

b. Agendas should more clearly delineate high-priority topics, and be planned in a man-
ner that will allow for maximum time to be spent on those important items.

Standard Implemented: Partially

November 1, 2004 Rating: 4

0 1 2 3 4
Implementation Scale: ————¢——F——
N

ot <€ >» Fully

102  Community Relations/Governance



Nov. May
Standard to be addressed 2004 2005

Rating Focus

1.1 PROFESSIONAL STANDARD - COMMUNICATIONS
The district has developed a comprehensive plan for internal 1 Qa
and external communications, including media relations.
1.2 PROFESSIONAL STANDARD - COMMUNICATIONS
Information is communicated to the staff at all levels in an 3 a
effective and timely manner.

1.3 | PROFESSIONAL STANDARD - COMMUNICATIONS
Staff input into school and district operations is encouraged. 2 d

1.4 | PROFESSIONAL STANDARD - COMMUNICATIONS
Media contacts and spokespersons who have the authority to 3 Q
speak on behalf of the district have been identified.

1.5 PROFESSIONAL STANDARD - COMMUNICATIONS
Individuals not authorized to speak on behalf of the district

refrain from making public comments on board decisions and 3 -
district programs

1.6 PROFESSIONAL STANDARD - COMMUNICATIONS
Board spokespersons are skilled at public speaking and com- 3

munication and are knowledgeable about district programs and
issues.

2.1 LEGAL STANDARD - PARENT/COMMUNITY RELATIONS

Annual parental notice of rights and responsibilities is provided
at the beginning of the school year. This notice is provided in 6
English and in languages other than English when 15 percent or
more speak other languages (EC 48980, 48985).

2.2 | LEGAL STANDARD - PARENT/COMMUNITY RELATIONS

A school accountability report card is issued annually for each 7
school site (EC 35256).

2.3 | LEGAL STANDARD - PARENT/COMMUNITY RELATIONS
The district has developed and annually disseminates uniform 6
complaint procedures (Title 5, Section 4621, 4622)

2.4 PROFESSIONAL STANDARD - PARENT/COMMUNITY RELATIONS
Parents’ and community members’ complaints are addressed 3 Qa
in a fair and timely manner.

2.5 PROFESSIONAL STANDARD - PARENT/COMMUNITY RELATIONS
Board members refer informal public concerns to the appropriate 8
staff members for attention and response.

The identified subset of standards appears in bold print. These standards, indicated by U, will be targeted for in-
depth review for the May 2005 report.
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Standard to be addressed

Nov.
2004
Rating

May
2005
Focus

2.6

PROFESSIONAL STANDARD - PARENT/COMMUNITY RELATIONS
Parents and community members are encouraged to be involved
in school activities and in their children’s education.

2.7

PROFESSIONAL STANDARD - PARENT/COMMUNITY RELATIONS
Volunteers receive appropriate training and play a meaningful
role that contributes to the educational program.

2.8

LEGAL STANDARD - PARENT/COMMUNITY RELATIONS

The district has established procedures for visitor registration
and posts registration requirements at each school entrance.
(Penal Code 627.2, 627.6)

2.9

PROFESSIONAL STANDARD - PARENT/COMMUNITY RELATIONS
Board members are actively involved in building community
relations.

3.1

PROFESSIONAL STANDARD - COMMUNITY COLLABORATIVES,
DISTRICT ADVISORY COMMITTEES, SCHOOL SITE COUNCILS
The board and Superintendent support partnerships and
collaborations with community groups, local agencies and
businesses.

3.2

PROFESSIONAL STANDARD - COMMUNITY COLLABORATIVES,
DISTRICT ADVISORY COMMITTEES, SCHOOL SITE COUNCILS
The board and the Superintendent establish broad-based
committees or councils to advise the district on critical dis-
trict issues and operations as appropriate. The membership
of these collaboratives and councils should reflect the full
cultural, ethnic, gender and socioeconomic diversity of the
student population.

3.3

PROFESSIONAL STANDARD - COMMUNITY COLLABORATIVES, DIS-
TRICT ADVISORY COMMITTEES, SCHOOL SITE COUNCILS
Community collaboratives and district and school advisory coun-
cils have identified specific outcome goals that are understood
by all members.

3.4

PROFESSIONAL STANDARD - COMMUNITY COLLABORATIVES, DIS-
TRICT ADVISORY COMMITTEES, SCHOOL SITE COUNCILS

The district encourages and provides the necessary training for
collaborative and advisory council members to understand the
basic administrative structure, program processes and goals of
all district partners.

The identified subset of standards appears in bold print. These standards, indicated by U, will be targeted for in-
depth review for the May 2005 report.
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Nov. May
Standard to be addressed 2004 2005

Rating Focus

3.5 | PROFESSIONAL STANDARD - COMMUNITY COLLABORATIVES, DIS-
TRICT ADVISORY COMMITTEES, SCHOOL SITE COUNCILS
Community collaboratives and district and school advisory
councils effectively fulfill their responsibilities (e.g. researching
issues, developing recommendations) and provide a meaningful
role for all participants.

3.6 | LEGAL STANDARD - COMMUNITY COLLABORATIVES, DISTRICT AD-
VISORY COMMITTEES, SCHOOL SITE COUNCILS

The school site council develops a single plan for student 8
achievement at each school applying for categorical programs
through the consolidated application (EC 64001).

3.7 | LEGAL STANDARD - COMMUNITY COLLABORATIVES, DISTRICT AD-
VISORY COMMITTEES, SCHOOL SITE COUNCILS

School plans are comprehensive and have sufficient content to
meet the statutory requirements (EC 52853, 64001).

3.8 | LEGAL STANDARD - COMMUNITY COLLABORATIVES, DISTRICT AD-
VISORY COMMITTEES, SCHOOL SITE COUNCILS

The school site council annually reviews the school plan and the 7
board annually approves or disapproves all site councils’ plans
(EC 52853, 52855, 64001).

3.9 | LEGAL STANDARD - COMMUNITY COLLABORATIVES, DISTRICT AD-
VISORY COMMITTEES, SCHOOL SITE COUNCILS

Policies exist for the establishment of school site councils (EC 10
52852.5).
4.1 |PROFESSIONAL STANDARD - POLICY
Policies are written, organized and readily available to all 4 a

members of the staff and to the public.

4.2 | PROFESSIONAL STANDARD - POLICY
Policies and administrative regulations are up to date and reflect 4
current law and local needs.

4.3 | LEGAL STANDARD - POLICY

The board has adopted all policies mandated by state and fed- 6
eral law.

4.4 | LEGAL STANDARD - POLICY
The board annually reviews its policies on intradistrict open en- 4

rollment and extracurricular/cocurricular activities (EC 35160.5).
4.5 | PROFESSIONAL STANDARD - POLICY

The district has established a system of securing staff and citi- 3
zen input in policy development and review.

The identified subset of standards appears in bold print. These standards, indicated by U, will be targeted for in-
depth review for the May 2005 report.
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Standard to be addressed

Nov.
2004
Rating

May
2005
Focus

4.6

PROFESSIONAL STANDARD - POLICY
The board supports and follows its own policies once they
are adopted.

5.1

LEGAL STANDARD - BOARD ROLES/BOARDSMANSHIP
Each board member meets the eligibility requirements of being a
board member (EC 35107).

10

5.2

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
Board members participate in orientation sessions, workshops,
conventions and special meetings sponsored by board associa-
tions, and have access to pertinent literature, statutes, legal
counsel and recognized authorities to understand duties, func-
tions, authority and responsibilities of members.

5.3

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
The board has established a districtwide vision/mission and
uses that vision/mission as a framework for district action
based on the identified needs of the students, staff and edu-
cational community through a needs assessment process.

5.4

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
The board makes decisions based on the study of all avail-
able data, including the recommendations of the Superinten-
dent.

5.5

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
Functional working relations are maintained among board mem-
bers.

5.6

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
Individual board members respect the decisions of the board
majority and support the board’s actions in public.

5.7

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
Functional working relations are maintained between the
board and administrative team.

5.8

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
The board publicly demonstrates respect for and support for
the district and school site staff.

5.9

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
The board demonstrates respect for public input at meetings and
public hearings.

5.10

PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
Board members respect confidentiality of information by the
administration.

The identified subset of standards appears in bold print. These standards, indicated by U, will be targeted for in-
depth review for the May 2005 report.
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Nov. May
Standard to be addressed 2004 2005

Rating Focus

5.11 | PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
Board members do not involve themselves in operational issues 8
that are the responsibility of the Superintendent and staff.

5.12 [PROFESSIONAL STANDARD - BOARD ROLES/BOARDSMANSHIP
The board acts for the community and in the interests of all 5 Q
students in the district.

6.1 [LEGAL STANDARD - BOARD MEETINGS
An adopted calendar of regular meetings exists and is published 9
specifying the time, place and date of each meeting (EC 35140).

6.2 | LEGAL STANDARD - BOARD MEETINGS

The board agenda is made available to the public in the manner
and under the time lines prescribed by law (Government Code
54954.1, 54954.2).

6.3 PROFESSIONAL STANDARD - BOARD MEETINGS
Board members prepare for board meetings by becoming familiar 5
with the agenda and support materials prior to the meeting.

6.4 PROFESSIONAL STANDARD - BOARD MEETINGS
Board meetings are conducted according to a set of bylaws ad- 8
opted by the board.

6.5 | LEGAL STANDARD - BOARD MEETINGS
Open and closed sessions are conducted according to the Ralph 5
M. Brown Act (GC 54950 et seq.).

6.6 PROFESSIONAL STANDARD - BOARD MEETINGS
Board meetings proceed in a businesslike manner while allowing 6
opportunity for full discussion.

6.7 | LEGAL STANDARD - BOARD MEETINGS
The board has adopted bylaws for the placement of items on the 9
board agenda by members of the public. (EC 35145.5)

6.8 | LEGAL STANDARD - BOARD MEETINGS

Members of the public have an opportunity to address the

board before or during the board’s consideration of each item of
business to be discussed at regular or special meetings and to
bring before the board matters that are not on the agenda (EC
35145.5).

6.9 PROFESSIONAL STANDARD - BOARD MEETINGS
Board meetings focus on matters related to student achieve- 4 Qa
ment.

The identified subset of standards appears in bold print. These standards, indicated by U, will be targeted for in-
depth review for the May 2005 report.
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