Introduction

Thisreport providestheWest Contra CostaUnified School District with the second of four six-month
progressreviewsof itseffortsto addresstheimprovement plan recommendationsthat were presented
tothedistrictinthe July 2001 Assessment and Improvement Plan. TheAssessment and Improvement
Plan provided asystemic, comprehensive assessment infiveareasof district operations.

Community Relaions
Personndl Management
Pupil Achievement
Financid Management
FacilitiesManagement
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Thissix-month assessment continuesto be based upon theexisting legal and professiona standardsthat
were used intheAssessment and I mprovement Plan and that are applicableto dl Californiaschool
digtricts. Independent and externa professiona expertsfrom both the private and public sectorsassisted
intheresearch, identification and categorization of the standards utilized in the assessment of the West
ContraCostaUnified School District.

The process of systemic assessment, prioritization and intervention used to devel op the Assessment and
Improvement Plan provided afoundation upon which to increasethe overall capacity and productivity
of thedistrict by establishing abaseline by which progress can be measured. Six-month progress
reviewsprovidethedistrict with ameasure of progressin achieving the professional and lega standards.

Thedigtrictisnot expected to addressall of the professional and legal standardsin theAssessment and
Improvement Planin asix-month period. Targeting afew standardsat atimeallowsthedistrict tofocus
itsimprovement efforts on standardsthat are most pressing. Thedistrict andthe FCMAT providers
collaboratively determinethe standardsin each operational areathat will betargeted for review during
each six-month review period.

In the Assessment and I mprovement Plan, FCMAT provided both an analysisof theissuesin West
ContraCostaand apriority listing of those needsthat are most pressing through itscomprehensive
audit. Thissecond six-month progressreview provides current ratingson those standardsidentified by
FCMAT and thedistrict that continueto be pressing. Thefindings presentedinthisreport represent a
snapshot of thedidtrict.

FCMAT would liketo acknowledge the cooperation of thedistrict Governing Board, administration and
staff during thesefollow-up progressreviews.

Historical Background

On September 22, 2000, Assembly Bill 2265 wassigned into law. In part, thebill required the Fiscal
Crissand Management Assi stance Team to conduct assessments of the West ContraCostaUnified
School Didgtrictinthefivemaor operationa areas. Thebill allocated $800,000 to FCMAT for that
purpose, and required theteam tofile status reportsevery sx monthswith variousentities, including the
Legidature, ontheschool district’sprogressin meeting the recommendationsof thevariousimprove-
ment plans. Thisisthe second of four six-month reportsthat will monitor thedistrict’sprogressover a
period of two years.
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Study Guidelines

FCMAT  sapproach to implementing the statutory requirements of AB 2265 isbased upon acommit-
ment to astandards-based, independent and external review of the West Contra Costa Unified School
Digtrict'soperations. FCMAT performed theinitial assessment and devel oped the Assessment and
Improvement Plan (July 2, 2001) in collaboration with four other external providers selected througha
competitive process. Professiona sfrom throughout Californiacontributed their knowledge and applied
theidentified legal and professiona standardsto the specificlocal conditionsfoundinthe\West Contra
CostaUnified School District. The FCMAT providers continueto providetheir expertise aspartici-
pantsin each six-month review process.

Fivebasictenetsareincorporated in the Assessment and |mprovement Plan and in the six-month
progressreviews. Thesetenetswere based on previous assessments conducted by FCMAT in school
districtsthroughout Californiaand areview of datafrom other statesimplementing externa reviewsof
troubled school digtricts. Thefivebasictenetsare:

1. UseProfessional and Legal Sandards

Our experienceindicatesthat for schoolsand school districtsto be successful in programimprovement,
theevaluation, design and implementati on of improvement plansmust be standards-driven. FCMAT has
noted positive differences between an obj ective standards-based approach versusanon-standards-
based approach. When standards are clearly defined, reachable, and communi cated, thereisagreater
likelihood they will be measured and met.

In order to participatein the process of the West Contra CostaUnified School District review, potential
providersresponded to aRequest for Applications (RFA) that identified these standards asthe basis of
assessment and improvement. Moreover, the providerswere required to demonstrate how the
FCMAT-identified standardswould beincorporated into their work. It isthese standardsonwhich the
improvement plansfor the West Contra Costadistrict were based. The standards, whileidentified
specifically for theWest Contra Costa Unified School Didtrict, are benchmarksthat could bereadily
utilized asan indication of successfor any school districtin California.

Every standard was measured on aconsi stent rating format, and each standard was given ascaled
scorefrom zeroto 10 asto itsrelative status of compl eteness. Thefollowing representsadefinition of
termsand scaled scores. Thesingle purpose of the scaled scoreisto establish abaseline of information
by whichthedistrict’ sfuture gainsand achievementsin each of the standard areas can be measured.

Not Implemented (Scaled Score of 0)
Thereisno sgnificant evidencethat the standard isimplemented.

Partially Implemented (Scaled Score of 1 through 7)

A partialy implemented standard lacks compl eteness, and it ismet in alimited degree. The degree of
completenessvariesasdefined:

1) Somedesign or research regarding the standard isin place that supports preliminary devel opment.
(Scaled Scoreof 1)

2) Implementation of the standard iswell into the devel opment stage. A ppropriate staff isengaged and
thereisaplan for implementation. (Scaled Score of 2)

3) A planto addressthe standard isfully devel oped, and the standard isin the beginning phase of
implementation. (Scaled Scoreof 3)
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4) Staff isengaged in theimplementation of most eements of the standard. (Scaled Scoreof 4)

5) Staff isengaged intheimplementation of the standard. All standard elementsaredeveloped and are
intheimplementation phase. (Scaled Score of 5)

6) Elementsof the standard areimplemented, monitored and becoming systematic. (Scaled Score of 6)
7) All eementsof the standard arefully implemented, are being monitored, and appropriate adjustments
aretaking place. (Scaled Score of 7)

Fully Implemented (Scaled Score of 8-10)

A fully implemented standard iscompl eterelativeto thefollowing criteria

8) All dementsof the standard arefully and substantia ly implemented and are sustainable. (Scaled
Score of 8)

9) All dementsof thestandard arefully and substantially implemented and have been sustained for afull
school year. (Scaled Score of 9)

10) All dementsof thestandard arefully implemented, are being sustained with high quality, arebeing
refined, and have aprocessfor ongoing evaluation. (Scaled Score of 10)

2. Conduct an External and I ndependent Assessment
FCMAT employed an external and independent assessment processin the devel opment of the Assess-
ment and Improvement Plan. Thereport presented findingsand improvement plansbased on the
externa and independent assessment from four separate professiona agencies.

» CdiforniaSchool BoardsAssociation (CSBA) —Community Relations

*  Schromm and Associates— Personnel

*  MGT of America—Pupil Achievement

e  School Servicesof Cdifornia—Financia Management and Facilities M anagement

Collectively, these professiona agenciesconstitute FCM AT’ s providersin the assessment process. Their
externa and independent assessments serve asthe primary basisfor thereliability, integrity and credibil-
ity of thereview. Theseproviderscontinueto assst FCMAT in conducting these Six-month progress
reviews.

3. Utilize Multiple M easur es of Assessment

For afinding to be considered | egitimate, multiple sources need to be utilized to provide the same or
cons stent information. The Assessment and I mprovement Plan and subsequent six-month progress
reportsare based on multiple measures. Testing, personal interviews, group meetings, public hearings,
observations, review and analysisof dataall provided added val ue to the assessment process. The
providerswererequired to utilize multiple measurements asthey assessed the standard. Thisprocess
allowed for avariety of waysof determining whether the standardswere met. All school district opera
tionswith animpact on student achievement, including governance, fisca, personnd, and facilitieswere
reviewed and included in theimprovement plan.

4. Empower Saff and Community

Thedevelopment of astrong professiona devel opment plan for the board and staff isacritical compo-
nent of an effective school district. Thesuccessof theimprovement plansand their implementation are
dependent upon an effective professional and community development process. For thisreason, the
empowerment of staff and community isoneof the highest priorities, and emphasizing thispriority with
each of thefour partnerswascritical. Asaresult, astrong training component for board, staff and
adminigtration wascalled for cong stently throughout theinitial report.
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Of paramount importanceisthe community’srole of local governance. The absence of parental involve-
ment in education isagrowing concern nationally. A key to successintheWest ContraCostaUnified
School District isthere-engagement of parents, teachers, and support staff. West Contra Costa parents
caredeeply about their children’sfutureand want to participateinimproving the school district and
enhancing student learning. The community relations section of theinitia report provided necessary
recommendationsfor thecommunity to have amoreactive and meaningful roleinthe education of its
children.

5. Engagel ocal, Sateand National Agencies

Itiscritica toinvolvevariouslocal, state and nationa agenciesintheimprovement of thedistrict. This
was emphasized through the Request for Applications (RFA) process, whereby state-recognized
agencieswere selected aspartnersto ass st with the assessment and improvement process. The Califor-
niaDepartment of Education, city and county interests, professional organi zations, and community-
based organizationsall have expressed and shown adesireto assist and participatein theimprovement
of theWest Contra Costa Unified School District.

Study Team

Thestudy teamwascomposed of thefollowing membersfrom FCMAT andthe FCMAT provider groups.
For FCMAT:

Joel Montero

RobertaMayor

LauraHaywood

For CdliforniaSchool BoardsAssociation: (Community Relations)
DavisW. Campbell MinaFasulo
DianeGreene Cheryl Magee
JamesMorante Bode Owoyele

Kitty Smpson Philip Escamilla
Stephanie Goodl ett

For Schromm and A ssoci ates. (Personnel Management)
RichardA. Schromm Jack M. Weinstein
CharlesDiggs

For MGT of America: (Pupil Achievement)

JannelleKubinec JoAnn Cox

Karin Bloomer MeganAtkinson

Fred Forrer

For School Servicesof California: (Financia Management)
KenHall Ron Bennett
Wes Stewart

For School Servicesof Cdlifornia: (FacilitiesManagement)
Ron Bennett Curt Pollock
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Executive Summary

TheWest ContraCaostaUnified School Digtrict Governing Board, administrators, and staff continuetowork
to addressthe recommendationsmadein theWest ContraCostaUnified School Didirict Assessment and
Improvement Plan (July 2, 2001). Thisreportisthesecondinaseriesof four six-month progressreviewsof
thiseffort, and providesnew ratingson severa sandardsthat werereviewed during thisperiod.

Assembly Bill 2265 (Aroner) requiresFCMAT to conduct assessments of the West ContraCosta
Unified School District and completeimprovement plansin fivedistrict operationa areas. community
relations, personnel management, pupil achievement, finance, and facilities. Thebill dsorequiresthe
teamtofile statusreportsevery sx monthswith variousentities, including the L egid ature, on the school
district’ sprogressin meeting the recommendations of theimprovement plans.

TheAssessment and Improvement Planincludesacompletelist of thevariousfindingsand recommendations
for didrictimprovement. Theassessment teaminitidly visited thedidtrictin spring 2001 and publishedthe
Assessment and Improvement Planfor thedigtrict in July 2001. Thefirst Sx-month progressreport, review-
ing Specific, targeted sandards, was published in early January 2002. Thissecond Sx-month progressreport
providesan assessment of additiond targeted sandardsidentified for thedigtrict to addressduring thisperiod.

Principal Findings

Thedistrict hasmade significant progressin anumber of operationa areasthat aredetailedinthis
report, and the averagerating in each operationa areahasincreased. However, there are several magjor
concerns, identified by the assessment teamsin theinitia assessment of thedistrict, inwhichlittleor no
change has occurred. Theseareas of concern continuetoimpedethedistrict’seffortstoimplement the
recommendationsfor improvement presentedintheinitial Assessment and Improvement Plan. If these
areasarenot addressed, thedistrict’ sfuturefiscal solvency will remainat risk.

*  Thedidrict' sadminigrativedatasysemsneedtobeimproved. Informationregarding saffingis
poor. Thedigtrict needstoreview thestatusof itstechnology arrangement with Bi-Techand
continuetowork to provideareliableinformationad datasystemfor thedidirict. A position control
system, linking staff positionsto gpproved budgetsfor those positions, hasnot beenfully imple-
mented. Subgtitutesandtemporary employeesarestill being hiredto provideextrahdpin
unauthorized positionsfor which no budget isavallable. Temporary employeeswork lessthan
185daysintheyear and arereleased. However, they often arerehired astemporary employees
thefollowing year. Theassessment team believesthedigrict may beat riskin continuingthis
practice. Thereisinsufficient control over theutilization of substituteand temporary employees.

* Theprovisonof lifetimemedical benefitsfor retireesand dependents, which coststhe
district approximately $5 million per year, continuesto pose an unfunded liability for the
district. Therising costsof employee benefitswill increasethedistrict’sannual cost for the
program. Thereisnolong-term plan to fund theseincreasing costs. Thedistrict needsto
attempt to negotiate the cessation of lifetime benefitsfor new employees.

e Thedistrict must not utilize one-timeresourcesfor ongoing costsof salariesor programs.
Thedistrict will be hard-pressed to provide step and columnincreases, et aloneany saary
increases, under current budget conditions. Thedistrict faceslong-term financial burdensof
funding lifetimemedica benefitsfor retireesand other long-termiabilities.
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»  Thedigtrict facesdifficult negotiationswithitsemployeeunions. OnJune 13, thedistrict
announced the negotiation of atentative settlement agreement with theteachers association
after impasseover severa issues, including salariesand staff devel opment requirements. The
negotiationswith the classified union, which are beginning, will need to addressthedifficult
issueof seniority aswell assalary and continuing benefits. Alsoatissueisthedistrict’sneed
to hirethemost qualified individua for new positions, rather than themost senior onthe
subgtitutelist. Both the employee unionsand district administration need to understand the
multi-year cumulative effectsof any bargaining agreements.

A summary of thefindingsin each of thefive operationa areasassessed during the past six-month
periodispresented here. Additiona detail of the progressmade on theindividua standardsidentified
for review during thissix-month period followsin the body of thisreport.

Community Relations

Community Relationsincludestheareas of communications, board policies, board governance, commu-
nity collaborativesand advisory councils. Thedistrictismaking substantia overal progressinthe
community relationsarea. Theboard, Superintendent and senior staff have astrong focus on student
achievement and have achieved improvementsin communications, policy and governancein particular.
Thedigtrict’ semployment of an administrator to speciaizein community relationsand parent involve-
ment should assist thedigtrictinthisgoal.

Thedistrict hasimproved to the point that it isnow operating at alevel consistent with other districts of
their szeand demographics. Improvement ispossible, however, and thedistrict hasindicated an effort
to continueto strengthenitsprogressin policy services.

There have a so been important changesin the governance process. Clearly theboard and Superinten-
dent have established agood working relationship. Many of the problemsthat plagued theboardin
previousyears appear to have been resolved. Board membersare articulate and community oriented.
They work diligently in the community and approach their governanceresponsibilitiesin aserious
manner. Board meetingsare efficient, and, for themost part, orderly and operated inacivil manner.
Board membershavetaken stepsto participatein board training programsand to improve their gover-
nance skillswhenever possible.

Progress a so hasbeen madein thecommunicationsarea. Theimprovement reported inthefirst six-
month progressreport hasbeen sustained. A number of new communications strategieshave been
undertaken and progress has been made on implementation of thedistrict’scomprehensive communica
tion plan. The plan appearsto be gaining acceptance and becoming mainstreamed inthedistrict’s
internal operations.

Thereview of the Community Relationsareaincluded the assessment of 19 professiona and legal
standards during the second six-month progressreview period. Theaveragerating of al assessment
standardsfor thisoperational areahasincreased as seen below, on ascaleof 0to 10, with 10the
highest scorepossible.

July 2, 2002 6.27
January 2, 2002 6.92
July 2, 2002 7.38
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Personnel Management

Thedigtrict hassolicited district administrators’ input on negotiations, both for the United Teachers of
Richmond, Local #1, and School SupervisorsAssociation units. Presentationswere heldwiththe
Governing Board to discuss bargai ning proposal sand bargaining strategiesregarding changesthat are
needed toimprove siteand district operations. School principalshave been added to thedistrict
bargaining teams. Thedistrict wasat impassewith theteachers association at thetime of thisreview,
and negotiationswith the classified union werejust beginning.

ThePersonnd ServicesDivision hasmet acouple of timeswith appropriate stakeholderstoreview the
digtrict’ suse of substitute and short-term (temporary) employees. The partieswere unableto develop
or agreeon any guidelinesto change current practicesand ensure that substitute and short-term employ-
eeswere utilized in accordance with Education Code requirements. Thus, no changes have been made.

Personne Servicescurrently isexamining therequirement that dl dericd andingructiond adesubditutesare
interviewed prior to hiring. Sincesubgtitutesultimately represent over 90 percent of the gpplicant pool by
seniority, itisimperativethat aprocessbein placeto ensureonly qudified subgtitutesarehired.

ThePersonnd SarvicesDividon hasmet the assessment team’ sexpectation for theholding of regularly
scheduled staff meetings. The Personnel ServicesDivison hasdevel oped and didtributed a“ Quick Reference
Personnd Directory” thet identifieskey personnd officefunctions, contact personsand telephonenumbers,
TheClassified and Certificated personnel departmentshaveidentified at |east onebackup staff member for
eechpogtioninthedivison. All staff membershave devel oped desk manual sfor their respectivework
dationsthat includereferencemateria sand directionsfor completing sometasks.

The Recruitment Plan and Recruitment Manual have beenimproved. The Recruitment Manua serves
asthein-servicetool for recruiters. Specificindividuasrepresenting principa sfromthe hardest to staff
schools, centra office staff and administratorswith expertisein critical shortage areashave been se-
lected to serve on therecruitment team. The Personnel Services Division had aseparate recruitment
program budget thispast year of $250,000 to cover all non-personnel costs.

ThePersonnd ServicesDivison utilizesthe services of Cooperative Organization for the Devel opment

of Employee Selection Procedures (CODESP) for testing questions. Questionsarereviewed withthe

selecting administrator to ensure appropriateness. Classified job descriptionsarebeing revised, includ-
ing updated qudificationsto facilitate the matching of testing materia with thejob requirements.

Thedistrict hasdevel oped staffing formulasfor all classroom and classroom support certificated posi-
tions. Thedistrict a so haswritten staffing guidelinesfor secondary clerica staffing. Elementary school
clerica gaffingisbased onanunwritten staffing formula. Although thedistrict hasstaffing guidelinesfor
custodia positions, financia issueshave precluded their adoption. Thedistrict needsto combineits
staffing guiddinesinto onewritten document.

Thereview of thePersonnd Management areaincluded theassessment of 25 professond and lega andards
during the second six-month progressreview period. Theaveragerating of dl assessment sandardsfor this
operationd areahasincreased asseen below, onascaeof 0to 10, with 10the highest scorepossible.

July 2, 2002 5.30
January 2, 2002 5.83
July 2, 2002 6.48
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Pupil Achievement

Thedistrict hasagain made significant improvementsin theareaof Pupil Achievement inthe second six-
month review period. Thefirst six-month review included across section of the FCMAT standardsfor
pupil achievement, with someemphasi splaced on planning processes. Thissecond six-month review
againincludesacross-section of standards, with some emphasisplaced on curriculum management and
categorica programssuch asspecia education, English Language L earners, and Gifted and Talented

Education.

Thedistrict hasadded depth to itsstrategic visionin theform of refined goals, objectives, and action
plansdirected toward improving student achievement for al studentsinthedigtrict. Areasof significant
improvementinclude:

The Specid Education Department hassignificantly reduced itsbacklogsinindividua
education plans (I EP) requiring review, assessments, and reassessments. Sincetheinitial
review, thedistrict has successfully addressed 23 out of 25 areasthat the California Depart-
ment of Education found asnon-compliant intheareaof specia education.

Thedistrict hasdevel oped adetailed Educational Technology Plan that includesadescrip-
tion of how activitieswill be evauated and monitored.

Thedistrict hasoutlined established goals, objectives, and action stepsto el evatethe
achievement of dl studentsinthedistrict, especially studentsthat aretraditionally low
achieving.

Areasinwhichthedistrict has madeimprovementsbut that requireadditiond attention include:

Devel oping acurriculum management plan to reinforce and support the adoption of new
curriculum and learning standards.

Ensuring that teachersare prepared to effectively usethe available curriculumand learning
toolsto support highlevelsof pupil achievement. Thedistrict providesteacherswith numer-
ousopportunitiesto recelvetraining, but reliesonteachersto volunteer to participate. The
district’sability to fully addressrecommendationsand improvement stepsrelated to pupil
achievement islinkedtoitsability to negotiate changesinitscollective bargaining agree-
ments. Thedistrict should continueto involve union representativesinitsplanning and
decision making processesto support ashared commitment to address necessary changes.

The Pupil Achievement review included the assessment of 20 professional and legal standardsduring the
second six-month progressreview period. Theaveragerating of all assessment standardsfor this
operational areahasincreased as seen below, onascale of 0to 10, with 10 the highest score possible.

July 2, 2002 276
January 2, 2002 3.45
July 2, 2002 4.24
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Financial Management

TheFisca Division hasbeen operating without the services of afull-timeAss stant Superintendent for
Business, and the Director of Fiscal Serviceshasbeen out with aseriousmedical problem. Nonetheless,
asisevidenced inthisreport, the district has made substantial progressin addressing the
recommendationsidentified intheinitial Assessment and Improvement Plan.

There hasbeen sgnificant progressin thefollowing arees:

The staff development program hasbeen well organized and advertised. While participation
could beimproved, thestructure of the programisoutstanding.

Theinterna auditor’spostionisinthefina stagesof interviewsand thepostionwill befilled
shortly. Thedistrict hasadopted policiesrelated to theinternal audit process.

Thedistrict hasmanaged tofiledl county and state reportsin atimely fashion—infact, the
district wasthe second in the county to file both thefirst and second interim reports.

By going onlinewith the Bi-Tech system, thedistrict now hasthe ability to encumber pur-
chaseordersagainst the budget until payment isachieved.

Thedistrict hascontinued toimproveintheareaof budget monitoring, with revisonsbeing
made on aregular basisper established procedureswith Governing Board approval .

Board policiesand proceduresfor year-end closing have been adopted, ascheduledevel -
oped, and achecklist for staff isin the process of being devel oped.

Thedidtrict hasissued arequisition for acard-lock fuel pump at themaintenanceyard. In
addition, the negotiationswith Union 76 and AM/PM suppliersfor acard-lock systemto
addressthefueling needsacrossthedistrict are complete.

Thefollowing areas need additiond attention:

Fraud protection policies have not been presented to the Governing Board for adoption.
Fully automated position control hasnot yet been achieved.

Thedigtrict hasnot taken full advantage of the various programs of the county Bi-Tech
software program.

Timecardscontinueto bemanually processed asaresult of thedistrict not having afully
automated position control system.

In many instances, student body budgets are not being submitted, reviewed, or audited by
thedidtrict.
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Thereview of Financia Management included the assessment of 20 professiona and legd standards
during the second six-month progressreview period. Theaveragerating of al assessment standardsfor
thisoperational areahasincreased as seen below, on ascaleof 0to 10, with 10 the highest score
possible,

July 2, 2002 4.38
January 2, 2002 4.68
July 2, 2002 5.16

Facilities Management

TheWest ContraCostaUnified School District continuesto make good progressinimproving its
facilities. Thisprogressisprimarily attributable to the passage of Measure M, alocal $150 million
genera obligation bond, and theissuance of acontract for amaster architect, aswell ashiring additional
district staff. Theseitemshave allowed the district to begin the planning processand to makeimprove-
mentsto the schools. Without Measure M, thedistrict could not afford to modernizethe mgjority of its
campuses. Without the acquisition of the master architect, the existing district staff could not processthe
volumes of paperwork associated with al of the construction and modernization.

Sincetheinitia review, thedistrict hasmademaor progressin:

*  Developingand providing training on adigtrict safety plan.

e Updating the Materials Safety Data Sheet bindersat al school sites

»  Obtaining Division of the State Architect certification for al but two of the portable
classrooms.

» Hiringamaster architect to coordinateall of thefacility needsof thedistrict

Thegraffiti abatement problem inthedistrict isnot asituation that can be solved overnight. The problem
at some schoolsisbeing reduced by improved lighting and police patrols. Thedistrict alsoisattempting
toreducegraffiti and vandalism by using exterior surveillance camerasto record trespasser's.

Thereview of the FacilitiesManagement areaincluded the assessment of 17 professiona and legal
standards during the second six-month progressreview period. Theaveragerating of all assessment
standardsfor thisoperational areahasincreased as seen below, onascaleof 0to 10, with 10the
highest scorepossible.

July 2, 2002 5.26
January 2, 2002 5.53
July 2,2002 5.98

Executive Summary



