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	SUBJECT

Elementary and Secondary Education Act: Initial Trustee Report and Recommendations on Progress Made by Greenfield Elementary Union School District. 
	 FORMCHECKBOX 

	Action

	
	 FORMCHECKBOX 

	Information

	
	 FORMCHECKBOX 

	Public Hearing


	RECOMMENDATION


The California Department of Education (CDE) recommends that the State Board of Education (SBE) take action as deemed necessary and appropriate. No specific action is recommended at this time.

	SUMMARY OF PREVIOUS STATE BOARD OF EDUCATION DISCUSSION AND ACTION


On May 24, 2010, the SBE assigned Norma Martinez as Trustee of the Greenfield Union Elementary School District (GUESD) with authority to stay or rescind governing board actions, as specified in CDE’s recommended Option A, for a period of not less than three years. The SBE also directed SBE staff to prepare a Memorandum of Understanding (MOU) to define the scope of work and authorities of the trustee and the district during this period.

At its March 11, 2010, meeting, the SBE heard presentations from four local educational agencies (LEAs) in Program Improvement (PI) Year 3 Cohort 1 and 1) assigned Corrective Action 3 and continued the assignment of Corrective Action 6 as modified by the SBE in January 2010 to GUESD, and 2) directed the SBE President to work with CDE and SBE staff, the community, including professional educators, leaders and representatives, and parents, to identify the appropriate scope of work for the trustees, develop a pool of candidates for the work of the trusteeship, and define the milestones and timelines for exiting the trustee in the district, and 3) bring these recommendations to the May board meeting for SBE action to implement Corrective Action 3.
At its January 6, 2010, meeting, the SBE reviewed evidence from eight LEAs in PI Year 3 Cohort 1, which had been identified in the SBE November 2009 Agenda Item 16 in Attachment 1 entitled: “Cohort 1 LEAs in Corrective Action Ordered by 60 Percent Adequate Yearly Progress (AYP) and 40 Percent Academic Performance Index (API) Rank.” Based upon direction from the SBE Assessment and Accountability liaisons, 
	SUMMARY OF PREVIOUS (Cont.)


these LEAs and their District Assistance and Intervention Team (DAIT) providers were asked to provide evidence and present to the SBE on progress in implementing Corrective Action 6 and any DAIT recommendations. The SBE directed its Assessment and Accountability liaisons to meet with four of these LEAs and their DAIT providers to determine the best approach to help each district immediately build capacity to improve student achievement.
In November 2009, the SBE reviewed and discussed criteria for evaluating the progress made by 44 of the 97 LEAs identified for PI Year 3 (Cohort 1). The SBE expressed interest in the academic growth of selected 2007–08 LEAs in PI Year 3 in the moderate and intensive technical assistance categories. These 44 LEAs were then arrayed in Attachments 1 and 2 of the SBE November 2009 Agenda Item 16 ranked by varied AYP and API criteria. These attachments are available on the California State Board of Education Agenda—November 18–19, 2009 Web page at http://www.cde.ca.gov/be/ag/ag/yr09/agenda200911.asp.
At the March 2008 and November 2008 SBE meetings, the SBE assigned Corrective Action 6 to LEAs in PI Cohorts 1 and 2, respectively, which had advanced to PI Year 3 in September 2008 and September 2007, respectively, and required each LEA to revise its LEA Plan or LEA Plan Addendum to document their implementation of Corrective Action 6. In addition, the SBE assigned differentiated technical assistance to each LEA based on LEA need as determined by its ranking on objective criteria. At the March 2008 SBE meeting, the SBE also took action stating that it reserved the right to modify corrective actions for PI LEAs in Corrective Action at any time.
	SUMMARY OF KEY ISSUES


Norma Martinez, State Trustee for GUESD, will present to the SBE an initial report of findings and recommendations on progress made by the GUESD.

	FISCAL ANALYSIS (AS APPROPRIATE)


Costs associated with payment of the trustee will be borne by the LEA. 
	ATTACHMENT(S)


Attachment 1: Copy of the Memorandum of Understanding (9 Pages)
Attachment 2: Initial Report of Findings and Recommendations of the Greenfield Union Elementary School District (7 Pages)

SBE-Provided Attachments:

Attachment 3:
“Trustees appointed for Alisal, Greenfield school districts,” The Californian, May 5, 2010 (1 Page). This attachment will be provided as an Item Addendum.
ATTACHMENTS (Cont.)
Attachment 4: “Smiles and Scowls,” The Californian, May 26, 2010 (1 Page). This attachment will be provided as an Item Addendum.

Attachment 5: “New trustee fits Greenfield district’s bilingual, migrant ed needs,” The Californian, May 26, 2010 (2 Pages). This attachment will be provided as an Item Addendum.

Initial Trustee Report and Recommendations on 

Progress Made by Greenfield School District

INTRODUCTION

This report provides substantiation of the most immediate problems that are preventing the academic achievement of students in the Greenfield Union Elementary School District.  Since starting on May 24, a total of 24 days before this report was due; there have been six Board of Education meetings and numerous activities including meetings and/or interviews with the Superintendent, principals, site and district employees and parents.

The most evident problem in the school district is low student achievement on all measures.  The district-wide achievement of all students is significantly below the state average for all subgroups.  Moreover, as documented in MCOE reports, DAIT requirements have not been fully implemented and benchmark assessment goals have not been met. All four schools in the district are in Program Improvement Year 5 with one completing eleven years of program improvement status.

FINDING #1

The district does not have a functional governance team.  There is a lack of understanding and adherence to the individual roles and responsibilities. In addition, there is a lack of unity or purpose among the team where there is no clear educational vision, mission or goals set forth by the governance team for the district as a whole or for the district’s staff.  High expectations for staff and students, and teamwork are less than required to create an environment for student success.  Furthermore, working together in the best interest of students is not a priority.  The district’s Board and Superintendent need specific governance training in order to act appropriately and perform as an effective governance team. 

It is imperative that the Board of Education and the Superintendent function as a team as soon as possible.  The Board and Superintendent need to address these challenging relationship issues right away in order to prevent and put a stop to further academic failure. It is equally important that working relationships among members of the Board and the Superintendent improve without more ado so that students are immediate beneficiaries of the governance team’s decisions.  When relationships are strained among Board members or between Board members and the Superintendent, tension is created throughout the district as well as in the community.  The ongoing conflict and dissension among the governance team members has resulted in low morale and insecurity among the employees, a staff that does know what is expected, and all innovation has come to a standstill.

EXPECTED OUTCOMES:  

Through professional training, coaching, and modeling: develop a governance team of the Board and Superintendent for the Greenfield Union Elementary School District that provides an educational vision, stability, organization, leadership by example, and establishes a clear course for student success throughout the district. 

IMPLEMENTATION STRATEGIES AND TIMELINE:

· California School Board’s Association (CSBA) has been contacted and Leslie DeMersseman, consultant, has agreed to work with the Board and Superintendent to develop functional, positive working relationships with the team that is focused on improving student achievement throughout the district. Four board study sessions were conducted on June 14, 15, 29, and 30.  

· The CSBA consultant will continue providing professional development to build working relationships and problem-solving skills among the Board and Superintendent during the 2010-2011 school year.

· The Trustee will serve as the coach for the Board and Superintendent during the 2010-2011 school years.

· The Trustee will provide reports to the State Board of Education on the progress of the governance team development and relationship status of Board members and the Superintendent throughout the 2010-2011 school year.

FINDING #2

There is a lack of communication between and among all stakeholders. 

Common agendas, communiqués, and information sharing needs to be expanded so that all staff is expected to know what is going on at all levels of the district.  Furthermore, effective communication is critical to administrative success at the sites. 

EXPECTED OUTCOMES:  

A timely, communication system needs to be established.  Items such as the Board calendar, agendas, minutes, administrative meeting structures, reporting, and simple information sharing is needed across the district for all employees. 

IMPLEMENTATION STRATEGIES AND TIMELINE
· A Communication Plan will be developed with structures and systems that outline the flow and means of communication to all employee groups and community by August 1, 2010.
· A list with calendared dates for Board meetings, agendas and minutes will be developed.  All Board meetings will be followed by electronic communication to district administrators and principals of meeting outcomes and actions by August 1, 2010. 

· An annual calendar and agenda format needs to be established for administrative meetings with outcomes communicated to participants and the Board of Education by August 1, 2010.  

· A district bulletin system and administrative handbook needs to be developed to support site staff with “how to” information by August 1, 2010.  Two of the four principals will be new to the district in the 2010-2011 school year.

FINDING #3
A comprehensive system to address program improvement/DAIT mandates is lacking.  Systems are not in place for curriculum, instruction, instructional coaching, professional development, assessment, accountability, and hiring qualified staff.  There is an absence of “how” things are done in the district or handed “top down” to employees.  No one seems to know how things are accomplished, due dates, or expectations.  Also, the LEA Plan is not aligned to the single plan for student achievement.

The process of meeting program improvement and DAIT mandates needs to be restarted with a goal of building district leadership, capacity amongst staff, and highly effective systems.  It is imperative that district leaders and staff begin building capacity in order to attain and sustain high levels of student performance and achievement.  Prior program improvement and DAIT work was highly dependent on the skills of external providers with little “teaching” of the local leadership.  According to interviews conducted with administrators and staff: consultants come and go, all with divergent messages, and none has built systems that are sustainable by the local infrastructure.  Therefore, administrators and staff have been left with misunderstanding, confusion, and a high sense of mistrust. 

EXPECTED OUTCOMES:  

Immediately restart the DAIT process.  Establish clearly defined, annual outcomes for improving student achievement, sustainable implementation strategies, and a goal of incremental local implementation of best instructional practices across the district. 

Specific actions in the program improvement/DAIT process need to be designed based on a needs assessment.  Leaders and staff need to have a clear understanding of the assessed needs and the rationale for implementing specifically-designed actions that will result in school-by-school reform and in improving student achievement at each site.   

The goal for successfully completing this process involves as many district, site, and teacher leaders as possible in the effort to transform the district’s culture to one of teaching and learning for all students.   
Each administrator and staff also needs to have a clear understanding about the research on school reform practices.
IMPLEMENTATION STRATEGIES AND TIMELINE

· A new DAIT provider will be selected for the 2010-2011 school year by August 1, 2010.

· The DAIT provider will work with the Trustee and Superintendent to complete all state approved assessments and reports of the district’s problems and/or deficits contributing to the severe under-performance of students.  By September 2010, corrective action plans will detail areas for improvement that the district will be required to implement that includes specific activities for further coaching & professional development needs, and timelines for district implementation of effective systems in all areas: Governance, Instruction, Human Resources & Fiscal.
FINDING #4

The schools in the district need to be redesigned and transformed into high-achieving schools that meet the needs of all students.

EXPECTED OUTCOMES:  

District and school staff will use data to specifically address the serious nature of low student achievement at each respective site.  Each site will implement a plan to redesign and transform the school that is based upon the latest research about highly effective schools.  

IMPLEMENTATION STRATEGIES AND TIMELINE

· The district will submit a School Improvement Grant (SIG) to the California Department of Education that will include two Tier I schools and professional development for Tier III schools by July 2, 2010.
FINDING #5

The district lacks standards-based Reading Language Arts and English Language Development materials for all grade levels.

The curriculum council met this past spring to begin the process for selecting standards-based materials for ELA/ELD for the 2010-2011 school year. The curriculum council consisted of:  teachers, support staff, district office staff and MCOE staff. While the process provided the committee with information and review, the materials were not “piloted” and the committee was not able to reach a consensus on which materials would best serve the Greenfield students. The committee recommended that the district office make the decision.  In addition, ELD materials have not been purchased in more than 10 years. While some intervention materials were purchased in the last two years, there was a lack of consistency in the implementation and services to students.

EXPECTED OUTCOMES

The Trustee assisted the Superintendent with a process that led to the adoption of the McMillan/McGraw-Hill Treasures program (K-5) and the McDougal-Littell Literature 2009 program (6-8) from the state list.  A roll-out plan was developed to ensure that all teachers were able to receive all necessary instructional materials from these programs and the needed training to effectively implement the programs with fidelity.  

IMPLEMENTATION STRATEGIES AND TIME LINE

· Provide new reading language arts materials and training for K-8 teachers and administrators by August 18, 2010. 

· Prepare coaches to support the reading language arts adoptions with a focus on English Learners and Special Education students.
· Establish a district calendar for onsite professional development and support. 

· Provide monthly coaching and support. 

FINDING #6

A comprehensive professional development and instructional support system is not available to district administrators, principals, and teachers. 

The professional development provided is materials-based training with follow-up and support provided as possible by the principals.  One of the coaches was trained as part of the Reading 1st grant but the other coaches have not been provided that level of support or preparation.  The disparity of professional development offerings within the system creates dissension, misunderstanding, and low expectations for students and staff.  Two of the four site administrators will be new to their jobs in 2010-2011 so providing a comprehensive professional development and instructional support system at all levels will create opportunities for both administrators and teachers to have better support and guidance in critical areas related to school performance including curriculum implementation, program evaluation, and data analysis.  
EXPECTED OUTCOMES:  

Provide a comprehensive professional development program with instructional support.  The district will continue to provide the materials based training, but add to it leadership and on-site coaching to ensure that the practices are fully implemented.  District services will be better coordinated to ensure site support and student achievement. 

IMPLEMENTATION STRATEGIES AND TIMELINE

· Provide materials-based training to teachers and administrators in the adopted mathematics and reading language arts instructional programs by August 18, 2010. 

· Prepare coaches to support the full implementation of the mathematics and reading language arts curricula.  

· Prepare coaches to support teachers in developing differentiated lesson plans and implementing high-probability instructional strategies for Students with Disabilities and English learners. 

· Establish a district calendar for comprehensive professional development and ongoing support. 

· Provide coaching and ongoing support. 

FINDING #7

The district lacks a student data system that is user-friendly of regular data collection and analysis of data from multiple sources.  

Student data and information is being recorded on charts rather than in electronic data storage systems.  Schools do not have access to the necessary technology and expertise to ensure data collection and access to formative and summative student data. Timely scoring, storage, and retrieval of student data are not available to school principals.  A system was provided as part of the Reading 1st grant, but “turned-off” this past school.  Teachers and coaches know how to use the system but lack web access. 

EXPECTED OUTCOMES:  

Restart the Online Assessment Retrieval System (OARS) by renewing the contract with the provider. The data storage system was provided as part of a federal grant for many years so teachers and coaches are familiar with how to use the system and format reports. 

IMPLEMENTATION STRATEGIES AND TIMELINE

· Prepare a contract and restart the system by August 1, 2010. 

· Retrieve the archived data  available during the Reading 1st grant by August 1, 2010.  

· Add the INSPECT item bank to the OARS operating system so that teachers can develop California Blueprint formative assessments. 

· Train teachers to use the INSPECT item bank by September 15, 2010. 
· A new student information system is being implemented at this time.
FINDING #8

The district needs to recruit, hire and retain highly qualified personnel for all administrative vacancies and provide support to district administrators and principals. 

Two of the four principal positions are hired and in place for next year.  A principal who accepted a position at the middle school reconsidered after visiting the district. The Program Coordinator who will oversee programs for special needs students was confirmed on June 14, 2010.  Two principals are scheduled to be hired at a board meeting in July.  Hiring and retaining competent administrators is of the utmost importance for the district. 

EXPECTED OUTCOMES:  

Complete the hiring of all administrative vacancies.  Assist the district to prepare systems of support for newly hired administrators that includes fulfilling the communication finding.  
IMPLEMENTATION STRATEGIES AND TIMELINE

· Hire all administrative vacancies.  Orient and train new administrators to the district by August 1, 2010. 

· A local retreat has been planned for August 9-10 to bring the administrative team together and form the beginning structure of effective two-way communication and high expectations for staff and students across the district. 

· Establish a district practice of frequent school visits and collaboration by September 15, 2010. 

· Provide monthly coaching and mentoring support to all new administrators as well as any others who may be in need. 

FINDING #9
There has been a failure to negotiate collective bargaining agreements between the district and certificated employees for the last two years and currently entering the third year without a ratified agreement.
EXPECTED OUTCOMES:  

The district will negotiate and ratify the 2008-2009, 2009-2010, and the 2010-2011 bargaining agreements with certificated employees.

IMPLEMENTATION STRATEGIES AND TIMELINE

· Initial administration and bargaining unit meetings beginning August 1.

· Implement weekly or monthly meetings as needed until agreements are concluded beginning August 1.
FISCAL IMPACT 

Monies proposed for the implementation strategies in this report have been included in the 2010-2011 district budget approved on June 24, 2010; expected to be with a positive certification through the Monterey County Office of Education. 

Summary 

These are preliminary findings of the greatest urgency.  All of these problems are currently being addressed and identified implementation strategies are being put into place immediately.  The goal is to remove as many barriers to student success as quickly as possible.  On or before September 30, 2010, the Trustee will complete a more comprehensive assessment of the district’s problems and/or deficits contributing to the pervasive and severe under-performance of students within the district, and provide a written assessment to the Project Monitor or designee, the State Board, and the local governing Board. 

Initial Trustee Report and Recommendations on 

Progress Made by Greenfield School District
	
	Findings


	Implementation Strategies
	Timeline

	1.
	Functional governance team
	▪ Four CSBA consultant-lead work sessions with governance team & on-going professional development as needed

▪ Trustee to coach Board and superintendent in areas of need
	June 14, 15, 29, and 30

On-going

	2.
	Effective communication system
	▪ Calendared dates or Board meetings, agenda, minutes followed by electronic communication to administrators

▪ Develop district bulletin system and administrative handbook 

▪ Develop Communication Plan with structures and systems
	August 1

August 1

Sept. 1

	3.
	Comprehensive system to implement program improvement & DAIT mandates
	▪ Select new DAIT provider

▪ DAIT provider to work with Trustee & Superintendent on corrective action plans and required reports
	August 1

	4.
	Redesign & transform schools into high-achieving schools
	▪ Submit SIG application for two Tier 1 schools and include two Tier III schools
	July 1

	5.
	Implement newly adopted Reading/Language Arts materials
	▪ Adopt new English/Language Arts program and provide training for grades K-8 teachers

▪ Initial training for academic coaches; then ongoing-training and support
	August 18

	6.
	Comprehensive professional development for administrators, teachers, & support staff
	▪ Provide materials-based training in ELA and mathematics for teachers and administrators

▪ Establish district calendar for comprehensive professional development

▪ Prepare coaches to support teachers in differentiated instruction, focus on intensive students, English Learners, and Special Ed. students
	August 18

August 1

On-going

	7.
	New student information system (SIS) and alternative student academic achievement data system
	▪ New SIS is being implemented

▪ Current student data system is not user-friendly, alternative system needed
	August 1

	8.
	Administrative vacancies and administrative retreat 
	▪ Complete hiring of administrative positions

▪ Administrative retreat to establish team concept, goals, and high expectations
	August 1

Aug. 9-10

	9.
	Collaborative bargaining units and administration
	▪ Initial administration and bargaining units meeting; then weekly or monthly meetings as needed
	August 1

	Expenditures proposed for the implementation strategies in this report have been included in the 2010-2011 district budget Board approved on June 24, 2010; expected to be with a positive certification through the Monterey County Office of Education.
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