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Business & Operations Review — 2007 Beaverton School District

INTRODUCTION

Today’s public has high expectations that our schools operate effectively and efficiently, while
meeting the diverse needs of students — our future citizens. They also want reassurance that their
taxes are spent wisely, before voting to spend more funds on buildings or programs. In recent
years, public interest — therefore media interest — in public education accountability and
transparency has grown. For example, legislative bills regarding mandatory performance audits
have been introduced during recent sessions, and the public asks “Why can’t governments
(including school districts) simply operate like businesses?”

The answer, of course, lies in the differences in purpose. According to a white paper issued by
the Governmental Accounting Standards Board (GASB), governments are fundamentally
different from for-profit business enterprises in several important ways. They have different
purposes, processes of generating revenues, stakeholders, budgetary obligations, and propensity
for longevity. These differences require separate accounting and financial reporting standards to
provide information to meet the needs of stakeholders to assess government accountability and to
make political, social, and economic decisions. School districts exist to provide educational
services to all children; these services are necessary to enhance or maintain the well-being of
citizens. In contrast, business focuses primarily on generating a financial return on investment.

The purpose of government is not to generate a financial return on investment, but rather to
provide public services and goods as determined through the political process in an effective and
efficient manner.

That being said, school districts and education service districts (ESDs) want to be responsive to
public demands; they want to demonstrate that they are responsible stewards of the public’s tax
dollars; and they want to improve wherever there is room for improvement. They are looking for
affordable external business and operations reviews to help them in this endeavor.

That’s why Oregon Association of School Business Officials (OASBO), Oregon School Boards
Association (OSBA), and Chalkboard Project joined forces in 2007 to create a pilot program to
conduct voluntary reviews in five school districts around the state. The goal is to objectively
examine school district operations to identify best practices and make recommendations for
improvements.

This project lays the foundation for providing the necessary self-evaluation tools for all Oregon
school districts and ESDs to be able to evaluate their own effectiveness as well as the resources
to improve business and operations processes where they can. This review process and report are
intended to provide an objective look at the operational effectiveness of a district in specific
program areas. At the completion of the pilot project, we will have developed a “tool-kit” that
consists of self-evaluation tools and identified best practices that will be available to all districts.
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The approach is positive — not punitive — because it reveals great practices as well as identifying
areas for improvement. School business officials, interested in doing the best job they can for
students and taxpayers, have supported this project from the start.

Angie Peterman, executive director of OASBO and director of administrative and support
services for OSBA assembled the review team, which consists of current and former school
business officials, business partners and members of the Pennsylvania Association of School
Business Officials (PASBO) whose combined experience in the areas of school business and
operations spans more than 300 years. Including business partners in this process allows the
opportunity to compare school business practices against general business practices.

The review team conducted its review of Beaverton School District, the first of the five districts
to be reviewed in the pilot program, October 23-25, 2007. The team consisted of the following
individuals:

Pennsylvania Association of School Business Officials
Wayne K. McCullough
William L. McGill
Margaret McMinn
Susan Nouse
Laura Cowburn

Oregon Association of School Business Officials

Al Shannon, Emeritus Claire Hertz, Newberg School District
Bill Dierdorff, Emeritus Adam Stewart, St. Helens School District
Mike Schofield, Emeritus Dave Fajer, Multnomah ESD

Sue Foster, Emeritus Donna Cancio, Estacada School District

Angie Peterman, Executive Director

Oregon School Boards Association
Lisa Freiley, Director, Human Resource Development, OSBA
Shannon Priem, Director, Communications, OSBA

Business Partners
Brent Peterson, West Coast Investments
John Tapogna, EcoNorthwest
John Fairchild, Laidlaw Transit
Tammy Fitch, Wilson-Heirgood
Dan Beardsley, Chartwells
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Phases of the Review Process

1. Planning — Develop a set of goals and objectives for the review and select a team of
professionals experienced in the specific review topics. District staff receives a summary that
describes the involvement of staff. Staff members complete a self-evaluation and provide
specific documents such as policies, budgets, and audits for the review team to examine prior
to the on-site visit.

2. Analysis — Review documents provided by staff and the activities completed during the on-
site visit. Review team members conduct interviews with administration, staff, parents,
patrons, board members and students. Reviewers collect additional documents, forms and
policies during the interviews. Team members visit work sites to observe activities.

3. Evaluation —Team members individually review their observation and interview notes and
the collected district documents. The review team members discuss their findings with those
team members involved in the review of a specific program and determine whether further
review is necessary. Team members review and forward reports to the project leader for
compilation. The project leader returns a draft of the report to members of the review team.

4. Reporting — The project leader meets with the district superintendent and designated staff to
discuss the report’s commendations and opportunities for improvement. The superintendent
and district staff members review the preliminary report and provide feedback to the project
leader. Based on the feedback, the project leader may schedule additional on-site work. The
project leader and several review team members make a brief presentation to the district
board of directors and general public outlining their findings.
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EXECUTIVE SUMMARY

Beaverton School District in brief

Beaverton School District (BSD) is a growing area west of Portland with an estimated population
of 244,767 and district enrollment of more than 37,000 students, making it the third largest
district in Oregon. BSD covers about 57 square miles and consists of 49 schools: 32 elementary,
eight middle, five high schools and four option schools. The district employs 2,505 teachers,
1,712 support staff and 122 administrators (92 school principals and vice-principals and 30
school support administrators). Thirty-nine percent of the student population is minority
students, the largest portion being Latino and Asian American; 32 percent of the student
population qualifies for free or reduced lunches and 13.9 percent qualify for special education
services. The district estimates that more than 80 languages are spoken in its students’ homes.
These demographic changes have provided the impetus to more effectively meet the complex
needs of students.

The district adopted a five-year goal in 2004 that includes four objectives and 23 standards. The
BSD 2004-09 Goal is “Increase academic achievement district-wide with a special emphasis on
literacy and mathematics gains for each student. The intent is to give every student the skills to
succeed in challenging courses, meet academic standards, graduate from high school, and be
fully prepared for a range of post-secondary education and vocational options.” The district
plans strategically and ambitiously to increase system-wide capacity to meet the increasingly
diverse needs of its students and community. Departments develop their annual goals in support
of the district goal, asking “Will this ensure each child receives appropriate education
opportunities?”

Initial review team impressions

Beaverton School District has an outstanding community-engagement program that provides
stakeholders with extensive information regarding the district’s performance, in a clear and easy-
to-understand format. This is evident throughout the district — from the posters and banners hung
on the walls to the printed materials supplied to its students and community at large.

Throughout the body of this report, you will note many references to the exceptional staff at
BSD and their commitment to the district, students and citizens as well as the pride they take in
their schools. The review team received glowing commendations in each of the review areas,
beginning with remarks from Board Chair Karen Cunningham and Budget Committee Chair Kim
Overhage. These remarks were echoed by “internal users” of support services who were
interviewed.

Superintendent Jerome Colonna is highly regarded and respected by the staff, as evidenced by
staff commitment to the goals and objectives of the organization. The current management team

1 Beaverton School District 2008-09 Budget Message
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has changed its leadership style from the previous “top-down” model to a more collaborative
approach. The district has developed numerous business and education partnerships to enhance
operational practices and educational outcomes for all students. IBM, Intel, Nike, and Pacific
Office Automation are a few examples of these partners. Staff members consistently conveyed
their excitement about accomplishments within their areas of responsibility. Not satisfied with
the status quo, these same staff members shared additional goals and objectives they wish to
incorporate in the future to ensure continued improvement.

Board Chair Karen Cunningham said the board is committed to its administrative staff and
believes the staff is made up of forward-thinking individuals who handle their job functions
properly and professionally. Ms. Cunningham believes every member of the administrative staff
to be highly ethical and committed to the district. She expressed her appreciation for the
straightforward, understandable manner in which budget topics are presented to the board.

Eight areas reviewed by team

The Business Services Department provides support to all district schools and departments
regarding budget, financial management, accounting, payroll, and purchasing. In addition, this
department is responsible for district-wide financial management that includes the annual budget,
sale of bonds, management of debt service, arbitrage compliance, cash and investment
management and preparation of the annual audit. The district is the second largest employer in
Washington County 2 and generates average monthly payroll in excess of $16 million while
processing nearly 10,000 purchase orders per year. To meet the increasing demands of regulatory
agencies, vendors, the community and all of the schools and departments supported by the
business office, technology must be a priority within the business office.

Reviewers observed many “best practices” demonstrating the dedication of the district staff in
providing quality education to students. One example is the Innovative Process Team (IPT),
which functions as an intake group or sounding board for obstacles and difficulties experienced
by staff. Many of the staff interviewed felt the IPT provides an effective way to overcome
challenges faced by the district.

BSD’s Resource Allocation Methodology (RAM) has greatly improved the relationship of
budget to needs and drawn praise from people inside and outside the central office. The mobility
weighting factor, which considers the mobile nature of the district’s student population, was
identified as a particularly important characteristic in interschool allocations. The system is
more transparent, equitable, and flexible than its predecessor. It demonstrates flexibility in
meeting the diverse needs of every child, even when those needs are identified late in the budget
process. Several examples of this flexibility were cited by staff and reflected in the words of the
budget committee chair: “The money is to be matched with the district goals.”

The need for professional development on business office systems including the Integrated
Financial and Administrative Solution software (IFAS) was noted by the review team. When
purchasing new software, the district should consider the integration of new software with
existing systems. We recommend the district employ an I1T/business systems analyst to support

2 Beaverton School District 2007-08 Budget Document

6 Executive Summary



Business & Operations Review — 2007 Beaverton School District

all of the business office systems and to write reports. Staff could be better utilized with fewer
manual processes, many of which an IT person could automate. For example, an electronic time-
keeping system could be used to track hourly employees. The time-keeping system could
interface with IFAS and save considerable staff time currently spent calculating hours worked
and entering them into the payroll system. This person would also serve as a liaison between the
IT department and the business office.

The Communications & Community Involvement Department provides support in many areas,
including issues management, focus groups, publications, media relations, Web-site content,
elections, legislative services, public information requests, community relations and
involvement. The department employs six staff members who develop and implement district-
wide strategies to communicate with and engage stakeholders. Central to the department’s
priorities are multiple two-way communication strategies.

Engaging staff, students, parents, and community is best accomplished with effective face-to-
face activities. Among the activities noted by the review team was the quarterly Key
Communicator’s Luncheon, which was attended by a wide range of citizens and included
presentations by staff regarding specific topics: managing growth and capacity; improving
communication; and engaging in an instructional time study. Participants also had the
opportunity to address any items they felt were important to the group.

The Human Resources Department (HR) is responsible for all personnel functions of the
district including recruiting, hiring, and retention of staff. HR oversees contract negotiations with
all employee groups, creates and maintains job descriptions, conducts annual staffing
conferences with principals and other administrators to determine future openings and site needs,
and is responsible for managing employee supervision and evaluation.

Among the best practices noted within HR were the variety of methods used for recruiting
licensed staff including job fairs, teachers on special assignment (TOSAS) and electronic posting
of positions. The staff has done a good job of preparing for and using job fairs. TOSAS’
enthusiasm results in a more successful recruitment process. It is clear they love teaching and are
big supporters of their district. This level of passion and enthusiasm is contagious and will result
in candidates giving the district more than a passing look.

The district shows a willingness to look to outside sources and technology to improve its
effectiveness, whether it is improving the IFAS program or adding EdZapp to improve the
district’s screening process.

High staff turnover is a resource drain in both direct costs (recruiting, training, hiring temporary
staff) and indirect costs (reduced productivity, loss of organizational culture and staff morale).
Retention of staff was consistently mentioned as an area that needs improvement, but data on
which to base change is lacking. For example, data does not exist to indicate how many of the
staff left due to retirement as opposed to taking a position in another district.

We recommend the district create a system that allows it to track turnover rates by position
and/or employee group. The system should include which positions are being left, why the
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individual is leaving (e.g., retirement, medical and/or family issues, work-related issues, etc.),
and how long they were with the district. Further detailed information and complete
recommendations regarding staff retention are included in the HR department report that follows.

The Information and Technology Department (IT) is responsible for the technical operations of
the district, instructional technology support and information services. The goal of the IT
department is to design, build, maintain, and enhance technology for students and staff, enabling
them to make efficient use of information technologies in their respective environments.

The review team noted that the district has some security issues, including the lack of individual
accounts for faculty and students and the lack of anti-virus software. The district is rolling out an
integrated active directory and open directory to accommodate both Apple and Windows-based
computers. IT is also implementing a way to manage all desktops remotely and finalizing a
decision on anti-virus software to address these issues.

The district’s disaster recovery plan hasn’t been updated recently, however the IT department has
established this as a current project. We recommend this project be completed during the course
of the current fiscal year.

The Maintenance & Facilities Department is responsible for the maintenance, cleaning,
management and support of the district’s real property assets (buildings, grounds, etc.). The
department forecasts facility needs based on enrollment growth projections; manages the
planning, design and construction of facilities; and ensures that the district’s schools and
ancillary facility sites are maintained in a safe, clean and healthy manner.

BSD is using an innovative procurement approach that includes pre-qualifying professional
services for construction design and small construction projects. This allows the district to
respond more efficiently and effectively to smaller project requests during the year. Another
best practice noted was the use of a graphical executive monthly communication tool, “The
Balanced Scorecard.” This publication includes budget, schedule, stakeholders, and overall
perspectives related to the 2006 bond issue.

A combination of district staff and contractors, work in conjunction with the Tualatin Hills Parks
and Recreation District to maintain district grounds and facilities. This innovative partnership
allows BSD to share administrative and facility costs with other users thus reducing district
expenses.

Like most Oregon school districts, BSD experienced sharp declines in revenues that lasted
several years. One of the common victims of budget constraints and limited resources is facility
maintenance. BSD estimates that deferred maintenance work stands at $63 million, although the
2006 bond levy is expected to reduce this amount significantly over the next few years.

Effective school maintenance protects capital investment, ensures the health and safety of
students, and supports educational performance. For these reasons, the review team recommends
the system and scope for documented planned and preventive maintenance (PM) tasks and
procedures for major building equipment be reviewed. The goal of PM is to perform planned and

8 Executive Summary



Business & Operations Review — 2007 Beaverton School District

preventive maintenance, not reactive maintenance. The review process should include a
workflow analysis that estimates resources and staff necessary to perform PM.

Long-range planning is a significant part of the facilities department workload as BSD is
considered one of the fastest growing districts in the state. Annual increases in student
enrollment require construction of at least one elementary or middle school each year. We
recommend that BSD consider staffing the function of preplanning and estimating with the
immediate focus being preplanning and estimating for a potential 2010 bond issue.

The Transportation Department is responsible for the safe transport of students from home-to-
school each day; transport of special-needs students; and field-trip and extracurricular
transportation. BSD estimates its home-to-school transportation alone exceeds 3,100,000 miles a
year. Growth of the student population places additional burdens on the transportation system.
Buses become more crowded and may have longer routes. This requires the purchase of new
equipment along with the staff necessary to operate it. Priorities within the department include
an aggressive bus replacement purchasing plan (30 buses each year) and the addition of an
automated vehicle location (AVL) system that combines global positioning software and routing
software to assist in determining vehicle position and status. The review team sees this as
significant to health and safety and encourages such innovations.

The transportation department has 289 buses and 288 employees to provide services in the
district. A significant issue is adequate staffing, BSD experiences difficulty attracting and
retaining bus drivers, as do districts throughout the state. As a result, other transportation
department staff members are pulled from their duties to drive. These individuals have the
necessary training and certification to drive buses, but pulling them from their normal duties
creates a burden elsewhere in the department.

We recommend that the department work with human resources and the schools to develop a
program to attract and retain qualified staff. Look outside the box and consider combining driver
positions with summer grounds crew positions or other part-time positions to attract individuals
who will stick around.

Another possibility is to use substitute drivers as monitors on buses. This would provide
additional work for the substitute, assist the regular route driver and support building principals.
This could positively affect the retention rate of your substitute drivers, reduce disciplinary
situations, and increase route familiarity for substitutes.

The Nutrition Services Department is responsible for providing quality meal and beverage
service to students and staff at all school sites. Nutrition Services also provides food to Head
Start, snacks for the after-school program in some of the Title I schools, and a USDA-sponsored
summer feeding program at about 20 sites. The summer feeding program estimates it provides
43,000 nutritious meals to children whose need for healthy, balanced meals could go unmet
during the summer without the program.

Members of the nutrition services review team visited several sites. Some of the areas the team
would like to commend staff on include student management within the meal serving area;
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customer service at the point of service; menus that offered a lot of variety and nutritional
choices. All promote greater participation in the food service program.

Results of the annual survey conflicted with input received from the people the review team
interviewed (principals, staff, etc.). The survey results generally indicate that customers are
unhappy with the food program while feedback during interviews indicated satisfaction with the
program. We recommend the survey be examined for efficacy. It’s important that survey
participants be knowledgeable about the program’s service via experience. The survey needs to
identify the areas of the food service program that are not acceptable to customers to allow the
district to take corrective action.

Risk management and safety are responsible for, the security for and coded access to facilities,
planning for safe facilities, emergency response manual development and training, consultation
directly with law enforcement agencies and workers compensation, property and liability
insurance. The review team was extremely impressed with the program that is in place at BSD
and would like to highlight just a few of the “best practices” identified.

The district’s Comprehensive Safety Plan and active approach to risk management stimulates a
culture of safety with employees and students. Risk management has created an impressive CD
with extensive details on the district’s exposures, loss runs, and safety interviews for all lines of
coverage. This enables competitive marketing of the excess insurance coverage which results in
premium credits or savings to the district. The district currently estimates annual savings of
$1,000,000 from their risk management practices and self-insurance program.

As with other departments, the Safety and Security Office appears to be somewhat understaffed.
The review team recommends a review of staffing needs as additional schools are constructed.
Although new facilities are being constructed and student population grows within the district,
staffing in this department has decreased from 4.0 full-time equivalents (FTE) to 3.5.

While the public safety officer (PSO) has created proactive and effective relationships with the
public safety community, the department is without a backup. We recommend that BSD look at
options to recruit and train other personnel (possible lieutenants from the Beaverton Police
Department) who would work with the PSO for a year and be available as backup.

Many practices reviewed during the course of this project were identified by the review team as
“best practices.” Beaverton School District is an outstanding district with a staff that is highly
committed to public education and their community. The district is committed to improved
performance; efficient use of resources; and open to outside input, as evidenced by their desire to
participate in this process. We thank everyone who so openly discussed their roles and
responsibilities in the district, shared their thoughts regarding best practices, and offered their
ideas on opportunities for improvement.

As you review the detailed recommendations contained in this document it is important that you
remember there is a cost associated with implementation of virtually all of them. The district
must evaluate the potential cost of implementation and compare those costs to the anticipated
savings from these recommendations. This can be a very difficult task as many of the
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recommendations address potential efficiencies in service that do not allow for a reduction in
staffing or costs but will allow the district to utilize their resources (both monetary and physical)
in a different manner.

Everyone that our review team interviewed expressed a desire for the district to be the best that it
can be. This summary contains some of the major points found in the report. This review was
designed to collect data, interview and observe staff, citizens and students, and provide feedback
to the district to assist them in their future planning. All of the recommendations are offered as
opportunities for improvement and are intended as a starting point for discussion within the
district. It is up to the district to determine which, if any, of the recommendations it will
implement. The review team believes these opportunities can be a catalyst for moving a good
school system to a great school system.

SUBSEQUENT EVENTS

Since the review team’s on-site visit, BSD has worked toward implementation of some of the
recommendations included in this report. As noted, the BSD staff were eager to participate in
this review process and excited about the opportunity to have outside experts review current
practices and procedures. Some of the recommendations already being implemented:

a. Food service has begun a cost analysis of the use of Styrofoam trays versus reusable
trays.

b. Menus have been streamlined at various schools throughout the district and additional
possibilities are being investigated.

c. Cross-training between the workers compensation coordinator and the coverage &
certificate coordinator has begun.

d. An outside audit of internal and external district communications has been completed and
presented to the Board. The district will now begin the process of refining and
implementing the recommendations.

e. An IT/Business Systems Analyst has been requested in the 2008-09 budget process.

f. The district is in the process of hiring a new contract specialist.

Executive Summary 11
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SPECIFIC OPERATIONAL AREA REPORTS

Overview of Process
This operational review includes the following business and operations areas:

Administrative Practices and Procedures; Communications; Technology
Finance, Accounting and Reporting

Food Service

Human Resources

Maintenance and Facilities

Risk Management

Transportation

NogakowdnpE

In preparation for the on-site visit, the district was asked to complete a self-evaluation document
in each of the review areas. The self-evaluations were completed by district personnel and
returned to the review team in advance of the on-site visit. In addition to the self-evaluation, the
district was asked to provide access to numerous documents in advance of our visit. Below is a
summary of those documents:

Current board policies

Current budget

Prior 3 years audit reports and management letters

Current organizational chart

Current job descriptions

List of current employees by position

Current labor contracts and agreements

All procedures manuals and handbooks

Facility management plans, building floor plans, list of maintenance, grounds, and

custodial assignments, work hours, and special skills, certifications and/or training

required.

9. District technology plan

10. Any other documents deemed to be pertinent to or required for completion of the review
that were not specifically mentioned above, such as contractor agreements that may
impact one or more areas under review.

11. Enrollment data (including projections)

NN EO

Review team members analyzed the self-evaluation and these documents prior to the on-site
visit. Through this initial review, review team members were able to identify potential best
practices and areas for further review during the on-site visit. Copies of the self-evaluation are
included under Appendix A.

Numerous other documents and reports were reviewed by members of the team during the on-
site visit and are included in Appendix B.
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The on-site visit included in-depth interviews of personnel in each of the identified review areas.
A list of interviewees is included in each of the specific operational area reports included in this
document. Numerous visits were made by members of the review team to various sites and
locations throughout the district. Review team members collected additional documents and
were able to verify information gathered from the self-evaluation and other district
documentation. They also investigated various practices and procedures in place at BSD,
identifying numerous “Best Practices” that will become part of our tool kit of best practices.

Observations, Commendations and Opportunities

Review team members were divided into subcommittees to look deeper into each of the eight
topic areas identified for review. The report reflects the combined comments of each of the sub-
committees. As such, you will note some formatting and writing differences among individual
sections. Regardless of format or writing differences, each of the sections in the full report
includes these components:

Description of area reviewed

List of review team members

List of individuals interviewed as part of the review
List of sites visited (if any) during the review
General observations

Commendations

Opportunities for improvement

NogakowhE
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Administrative Practices and Procedures;
Communications; Technology

An efficient, effective organization begins with elected leadership, engages the public in
meaningful ways, and uses technology as an essential “tool’”” to keep everything from data
processing to communications running smoothly and transparently.

This section of the report deals with administrative practices and procedures of the district:
= Board organization
= Board meetings
= Board minutes
= Board policies
= Communications & Community involvement
= Technology

Team Members

Sue Foster, Willamette ESD
Sue retired as finance director for Willamette Education Service District in June, 2007.
She is currently on contract with the ESD as a Special Projects Coordinator. Sue started
working in school finance in 1972 with the Greater Anchorage Borough School District
in Alaska. After moving to Oregon she worked in K-12 school districts before joining
the ESD in 1995. Sue has been a member of OASBO since 1989.

Shannon Priem, Director of Communications, OSBA
Shannon joined OSBA in 1998 as communications specialist and was named director in
2005. She has over 30 years of public relations and communications experience in
several fields: public education, higher education, government, health care, workers'
compensation and journalism. She received her bachelor's degree in journalism from the
University of Oregon in 1974 and her accreditation in public relations from the National
School Public Relations Association in 2000. She began her career in 1974 as the
newspaper reporter and editor for the Stayton Mail.

Susan Nouse, Chief Technology Officer, PASBO
Susan oversees PASBO’s network infrastructure and the information management
systems that provide technology services to members and support the job responsibilities
of staff. She manages all aspects of PASBQO’s information technology strategies, policies,
services, software and hardware. Susan designs, develops, implements and maintains
technology solutions to meet organizational needs and achieve strategic goals. With input
from members and staff, she also establishes a plan and budget for future technology
requirements. Susan acts as the liaison to the Information Technology Committee and
presents technology related programs at various PASBO events.
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William McGill, Director of Technical Assistance, PASBO

Bill directs association programs and services, represents the association at meetings and
promotes excellence in the operation of non-instructional areas of school entities. As a
former school business official, Bill brings a strong knowledge and understanding of the
day-to-day operations of school business as well as the various responsibilities of school
business managers who work in the diverse specialty areas.

Interviewed

Maureen Wheeler, APR, Administrator for Community Involvement
Sarah Boly, Deputy Superintendent for Teaching and Learning
Steven Langford, Chief Information Officer

Karen Cunningham, Board Chairperson

Site Visits

16

All interviews were completed at the district’s central office.
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General Observations

Beaverton School District’s self-evaluation survey revealed that all management practices
comply with applicable law. A cursory review of materials presented and discussed proved this
to be the case, so the review team decided to focus on communications and community
engagement because these practices are integral to the success of any school district.
Community engagement refers to involving the district and parents, business partners, and the
community at large, in district issues and decisions. An additional focus was on technology as it
enhances district operations.

Principals are encouraged to work in different school buildings and at various school levels.

This allows them to gain perspective from many areas and provides a different level of scrutiny
to daily operations. This strategy facilitates the sharing of district resources based on goals and
needs rather than individual building or department desires. The review team sees the rotation of
principals as a means of bringing a fresh perspective on educational programs and school
improvement issues to building level administration.

Board and Administration

Board Chair Karen Cunningham expressed the school board’s high level of commitment to its
administrative staff. The board believes the administrative staff is not only forward-thinking but
can handle their job functions properly and professionally. It’s clear she believes every
administrator has a high level of ethics and commitment to the district. She expressed her
appreciation for the current budget process and the manner in which budget topics are presented
to the board — straightforward and easy to understand.

The team also discussed the Beaverton Educational Foundation and the instructional time study
with Mc. Cunningham. The Foundation, which is independent of the district, provides valuable
services such as grants and after-school programs at the middle schools. Regarding the
instructional time study, Ms. Cunningham said it could be a critical component in advancing
student achievement. When asked what her main concern was, she indicated “administrator burn-
out” because she has observed the commitment of employees who work many long days.

COMMENDATIONS

a. BSD has one district goal, and the entire district addresses that central goal with
secondary department goals.

b. The district has a culture of personal accountability. Each employee recognizes the
value he or she brings to the district which helps ensure personal accountability.
People can “find their way,” and make themselves accountable.

c. The concept of site-based management is in general a good practice for the district,
and only on occasion is guidance required from the central office.

d. The district provides various options to students. This helps to achieve the goal of
providing every student the skills necessary to succeed in challenging courses, meet
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JQ

academic standards, graduate from high school and be fully prepared for a range of
post-secondary education and vocational options.

The district staffs a Welcome Center with representatives who provide service
integration for families and students as well as assistance with translations for non-
English-speaking families. At this time it is estimated there are 80 languages spoken
within the district.

The district invests in and recognizes the efforts of staff. All staff show enthusiasm
about their work and the efforts to foster the goal of student achievement.

The district provides professional development and growth opportunities.

The district does a good job managing the process of adjusting school attendance
boundaries in relation to the construction of new buildings. It strives to identify and
address the concerns of the community by engaging the community in the planning
process to make boundary alteration decisions.

Communication & Community Involvement

The review team conducted an extensive interview with Maureen Wheeler, district administrator
for community involvement. In the self-evaluation survey under the topic Board meetings,
question 9: The board maintains clear-cut lines of demarcation between its authority and that of
the superintendent and administration? The review team was unclear as to the intent of the
yes/no response. During the visit, Maureen said the district welcomed three new board members
to its seven-member team. Therefore, it is possible new board members may not realize the lines
of demarcation between board authority and that of the superintendent and administration. A
complete copy of the “Comprehensive Communication and Community Involvement Plan for
the Beaverton School District 2007-2008” is included as Appendix C. The review team was
pleased to note that the plan was comprehensive and tied its goals to student achievement.

The team interviewed Sarah Boly, deputy superintendent for teaching and learning, who
described the district’s Professional Learning Communities program. She explained that the
program has been augmented by a four-year US Dept of Education grant for $4.5 million and
that the district has provided for sustainability of the program staff.

COMMENDATIONS

18

The focus of the Beaverton School District is clear and broadcast everywhere, from
the posters and banners hung from the walls to the printed materials supplied to its
clients — the students and community at large.

The Superintendent pulls best practices not only from education but from industry
and business.

The district reacts in a positive fashion to community needs handling the challenges
in dealing with low, middle and higher income families. This contributes to the
success of the district in this area.

BSD does real community engagement, not just community relations and
communications. Citizens are involved in decisions and issues early in the process..
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e. The district is a forward-thinking student-centered district. It invests adequate time in
planning and preparing innovative written plans to address issues and strategies.

f. The district is very attentive to specific groups — from staff, to parents, business

leaders and to the general public.

There is a professional level of targeting information in each publication.

The website and district communications are excellent: communication tools are a

good combination of print brochures, newsletters, handbooks, electronic documents,

and face-to-face meetings.

i. The district plan for a Communications Audit is critical to ensuring the
communications program evolves to meet the changing needs of district audiences.

J.  The district is addressing the fact that 80 different languages are spoken within the
district through the Welcome Center and certain publications. They are cost
effectively and efficiently communicating with their constituents.

JQ

Technology

Steven Langford, Chief Information Officer (CIO) was hired 18 months ago from a higher
education position. He has excellent technology vision, is very enthusiastic and his department
is moving technology forward. Steve is extremely well-respected by his staff. One of his first
tasks assigned was to develop a District Technology Plan. (Appendix D) He used this
opportunity as a relationship- and team-building exercise. The CIO is included as part of the
Superintendent’s council -- which will be imperative to implementing new initiatives the district
is considering. The IT department has identified some challenges. One of the first was the need
to standardize on an Office Suite, Microsoft Office, throughout the district.

The IT department is very service oriented and staff members have a clear understanding of their
purpose. The perception of the department has not always been positive and staff members are
working very hard to change that perception. For example, they aggressively sought input from
principals, gathering data regarding what principals need from the IT department.

The IT staff’s commitment also is apparent when looking at the increased emphasis on customer
service and desire to respond to needs in all areas of the district.

The review team noted the district has some security issues, including the lack of individual
accounts for faculty and students and the lack of anti-virus software. The district is rolling out an
integrated active directory and open directory to accommodate both Apple and Windows-based
computers. IT is also implementing a way to manage all desktops remotely and finalizing a
decision on anti-virus software.

COMMENDATIONS

a. Imaging software is used to roll out new computers.

b. The district recently purchased a new uninterrupted power supply (UPS) which
allows systems to stay running during a power failure.

c. The district has also invested in the web site and the infrastructure to support it which
will improve availability.

Specific Operational Area Reports 19



OPPORTUNITIES FOR IMPROVEMENT

The Technology department offers professional development on desktop applications
and eSIS (the student information system used by the district). An overriding theme
throughout the business office is the need for professional development on business
office systems including IFAS. There are concerns about the integration of systems.
When purchasing new software, the district needs to consider the integration of the
software with existing systems. We recommend the district employ an IT/Business
Systems Analyst to support all of the business office systems and to write reports.
This person would also serve as a liaison between the IT department and the Business
Office. IT needs to be included in all decisions regarding software and systems
purchases as well as construction.

a. IT support at the building level needs improvement. Currently, the district uses a
process of Technology Facilitators (teachers who are provided a stipend for
performing technical support duties). The level of service provided by these
individuals is inconsistent. Each facilitator needs to be held accountable for a
specific set of tasks. We recommend implementing an automated Help Desk
ticketing system. This will allow district staff to input trouble tickets which can then
be assigned appropriately and staff can be updated throughout the process. The IT
staff can also provide metrics to the district to indicate their level of service.

b. Included in the Technology Plan is a 5-year replacement cycle for computer
equipment. This was not an approved portion of the current technology plan for the
current fiscal year due to the associated cost. However, the district will need to
commit to a replacement plan and add a line item to the annual budget to provide
funding. Equipment needs to be replaced to keep systems current and functioning at
the level necessary to support educational initiatives.

c. The district’s disaster recovery plan hasn’t been updated recently - however the IT
department has established this as a current project. We recommend this project be
completed during the course of the current fiscal year.

The Team involved in this aspect of review of the self-evaluation survey of the Administrative
Practices and Procedures, including Technology, left with a complete understanding of the
associated goals, commitment, and processes utilized by the Beaverton School District leading
toward the ultimate goal of attempting to be “the Best.” In this area of the Survey, the Team
finds the methods in place to be exemplary, and with the commitment of the staff, all goals can
be achieved.
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Financial Planning, Accounting and Reporting

Competent financial management is the hallmark of any successful business operation. The
operation of public education is a business of the first magnitude. As demand for public service
increase, revenue decreases, and citizens demand accountability, it is imperative that
educational leadership provide efficient, effective and economic school services.

This section of the report reviews the budgeting, accounting, payroll, purchasing and other
financial management functions of Beaverton School District.

Team Members

Laura Cowburn, PASBO
Laura holds a Bachelor of Arts degree in accounting from DeSales University and has
worked as a school business manager in Pennsylvania schools for 26 years. During her
career, she worked seven years at a vocational-technical school, nine years at East
Stroudsburg Area School District, a rapidly growing district, and 10 years at Columbia
Borough School District, a small poor urban district. Laura has performed two business
office reviews in conjunction with PASBO.

Claire Hertz, OASBO
Claire is the executive director of business services in Newberg School District. Her
career spans 25 years in school business and management beginning when she was the
fiscal accountant for the Roseburg School District. In addition to her work as a business
official, Claire has been an active member of OASBO since 1994. She has served the
organization as a committee leader and is now president elect.

Mike Schofield, OASBO
Mike is a certified public accountant, Oregon municipal auditor, and retired business
manager. He has been business manager for a small rural education service district
(ESD) as well as a large ESD in northern Oregon. Following his retirement, Mike has
served as interim business manager in a small school district in Southern Oregon and
currently provides regional audit services for the High Desert ESD and their component
districts.

Brent Peterson, Consultant
Brent currently works for West Coast Investment Services and has14 years’ experience in
capital markets. He currently holds licenses for series 7, 63, and 65 securities as well as
Oregon life and health.

John Tapogna, Consultant
John is a managing director at ECONorthwest. He has provided economic, budgetary,
and analytic support to national, state, and local governments in the United States and
overseas. John was a budget analyst at the U.S. Congressional Budget Office, where he
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forecast the nation's welfare spending and estimated the cost of key congressional
legislation. At ECONorthwest, John has developed a practice related to low-income wage
policy, welfare reform, child-support enforcement, and education. He serves on the
boards of directors of Children First for Oregon and of the Portland-area 211 information
and referral line.

Interviewed

Gayellyn Jacobson, Senior Budget Accountant

Kim Overhage, Budget Committee Chair

Jan Winthrop, Payroll Coordinator

Claire Doolittle, Finance Coordinator

Joanne Ossanna, Administrator for Business Services
Kim Haskins, Elementary School Principal

Janice Essenberg, Chief Financial Officer

Mary Hawkins, Secretary to Regional Administrator
Joan Lattner, Human Resource Operations Supervisor
Dick Steinbrugge, Executive Administrator for Facilities Development
Eric Wicks, Purchasing

Site Visits
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All interviews were conducted at the District’s central office.
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General Observations

The team observed many successful practices in every function, beginning on the eve of the on-
site visit when staff presented the “Fall 2007 Goals Report” to the board. The goals report
reflects the gathering of data to determine strengths and weaknesses of the education delivery
system throughout the district. Examples of success show that staff make a concerted effort to
ensure each child receives appropriate education opportunities.

One example of striving for quality is the Innovative Process Team (IPT), which functions as an
intake group or sounding board for obstacles and difficulties experienced by staff. Many of the
staff interviewed felt the IPT provides an effective way to overcome challenges faced by the
district.

When discussing areas identified by staff as needing improvement, team members were told that
great strides are already being made in many of these areas. Changes in personnel brought a
more critical eye to existing systems, more openness to suggestions, and a desire to work toward
collaborative solutions.

COMMENDATIONS

The review team found a common theme among those interviewed — improved communications
and attention to customer service are long overdue and welcomed.

Central office staff focus on identifying problems and finding solutions. For example,
coordination between Payroll and Human Resources is an issue, and one of the solutions is
scheduling meetings of these departments on a regular basis, which is improving communication
and collaboration.

The business office submits the district’s Comprehensive Annual Financial Report to the
Government Finance Officers Association (GFOA) and the Association of School Business
Officials International (ASBO) for consideration of award of the Certificate of Excellence (COE)
in Financial Reporting. Beaverton School District has received these prestigious awards and
recognition for the past 27 and 26 years respectively.

OPPORTUNITIES FOR IMPROVEMENT

The district’s grant program could be improved with the addition of a staff person responsible for
writing grant applications and overseeing grants. The district’s grant-writing capacity and ability
is self-described as “weak.” This position would increase capacity and ability to review
processes used by staff to account for grant funds. For example, the process used at the school
level to track Title | expenditures is a manual system. This is cumbersome and time-consuming,
and hasn’t been addressed due to a lack of staff and time to adequately review the issue and
options with IT. Hiring a grant specialist would facilitate automation of this process by
providing the staff necessary to review, recommend and implement a new process for tracking
Title | expenditures.

Specific Operational Area Reports 23



BUDGET and FINANCIAL PLANNING

General

Those interviewed regarding the budget process considered the process a success because money
is matched to district goals. The budget process utilizes a resource allocation methodology
(RAM) that allocates funds to schools according to enrollment, poverty, mobility and the impact
of specialized programs.

An enthusiastic chairperson and dedicated Budget Committee make the process one of total
collaboration not only among staff but also among community, parents and stakeholders.
Through this open, collaborative process, all stakeholders apparently feel involved and
knowledgeable about the goals, objectives and strategic direction of the district.

The annual budget is an exemplary document which reflects a multitude of best practices.
COMMENDATIONS

Use of RAM has made great strides to improve the relationship of budget to needs and drew high
praise from people inside and outside the central office. The mobility weighting factor, which
considers the mobile nature of the district’s student population, was identified as a particularly
important characteristic in interschool allocations. Other factors such as poverty and the impact
of special programs are described as invaluable to the process as well. The system is more
transparent, equitable, and flexible than its predecessor. It demonstrates flexibility meeting the
diverse needs of every child, even when those needs are identified late in the budget process.
Several examples were cited by staff interviewed, and reflected in these words from the budget
committee chair: “The money is to be matched with the district goals”. A sample of the RAM is
attached as Appendix E.

District business office staff members are to be commended for their revenue/expenditure
forecasting method and focus on sustainability of programs and services. The forecasting
method is solid and staff should continue to update it on a regular basis.

The IPT (Innovative Process Team) model is an excellent process for developing budget
priorities. It allows any area to bring forward their needs or initiatives and compare them to
others. It was evident to the review team that this process includes attention to actual needs and
directs the flow of dollars to those needs while providing full disclosure of budget adjustments.
The review team suggests the IPT model be expanded to discuss continuous improvement in all
business practices. For example, it could be a forum for discussion of the payroll processing
improvement opportunities identified within this report.

OPPORTUNITIES FOR IMPROVEMENT

The board chair indicated that one of her major concerns was “administrator burn-out.” Staff
members throughout the central office and district are highly committed to BSD, each other,
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students and community. As a result, it is common for staff to work extremely long hours on a
continuing basis. One of the specific areas of concern identified was the overall budget process,
which is labor intensive, beginning in November and continuing through spring. The following
recommendations could help expedite the budget process.

b. Accurate, timely information is critical to the budget process. A review of the duties and
responsibilities of all participants, the overall process and interdependency of the budget to
the data provided by departments and schools, will facilitate fluid preparation of the budget.

c. The budget calendar has extremely tight deadlines. The IPT has met throughout the year to
identify ways to improve time lines and procedures for the 2008-09 process. We recommend
that this review and implementation of appropriate change be continued annually.

d. Enrollment for the Options Program is too late for the current time line and requires the
budget allocations to be redone. This further complicates timely budget completion. We
recommend that an enrollment projection be used for allocation to the Options Program and
that RAM retain 2% of Allocated Person Units (APU) and budget allocations rather than the
current 1%. These funds can then be reallocated October 1 based on actual enrollment.

Other recommended changes to the RAM formula include:

= Adjust staffing allocations for regular classrooms as special education students are
mainstreamed into regular classrooms. A similar adjustment has already been made
in non-salary allocations.

= Review current budget allocations in Title schools in the areas of secretarial and
custodial staffing. Student and staff needs differ sufficiently in these schools to
warrant consideration of additional secretarial and custodial staffing.

=  The district should review the budgetary allocation model as it relates to the
maintenance and facilities budget. Consideration should be given to items such as
allocations for custodial services and small projects. Department resources appear to
be allocated in a reactive rather than proactive mode. A proactive model will align
expenses with anticipated and planned expenses and facilitate development of a
preventive maintenance program.

The RAM model measures input; the next logical step is to measure or benchmark output.
Outputs include human capital, students, test scores, and teacher tenure. Some adjustment needs
to be made to account for the 30 percent turnover of students each year.

Finally, we recommend the district establish an electronic means for schools and departments to
input budget changes for budget line items in their control. (For example, the principal needs to
move $1,000 from consumable supplies and materials to non-consumable supplies and
materials.) In conjunction with development of this electronic process, the district should review
current policy and administrative rule regarding budget implementation to insure it provides
adequate checks and balances for this type of system change.

Specific Operational Area Reports 25



ACCOUNTING and PAYROLL
General

The caliber of staff in the business office reflects a great deal of knowledge and expertise.
Hiring seems to focus on employing individuals trained and qualified to hold these positions and
capable of making a difference.

None of our interviewees indicated they wished they had more information or that the
information came to them in a different format. In fact, interviewees were quick to indicate that
“the business office will get me whatever | need.”

COMMENDATIONS

Every business office staff member interviewed commented on how extremely collaborative the
business office staff is. Staff members support one another and work together on deadlines,
projects and work flow. A concerted effort is made to work for the benefit of schools. Synergy
and camaraderie seem to be characteristic of the accounting and payroll staff.

The accounts payable function in the business office pays vendors and contractors timely and
efficiently.

Based on the complexity and sensitivity of the information the business office staff deals with,
and the lack of a truly seamless system, they are very efficient. Accounting staff are currently
writing a policy and procedure manual which we recommend be reviewed annually and modified
as needed.

OPPORTUNITIES FOR IMPROVEMENT
Systems

While there was criticism of the IFAS financial system by some of the interviewees, it should be
noted that staff also recognize this is a very sophisticated system that requires ongoing data
analysis. IFAS is not a pick-it-up-and-use-it system, but it is extremely powerful and can be
customized to district needs. Staff has discussed the possibility of contracting with software
vendor, Sunguard-BiTech, to review the district’s current operations and recommend ways to
improve utilization of the software. The focus seemed to change during the course of our review
from trying to work with IFAS to seeking another financial software system.

We recommend BSD investigate whether the current system can be more efficiently utilized to
meet the district’s needs. This study should be completed prior to making the decision to change
software, as significant labor and expense have been put into the existing system. We also
recommend that the district hire an 1T/Business Systems Analyst dedicated to the needs of the
business office. Staff could be better utilized with fewer manual processes, many of which an IT
person could automate. For example, an electronic time-keeping system could be used to track
hourly employees. The time-keeping system could interface with IFAS and save considerable
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staff time currently spent calculating hours worked and entering them into the payroll system.
We further recommend housing the IT person in the business office and not in the Technology
Department to facilitate direct daily communication with business staff. A similar
recommendation can be found on page 20.

Payroll
COMMENDATIONS

Division of duties among payroll staff facilitates extensive cross-training within the department.
The department includes a cohesive group that works well together. Payroll pays approximately
4,500 employees each month. Staff members understand the importance of their positions within
the district and their responsibility to ensure proper and timely payment to employees.

OPPORTUNITIES FOR IMPROVEMENT

Interviewees consistently noted communications between payroll and human resources as an
area of concern. The Human Resources Department and IT Department are on one end of the
central office building, and the business office and payroll department are on the other end, split
by Teaching and Learning. This set-up is not conducive to communication and collaboration.
Reconfiguring office space to bring human resources and payroll staff closer together would
enhance communications and allow better access to shared resources, thus preventing document
duplication and streamlining operations.

Staff members voiced concern about how individual employee changes are made in the human
resource office as payroll processing is under way, causing misinformation or coding errors to be
generated in payroll. Human resources staff can make changes to records affecting the
processing of payroll. In some instances, these changes created errors in payroll. For example,
human resources can delete pay assignments in the database even though pay assignments are
needed to calculate contract adjustments in payroll.

To minimize these problems and potential errors we recommend the following:

a. Human resources staff should understand the impact their changes can have on the
processing of payroll. This may require additional training for both human resources
and payroll staff on the relationship of shared records within IFAS.

b. Establish a “no changes” deadline for the processing of payroll. After this date, no
changes may be made to the database until payroll processing is completed. If a
change must be made, the system should allow for clear communication of the change
between human resources and payroll prior to the change being made.

Designated paydays should be realigned to more closely match the periods worked by
employees. A recent IRS announcement suggested school employees should be paid during the
periods actually worked or a condition of deferred compensation may occur under Section 409A
of the Internal Revenue Code.
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Classified employees who have extra-duty assignments or receive stipends must be paid
overtime for hours worked in excess of 40 hours per week. In addition, these employees must be
paid at least minimum wage for the hours worked. The Bureau of Labor and Industries (BOLI)
requires that actual hours worked be documented for all hourly non-exempt employees. There
was some concern voiced that principals — eager to employ classified staff at a fixed fee — create
artificial hours that match the available stipend rather than reflect the actual hours worked.

There are two distinct issues that must be addressed regarding this group of employees. First, are
they being paid at least minimum wage for the hours worked and second, are they working more
than 40 hours in the work week? The district should establish clear rules governing stipend
payments to classified staff that are consistent with non-exempt, hourly status. A copy of the
“State Laws Regulating Minimum Wage and Payment of Wages” brochure related to this issue is
attached in Exhibit A.

During the review of policies, the team did not find any policy addressing the potential
overpayment of staff salaries and identifying a collection process under such circumstance. We
recommend the district develop a policy regarding overpayments of salary to employees and
specifically address the process for collection of any such overpayment.

Leave Tracking
OPPORTUNITIES FOR IMPROVEMENT

The district uses three individual leave-tracking systems that are not integrated. There is a paper
system, the payroll system and a Web-based system. Utilization of three separate leave systems
requires substantial staff time for data entry, causes adjustments to be made for many of the
leaves being reported, and requires substantial time to reconcile the three systems.

Employees are given the option of using an attendance system (Subfinder), reporting leave on
paper, or reporting absences through the Web-based system. Subfinder sends data to IFAS and
paper corrections are sent to payroll from schools and departments on a weekly basis. Payroll
corrects the leave in IFAS but not in the attendance system. Paper reporting and telephone
reporting are not posted in the same place so balances on the Web may not be accurate.

We recommend the district review the options available to them through IFAS or the existing
leave-tracking systems, develop one reporting system which is updated prior to payroll
processing and that accurately tracks leave for all staff on a monthly basis.

Purchasing

There are three staff members in the purchasing area, who are very organized and focused on
assisting school staff in making the best purchasing decisions possible. To facilitate this, staff
streamlined the PO process, and instituted an online purchasing process.

The district purchasing policy currently allows for purchasing of up to $50,000 in supplies and
materials without a formal bid process and board approval. Statute currently provides for the
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purchase of up to $150,000 in supplies and materials, without the need for a formal bid.
Maintaining such a low dollar threshold in district policy requires significant additional time on
the part of staff in developing, administering and awarding bids. This low threshold also limits
the districts ability to acquire supplies and materials in an expedient manner.

COMMENDATIONS

Purchase requests are routed by the purchasing staff for review prior to purchase order approval.
Staff recommendations are made if quality merchandise is available at a lower price than the
purchase requisition reflects.

Many contracts are posted on the district Website, available to school staff as they make
purchase decisions for their building and department needs.

Extensive use of “piggyback” contract provisions of other governmental agency contracts is a
common practice in BSD. This allows the district to purchase without repeating the competitive
process conducted by other agencies. BSD also includes the ability for other districts to
“piggyback” their contracts. This practice can save significant time and allows all participants to
benefit from the larger purchasing power of the group. One caution regarding this practice is,
beware of surcharges and fees associated with this practice. Piggyback contracts may include
surcharges or fees that reduce actual or potential savings to the district.

The district purchasing manual is “user friendly” and is posted on the district’s Website.
OPPORTUNITIES FOR IMPROVEMENT

We recommend that BSD increase its current purchasing limits within board policy to current
statutory limits. Aligning purchasing limits with statutory limits in ORS Chapters 279 A, B, and
C will allow staff to seek competitive verbal and written quotes without having to wait for
approval at the next board meeting. This may be particularly important considering the
construction activities in progress within the district. A summary of the current statutory
requirements is attached as Exhibit B.

We believe that the addition of a contract compliance specialist would benefit the district in a
number of ways and ensure compliance with purchasing policies and statutes throughout the
district. This position would be available to develop templates for contracts, review the
purchasing processes used by other departments, and provide training.

School Fiscal Items and Relationships

COMMENDATIONS

Business office staff members have done an excellent job of training and supporting school

secretaries in IFAS and business procedures. They maintain ongoing communication in monthly
secretary meetings.
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OPPORTUNITIES FOR IMPROVEMENT

We recommend BSD evaluate the controls and procedures currently used for school cash
receipts and school accounting records. From our initial review it appears that the business
office needs additional staff to adequately oversee school bookkeepers. This is one of the most
at-risk areas for fraud that a district has and requires specific controls and procedures not utilized
in other areas. Districts across the state are looking more objectively at this area as they review
internal controls and establishing additional procedures as a result.

It appeared to members of the team that school office staff members don’t always feel
understood or appreciated by the business office. School office staff members don’t believe the
business office has a full grasp of their duties and responsibilities at the school level. We
recommend that business office staff establish a schedule of spending some extended time in a
school office. It is important for staff to feel appreciated and understood. One of the most
effective ways to communicate what our normal work day consists of is to perform the duties.
Although all staff experience frequent interruptions at times, school office personnel typically
encounter constant interruptions in their daily work. This will bring staff together in a greater
appreciation for their individual responsibilities as well as focus them on looking to creatively
solve some of the difficulties currently experienced within the system.
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Food Services

“Proper nutrition is vital to the learning process. Research shows that students with adequate
diets are better able to focus in the classroom and progress in their studies. (Oregon Department
of Education).”

This section of the report reviews the food services program including planning, governance,
federal requirements, nutrition, service, food preparation, and financial management.

Team Members

Bill Dierdorff, Retired OASBO
Bill Dierdorff has nearly four decades of school business experience in Oregon. His
tenure as the Business Manager for North Clackamas and Reynolds School Districts
covered 36 years. He served Clackamas Community College as Vice President of
College Services for a year and was an adjunct professor for Lewis & Clark and PSU for
20 years. He holds a Bachelor's Degree from OSU and a Master of Business and a
Doctorate of Education from PSU.

Donna Cancio, Estacada School District
Donna is currently employed as Business Manager at Estacada School District.

Dan Beardsley, North Clackamas School District/Chartwells
Employed by the Chartwells Dining Services Company, Dan has been working at North
Clackamas School District in Oregon for the past 12 years as its food service director.
Prior to his assignment at North Clackamas, Dan served as food services director for
various other school districts in the northwest. He also serves on the Oregon State
Commodity Advisory Council, which advises state commodity officials on commodity
food purchases and distribution for Oregon’s nutrition programs. Dan graduated from
WSU with a BA in Business and has over 18 years of hospitality management
experience.

Interviewed
Bud Moore, Deputy Supt.
Kim Haskins, Elementary School Principal
Joanne Hulquist, Middle School Principal
Susan Barker, Administrator for Nutrition Services

Site visits
Jacob Wismer Elementary School
Stoller Middle School
Mt. View Middle School
Beaverton High School
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COMMENDATIONS

The general observation of the review team is that nutritional services staff perform their duties
well. The team notes several areas of commendation:

Student management was very good at all the schools visited. Good adult
visibility/supervision was prevalent.

Customer service at the point of service was very good. The staff was friendly, helpful
and engaging.

The menus offered a lot of variety/choices, including nutritional choices. The quality
appeared good and the students seemed to enjoy the food.

An annual survey is sent to students, staff and parents in order to determine customer
satisfaction.

Purchasing is done centrally and cooperatively with other districts. There appears to be a
need to improve central purchasing throughout the district, but because of the daily
volume and consumable nature of food products, the purchasing function should be
retained within the food service department rather than be added to a central purchasing
department.

OPPORTUNITIES FOR IMPROVEMENT

Many of the following recommendations are based upon the district determining they want to
move from “good” to “great”.

a.
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Styrofoam trays are being used at all elementary schools, and are recycled at a cost to the
district. We recommend a cost analysis be done comparing the cost of buying styrofoam
trays and recycling them, to utilizing re-usable trays.

The variety/choices offered were extensive and may pose a cost detriment to the program.
We recommend a cost analysis be done, examining the current menu with a more stream-
lined menu.

BSD is transitioning to a new point-of-sale (POS) program for improved interface and
reporting. We recommend that every effort be made to ensure the new POS program
interfaces seamlessly with the office accounting and reporting system. This is critical to
both the “front of the house” and “back of the house.”

We recommend that formalized staffing parameters be established to ensure consistency,
equity and cost effectiveness throughout the program. This additional tool can be used
by the district to determine cost effectiveness and program equality. Utilization of the
Productivity Evaluation, comparison of staffing patterns, and other factors such as

Specific Operational Area Reports



Business & Operations Review — 2007 Beaverton School District

serving schedules will provide a broader and more complete picture of the overall
program effectiveness and efficiency. It will also provide site specific benchmarks for
the district over time that will allow development of trend data.

e. Results of the annual survey conflict with input received from the people the team
interviewed (principals, staff, etc.). The survey results generally indicated that customers
were unhappy with the food program while feedback during interviews indicated
satisfaction with the program. We recommend the survey be examined for efficacy. It’s
important that survey participants be knowledgeable about the program’s service via
experience not word of mouth. The survey needs to identify the areas of the food service
program which are not acceptable to customers to allow the district to take corrective
action.

f. Proper nutrition has long been recognized as vital to the educational success of children.
We recommend the district establish standards that tie the food service program to the
support of education. For example:

= Add a before school recess to encourage breakfast participation for free/reduced
students.

= Add snack service for extended day programs.

= Offer grab and go breakfast option for latecomers.

= Work with principals on strategies to have food services help improve the school
atmosphere.

= Provide training to staff on dealing with students and their behaviors.

g. We recommend BSD establish district standards so all schools (new and old) are
comparable by grade-level. For example, all high school cafeterias should have tables
that support social contact including individual chairs. The addition of music or neon
signs can add some real “pop” or “pizzazz” to the serving area. In turn, students find the
space far more inviting, which may stimulate higher participation.

h. We recommend the district develop participation goals for each kitchen. Analyze profit
and loss and participation data by school site to determine strategies to increase
participation where needed while maintaining financial stability within the overall
program. Strategies to consider include promotions, marketing, and delineation of
formats using signage (header and point-of-sale).

i.  We recommend reinvesting in the food service program to increase customer satisfaction,
educational program support, replacement of identified furnishings, including signage,
marketing and customer-oriented changes.

j.  Afinancial analysis should be completed prior to adding any new services (such as

catering at times the kitchens aren’t open) to determine the cost effectiveness of such
service.
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Human Resources and Employee Relations

An essential component of any effective educational program is employment of a sufficient
number of qualified individuals to meet the goals of the district. Effective human resource
management is essential to the district’s success in recruiting, selecting and retaining qualified
staff. In addition, developing and nurturing constructive relationships among district
administration and labor unions supports a stable and productive educational environment.

The review team organized its “commendations” and ““areas for improvement™ in seven
categories, from staff recruitment to how the human resource operation is managed.

Team Members

Lisa M. Freiley, J.D. Oregon School Boards Association
Lisa joined the Oregon School Boards Association staff in September 1990. She
currently serves as the Director of Human Resource Development for OSBA. Lisa holds
a doctor of jurisprudence with an emphasis on labor, personnel and administrative law
from Willamette College of Law. She also holds a masters’ of business administration
from Atkinson Graduate School of Management, where she focused her studies on
human resource management. Lisa has more thanl7 years’ experience in human
resources and labor relations in Oregon schools.

Margaret McMinn, PASBO
Margaret began her career in Human Resource Management in 1997 with the
Commonwealth of Pennsylvania, in Harrisburg, PA., where she served as a labor
relations specialist for the governor’s office of administration in the Bureau of Labor
Relations. She worked with 26 state agencies, overseeing day-to-day labor/management
issues, contract interpretation, and grievance administration. She also handled various
provisions of contract negotiations and presented arguments on behalf of the
Commonwealth in arbitration hearings. In July 2001, Margaret became the director of
human resources for the Altoona Area School District in Pennsylvania. Margaret earned
her Bachelor of Arts degree at Mercyhurst College in Erie, PA where she majored in
psychology and business; she subsequently earned her Masters’ Degree in human
resource management and industrial relations from St. Francis College in Loretto, PA.

Site Visits
All interviews were conducted in the district’s central office
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Interviewed
Sue Robertson, Chief Human Resource Officer
Mark Moser, Administrator for Licensed Personnel
David Brewer, Administrator for Classified Personnel
Dan Thomas, Risk Management Administrator
Joan Lattner, Human Resources Operations Supervisor
Kelli Aimi, HR Analyst
Julie Huskins, HR Analyst
Joan Turner, Contract Center
June Yi, Personnel Specialist
Jason Peterson, Personnel Specialist
Johanna (Hanna) Vaandering, BEA President
Steve Specht, OSEA President (was unavailable during the review process)
Candace Stevens, Administrator for Professional Development
Betty Fladd, Mentor Teacher Program
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Seven areas of commendations, areas to improve

1. District effectively and efficiently recruits hires and retains qualified personnel.

This element looks at the methods of recruiting, the process used to hire personnel and the ability
of the District to retain the employees it hires.

COMMENDATIONS

a. The district uses a variety of methods to recruit staff, specifically licensed employees
— including job fairs, teachers on special assignment (TOSAS) and electronic posting
of positions. The staff has done a good job of preparing for and using job fairs.
TOSAs’ enthusiasm results in a more successful recruitment process. It is clear they
love teaching and are big supporters of their district. This level of passion and
enthusiasm is contagious and will result in candidates giving the district more than a
passing look.

b. “Grow your own” programs are excellent ways to fill positions. These programs
reduce recruitment costs and result in employees suited to the organizational culture,
who are more likely to stay in the district.

c. Given the large number of staff recruited each year, it is imperative to have an
effective and efficient method for gathering and screening applications. All
applications are electronic. Access is set up so that administrators and supervisors can
review applications online. The district is in the process of moving to the online
service EdZapp for accepting and screening teacher applications, which will further
enhance its ability to process, sort and evaluate applications effectively and
efficiently.

d. Selecting candidates with the actual skills and abilities suited to the position is
difficult in the best of situations. Research supports the idea that, the more an
employer is able to evaluate specific skills and abilities which will be used on the job,
the more likely a good selection will be made. The district’s use of performance-
based interviews for selection of administrators is a good way to evaluate candidates’
skills and abilities. The process should be continued and expanded as appropriate to
other employee groups (e.g., teaching and classified positions).

e. Studies show use of mentor programs can improve new and beginning teachers’
connection to the profession and the district itself. The district operates a mentor
program, which meets many new teachers’ needs. Mentors help locate necessary
materials and introduce new employees to building culture and practices. Many of the
mentors have completed the Critical Friends Group Training, which focuses on
communication skills for working with the new teachers. The program is perceived to
be effective, based on the survey conducted by the district, although results may be
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skewed as all employees are surveyed even if they have not participated in the mentor
program. This problem can be alleviated by modifying the method of collecting data
from participants.

BSD provides orientation programs for new employees. There are 10-12 orientations
conducted by HR department staff throughout the work year. These orientations assist
employees in completing necessary paperwork and provide guidance to employees
about how things work in the Beaverton School District.

OPPORTUNITIES FOR IMPROVEMENT
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a. The hiring process is extremely decentralized within the Beaverton School District.

Some element of decentralization is essential given the number of positions that must
be filled each year. The HR department makes training available to the administrators
and supervisors responsible for screening, interviewing and selection; however, there
is no requirement for them to participate.

After initial applications are processed, there is no further oversight by the HR
department. Unless requested by the administrator/supervisor, HR doesn’t screen
interview questions used at the building level; references are checked by supervisors
and building principals with no follow-through of information or documentation of
conversations back to the HR department. Upon completion of the selection process,
most documents are destroyed; none are forwarded to the HR department for
retention.

All of these practices come about in an effort for the district to conduct an effective
and legal hiring process. Hiring processes must be consistent, equitable and effective
in selecting appropriate candidates to fill positions; comply with all relevant state and
federal laws; be legally defensible; and be comprehensive while consuming the
fewest resources.

BSD’s approach probably meets one of these criteria — it makes efficient use of
district resources. There is no ability for the district to ensure consistency in criteria
used for selection, the legality of interview questions, or the legality of information
requested or received from reference checks. No documentation is submitted to the
HR department when the process is completed. Because negligent hiring is an area of
growing liability for employers, the district must maintain documentation to support
the decision made at the building level. The lack of documentation hurts the district’s
legal position and is out of compliance with State records-retention requirements.
(See Exhibit D)

We recommend the following to BSD:

= Retention within HR of all documents involved in the selection process including
applications, letters of references, interview questions, notes, performance-based
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tests, information received from reference checks, and any document that contains
information about candidates and the selection of the employee hired.

= An HR staff member should review interview questions or any other selection
process to be used in screening candidates.

=  Standardized questions should be developed to assist supervisors and
administrators in conducting reference checks. In addition, selecting reference
contacts should be coordinated by HR staff. Finally, information received during
the reference checks (completed forms) should be returned to the HR department.

b. High staff turnover is a resource drain in both direct costs (recruiting, training, hiring
temporary staff) and indirect costs (reduced productivity, loss of organizational
culture and staff morale). Retention of staff was consistently mentioned as an area
that needs improvement but data upon which to base change is lacking. For example,
data does not exist to indicate how many of the staff left due to retirement as opposed
to taking a position in another district.

1. We recommend creating a system that allows the district to track turnover rates by
position and/or employee group. The system should include which positions are
being left, why the individual is leaving (e.g., retirement, medical and/or family
issues, work-related issues, etc.), and how long they were with the district.

The district needs to evaluate this data and look for trends: Are there positions
you have trouble keeping filled? Do employees tend to stay for the same length
of time before they leave? Do employees seem to be leaving for similar reasons
(like receiving more pay or better working conditions)?

Employee retention can be measured in a couple of ways; both provide valuable
information and can show trends. One is to look solely at separation rates. This
can be calculated district-wide or by department or position. The broadest
measurement bases the calculation on the total number of employees who have
left the district. An alternative measurement uses voluntary resignations only;
some people believe the inclusion of unavoidable or anticipated employee
turnover leads to misleading results. It is important to recognize that merely
calculating the separation rate ignores the distinction between losing new
employees and experienced employees, who can be much more difficult to
replace.

Calculating separation rates gives you the number of employees leaving in a
period as a percentage of the number employed during the same period, (usually
on a quarterly or annual basis). Unless there are special circumstances, such as a
sudden large increase in the size of the workforce, the average number of
employees working is calculated by taking the number working at the start of the
period plus the number working at the end of period and dividing by two. For
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example, BSD had 498 employees at the beginning of the quarter and 502 at the
end of the quarter. The average number of employees working during the quarter
equals (498+502) = 1,000 divided by 2 = 500.

Formula to calculate the separation rate:
Number of employees who have left the District

Average Number of Employees Working
During the Period x 100 = Separation Rate

Calculating the workplace stability rate can be equally valuable in analyzing
employee retention. The district’s stability rate measures the extent to which
experienced employees are being retained.

To calculate the stability rate:
Number of Employees With

One or More Years of Service
Number of employees 1 year ago x 100 = Stability Rate

We were unable to locate a collection of Oregon specific data which can be
utilized to determine benchmarks related to separation rates or stability rates.
National statistics indicate a range of eight to seventeen percent turnover rates in
public education. According to an August 2005 Issue Brief published by the
Alliance for Excellent Education (AEE), the average cost of replacing a teacher in
Oregon was $12,700. (This calculation was based upon salary data from 2002-
03.) AEE also reported that 12.9% of teachers in Oregon left their districts during
the 2002-03 School Year.

According to a teacher follow-up survey published by the National Center for
Education Statistics (NCES) in January 2007, approximately 16% of those
teachers surveyed left their district the previous year. Of those who left, about
half indicated they moved to another district and the remainder indicated they left
the profession. NCES also reported that 55 percent of teachers with less than
three years experience left their districts between 2003-04 and 2004-05 to go to
other districts. During the same time period, 45.8% of teachers with more than
three years experience left for another district. Calculation of these statistics will
allow BSD to compare to the national statistics and begin to develop trending data
that will be valuable in the future.

The Annual Employee Survey can be used to gather more comprehensive data
about employees’ perspectives of working conditions: the good, the bad and the
s0-s0. We recommend developing questions seeking employee attitudes toward
working conditions, supervisor roles and attitudes.
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2.

We recommend conducting more consistent exit interviews. Sending out forms to
be completed by the employee leaving the district is a passive method of
collecting data, and, the district gets very few of these forms back. Although
labor-intensive, the best method of gathering the necessary information is talking
with the employee in person. Given the consistent identification of retention as a
problem, it would probably be time well spent for the District to be able to
reliably determine why employees are choosing to leave. Exit interviews could
be conducted by HR staff, or building administrators could be trained to perform
this task.

c. Staffing for the following year is uncertain due to the handling of voluntary eaves of
absence. The HR department does not know whether employees will return from
leave until April because of provisions in current collective bargaining agreements.
This is late in the recruiting season and may limit the districts’ candidate pool. We
recommend trying to get decisions about return to work as early as possible,
preferably by January or February.

d. Development of a more deliberate succession planning program would benefit the
district. The ability to promote from within is beneficial to both the district and its
employees. In human resources, we know the best predictor of future performance is
past behavior, so the ability to identify highly skilled, trained and competent
employees to fill leadership and management positions will give the district the
ability to provide strong, continuous leadership by employees who are culturally
compatible with the district’s management philosophy. Succession plans have the
following benefits for the district:

1.

2.
3.

It allows you to select employees who are already a known quantity in terms of
skills, abilities and work habits;

It reduces productivity loss, because the transition can occur more seamlessly; and
Employee retention may be improved because employees will see their work at
the district as a career rather than experience that can take them elsewhere.

2. The district has an effective and efficient performance management program.

This part of the report looks at the district’s ability to evaluate, improve and correct employee
performance and behavior problems.

COMMENDATIONS

a. The district has been revamping its professional growth and evaluation program, using a
broad-based and inclusive committee with representation from management, the union
and licensed positions (e.g., elementary, subject area middle school and high school as
well as specialists). Committee members feel the process has been good and the product
will be beneficial to the district and licensed employees. The district has been smart in its
approach to implementing the new program, beginning with a few buildings that agreed
to be early implementers. This will allow the district to make modifications necessary to
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fully implement the program. In addition, the district has committed resources, both time
and money, to make this program effective.

The Code of Professional Conduct and Annual Notices are distributed annually to each
employee, including substitutes. This provides a consistent message of the district’s
expectations to all employees.

OPPORTUNITIES FOR IMPROVEMENT

a.

It was not clear there is a comprehensive system to track disciplinary actions district-
wide. It appears most, if not all, classified disciplinary actions go through the HR
department, but licensed disciplinary actions are processed at the building level and only
forwarded to HR if the issue escalates to a level the supervisor feels warrants that.

There isn’t a centralized database where supervisors can review other disciplinary issues
or see if another supervisor is or has dealt with a similar employee issue. It is not
necessary to identify employees involved in the situations, but, recording basic facts and
outcomes can provide guidance for other supervisors faced with similar situations. With a
workforce the size of BSD, and just cause a requirement in relevant collective bargaining
agreements, consistency is crucial. Although the classified contract doesn’t specifically
state just cause is required, the steps identified related to the process for discipline and/or
dismissal mirror the requirements of just cause.

Reliance on anecdotal recollections is the current practice, but with the real possibility of
supervisor and/or HR staff turnover and a large workforce, a more centralized database
would benefit the district.

A challenge for any organization is coordinating overlapping department -- and
Beaverton is no different. Melding staff-development activities of the Instruction
Department with the professional growth and evaluation program of the HR department
so they are mutually supportive and efficient is crucial to developing a highly qualified
and functional staff. Coordinated training and development programs throughout the
district would be beneficial and can be achieved through joint development.

3. District provides a comprehensive staff development program.

This section of the report examines the ability of the district to allocate resources effectively and
efficiently to develop and implement a professional staff development program that supports the
district’s overall mission.

COMMENDATIONS

42

The current professional-development program is comprehensive for licensed, classified and
administrative employees. Examples of these programs: Leadership Academy; Aspiring
Administrators; Summer Institute; Mentor Programs; Professional Enhancement Program
(PEP) in the licensed collective bargaining agreement; and Professional development funds
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in licensed, classified and administrative contracts and working agreements. In addition,
there are opportunities for up to half-time release for projects, in-service days, and
workshops after school available to licensed and targeted classified staff. Finally, each school
also uses its school-improvement plan to identify and target areas for professional growth
and improvement.

OPPORTUNITIES FOR IMPROVEMENT

a. Professional development opportunities are documented in the annual survey which is a
good indicator of which activities staff members find useful. Seeking specific
information from staff regarding the effectiveness, usefulness of the material presented,
and manner in which the training was provided will be beneficial.

b. The review team noted there doesn’t appear to be a human resource department training
program which emphasizes human resources training. The district’s “grow your own”
philosophy is an excellent way to fill positions, reduce recruitment costs and employ
individuals suited to the organizational culture. In these instances, staff may not have
received formal training in the area of human resources. Human resource management is
a highly critical and specialized area within the districts operations. We recommend the
district establish a professional development program which emphasizes training in
human resource management, including the option of obtaining certification in this area.

4. The district has a comprehensive and effective compensation program.

This section of the report examines the ability of the district to develop, implement and maintain
a compensation program that adequately rewards employees for work performed, and is
competitive with relevant labor markets, fair and equitable.

COMMENDATIONS

The district has implemented a classified-employee compensation program (Willis Point
Factor System) that assesses levels of compensation consistently among jobs based on
identifiable compensable factors. Classified employees are involved in maintaining the
compensation program, which increases its credibility and acceptance. The result is a
compensation system that is considered fair and equitable by staff. In addition, the district
conducted a study to evaluate administration compensation and established a pay policy of
positioning itself in the top 10 percent of the relevant labor market.

OPPORTUNITIES FOR IMPROVEMENT

a. Although there is a compensation program for classified employees there is no process
for identifying changes in a job and updating the compensation system. Currently, jobs
are reviewed only if the employee or the supervisor requests the compensation be
reviewed and potentially updated. A couple of solutions are: (1) Develop a schedule and
review its grouping of positions within a set period of time, for instance, each position
would be reviewed at least once every three to five years. (2) Require a supervisor to
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complete and submit a standardized form prior to making any substantial job-duty
changes to allow for consideration of the changes within the compensation system.

Job descriptions are essential to almost every area of human resources: recruitment,
selection, evaluation, training and compensation. Job descriptions detail expectations
(duties), qualities and qualifications of the individual filling the position, areas where
training may be necessary, and how jobs differ, so that compensation can be established
in a fair and consistent manner. Some BSD job descriptions are 15-20 years old. It is
highly likely that there have been significant changes to these positions and that the job
descriptions do not reflect the current duties and the qualities and qualifications of the
individual who fills the job. The format of job descriptions should be consistent;
currently, the format of job descriptions varies depending on how old they are.

The district needs a comprehensive system to update and maintain job descriptions. A
possible solution is to create a review cycle by department to keep the task from being
overwhelming. Each job would be reviewed within a reasonable time (e.g., three years).

5. The district maintains an effective and efficient benefit and leave program.

This section of the report reviews the ability of the district to develop and implement a
comprehensive benefit program that includes appropriate insurance programs and employee

leaves.

COMMENDATIONS

The district’s benefit program includes an insurance and employee leave program that is
comprehensive and competitive with relevant labor markets. It also does an effective job of
communicating information about programs in various formats: in the collective bargaining
agreement, posters in buildings, leave packets, and workshops for new employees.

OPPORTUNITIES FOR IMPROVEMENT
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a. There is acknowledgment that tracking employee leaves needs improvement. The HR

department has already begun addressing the issue by hiring an HR analyst to create a
more centralized tracking system. This project should continue. Currently, the district
does not have the ability to track misuse, abuse, or identify problematic patterns of
absences. Issues with use of leave can cost the district significant resources in terms of
time and money.

Most Oregon Family Leave Act (OFLA) and Family Medical Leave Act (FMLA)
decisions are initiated at the building level. The initial designation and identification of
OFLA and FMLA is completed at the building level by administrative staff. Once that
process is complete, the necessary paperwork is forwarded to the HR department. This
could lead to some legal exposure for the district due to failure to identify all qualifying
events or differing interpretations of what constitutes a qualifying event at the various
buildings. Employers are facing more legal challenges to OFLA/FMLA leave decisions.
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The law is complex and, with each building handling its own leaves, interpretation and
implementation of the district’s leave policy could be substantially different from
building to building. (e.g., how and when to grant intermittent leave, what constitutes a
serious health condition, etc.) Oversight by the HR department would greatly increase the
district’s compliance and consistency of implementation of the OFLA/FMLA.

6. The district maintains an effective employment/labor relations program and conducts
effective labor negotiations.

This section of the report reviews the district’s ability to develop, implement and maintain a
consistent and effective labor-management relationship.

COMMENDATIONS
Interviews with district and association representatives revealed several key strengths:

1. The district works hard and is perceived to effectively include labor representatives in the
initial decision-making process of key decisions (e.g., revision of evaluation program,
instructional time study, and classified compensation committee).

2. When regular operational issues arise, the district and the association work to resolve the
issues at the lowest level. There have been few grievances and no arbitrations. Neither
party perceives the resolutions as being completely favorable to one side or the other. It
appears decisions and resolutions are based on supporting documentation, district policies
and procedures and impact on the district and individuals involved.

OPPORTUNITIES FOR IMPROVEMENT

The district can improve communication on how it expects labor-management relationships
to be handled by all building administrators and supervisors. This could involve some
training in problem-solving and communication techniques. It is important for union
leadership to feel they have been listened to and treated professionally and have a clear
understanding of the district’s interests and issues.

7. The human resource function is managed effectively and efficiently.

This section of the report looks at how human resources supports and furthers the district’s
ability to meet its vision and goals.

COMMENDATIONS

The district shows a willingness to rely on outside sources and technology to improve its
effectiveness — whether it is improving the IFAS program or adding EdZapp to improve the
district’s screening process. The challenge will be adding essential resources without
duplicating existing district resources and maximizing use of all resources.
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OPPORTUNITIES FOR IMPROVEMENT

a. Significant redundancies seem to exist between HR and payroll systems, particularly with
regard to data entry. Among the most troublesome are the leave tracking and payroll
status changes. For an in depth discussion of these issues refer to pages 28 and 29.

b. HR goals don’t seem well aligned with district goals. They identify the need for teacher
quality and indicate "100 percent of new employees will be rated as 'excellent’ or 'very
good' by their supervisors by the annual HR Ranking of New Hires™ and "100 percent of
employees will indicate they are satisfied with their jobs as measured by the District
Annual Survey." These goals are specific, measurable, aggressive (in fact, maybe too
aggressive) and time-bound but not clearly reflective of the HR department or district's
true intention. The true intention is to recruit, retain and develop high-quality teachers.
A goal of 100 percent, excellent, or very good does not reflect the reality that errors are
made in selection, imperfect information is used for making decisions, and some
employees need to leave. A goal of 100 percent, excellent, or very good does not give
credit to the need for the other services the HR department provides (e.g. professional
development). Goals of this nature often lead to over-inflation of evaluations of staff and
leave problems unidentified and unresolved.

c. One of the best ways to remember what goals should include is to remember the acronym
SMART. Goals should be Specific, Measurable, Aggressive yet achievable, Relevant,
and Time-bound. Specific means you need to identify expected results. A detailed
discussion regarding SMART, establishing goals and specific examples of goals are
included in Exhibit C.

d. Employee handbooks are critical documents in any employment relationship to
communicate district expectations, employee responsibilities and rights. Although not
legal contracts, employee handbooks can create a foundation for employee and employer
decisions. Consequently, consistency is necessary regarding some essential elements.
Employee handbooks should be centrally developed with key points that are universal to
all employees. Buildings could then customize the handbooks to meet their unique needs
by adding a section specific to the building. It is important that HR maintain current
copies of all employee handbooks, including those sections added at the building level.
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Maintenance and Facilities

“Facilities problems affect teaching and learning, student and staff health, day-to-day health,
day-to-day building operations, and the long-range fiscal health of the entire educational
organization. To some people’s surprise, facilities problems are less a function of geography or
socioeconomics and more directly related to staff levels, training and practices — all of which
can be controlled by the organization. Thus, every school district should plan to meet the
challenges of effective facilities maintenance. It is simply too big and too important of a job to
be addressed haphazardly.” (U.S. Department of Education, 2003)

Team Members

Al Shannon, OASBO

Al retired in June 2004, after 35 years in the education field. He started his career in 1969
as an accountant at Central Washington University. Moving to Oregon in 1978, Al
became the business manager at Estacada School District. In 1984 he joined the Oregon
Department of Education as a manager in the school district services section. In July
1997, he left his position at the Department of Education and went to work for the
Oregon School Boards Association as their school district services specialist, a position
he held until his retirement in 2004. From 1984 to 2004, Al served as executive director
of OASBO. Sandwiched into his education career, Al spent 26 years in the military,
retiring in June of 2002. Since Al’s retirement, he has worked with various school
districts throughout the state providing interim business and operations services.

Dave Fajer, OASBO

Dave is currently director of business & facilities services at Multnomah Education
Service District in Portland, and OASBO zone 5 director. He served as director of
business services at the Oregon Department of Education and, prior to that, K-12 analyst
at the Oregon Department of Administrative Services.

Wayne McCullough, MBA, PRSBO
Wayne is the director of administrative services at the Southern York County School
District, a position he has held since 1988. He is the author of the PASBO *““Elements of
Facilities Management,” co-author of “Elements of Transportation.”” He received
PASBO’s 2003 Award of Achievement for: ““A Guidance Document for Planning,
Design, and Construction of Major Projects Using the Design Team Concept.”” Wayne
currently serves on PASBO’s board of directors and serves as chair of PASBO’s
Facilities Committee. He has served as team leader for numerous operations and
maintenance studies, including those of the City of Pittsburgh and William Penn School
District (Philadelphia).

Interviewed
Dick Steinbrugge, Exective Administrator for Facilities Department
Jim Owens, Facilities Development Administrator
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Ken Anderson, Maintenance Services Administrator
Carolyn Sloan, Accounting & Property Management

Site visits
Cedar Mill Elementary
Principal: Brian Horne
Custodian: Steve Armony (substitute)
Guidance Counselor: Jan Bankeslee

Conestoga Middle School
Principal: Zan Hess
Custodian: Nick Rotsios

Beaverton High School

Principal: Janice Adams
Custodian: Steve Specht
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COMMENDATIONS

The general observation of the review team is that the Beaverton School District maintenance
and facilities department performs its duties well. There are several areas of commendation the
team would like to mention including the following:

Qualified Leaders
BSD is staffed with exceptionally qualified facilities planning and management leaders.

Pre-qualifying Professional Services

BSD is using an innovative approach by pre-qualifying professional services for
construction design and small construction projects.

Bond Program Reporting

Facilities department uses a graphical executive monthly communication tool, “The
Balanced Scorecard,” for the 2006 bond program which includes budget, schedule,
stakeholders, and overall perspectives.

Total Quality Management

Department staff uses the total quality management (TQM) cross-functional team
approach, including monthly reviews and redesigns. This approach incorporates:

®  Collaboration with building principals in planning and design phase.
" Collaboration with maintenance for sustainability of projects.

Intergovernmental Relationship
BSD has a successful working arrangement with the local parks and recreation district to
share administrative use and costs of recreational facilities.

Staffing in Facilities Development

BSD is adequately staffed to perform implementation of capital bond programs in the
facilities development area.

Staffing Structure in Facilities Development

Staffing structure for facilities development area enhances and promotes team
accountability.

Building Document Maintenance

Demonstrates best practices in building document maintenance, including blueprints, and
operations and maintenance manuals, while optimizing document accessibility and
security.

Maintenance Communication System

Maintenance communication system is tied to local and county governmental emergency
management.
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OPPORTUNITIES FOR IMPROVEMENT
Organizational Structure

We recommended that BSD review its organizational structure, examining the possibility of
having the custodial staff report to the facilities function of the school district. Possible positive
outcomes include:

a. Consistency of training and development to improve skills;

b. Consistency of safety, sanitization and cleaning levels in buildings; and

c. Consistency of staffing levels by building size.

Planned and Preventive Maintenance

We recommended that BSD review the system and scope for documented planned and
preventive maintenance (PM) tasks and procedures for major building equipment. The goal is to
perform planned and preventive maintenance, not reactive maintenance. Perform a workflow
analysis to include resources and staff to perform PM.

PM is the planned maintenance performed on equipment designed to prevent system problems
over the life of the equipment. Corrective maintenance is action performed on equipment for the
purpose of correcting an existing problem. For example, lube a fan motor shaft on a planned and
regular basis. Replacing the same fan motor shaft due to equipment failure is an example of
corrective maintenance.

Improves Performance, Saves Money and Time

PM improves the performance of equipment and leads to fewer building-occupant
complaints. In addition, PM saves money because utility usage is reduced and equipment
repairs and replacement are limited. Generally speaking, PM is much less costly than
repair and/or replacement of equipment.

Equipment failures often lead to loss of educational time and even school closure. As
you begin to implement a PM program, you will find that PM takes less time than
equipment repairs and replacement, thus allowing maintenance mechanics to complete
more work in any given day.

Frequency of Preventive Maintenance

The frequency of PM depends not only on the type of equipment involved, but also on
the environment in which the equipment operates. For example, the cleaning of smoke
detectors is typically an annual job, but experience shows that you must clean the smoke
detector in a wood shop quarterly. The frequency of PM also depends on the value of the
equipment. For example, a 75-ton chiller unit that serves an entire building deserves
more preventive maintenance than a stand-alone direct expansion unit that serves a single
classroom.
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Exhibit E includes a sample preventive maintenance schedule and recommended steps to
develop a preventive maintenance program.

Perform a Workflow Analysis

The goal of the Operations and Maintenance (O&M) program is to convert to a planned
preventive maintenance program. In order for this change to be successful, you must
perform a workflow analysis. Perform a realistic analysis of where and from whom the
work originates for each of the maintenance mechanics. Consider the scenario of a staff
member who was busy all day, but didn’t have the chance to perform preventive
maintenance on any systems in his assigned building. The result is an employee who is
ineffective and a building with more repair problems and building-occupant complaints.
You may ask, “What was the mechanic doing all day?” Probably staying busy, doing
jobs as called upon by the building principal and staff.

Determine a process from which all the work will flow and manage that process. You
will most likely need to make organizational changes, which will be difficult for the
maintenance mechanics involved. Remember the goal is to create a workflow that
enhances planned and preventive maintenance over reactive (“I got grabbed while
walking down the hallway”) maintenance. This requires that preventive maintenance
work be included in the work order process, and that all work be scheduled and
documented. Obviously, the work should not flow directly from building staff to the
maintenance mechanics.

How should work flow through your O & M system? A best practice in facility
management is to have a documented workflow process that is understood by everyone
on the O & M staff and properly communicated to building occupants. Exhibit F
includes the basic elements of a work order system for your review and consideration.

Evaluate use of contracted services

The BSD currently uses outside contractors to supplement in-house operations and
maintenance staff. We recommend BSD periodically determine the costs for in-house
staff to do specific work and compare that to the cost of contracting. The cost of
equipment and training needs to be factored into the analysis, however, cost is not the
only factor in this evaluation, quality is also important. Many school districts pay huge
maintenance contracts for building-control systems. Often, it is more cost effective to
provide training so that each of the maintenance mechanics becomes well-versed in these
systems. Each school district is unique, but a best practice in school facility management
is to evaluate and integrate the use of outside contractors into the O & M program
whenever it is cost effective.
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Conduct performance measurement and tracking

School business today requires that operations and maintenance departments conduct
performance measurement and tracking. Districts need to be accountable for all of the
resources made available to you. Types of performance measurement and tracking
reports you should maintain:

= Open work order report

= Closed work order report

= “Cost per” reports (per student, per square feet, per acre)
= Environmental compliance reports

=  PM reports

= Staff training reports

= Equipment failure and cost associated reports

= All energy usage data

Centralized Key Control
We recommend that BSD consider a centralized key control system versus the site-based
system currently used. Losses of security control and labor costs to re-key are just a
couple of the major concerns with the existing system.

Preplanning and Estimating Staffing

We recommend that BSD consider staffing the function of preplanning and estimating.
The immediate focus is on preplanning and estimating for a possible 2010 bond issue.

Study Funding Levels

We recommend that BSD study funding levels in the operations and maintenance budget
to ensure adequate funding, including staff, resulting from adding building square
footage. The finance team also noted that budgetary funding levels were an area of
concern as they relate to the operations and maintenance department.

Procurement for Summer Projects

We recommend that BSD consider exploring options to ease procurement for summer
maintenance projects, considering the complexities across budgeting, purchasing,
financing and enterprise application functionality. One step that can be taken to taken is
to increase the current purchasing limit of $50,000 to the statutory limits set in ORS
Chapter 279. See additional information regarding purchasing recommendations on page
28.

Staffing Standards
We recommend that BSD apply staffing standards to develop custodial, maintenance and
grounds staffing levels.

Determining the number of man-hours required to complete assigned tasks is an
important and often controversial task. One of the most difficult ongoing challenges for
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school districts is to justify a workforce or request additional staff. Below is an industry-
wide standard formula to assist in making that determination.

Custodians per school building

a. Teacher factor: 1 custodian for each 8 teachers
b. Student factor: 1 custodian for each 225 students
c. Room factor: 1 custodian for every 11 classrooms to be cleaned

d. Square foot factor:1 custodian for each 15,000 square ft of building area
Add numbers and divide by four to determine the number of custodians

Maintenance staffing
Industry-wide benchmarking standards for school district maintenance staffing indicate
one maintenance staff per 110,000-120,000 square feet of school building space.

Grounds staffing
Industry-wide benchmarking standards for school districts grounds staffing indicate one
grounds staff member for each 50-60 acres.

Evaluate Space Needs
We recommend that BSD evaluate space needs for operations and maintenance due to
district growth.

Standardized Technical Specifications

We recommend that BSD continue development of standardized technical specifications
for building projects and developing educational specifications for the same.

Electronic Time Keeping

We recommend that BSD study the possibility of electronic time keeping for hourly
employees.

School districts are turning to electronic time tracking to address several needs. Some
realize that the administrative hassle of managing paper time-slips consumes excessive
staff hours and leads to mistakes. Concerns about time theft also spur decisions to move
to electronic time-tracking. Time theft can be as innocent as rounding up the time they
have been at work or stretching breaks. Even five minutes extra per day can add up to an
extra week of pay per year per person. Multiply this cost across all staff, and you can see
the impact. Most school districts find they need a time-tracking system when they have
about 25 employees.

Budgeting for Small Capital Projects

We recommend that BSD consider a budgeting and allocation process for small capital
projects that occur between normal maintenance and bond projects.
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Polls of school business officials suggest that the prime area for cutting costs in a time of
fiscal pressure is building maintenance and renovation. The U.S. Department of
Education reports that the nation’s educational infrastructure is in deplorable condition as
the result of the pervasive neglect of routine capital maintenance procedures. While we
all understand “Walls don’t make a school; it’s what goes on inside,” programs must be
delivered in buildings with roofs that don’t leak, that maintain adequate air quality
systems, and provide a safe environment.

There is a strong case to be made for capital improvement budgets being the last to be

cut, not the first. This requires planning at least three years into the future preferably
five.
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Suggested Steps for Starting an Ongoing Capital Budget Process

1. | Establish a level of funding

The capital budget should be a relatively stable amount
from year to year. When funding is in place, those funds
should be regarded as being “untouchable.”

2. | ldentify projects to be
included

Projects should be regarded as vital: roofs, pavement,
and mechanical infrastructure are easy sells.
Improvements are harder sells. Additions of athletic
facilities are the hardest. Prevent this from becoming a
“wish list” exercise.

3. | Arrange projects in annual
slots

Consider the following factors when assigning projects to
future years: priority of need; distribution among
attendance centers; repetition cycles; and the target total.
There will be leftover projects, don’t lose track of them.

4. | Adjust to fit the funding
level

The capital budget should be a fixed level of funding that
doesn’t fluctuate from one year to the next. Adjust
project assignments so that annual totals are relatively
constant.

5. | Design an accounting
system

If possible, retain current project surplus in the capital
reserve fund to cover overages in future years. The
cumulative amount can be used to accelerate the program,
deal with emergencies, or react to changed priorities.

Materials management procedures

We recommend that BSD review materials-management procedures and storage, including
district-wide end-use inventory, O&M supplies, and district supplies for potential economies in

storage and distribution.
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Risk Management and Safety

Team Members

Adam Stewart, OASBO
Adam has been a school district business official in Oregon for 20 years. He started his
career with the 300 student Gervais Elementary School District in 1988, moving to the
Scio School District in 1991 and eventually settling in St. Helens where he has been
since 1994. Adam has been an active member of OASBO since 1988, and has served on
various committees and as President in 2001-02.

Tammy Fitch, Consultant
Tammy has been licensed in Oregon since 1979. She holds a B.S. in Marketing from
Oregon State University. Tammy also earned her Certified Insurance Councilor
designation from the National Alliance for Insurance Education & Research. Tammy
assists public entities with budgeting and ethics issues, board member liability,
communications, and workers’ compensation. In addition to her professional experience,
Tammy is a member of National PRIMA and has served as a City Councilor, Rotary
president and high school teacher, as well as, a past board member of a transit district and
Chamber of Commerce. Tammy coordinates the WHA services for many of the larger
public entities. She also oversees the agency sponsorship and involvement with most
associations and presentations on various risk management and safety topics.

Interviewed
Dan Thomas, Administrator for Risk Management
Randall Kayfes, Public Safety Officer
Dan Davenport, Loss Control Specialist
Shelly Seaman, Risk Management Secretary/ Workers” Comp Coordinator
Cindy Eversole, Risk Management Asst., Coverage & Certificate Coordinator
Kim Haskins, Elementary School Principal

Site visits
Stoller Middle School
Asst. Principal: Megan Clifford
Custodian: Jim Capell
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COMMENDATIONS

BSD is staffed with exceptionally qualified risk management & safety leaders.

The risk management department staff members have well defined job descriptions
that clearly delineate their duties and responsibilities.

BSD’s Comprehensive Safety Plan and active approach to risk management stimulate
a culture of safety with employees and students.

Risk Management has created an impressive CD with extensive details on the
District’s exposures, loss runs, and interviews on safety (including the Fire Marshal
and Public Safety breakfast meetings). The CD includes data on all lines of coverage,
enabling the district to market their excess insurance coverage and receive maximum
premium credit for best practices.

BSD negotiated a profit sharing safety bonus in their Liability and Property policies.

BSD’s Loss Control Specialist has a well defined visitation schedule for all facilities
and exposures that addresses areas of greatest concern in order to minimize
exposures.

Both the risk management administrator and loss control specialist are highly visible
in the schools. Their participation includes attendance at Safety Committee meetings,
training staff members, reading safety committee meeting minutes and responding to
site concerns between scheduled visits.

BSD’s Public Safety Officer developed a quarterly public safety breakfast that brings
public safety officials, local law enforcement, and school personnel together. These
meetings encourage conversations on selected topics to develop policies and
procedures to handle various safety issues. The result is a close working relationship
between the BSD and local Law enforcement and other public safety officials.

OPPORTUNITIES FOR IMPROVEMENT

58

a. At the time of our visit there wasn’t a formal program for cross-training between the

workers’ compensation and coverage & certificate coordinators. We recommend a
cross-training plan for the workers’ compensation coordinator and coverage &
certificate coordinator be established, similar to the training plan between the risk
management administrator and the loss control specialist.

We recommend a review of staffing needs within the risk management department as
additional schools and facilities are constructed. Although new facilities are being
constructed and student population grows within the district, staffing in the
department has decreased from four full-time equivalent positions (FTE) to 3.5.
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c. We recommend BSD leverage their relationship with their insurance broker to assist
the district with some of their loss control activities and safety committee trainings.
Rather than attempting to provide all of the training internally, your insurance broker
may be able to provide a variety of resources that would benefit the district.

d. We recommend the district review the benefits of utilizing the “train-the-trainer”
model. The loss control specialist could use this model to train staff at each location
to deal with some of the higher frequency, less specialized issues that arise in their
facilities (i.e. ergonomic assessments).

e. The district has been well served by self-insuring up to the State of Oregon Tort
Liability limit. We recommend the district seek quotes from standard carriers every
three to five years for Property, Casualty and Workers” Compensation coverage. This
will allow the district to quantify district savings and ensure competitive pricing in
the future.

f.  While the public safety officer (PSO) has created proactive and effective relationships
with the public safety community, the department is without a backup. We
recommend that BSD look at options to recruit and train other personnel (possible
lieutenants from the Beaverton Police Department) that would work with the PSO for
a year and be available as backup.
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Student Transportation

“Every day of the school year some 255,000 students are transported to and from school in
5,000 school buses. The drivers of these buses need to be capable of giving top-notch
performance while on duty. Every minute a school bus is in operation, the safety and welfare of
every student, the driver, the bus itself, and even the regulation of traffic, depend on the driver’s
skill, knowledge, judgment, and decisions.”” (2006 Oregon Pupil Transportation Manual,
Oregon Department of Education)

This section of the report reviews student transportation, including the methods of transportation
and types of transportation services provided.

Team members

Bill Dierdorff, OASBO

Bill Dierdorff has nearly four decades of school business experience in Oregon. His
tenure as the Business Manager for North Clackamas and Reynolds School Districts
covered 36 years. He served Clackamas Community College as Vice President of
College Services for a year and was an adjunct professor for Lewis & Clark and PSU for
20 years. He holds a Bachelor's Degree from OSU and a Master of Business and a
Doctorate of Education from PSU.

Adam Stewart, OASBO

Adam has been a school district business official in Oregon for 20 years. He started his
career with the 300 student Gervais Elementary School District in 1988, moving to the
Scio School District in 1991 and eventually settling in St. Helens where he has been
since 1994. Adam has been an active member of OASBO since 1988, and has served on
various committees and as President in 2001-02.

John Fairchild, Consultant
John is currently working as a transportation consultant, conducting program evaluations,
business development activities, and management and driver training programs. He has
over 38 years of experience in pupil transportation and holds a degree in human resource
management and an MBA from George Fox University. His experience includes
management of a local school district school bus fleet, work Salem-Keizer School
District developing a pilot program to share facilities with a local transit agency and 10
years with the Oregon Department of Education as State Director of Pupil
Transportation. John also provides consulting services in a number of other states
including California, Arizona and ldaho.
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Interviewed
Bud Moore, Deputy Superintendent
Kim Haskins, Elementary School Principal
Joanne Hulquist, Middle School Principal

Site visits

Mt. View Middle School
Beaverton High School
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General Notes and Observations

The transportation department is an integral part of the Beaverton School District. District
records indicate it provides daily transportation to almost 68 percent of the students enrolled and
over 85 percent of the transportation-eligible student population, which is a high percentage of
ridership. However, given the scope of services identified during this review, the physical
characteristics of the district, the high incidence of arterial transportation and shortage of
sidewalks, a large number of riders is to be expected.

In addition to services offered students based on the distance they live from school,
transportation is also provided to a significant number of students based on state-approved
supplemental plans for hazardous walking areas. Specific numbers were not available, given the
current limitations of the routing and boundary planning software.

Transportation administration staff is viewed by others as hard-working and responsive, but they
spend significant time “putting out fires.” Concerns were voiced regarding the amount of time
principals spend dealing with transportation student management (bus behaviors) rather than
education issues. This may be a result of limited operational standards that don’t align with
district goals. District goals, transportation department goals and individual school goals do not
appear to be congruent. The cost (either money or time) of customizing to school goals is not
considered when new programs are implemented. (i.e., many supplemental transportation plans
exist and are assessed individually.) This report includes recommendations for goal-setting and
district-wide standardization of transportation policies and procedures.

COMMENDATIONS
General Administration

The program management model for the system includes division of duties between a director
and three supervisors. Two of the supervisors direct the operational activities at the Allen and
Fifth Street locations and one supervisor oversees fleet maintenance functions. All managers are
readily accessible to one another and are scheduled to meet at least once every two weeks to
discuss issues, set schedules and ensure consistency of operations.

a. BSD transportation department employs hard-working staff members who are viewed
as very responsive to special problems and situations that arise at the school level.
Building-level staffers said that transportation employees work hard to find effective
ways to provide requested services.

b. The district performs an annual review of hazardous walk areas and then submits
them to the Oregon Department of Education for approval. This practice ensures the
safety of students in geographic areas that are changing rapidly because of new
development.
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Operations and Maintenance of Vehicles

a. The maintenance shop schedules regular staff meetings, producing agendas as well as
meeting minutes.

b. The BSD driver handbook is reviewed and updated annually. We recommend that a
member of the Human Resources department participate in this process, which should
include discussions with drivers and staff.

c. The district has recycling programs in place to address hazardous-waste disposal,
including anti-freeze and waste oil, which is used to heat the vehicle maintenance
area.

d. The district has a dispatcher available daily from 4:30a.m. to 11:00p.m. This practice
provides comfort to drivers and parents with questions or concerns about buses.

Bus Drivers and Training

a. BSD provides security training for drivers and staff that include enhanced training
materials and simulations involving law enforcement agencies.

b. BSD is doing an excellent job with its three-camera video surveillance system and
GPS bus finder software. Bus key security is excellent: keys are handed out only
after a person trained to recognize alcohol and drug-impaired behavior has face-to-
face contact with the driver.

c. Drivers are given medical protocols for riders who have conditions that may require
exceptional response.

d. Awverage time on the bus for general education students is 20 to 30 minutes which is
excellent.

OPPORTUNITIES FOR IMPROVEMENT
General Administration

a. We recommend that BSD develop transportation-department-specific performance
goals that are aligned with district goals and that consider school level goals as
appropriate.

Goal-setting helps to define your department, gives it direction and helps to organize
the actions necessary to reach the district’s mission. Goals also motivate employees
by communicating what the department is striving for as well as providing a process
for recognizing successes and ongoing challenges. Goals support quality and
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productivity improvement and help identify areas in which training or resources are
needed.

As noted on page 46, one of the best ways to remember what goals should be is to
remember SMART, Specific, Measurable, Aggressive yet achievable, Relevant, and
Time-bound. A detailed discussion regarding SMART, establishing goals and
specific examples of goals are included in Exhibit C.

b. Review the purchasing process to ensure the transportation department is in
compliance with all district and state purchasing regulations. District purchasing
procedures should be reviewed with the appropriate transportation department staffers
to ensure that purchases are being made appropriately (i.e., are verbal and written
quotes being obtained as necessary?).

c. Review current systems to ensure that all appropriate and allowable transportation-
related expenditures are being coded to function 2550 (i.e., debt service, human
resources, capital expenses, utilities).

Bus Maintenance

a. Review the effectiveness of the implementation of the Fleet Assist computer system;
seek to set target dates or identify a system that better meets the district’s needs.
When identifying system needs, the district should include automated data entry for
fuel and mileage.

Bus Drivers and Training

BSD experiences difficulty attracting and retaining bus drivers as do other districts throughout
the state. As a result, other certified transportation department staff, are pulled from their normal
duties to drive. These individuals have the necessary training and certification to drive buses,
but pulling them from their normal duties creates a burden elsewhere in the department.

a. We recommend that the department work with human resources and the schools to
develop a program that will attract and retain qualified staff. Look outside the box
and consider things like combining driver positions with summer grounds crews or
other part-time positions to attract individuals who will stick around.

Another consideration might be to use substitute drivers as monitors on buses. This
would provide additional time for the substitute, assist the regular route driver and
support building principals. This could positively affect the retention rate of your
substitute drivers, reduce disciplinary situations, and increase route familiarity for
substitutes.

b. District-wide service standards should be developed to replace building-based

standards. Standardizing discipline practices; time on buses; school principal
expectations; scheduling parameters; turnaround time for route changes; defining
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what is school access (front door, playground or sidewalk), etc. will allow drivers,
staff, students and parents to know the district expectations.

c. District-wide involvement of drivers in the Positive Behavioral Interventions and
Support (PBIS) program is recommended. Some drivers already participate.
Interviews suggest that all drivers should participate in this program.

Driver training was noted as an area of commendation within this report. While the district is
doing an outstanding job in many areas of training, the team has a couple of recommendations:

a. Provide more staff training for drivers on working with the diverse student
populations. Determine training needs and identify tools for effective program
application across the district.

b. Provide additional orientation of new drivers during the school year rather than at the
beginning of the year. Again, determine training needs and identify how to
effectively provide them.

Transportation Operations and Facilities

The physical plant for transportation support is divided between Allen Boulevard, Fifth Street
and the Transportation Support Center (TSC) located off 167™. Each facility provides lockable
parking for school buses, with the largest number housed at the Allen Blvd. location. Keys or
chip-enhanced identification cards allow access to each location and track the date and time of
card use. The Allen Blvd. location has a parking-lot monitoring system as well.

The Allen Blvd. location is the only facility equipped to provide vehicle maintenance and is
staffed by two shifts of technicians between the hours of 5a.m. and 11 p.m. One technician, in
a service vehicle, is dispatched to the other two locations early each morning to ensure adequate
equipment is available for daily routes and to do minor maintenance or repairs requested by the
drivers. In addition to the vehicle repair areas, the Allen Blvd. facility includes a driver “ready
room” and office space for dispatch, training and supervision.

The Fifth Street depot is shared with Nutrition and Nursing Services and houses buses for
students with special needs and some large buses. The bus parking areas are separated by a busy
street, requiring some employees to cross in an unprotected crossing area. No vehicle
maintenance facilities are available on site, but the lot is located a few blocks from the Allen
Blvd. facility. A driver’s room with kitchen, a dispatch area with a good view of one parking lot,
and offices for supervision, training and route support are also provided.

The TSC is several miles from the other terminals and offers more rapid access to the northwest
area of the district. The computer-assisted routing hardware and support staff are located in this
building, as is the office of the director of transportation. Approximately 45 buses are staged at
this location, but no vehicle repair facilities.
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a. We recommend a “big picture” review of the current Transportation operations.
There are efforts underway to develop a new transportation center. One of the
concerns expressed about the current system is less-than-optimal communication
because there are three separate sites. The district needs to determine whether the
communications problem is due to multiple sites or to the communications system
itself.

Ask, “How would we design the transportation facilities if we were starting a new
school district that included the current school-building locations?” If you could start
from scratch without concern for existing facilities, what would you change?
Answers may range from: “Mileage, dead time and service would be enhanced with
three or four regional facilities that serve specific geographic areas within the district
and that are each equipped with a mechanic shop.” Or perhaps the answer is
“Students, staff and patrons are best served by a single facility which houses all
vehicles.”

View the operations from a “30,000-foot level,” then apply SWOT, a strengths,
weaknesses, opportunities and threats model of analysis. (Exhibit G) Other questions
to consider are:

If we are doing a good job now, what is needed to make it a great job? What specific
performance standards and benchmarks can we develop to measure our progress?

How will we know if we are doing a great job? What type of feedback and data
collection processes do we need to develop?

b. Conduct a “needs analysis” of the current computer-assisted routing software to
determine components necessary to deliver required or desired services and
information. For example, can routes for high needs students be packaged differently
so that they are attractive to the more experienced drivers? Would this modification
then provide less experienced drivers with shorter route packages and potentially
alleviate issues with driver retention and student discipline?

c. Include the transportation department in the annual district customer survey. Ask
clear and specific questions that will allow the district to make changes where
necessary. For example, rather than asking “Is the transportation service your student
receives satisfactory?” ask “Identify the aspects of our transportation service that you
believe need improvement.”

Students and Safety

The district has committed resources to video surveillance on its buses. The process has been
ongoing for several years and a number of significant technological changes have occurred. The
camera systems use three distinct technologies from older camcorders to digital recording
devices with extensive memory. The disparity of systems creates the opportunity for operational
issues.
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The newest system uses a third camera for service door and step-well area reviews. This is the
area where most slips and falls, driver student interactions, and unauthorized bus access occurs.

A currently proposed system will link to a radio system and a GPS-based Automated Vehicle
Location technology.

a. We recommend that the district fully implement the video monitoring system on all
buses and develop a plan with target dates for conversion of the older existing
systems to the newer models.

b. A district communication system should be developed to ensure that parents and
appropriate staff are notified before changes are made to routes. For example, a KG
route change put a bus from one school on the same street as a bus from another
school. The “new” bus arrived at a student stop a few minutes earlier than the normal
bus from the student’s school. The student then got on the wrong bus and was
transported to the wrong school.

c. Review the district-level student-management and discipline policies and identify
why an apparent disconnect occurs between drivers and schools.
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