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1 PROJECT CLOSURE REPORT PURPOSE
	Project Closure Report Purpose

	The Project Closure Report is the final document produced for the project and is used by Cabinet and Senior Management to assess the implication of the Council of Great City Schools Audit of Human Resources, to identify strategies and next steps, and formally close the project.





2 PROJECT CLOSURE REPORT GOALS

	Project Closure Report Goals

	This Project Closure Report is created to accomplish the following goals:

· Review and validate the audit findings.
· Outline specific tasks and activities required to address next steps.




3 PROJECT CLOSURE REPORT SUMMARY
3.1 Audit Overview
	Audit Overview

	The Council of Great City Schools has developed a comprehensive review of the Human Resources Department.  The goal of the audit was to provide specific suggestions for restructuring and realigning.  Specific suggestions included:
· Developing and implementing a multi-year strategic plan and action plans with specific target result indicators that are aligned with the district’s ISO standards and district goals.

· Establishing expectations and enforcing results based on performance standards.

· Conducting focus groups and surveys to improve customer satisfaction with human resources.

· Implementing consistent “quality control” of standard policies, practices and procedures.

· Developing a district-wide annual forecasting model for budget and manpower needs based on trend and market data with multiple contingencies for both legislated and board directed revisions.

· Establishing a proactive, results oriented departmental philosophy focused on strategic change management, continuous improvement and elimination of “we’ve always done it that way” mentality.

· Implementing a district model for setting expectations and performance standards based on strategic performance and customer service rather than tactical and transactional operations.

· Implementing a senior level Superintendent’s Compensation Advisory Council charged with making recommendations for district-wide compensation and salary equity that is competitive with the external environment consistent with budget limitations. 

· Establishing an employee workplace satisfaction and retention superintendent’s advisory committee of senior managers headed by the chief human resources officer charged with improvement of district-wide employee satisfaction and retention. 

· Determining the “owners” of position control in both the budget and human resources offices and holding them accountable for both its coordination and appropriate implementation.

· Reorganizing the human resources department according to cross-functional service teams rather than individual “silo” units to insure a balanced work load for all staff.

· Providing, coordinating and communicating to all employees a district-wide training and development calendar of activities and opportunities. 

· Implementing a plan to improve levels of workplace satisfaction in both departments and schools to increase retention and reduce attrition.

· Establishing a service to the customer delivery model as the overriding attitude and performance guide across the district.

· Developing a plan for maximum utilization of IT information and communications systems across the district to improve customer service, operational performance, and employee self-service and reduce reliance on spreadsheets.



	Management and Operations

· Realign major workflow processes according to functional efficiency, value added, customer focus and electronic rather than paper dependent processes to increase productivity and to help manage a constantly increasing volume of work

· Implement revised instructional and non-instructional new hire processes, orientations and induction activities focused on efficient use of time and staff and service to the customer.

· Improve department operations including, but not limited to, use of the following—

· A “hot-line” direct phone line to staffing specialists for principals and supervisors use

· Same day response to principal’s emails and phone calls

· Extended hours of operation during the “peak” hiring season with offices never closed to principals.

· Analyze staff jobs in human resources for higher level skill requirements that exceed current clerical job descriptions to determine appropriate compensation, balanced work loads and that numbers of staff with the required skills sets are appropriately deployed.

· Conduct an internal and external compensation comparison of salaries and compensation to determine “baseline” data for strategic recommendations to improve both internal equity and external competitiveness.

· Develop a prioritized schedule of job evaluations for possible reclassification based on such factors as difficulty to fill and turnover rates for specific jobs and/or job families.

· Develop human resources on-line standard operating procedures and frequently asked questions for internal staff cross-functional training and to facilitate external communications with customers.

· Implement daily cross district “pop-up” departmental and inter-departmental communications to improve understanding, teamwork and customer service.

· Implement a comprehensive performance based principal and assistant principal training and induction program to be completed prior to eligibility for promotion.

· Develop a district-wide training and development program for non-instructional leaders and staff to improve both individual capacity and overall departmental performance.

· Implement a process to purge the employment application data base so that only “active” candidates are listed and to ensure that “code 20” or similar unqualified candidates are deleted.

· Establish a “one-stop” call and service center focused on customer service for both applicants and employees.

· Develop and require both principals and staff to utilize an automated human resources HRMS system in coordination with revised workflow efficiencies to reduce “bottle necks”, improve productivity, efficiency and customer service.

· Consistently utilize large group new hire “one-stop” staffing, placement and paperwork processing that would require new hires to make only one personal visit to human resources.

· Establish a clearly communicated annual schedule for Haberman interviews with emphasis on keeping principals on-campus as much as possible.

· Simplify, streamline and standardize or automate forms and processes requiring multiple signatures to no more than two for processes such as extending pay or assignment of supplements.




Next Steps 
3.2 Audit Update

	Audit Examination

	Project Update:

The Council of Great City Schools reflects many suggestions for the organization and on-going operation of the Human Resources Department.  Among those currently being implemented:


	Recruitment

Implementation of Mission Possible is underway, with a focus on the recruitment of math teachers statewide and through national media venues.   Mission Possible enables a differentiated salary for teachers in hard-to-staff schools, with math a focus at the secondary level (middle and high schools).  A new Mission Possible Coordinator position was funded and staffed effective January 30.  

	Salary

Reclassification schedules have been developed with several scenarios for implementation.

Analysis of staffing specialists and benefits specialists has been conducted by an external reviewer.  As a result of that review, these job classifications have been recommended for an upgrade.



	Staffing and Operations

HRMS has been upgraded with new features for ease of use by the principals.  Training has been conducted with principals and follow up will be done throughout the year.

Signatures for the PS-32 (on-line position assignments) has been aligned to current processes.  

	Employee Relations
The Employee Relations unit has implemented an automated exit interview process to ensure that employees are provided an additional mechanism for providing feedback.

	HRD

The Office of Induction and Support has developed a leadership and succession plan and has submitted that plan for grant funding, as well as added it as an item for the expansion budget.


3.3 Audit Implications and Next Steps
	Project Closure Synopsis

	Human Resource Development Plan Aligned to Thematic and Organizational Goals

1. Formalize a measurable plan that provides specific targets within each unit
· Include forecasts for future needs in teacher, principal, and other certified staff personnel

· Timeline:   May 1, 2007



	2. Reorganize HR to support increasing demands in recruitment, employee processing, and retirement/benefits/workers compensation

· Cross-train specialists to address staffing and peak-flow
· Create an office focused on Information and Technology Systems to develop automation for all external processes (see # 7)


· Timeline:   On-going, beginning in October of 2006



	3. Human Resource Development

· Create an Office of Human Resource Development (See Appendix B)

· Develop an aligned Human Resources Development plan that integrates new teacher induction, leadership succession, and non-certified leadership, and support staff training. (see Appendix A)
· Implement a comprehensive principal leadership succession plan that includes teacher leadership, cohort development, assistant principal development, induction training and on the job support.
· Implement training and support for non-certified leadership that addresses screening, selection, induction of personnel; performance management, including evaluation; priorities management; strategic planning; finance and budgeting, communication with diverse publics, diversity awareness; and job specific legal updates
· Provide on-line, real-time training for new employees (orientation)

	4. Recruitment 

· Increase recruitment and marketing focus by automated e-mail and electronic advertising, print and billboard.

· Cross train all personnel for interviewing

· Create a team of retirees to that can conduct interviews during peak times (both principal fellows and teacher fellows, new recruits, and student teachers)

· Continue to ensure that principals participate in the screening process via a minimum of two interviews conducted bi-weekly or four interviews monthly.


	5. Employee Relations

· Implement a focus on climate and working conditions that addresses climate audits.  Provide support and leadership to improve workplace satisfaction.  

· Develop, implement, and monitor an exit survey and feedback process for teachers exiting the organization



	6. Compensation

· Establish a Superintendent’s Compensation Advisory Council that provides recommendations for salary equity
· Conduct an internal and external compensation comparison of salaries and compensation to determine “baseline” data for strategic recommendations to improve both internal equity and external competitiveness.

· Implement existing salary recommendations
· Uncap steps for those individuals not currently receiving full credit for their prior experience

· National Board for Professional Teaching Standards (NBPTS) pay for educators not teaching 70%.
· Reclassification Recommendations

· Central Office Education Administrator Proposal

· Master Salary Schedule




	7. Automation:  Technology and Information Systems (see restructuring above)
A key recommendation of the HR Audit included automating many functions.  To accomplish this, we recommend either outsourcing the work to be done, or securing the services of a programmer for at least one fiscal year.  That programmer would address the need to complete the following:
· Develop and implement a system for tracking incoming applicants that includes a customer service response (e-mail or letter) to the applicant at each juncture of the application, interview, and selection process.

· Develop and implement an automated system for benefits that includes on-line queries and information to customers needing information regarding benefits, retirement, workers compensation, and disability; develop reporting and tracking system for disability, retirement, workers compensation

· Implement the automated functions of HRMS for position development, approval, and control

· Align the SIMS, Accountability, and HRMS data bases for Value-Added Reporting
· Create automated scorecard for goals and benchmarks.



4 BUDGET IMPLICATIONS 
4.1 Budget Items
	Budget 

	Project Budget Overview


	Human Resource Development

HRD Executive Director for Leadership (school based and non-school based)
· Beginning teacher coordinator (pay an additional stipend to one existing coach to coordinate Beginning Teacher activities)

Training Costs (teacher leaders, assistant principals, new principals, etc)

HRD Support Personnel
Training (Consultants, Program Costs)                                                                                                         
	NA
$3,000 ($250.00 per month X 12 months)

$153,900 (see attached)
$30,000

	Employee Relations

Analysis of data and quarterly reporting                                (see evaluator above)
Development of on-line survey                           



	Salary Schedule 

Uncapping steps

NBPTS pay for educators not teaching

Implementing Reclassification Recommendations

Central Office Education Administrator 
Salary Structure Update for Non-licensed staff

 



Total
	$160,697.21

$61,968.24

$402,934.80

$82,115.03

$13,000,000

$13,707,715.28



	Recruitment 

Retiree Haberman Screeners   

Marketing and advertising                                                      
	$12,000                                                           $150,000



	Automation

Contracted Programmer:

· to develop aligned system for recruitment and follow-up responses

· for automation of benefits     

· for alignment to all existing data bases              

· to complete bridge to HRMS / substitute system               
	$50,000


Appendix A:


GCS Leadership Academy Proposal

The Context

To determine the organizational need over the next five years, it is important to examine the Guilford County Schools (GCS) data.  Currently twelve percent (16) of the practicing principals have twenty-five or more years of experience.  Of that population, approximately eight percent (9) are immediately eligible for retirement (30 or more years).  Additionally, GCS has experienced a stable principal turnover rate of approximately twenty one percent (21%).  These data reflect both retirement and moves out of the district:

	Years
	Turnover percentage

	10/00 to 10/01
	16%

	10/01 to 10/02
	25.24%

	10/02 to 10/03
	23.15%

	10/03 to 10/04
	14.81%

	10/04 to 10/05
	25%

	10/05 to 09/06
	23.48%


Approximately sixty five percent (75 of 115) of our current practicing administrators have been in their present assignment for less than two years.

School systems both nationwide and statewide are addressing the issue of leadership capacity building through multiple strategies.  Many districts are realizing the potential of “grow your own” programs that ensures the support and development of educators within the system with the belief that these individuals are most likely to remain in the district long term.    GCS has initiated one such strategy through the implementation of a masters of school administration cohort program.  To date, seventy five MSA candidates have entered this program, which has been delivered in four cohorts over a four year period, and offered through two universities (UNC-G and NC A&T State University).  Of those seventy five candidates, thirty one are currently assistant principals and twelve are principals.   

To prepare Guilford County Schools for the challenges of the future, a comprehensive Leadership Academy would provide the identification, selection, professional development, and induction support needed to ensure the development of a pipeline of prospective leaders, and the success of aspiring and practicing school leaders.  A Leadership Academy would build a long term approach to develop and prepare teacher leaders, assistant principals, beginning principals and veteran principals.

STRATEGIES

To assist in providing high quality administrative development, four strands are recommended to improve the current succession process:

Teacher Leaders Program

Teacher leaders are elected, appointed or placed in schools.  These leaders consist of roles such as department or grade level chair persons and curriculum facilitators.  These teacher leaders need the opportunity to develop their skills in working with and through teams, conducting effective work session, and managing conflict.  They would be provided Facilitative Leadership training to support their work at the building level.  The first year, all Curriculum Facilitators would receive this training.

Aspiring Leaders Program

Teacher leaders interested in becoming school administrators, and who meet screening requirements, participate in a two-year program to receive a masters in school administration.  These teacher leaders are currently candidates for assistant principalships.  In addition to coursework, the Aspiring Leaders Program would include summer internships as extended summer session coordinators, and internships and job shadowing in at least two levels (elementary and secondary).

Emerging Leaders Program:  The Assistant Principalship

 The GCS has one hundred and six assistant principals with a range of experiences and backgrounds. Of those, seventeen are at the elementary, forty-three at the middle, forty-six at the high school. The assistant principalship is a key training ground for the principalship, providing the opportunity for further development of technical, conceptual, and human resource knowledge and skill.  

Assistant principals will participate in a multi-year process to strengthen their knowledge and skills.  The program will be aligned to the new Administrator Standards, will be problem and project-based, and will address the key areas of instructional, managerial, human resource, and cultural leadership.   Where appropriate, job rotation to strengthen curriculum knowledge and experience will be provided.

Induction Support for New Principals

New principals have a need for focused support and targeted training.  The first year is an intense learning experience, and the need for both formal and informal support is great.  To ensure the success of beginning principals, all first year (first year or new to the district) will participate in a three day orientation program.  This program will provide key information about the district include relevant policies, practices, and processes.  Each new principal will have a trained mentor assigned.  

The training activities will provide a variety of conceptual and technical skills to facilitate the leading and managing of schools in a professional learning community.

OUTCOME

The expected outcome from the succession plan would include higher retention rates of  principals, better qualified pool for future principalships, improved climate at schools.
FINANCIAL IMPACT

The cost for the each of these strands is delineated below:

	Item
	Cost

	Director of Leadership Development
	$85,000

	Teacher Leaders
	$12,925

	Aspiring Leaders
	$43,000

	Emerging Leaders
	$6,100

	Induction Support
	$6,875

	Total
	$153,900


Teacher Leaders

	Required Training
	Description
	Cost

	Facilitative Leadership ™
	Facilitative Leadership is a seminar in which you will explore and refine the roles you play as a leader. This training is organized around "Seven Practices" for involving and empowering others. For each "Practice" of Facilitative Leadership, the training provides a two-tiered learning experience: (1) awareness building, and (2) skill development. In this training you will gain new insights into how to apply the Practices to everyday work situations. Facilitative Leadership is conducted in three consecutive whole-day sessions. 
115 Curriculum Facilitators will be trained 
	$95.00/participant @ 115  = $10,925 + approximately $2000 for person to be trained as trainer  = 

$12,925

	Total Cost
	
	$12,925


Aspiring Leaders

	Required Training
	Description
	Cost

	MSA Cohort Training
	Teacher leaders will be selected to be members of the MSA cohort through UNCG and/or A&T State University.  An application process will identify candidates who will also be interviewed using the Haberman Administrative Interview.
	$2,150.00/ person X 20 = $43,000

	Total Cost
	
	$43,000


Emerging Leaders Program
	Required Training
	Description
	Cost

	Facilitative Leadership ™ (offered for those who have not participated)


	See description under Teacher Leaders Program
	$95.00/participant   (materials) X 20 = $1,900

	Practical Skills for the Administrator
	The focus of this module will be the development of management skills that are required of school leaders. Includes a mentoring component.

	$2000 (HR budget)

	Instructional Leader (Downey Walk Through Training)

(offered by the system)
	Ideas and strategies will be shared for how to conduct meaningful walk-through observations in order to provide quality feedback in a timely manner to enable teachers to modify, strengthen, sustain, enhance, and reflect on classroom practices and instructional delivery. The Downey Three-Minute Classroom Walk-Through text will serve as a resource to this session.

	$60/participants for materials X 20 = $1,200



	UnDoing Racism for School Leaders

(offered by the system)
	In this workshop experience, participants will participate in and be guided through an analysis that will help heighten their awareness of individual, institutional, and cultural racism and how it impacts and frames the work and challenges of an educational system.

	$1,000 printing costs

	TOTAL COST
	
	$6,100


Induction Support for New Principals

	Required Training
	Description
	Cost

	New Principal Orientation
	This orientation session addresses the needs of beginning principals in the areas of data analysis, personnel, budgeting, and school support.  They receive just-in-time information on federal and state legislation, SBE policy, and GCS policies and procedures.


	NA

	Facilitative Leadership ™ (offered for those who have not participated)
	See description under Teacher Leaders Program (for 25 participants)
	$2,375

	Practical Skills for the Administrator (offered for those who have not participated)
	See description under The Emerging Leaders Program.
	$2,000
*paid with HR funding

	Instructional Leader (Downey Walk Through Training) (offered for those who have not participated)


	See description under Emerging Leaders:  The Assistant Principalship

(25 participants)
	$1,500



	UnDoing Racism for School Leaders
	See description under Emerging Leaders:  The Assistant Principalship


	$1,000 printing costs

	TOTAL COST
	
	$6,875


Appendix B:
HUMAN RESOURCE DEVELOPMENT
Executive Director of Human Resource Development
	
	Certified Staff Training Plus Non-Certified Leadership (directors, supervisors, etc)
	Classified 
	Other

	
	Ex. Director-Leadership Development and Support
	Ex. Director-Teacher Induction and Success
	Manager-Classified Staff Training
	ISO Director

	Audience
	teacher leader, assistant principal, new principal induction and principal
	Mentors, beginning teachers, celebrations—teacher of the year, principal of the year, etc.
	Secretaries
	All Divisions and Departments

	Focus
	Succession planning for school-based leadership

Training and support for school-based and non-school based leadership
	Right Start support for first and second year teachers, mentor training; 
	Technology

Customer service
	Planning and process management

	Skill Development
	· Building Culture

· Instructional Monitoring

· Instructional leadership

· Performance Management and Evaluation

· Strategic Planning and Priorities Management

· Finance and Budgeting

· Facilitative Leadership

· Dealing with Difficult People
· Working with Parents, Community
	· Conferencing and coaching adults

· Evaluation

· TESA

· Classroom management
	· Word processing, spreadsheets, data base management

· Conflict Management

· Communication skills
	Strategic Planning

Process Management

	Dispositions
	Cultural Diversity (Undoing Racism)

	Cultural Diversity (Undoing Racism)
	Cultural Diversity
	NA


Include job-specific legal updates for all job categories
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� The International Organization of Standardization (ISO) has set technical standards that deal with quality management systems to improve various aspects of business processes, quality and customer service.
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