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Introduction

Thisreport providestheWest ContraCosta Unified School District with thethird of four six-month
progressreviewsof itseffortsto addresstheimprovement plan recommendationsthat were presented
tothedistrictinthe July 2001 Assessment and |mprovement Plan. TheAssessment and I mprovement
Plan provided asystemic, comprehensive assessment infive areas of district operations:

Community Relaions
Personnd Management
Pupil Achievement
Financid Management
FacilitiesManagement

abrowbdpE

Thissix-month assessment continuesto be based upon the existing legal and professional standardsthat
wereused intheAssessment and | mprovement Plan and that are applicableto al Californiaschool
digtricts. Independent and externa professiona expertsfrom both the private and public sectorsassisted
intheresearch, identification and categorization of the standards utilized in the assessment of the West
ContraCostaUnified School Digtrict.

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

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

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

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

Historical Background

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

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

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

1. UseProfessional and Legal Sandards

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

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

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

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

Partially Implemented (Scaled Score of 1 through 7)

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

1) Somedesign or research regarding the standard isin placethat supports preliminary development.
(Scaled Scoreof 1)

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

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

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

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

Fully Implemented (Scaled Score of 8-10)

A fully implemented standard iscompl eterelativeto thefollowing criteria

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

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

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

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

» CdiforniaSchool BoardsAssociation (CSBA) —Community Relations

*  Schromm and Associates— Personnel

*  MGT of America—Pupil Achievement

e  School Servicesof Cdifornia—Financia Management and Facilities M anagement

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

3. Utilize Multiple M easur es of Assessment

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

4. Empower Saff and Community

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

5. Engagel ocal, Sateand National Agencies

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

Study Team

Thestudy teamwas composed of thefollowing membersfrom FCMAT andthe FCMAT provider groups.
For FCMAT:

Joel Montero

RobertaMayor

LauraHaywood

For CdliforniaSchool BoardsAssociation: (Community Relations)
DavisW. Campbdll JamesMorante

Holly Jacobson Kitty Smpson

For Schromm and A ssociates. (Personnel Management)
RichardA. Schromm Jack M. Weinstein
Michael J. Keebler

For MGT of America: (Pupil Achievement)

JannelleKubinec JoAnn Cox

Karin Bloomer MeganAtkinson

Fred Forrer

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

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

Thisreportisthethirdinaseriesof four six-month progressreviews of the effortsof theWest Contra
CostaUnified School District Governing Board, administrators, and staff to addressthe recommenda-
tionsfor improvement madeinthe West ContraCostaUnified School District Assessment and Im-
provement Plan, first presented to the district by FCMAT on July 2, 2001. Thisreport providesnew
ratingson severa standardsthat werereviewed during thislatest six-month period, and continuing
analysesof thedigtrict’sfisca condition.

TheAssessment and Improvement Plan (July 2, 2001) includesacompletelist of thevariousfindings
and recommendationsfor districtimprovement infive areas of school district operations: Community
Relationsand Governance, Personnel Management, Pupil Achievement, Financial Management and
FacilitiesManagement. FCMAT assessment teamsinitialy visited thedistrict in spring 2001 and
published theA ssessment and Improvement Plan for thedigtrict in July 2001. Thefirst six-month
progressreport, reviewing thedistrict’ s progress on specific, targeted standards, was published in early
January 2002. The second six-month progressreport, published in July 2002, provided an assessment
of additional targeted standardsidentified for thedistrict to address. Thisthird six-month report again
providesan assessment of specifictargeted standardsidentified for thedistrict to addressduring this
latest Six-month period.

Assembly Bill 2265 (Aroner), signed into law on September 22, 2000, required FCMAT to conduct
assessmentsof theWest Contra Costa Unified School District and completeimprovement plansinfive
district operational areas. Thehill also required theteam tofile statusreportsevery six monthswith
variousentities, including the Legidature, onthe school digtrict’sprogressin meeting therecommenda
tionsof theimprovement plans.

Principal Findings

Thedistrict continuesto make progressin addressing many of therecommendationsmadeintheinitial
Assessment and Improvement Plan. The progress made on several targeted standardsare detailed in
thisreport, and the averagerating in each operational areacontinuesto increase. Severa major issues,
however, identified by theassessment teamintheinitia assessment of thedistrict, and noted againinthe
Executive Summary of the second six-month progressreport, continueto concerntheteam aslittle
change has occurred to remedy the status quo in some areas of the Personnel and Financia
Management operational areas. If thedistrict doesnot resol ve theseissues, thedistrict’ sfuturefiscal
solvency will continueto beat risk.

»  Thesecond six-month progressreport noted that the district’sadministrative datasystems
needed to beimproved. A position control system, linking staff positionsto approved
budgetsfor those positions, had not been fully implemented. Thedistrict hasworked with
Bi-Tech and there are now components devel oped for both certificated and classified
positions. Thedistrict hasinitiated the automated position control system, and hasestab-
lished astaff position to check the accuracy of documents exchanged between the personnel
and payroll departments. However, the system hasnot met al of the needs of the Personnel
Services Divison and work with the M1 S staff iscontinuing.
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A number of classified staff have been determined by the district to be short-term empl oy-
ees. These employeeswork amaximum of 75% of theyear and arereleased before
working 185 days. However, many of these employees often arerehired astemporary
employeesfor thefollowing year. Theassessment team believesthedistrict may beatriskin
continuing thispractice. Newly enacted legidation, AB 500, will requirethe Governing
Boardto beinvolvedinidentifying short term positionsand determining ending datesfor
temporary services. Inaddition, thedigtrict’spracticeof hiring substitutesand temporary
employeesto provideextrahep, oftenin unauthorized positionsfor which no budget is
available, needsto be closaly monitored. There continuesto beinsufficient control over the
utilization of subgtitute and temporary employees.

The second six-month progressreport noted that the provision of lifetimemedical benefits
for retireesand dependents, which cost thedistrict in excessof $5 milliondollarslast year,
continuesto posean unfunded liability for thedistrict. Theamount required to fund these
benefitsisfar beyond the scope and fiscal capability of thedistrict. Thedistrict’ sunfunded
ligbility inthisareaiscurrently $257 million dollars. Therising costsof employee benefitsfor
both regular employeesand retireesincreasesthedistrict’sannua cost for the program,
whichwas $6.5 millionin 2002-03 and isanticipated to be $8.5 millionin 2003-04. There
isnolong-term plan to fund theseincreasing costs, and the district needsto attempt to
negotiate the cessation of lifetime benefitsfor new employees. However, thedistrict has
negotiated three-year contractswith employee organi zationswithout resol ving thisconcern.
Included ineach unit’snewly negotiated contract isaclauseto participatein acommittee
processto review these benefitswith the goal of cost reduction and containment. A health
benefits committee has been established. A resolution to thisissue hasbeenleft for future
negotiations, increasng thedigtrict’slong-termligbility intheinterim, and railsing questions
about thedigtrict’ sfuturefisca solvency.

Thedigtrict’seffort toimplement many of the recommendationsin theimprovement planis
hampered by existing contract language. Thedistrict hascompleted negotiationswith the
employee organi zationsfor the year and has not been ableto significantly affect the status
quo. For example, thedistrict has negotiated athree-year collective bargaining contract with
Local One. Therewasno changeinthelL oca One contract dealingwith seniority andits
significancein the selection processfor classified employees. Only mutually agreed upon
Issues can be reopened through 2003-04. For 2004-05, salary plustwo articles per party
will benegotiated. Thiswill probably bethe next opportunity for thedistrict to beableto
negotiatethe seniority-related issues. Atissueisthedistrict’sneedto hirethemost qudified
individual for new positions, rather than themost senior onthesubstitutelist. Thedistrict’s
ability to affect contract languagein future negotiationsremainsacrucia component of
making long-termimprovement inthedistrict’ soperationa efficiencies.

The second six-month progressreport noted that the district and empl oyee organizations
need to understand the multi-year cumulative effects of any bargaining agreements. The
district must not utilize one-timeresourcesfor ongoing costsof salariesor programs. The
review teamindicated six months ago that the district would be hard-pressed to provide step
and columnincreases, let done salary increasesunder current budget conditions, and inview
of thedigtrict’ slong-term unfunded liabilities. Thedistrict hasnegotiated seemingly modest
2% salary increasesin each year of thethree-year contract just negotiated, which amounts
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tomorethanal2% increasein year threeasaresult of cumulative compounding. This
increase may exacerbatethedistrict’ sability to balanceitsbudget in succeeding years. In
addition to preparing multi-year financia projectionsrel ativeto the negotiated agreements,
thedistrict needsto develop amultiyear plan for cost containment and future budget reduc-
tions

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

Executive Summary
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Community Relations

The Community Relationsoperationd areaincludescommunications, board policies, board governance,
community collaborativesand advisory councils. Thedigtrict continuesitscommitment toimproving this
areaof respons bility. The Superintendent’ sfocus on student achievement and community outreach
appearsto be showing positiveresults.

Many of theinitiativesbegun by thedistrict last year are being implemented and are becoming internal -
izedinthedistrict. For example, the“Friday FY " newdetter/email hasshifted to apositive proactive
focus, and along with the Website, pressrel eases and other communi cation instruments, have been
aligned to support thedistrict’sfocus on student achievement. This core message has a so been incorpo-
rated into the expanded communi cation outreach effort to audiences outsidethedistrict. Having acore
message that can be communicated to community groupsisapositiveimprovement for thedistrict.

Most importantly, it appearsthe communi cation tools have becomeintegrated into the every day work
of thedigtrict.

Thedigtrict hasalso made progressin theareaof community collaborativesand advisory councilsin
strengthening thedistrict’ srelationship withitscommunity. Thedistrict hasestablished acommunity
outreach office and hasempl oyed an administrator who isinthe process of structuring and beginning to
implement awork planfor thisoffice. Thedistrict hastaken other organizational stepsto strengthen
their community education and involvement including contracting with aprivate company to ensurethat
School Accountability Report Cards are completed and information distributed in atimely manner tothe
community. School site councilsare monitored and parent education programs provided.

Therehasa so beenred progressmadein updating thedistrict’s policiesand communicating the policies
throughout thedistrict. Policy development has been centralized with the new board chief council. This
hasresulted inamoreefficient policy operation.

Thegreatest positive change has been in the operations of theboard. The current board, accordingto
board and staff, worksextremely well together. They are courteous and respectful of each other. The
board issupportive of the superintendent and staff and triesto be responsiveto district governance
needsaswell astothecommunity at large. The current board membersand the superintendent have
made effective governanceahigh priority.

Thereview of the Community Relations areaduring thethird six-month progressreview period, in-
cluded the assessment of 11 targeted standards of the 60 professional andlegal Community Relations
standards. Theaveragerating of all assessment standardsfor thisoperationa areahasincreased as
seen below, onascaleof 0to 10, with 10 the highest score possible.

July 2, 2001 6.27
January 2, 2002 6.92
July 2, 2002 7.38
January 2, 2003 7.62
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Pupil Achievement

Thedistrict hascontinued to make significant progressin theimprovement of pupil achievement. The
first Sx-month progressreview, in December 2001, placed noted emphasison district planning pro-
cesses. The second six-month progressreview, in May 2002, focused on curriculum management and a
review of categorical programssuch asspecia education, English Learners, and GATE. Thisthird Six-
month progressreview again placesemphasison learning objectives and assessments.

Therearesevera instructional areasin which thedistrict has made noteworthy improvementsover the
past six months. Thedistrict hasimplemented adirected and consistent planning processat both the
district and school sitelevels. Improving pupil achievement hasbeen highlighted asan important goal for
thedigtrict. Somesignificant improvementsincludethefollowing:

*  Thedigtrict hasbegun to implement astandards-based assessment program in mathematics
and language arts. In addition, thedistrict hasintroduced aL anguageArtsimplementation
plan to guideand support improvementsin reading and writing achievement.

* Thedigtrict’sschool improvement planning processisused to focus schoolsonthedistrict’s
strategic prioritiesand providesaforum for discussing and considering datain relationto
student performance and learning goas. Thedistrict hasreceived outsidefoundation re-
sources and technical support to providetraining and continuousimprovement support.

* Thedistrict hasrequired principas, and encouraged teachers, to participatein training
regarding how to use datato informinstruction and hasimplemented aData\Warehouse
systemtofacilitate datadriven decison making.

Someissuesthat thedistrict hasbegun to address but will need continued attention include:

»  Providing adequate counseling servicesat the high school leve.

»  Deveoping standards and standards-based assessmentsin al subject areas.

Thereview of the Pupil Achievement areaduring thethird six-month progressreview period, included
the assessment of 15 targeted standards of the 63 professional and legal Pupil Achievement standards.
Theaveragerating of all assessment standardsfor thisoperational areahasincreased as seen below, on
ascaleof 0to 10, with 10 the highest score possible.

July 2, 2001 2.76
January 2, 2002 345
July 2, 2002 4.24
January 2, 2003 5.03
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Personnel

Personnel ServicesDivison staff membershaveall beentrained inthewriting of goalsand objectives.
Every staff member has devel oped awritten professional goa and awritten personnel professiond
growthgoal.

ThePersonnel ServicesDivision hasdevel oped drafts of three separate employee handbooksfor
certificated, classified and management employees, and has devel oped a Procedures and Policy Hand-
book that containswritten guidelineson the hiring process. 1t also hasimplemented proceduresthat
more closely monitor the promotion and transfer interview and selection process. A reference checking
systemfor classified employeeshasalso been standardized. The Classified Personnel Department has
drafted arecruitment plan and has started expandingitsrecruitment of classified employeesthrough
community-based organi zationsand parent newd etters.

Thedistrict hasbeen working with the classified empl oyee organization to make modificationsto the
collective bargaining agreement. Therewill beapilot summer hiring project, new timelinesonthefilling
of vacancies, expansion of the number of candidatesto be considered when avacancy occurs, and
formation of ahealth benefitscommittee. There have been no changes, however, inthe seniority provi-
sionsof thecontract. Thedistrict continuesto meet over theissue of substitute and temporary employ-
ees, however, thismatter isunresolved.

Thedigtrict currently involvessiteadministratorsin the negotiationsprocess. The Personnel Services
Divisonisplanning to devel op new contract administration material sthat can beusedinthetraining
programsfor managersand Supervisors.

The Personnd ServicesDivisionisconducting contract management training for managersand supervi-
sors. Thegrievance databasefor classified personnel isused to establishtraining needs. Additional
work isneeded in establishing the grievance databasefor certificated personnel and developinga
contract administration advisory committee and producing training materials.

The Personnd ServicesDivision has been upgrading its office equipment with new computers, fax,
scanner, and CD-ROM reader/writer. There continuesto be aspace problem that keepsdivision staff
fromworking inacentra location and preventseasy accessibility toal applications.

ThePersonnel ServicesDivison hasworked with Bi-Tech and the Management Information System
staff to develop an automated system for entering credential sdata, retrieving the data, and developing
appropriatereports. The Personned Services Division hassalary placement proceduresin its handbook
and avail ableto administratorsand employees. There continuesto be problemswith processing classi-
fied longevity incrementsdueto technology limitations. The Division hasbeenworking to maximizethe
applicant tracking capabilities of the district software system. However, there continuesto belimitations
inthesystem’sability to provideinformationin formatsuseful to Personne Servicesand administrators.

The CdiforniaSchool BoardsAssociation (CSBA) hasbeen contracted to update the Board policies
including appropriate Americanswith Disability Act requirements. Medical records need to be sepa-
rated from employee primary personnel files. Specifictraining to interviewsneedsto be developed
regarding appropriate questions concerning physica and menta qualifications.
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Thedigtrict has contracted aconsultant to devel op and update job descriptionsand includethe FSLA
requirement for identifying empl oyeeswho are exempt and non-exempt. Managershave been provided
proceduresfor granting permissionto pay overtimein compliancewith the bargaining agreement.

Thedistrict hasdevel oped andispiloting anew administrators' evaluation process. Classified supervi-
sorsaredtill being evauated on theregular classified employee eva uation form. ThePersonnd Services
Divison plansto develop aformal tracking system to monitor employeeevaluations. TheBi-Tech
system hasthe potentia tofulfill thisneed.

Thereview of the Personnel Management areaduring thethird six-month progressreview period,
included the assessment of 24 targeted standards of the 96 professional and legal Personnel Manage-
ment standards. Theaveragerating of al assessment standardsfor thisoperational areahasincreased
asseen below, onascaleof 0to 10, with 10 the highest score possible.

July 2, 2001 5.30
January 2, 2002 5.83
July 2, 2002 6.48
January 2, 2003 6.84

Financial Management

Inthe second six-month progressreport, it wasreported that the district’ sAss stant Superintendent for
Fiscal Services position wasvacant, the Director of Fiscal Serviceswasout on personal leave, andthe
Internal Auditor wasassigned additional respons bilitiesbeyond what was contained inthejob descrip-
tion. Despite these obstaclesto overcome, the district demonstrated progressin thetargeted standards.

Thecurrent review found that anew A ssistant Superintendent for Fiscal Serviceshad been hired
effective duly 1, 2002, who now reportsdirectly to the Superintendent. The Director of Fiscal Services
hasreturned, and the position hasbeen changed to Director of Fiscal Services, Unrestricted. The
previous|Interna Auditor hasassumed the new roleof Director of Restricted Programs. A new Internal
Auditor hasbeen hired, who reportsdirectly to the Superintendent and/or the Board of Education. The
FinanceDivisonisfully staffed for thefirst time during the period of these FCMAT reviews.

West ContraCostaUnified School District continuesto make progressinal areasidentifiedinthe
Financia Management Assessment and Improvement process. Specificaly:
*  Thelnternal Auditor position hasbeenfilled and the dutiesand responsbilitiesclearly
defined. With theeva uation of the Interna Auditor being theresponsibility of the Superinten-
dent, theindependence of the Internal Auditor hasbeen achieved. (1.4)

*  Thereporting processto the Board of Education hasimproved significantly, and budget
deficitshaveclearly beenidentified and diminated. (2.4)

*  WiththeAss stant Superintendent for Fiscal Servicesachievingthe CASBO CBO Certifica

tion, and two othersinthedivision well on their way to achieving the same, the commitment
of thedivision to capabl e services hasbeen clearly demonstrated. (3.3)

Executive Summary
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* TheDigrictiswell onitsway to updating and revising the policiesand procedureswith the
issuing of acontract to the California School BoardsA ssociation that isto be completed
prior to theend of the current fiscal year. (4.1)

e TheDigtrict hasinitiated the Bi Tech automated position control system plustheaddition of a
position that isamid-point between personnel and payroll. The purpose of thispositionisto
check account accuracy of documents exchanged between the personnel and payroll
departments, and hasresulted inasignificant improvement in communication. (8.5)

Thefollowing areasarein need of additiona attention:
*  Therehasbeen no significant progressreported inthe areaof employeeevaluation. (1.7)

e Substantia progresshasnot been madein complying with policiesand regul ationsasthey
relateto vending machine operations. (18.7)

One caution and concern for the District needsto be especially noted. A high percentage of the
Digtrict’sclassified saff isexempt from the classified service sincethe District hasdetermined that these
staff are* short-term employees’ in accordance with Education Code Section 45103. Under thiscode
provision, the District hasdetermined that the employeeisproviding aservicewhich, upon completion,
“will not be extended or needed onacontinuing basis.” WhentheDistrict reachesthisconclusion, and
classifiestheemployeeasa* short termemployee,” the employee may only work amaximum of 75% of
thework year, or 195 days. The District’s contract with itsbargaining unit decreasesthetimefor a
“short term employee” to 155 days.

Asnotedintheorigina report (see Section One, Overview, page 15), this practiceleadsto highturn-
over, asemployees|eavethe Digtrict after serving 155 days. Thecost of thisturnover, asoriginaly
noted, may be higher than the savings created asaresult of the employeesnot being digiblefor health
benfits.

The District needsto be cognizant of the provision of AB 500 (Chapter 867/2002) which requiresthe
Didtrict Governing Board to declarewhich positionsare“ short term,” what servicesareto be provided,
and to declaretheending datesfor the employee’ stemporary service. Thelegidationiseffective January
1, 2003, and thusthe Governing Board will be required to provide the employeeidentification shortly
after thefirst of the calendar year.

Thisnew identification obligation will requirethe District to ensurethat indeed these short-term declara-
tionsarefor short-term, temporary, and non-recurring service needsonly. Asaconsequence, the
Digtrict may find that thereisawhol esal e rearrangement of the use of short-term employees.

Thedigtrict hasnegotiated three-year agreementswith all employee organizations, granting a2% sdary
increasein each of thethreeyears. Thedistrict wasunableto significantly modify the medical benefits
for regular employeesor for retirees. Concernsabout thelong-term impact of the salary increasesand
thedistrict’sinability to addressthe benefit packages are discussed under Principa Findingsearlierin
theexecutivesummary.

The commitment by the District to achievethelevel of successasidentified intheinitia report continues
tobeagod of the Digtrict. Whilethere are someitemsremaining to be achieved, the overall successto
thispoint in the processisto be commended.
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Thereview of the Financia Management areaduring thethird six-month progressreview period,
included the assessment of 20 targeted standards of the 107 professiona and legal Financial Manage-
ment standards. Theaveragerating of al assessment standardsfor thisoperational areahasincreased
asseen below, onascaleof 0to 10, with 10 the highest score possible.

July 2, 2001 4.38
January 2, 2002 4.68
July 2, 2002 5.16
January 2, 2003 5.88

Facilities Management

TheWest ContraCostaUnified School Digtrict (District) hastaken mgjor stridesinimproving its
facilities. Thisprogressisprimarily attributable to the passage of two local bond measures: Measure M,
a$150 million General Obligation Bond which passed in November 2000, and Measure D, a$300
million Genera Obligation Bond, which passed in March 2001. Thesetwo measureshavealowed the
District to begin the planning process and to make improvementsto schools. Without M easuresM and
D, theDistrict could not afford to modernize the mg ority of the campuses.

Theacquisition of the Master Architect, and additiona Facilitiesstaff, hasallowed the District tobe
ableto aggressively pursue statefunding, processall applicationsand job specificationsinatimely
manner, and keep up with the ever-changing world of school construction and modernization. Theteam
consstsof District staff, Construction Managers, and numerousarchitectson contract. Theteamis
located inasinglebuilding with acentral conferenceroom so that when emergenciesarise, they are
solvedimmediately.

The District should take pridein theamount of progressit hasbeen ableto achieveinjust 18 months.
With the necessary funding, the District should be ableto modernizeal of thefacilitiesand establisha
sound maintenance program for the ongoing upkeep of the schools. The current structure of the Facili-
ties Department would be agreat model for other school districtsto follow.

Thereview of the FacilitiesManagement areaduring thethird six-month progressreview period,
included the assessment of 15 targeted standards of the 111 professiona and legal FacilitiesManage-
ment standards. Theaveragerating of al assessment standardsfor thisoperational areahasincreased
asseen below, onascaleof 0to 10, with 10 the highest score possible.

July 2,2001 5.26
January 2, 2002 5.53
July 2,2002 5.98
January 2, 2003 6.43
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