BLUEPRINT FOR
STUDENT SUCCESS:
Achieving Educational
Excellence and Equity for All

Emmanuel Caulk

Superintendent
Fayette County Public Schools

Blueprint for Student Success:
Achieving Educational Excellence and Equity for All
Version 1.0

Emmanuel Caulk
May 25, 2016

Table of Contents
Preface

3

Introduction

4

Core Values

4

Theory of Action

4

Entry Plan Process

5

Data Collection

6

Entry Findings Analysis: Major Themes

6

Next Steps

8

Eight Pillars Diagram

9

Eight Pillars
Effective Governance and Leadership

10

Student Success: Educational Excellence and Equity

12

School Management, Improvement, and Innovation

18

Great Staff

21

World-Class Operations

23

Data, Research, and Accountability

25

Student, Family, and Community Engagement

27

Communications and External Affairs

30

Appendices
Appendix A: Draft Reorganization

31

Appendix B: Comprehensive District Diagnostic, Review and Action Plan and
Special Education Services Review

32

Appendix C: Career and Technical Education Institutional Review

43

Appendix D English as a Second Language Services Review and Gifted
and Talented Services Review

47

Appendix E: Entry Plan Surveys and Listening Sessions

50

Preface
Excellence matters in Lexington, Kentucky.
We earn national rankings in business and community benchmarks. We win national college
basketball championships. We raise Triple Crown winners.
But do we have those same high expectations for our public schools?
Serving nearly 41,000 students, Fayette County Public Schools is the second largest district in
Kentucky and has a long and proud history of academic excellence. Our students and staff rate
among the best in the state and nation, and regularly bring home top honors in academic, artistic
and professional competitions.
While many FCPS students have thrived, too many children are not receiving the support they
deserve and need to be successful. Last year, fewer than 6 in 10 students in the district reached
proficiency in reading and math. Alarming and unacceptable achievement disparities persist for
students of color, students with special needs, students living in poverty or students whose native
language is not English. For far too many of our students, demography continues to equal their
destiny.
The fact that nearly half of our children are not meeting academic standards is unacceptable and
represents a moral failure on the part of our entire community. But this failure is neither the
result of maliciousness, nor incompetence on the part of our hard-working educators.
Rather, our failure to ensure the success of all students is the result of a system that has not
responded to evolving student demographics, community needs, societal trends, and school
expectations. As with the technology in our computers and phones, what was once acceptable is
no longer good enough.
Fortunately, we know how to move forward. Fayette County has outstanding educators serving
an informed and passionate community demanding excellent schools that effectively serve all of
our students. But we need high-quality systems, structures, processes, and execution that are
aligned to a clear vision for schooling.
This plan is the first among many steps in that direction. This blueprint outlines the specific
strategies that – according to the external reviews conducted, stakeholder input gathered, and my
own assessment of the district paired with my previous experience – will help FCPS improve
outcomes for all students during the 2016-17 school year. Concurrently, we will launch a
strategic planning process to define the goals, objectives, and strategies that will enable FCPS to
be one of the best districts in the country by the academic year 2020-21.
Our children and our community deserve no less.
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“Leadership and Learning are indispensable to each other.”
~President John F. Kennedy

Introduction
As the incoming Superintendent of the Fayette County Public Schools, I developed my
“Listening, Learning and Leading” Entry Plan to guide the first several months of my tenure. A
change in leadership brings with it a unique opportunity for positive change within an
organization, setting the stage for a new direction, a revitalized culture and increased ownership
in shared priorities and goals. The success of the transition rests on the willingness of the
incoming leader to engage in authentic and thoughtful conversation, examination and reflection.
In order to identify the challenges and opportunities facing our school district, my entry plan
included visiting every school and special program, reviewing documents, analyzing data and
gathering stakeholder input through surveys, individual meetings, focus groups and listening
sessions.

Core Values
Over the span of my career in education, I have developed a clear set of core values that has
guided my work as a teacher, principal, district administrator and Superintendent. These core
values include:






Students First
Victory is in the Classroom
Leadership, Capacity Building, Shared Accountability and Collaboration for Results are
Keys to Success
Families are Our Partners
It Takes an Entire Community to Ensure the Success of Our Public Schools

Theory of Action







Shared Vision and Value-Driven Culture
Great Staff
Shared Accountability for Results: Performance Management System
Aligned Instructional System That Provides Student-Centered Learning and Prepares
Every Child for Success in College, Career and Life in a Global Society
Effective and Efficient Internal Processes
Student, Family, Community Engagement and Strategic Partnerships
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Entry Plan Process
With the support of the Fayette County Board of Education, I embarked on an effort to collect
quantitative and qualitative data from students, employees, families and community members
beginning with my first day of work on August 3, 2015.
To augment my personal observations, the Fayette County Board of Education agreed to
commission five reviews to be conducted by independent auditors – a first for our school district.
Examinations included a review of the overall organization and structure across 10 domains, as
well as audits of the district’s career and technical education program, services offered for
students who have special needs, are learning English as a second language, or are identified as
gifted and talented.
I formally presented my entry plan to the school board on August 24, 2015 and continued my
listening and learning effort in earnest, visiting schools and meeting one-on-one with district and
community leaders. In September, we were all surprised when I was diagnosed with a malignant
tumor in my sinuses. Following an 18-hour surgery on September 21, 2015, I faced three months
of on-going treatments that required me to limit my public engagements.
Work on my entry plan continued during that time. I held listening sessions with targeted
community groups, we conducted surveys, and we issued requests for proposals for the external
audits. More than 45 principals, teachers, district administrators, parents, and community
representatives served on panels to evaluate the 17 proposals received by companies interested in
conducting the reviews.
The board initially agreed to invest $800,000 on the independent reviews, but I am fiscally
conservative and ever mindful that we must be frugal stewards of our taxpayers’ investment. I’m
pleased to report that we were able to complete this work for less than $400,000, leaving more
than $400,000 to invest in the strategies outlined in this report.
Those contracts were approved in December, and we launched the reviews – the first of their
kind ever held in FCPS – in February. Each of the audits included substantial input from
students, staff, families and community partners. More than 4,600 people completed surveys,
participated in focus groups and consented to interviews.
During February and March, we wrapped up our surveys and community listening sessions. In
addition to a communitywide “Entry Plan” survey that drew more than 6,150 responses from
students, employees, families and community members, we conducted targeted surveys of
principals, district-level staff, business partners and parents of children with special needs that
had 1,400 respondents. We also conducted a series of 14 listening sessions that had more than
600 participants.
In all, more than 12,750 people have lent their voices to this work, which is the foundation of the
Blueprint for Student Success: Achieving Educational Excellence and Equity for All.
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Data Collection
The entry plan process was an invaluable means of learning as much as possible about the
Fayette County Public Schools and in a relatively short period of time. I am grateful for the
willingness of so many constituents to share their honest and candid feedback about both the
strengths of our district and the challenges we face.
Data collection activities included:
 Comprehensive District Diagnostic, Review and Action Plan (Appendix B)
 Career and Technical Education Institutional Review (Appendix C)
 Data Analysis and Review
 English as a Second Language Services Review (Appendix D)
 Entry Plan Surveys (Appendix E)
 Gifted and Talented Services Review (Appendix D)
 Individual Meetings, Formal and Informal Conversations
 Listening Sessions (Appendix E)
 Review of District Documents, Plans, and Reports
 Special Education Services Review (Appendix B)
 School and Special Program Visits

Entry Findings Analysis: Major Themes
Triangulation occurs when multiple sources of data point to the same conclusion. It has been
truly incredible to see how the information gleaned from so many different people through
audits, surveys, data, and conversations point to the same areas of challenge and opportunity for
our school district.






Access: The residents of Lexington-Fayette County care deeply about their schools and
take pride in the many rigorous programs available for students. World class music and
arts offerings, language immersion schools, advanced placement courses, rigorous
specialized programs, and targeted career and technical pathways were all cited as
strengths for the district. However, educational opportunities and programs vary from
school to school and not all students reap the benefits of these rigorous offerings.
Class Size and Teacher Caseloads: Although the district staffs schools at levels below
the state maximum class size, there are not enough teachers providing instruction for
students identified as gifted and talented or students whose native language is not
English. There is also a need to revise the special education staffing model to support a
districtwide co-teaching model.
Communication and Engagement: Fayette County is blessed to have an incredible
amount of existing family and community engagement, but there are many opportunities
to make even more connections. All schools need to create welcoming environments
where families from diverse backgrounds are welcomed, treated respectfully, and treated
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as partners in their children’s education. Communication must be accessible, reliable,
transparent, timely, and up-to-date.
Counseling: In listening sessions and on surveys, students resoundingly identified the
need for additional counselors as a top priority, particularly to help juniors and seniors
with college and career planning, improving general understanding of the student
Individual Learning Plan (ILP) as a tool for academic planning, and improving general
academic advising to align academic planning with student post-secondary aspirations.
Curriculum and Instruction: FCPS must develop systems and structures to ensure the
delivery of a “guaranteed and viable” curriculum in all schools for all learners and
monitor student outcomes. Students with special needs and students learning English as a
second language are not being exposed to the core material. The curriculum must be tied
to authentic learning opportunities, responsive to students’ strengths and weaknesses to
differentiate instruction, and offer interactive learning opportunities.
Equity: With community input, FCPS must define equity both in terms of student
outcomes and student opportunities. Programs and services should address the needs of
all children and engage all families. Considerations should be given to ensuring access
and opportunities are equitable across the district, providing equity of resources across all
schools, hiring more diverse staff and educating existing staff to better reach and serve
minority students, meeting the needs of students with additional needs
Global Competitiveness and Rigor: Being the best in the state or nation is no longer good
enough for today’s students. The district has a moral imperative to accelerate the learning
for students who have already reached proficiency and challenge them to become
globally competitive. Classroom instruction must meet the needs and learning styles of
all students, assisting struggling learners while including enrichment, depth, and
complexity for students who are ready to move ahead. While some specialized programs
provide high levels of rigor, students who do not enroll in those pull-out programs still
need to be challenged.
High-Quality Teachers: The single most important school-level factor for increasing
student outcomes, regardless of demographics, is having a great teacher in every
classroom. The district must do everything possible to focus on hiring and retaining
effective and diverse teachers so students receive high-quality, engaging and
differentiated instruction.
School-Based Decision Making Councils: The district needs to recalibrate the balance
between centralized management and school-based management. Under Kentucky law,
SBDM councils have broad responsibility and authority, but FCPS could centralize more
aspects of district operations – such as staffing, systems, use of resources, and schoolimprovement strategies – to ensure academic excellence and equity. Additionally, many
family and community members expressed a lack of familiarity with the SBDM process
and shared concerns about perceived barriers to participation, such as meeting times.
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Next Steps
During this transition, it has been my privilege to spend time in our schools with the talented
teachers, hard-working support staff, dedicated leaders, curious students, and supportive
families. I have been honored to connect with elected officials, state education leaders, business
partners, faith-based organizations, post-secondary administrators, civic and non-profit groups,
and local news media outlets.
Based upon the findings, I recommend FCPS improve the education provided to all students by
focusing on eight “pillars:”
1.
2.
3.
4.
5.
6.
7.
8.

Effective Governance and Leadership
Student Success: Educational Excellence and Equity
School Management, Improvement, and Innovation
Great Staff
World-Class Operations
Data, Research, and Accountability
Student, Family, Community Engagement and Strategic Partnerships
Communications and External Affairs

Each pillar has a number of strategies that will be implemented during the 2016-17 school year.
In order to hold ourselves accountable, each strategy has been assigned to a “process owner” – a
district administrator who is responsible for implementation, providing a status update, and
staying within the budget we will assign to each. In Appendix A, I have included a draft
organizational chart for the district office, which will be implemented by repurposing current and
vacant positions and would be completely cost neutral.
In the spirit of transparency and accountability, this list of strategies will be published on our
district website, with the budget figures assigned to each task. As work proceeds, we will track
progress by noting whether the strategy is red to indicate no work has been done, yellow to
indicate that work is in progress, or green to indicate that the task is complete.
Please note that these pillars and strategies do not capture all the work currently taking place in
the district to provide an outstanding education for our children. Every day countless activities
are taking place in classrooms, kitchens, central office, and buses, to ensure that students receive
a high-quality education. Rather, the strategies outlined here represent new work which will be
key levers for driving improvement across the system.
This is a comprehensive plan, designed so that strategies build upon each other and scaffold
around existing strengths or initiatives to accomplish necessary change. This is not a menu of
options and it is critical that we not push for some strategies at the exclusion of others. “Cherry
picking” will leave us no better as a school system than we are right now. Success requires that
we take a comprehensive approach to improvement, which includes implementation and
monitoring of all the strategies. It is only through successful implementation of all the strategies
outlined here that we can ensure the success of all children in Fayette County, as our community
demands.
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The Future
We See

The Work
We Do

Our Guiding
Principles

OUR MISSION

Pillar 1

Pillar 2
School
management,
improvement,
and innovation

Pillar 3

Great staff

Pillar 4

World-class
operations

Pillar 5

Data, research,
and
accountability

Pillar 6

Student,
family, and
community
engagement

Pillar 7

Communications
and external
affairs

Pillar 8

Our mission is to create a collaborative community that ensures all students
achieve at high levels and graduate prepared to excel in a global society.

Effective
governance
and
leadership

Adapted from the Chicago Public Schools

Students First
Victory is in the Classroom
Leadership, Capacity Building, Shared Accountability and Collaboration for Results are Keys to Success
Families are Our Partners
It Takes an Entire Community to Ensure the Success of Our Public Schools

CORE VALUES

Student
success:
Educational
excellence
and equity
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Effective Governance and Leadership

Due to state law and local culture, schools in Fayette County have a great deal of autonomy in
hiring staff and designing and implementing education programs. While there are potential
benefits to a school-based management approach, FCPS is not fully realizing those benefits due
to a lack of a clear plan and organizational structure for improving student outcomes and the
variability of capacity among SBDM councils.

Strategy

Department/
Office

Process Owner

1) Create a strategic plan for the district
that focuses action and resources, holds
the system accountable for results, and
leads to the creation of outstanding
schools

Superintendent

Superintendent
with Board
review and
approval

2) Ensure that specific school-based
decision making councils’ policies are
updated to reflect the new strategic
plan

Equity

Equity Officer

3) Ensure that school board policies are
updated to reflect the new strategic
plan

Legal

General
Counsel for
FCPS, with
Board review
and approval

4) Train school-based decision making
councils in the areas of budgeting,
principal hiring, and educational
programming as appropriate

Equity

Equity Officer

5) Revise budgeting process to ensure
resource allocation is transparent and
aligns with strategic plan

Administrative
Services

Senior Director,
Administrative
Services

6) Reorganize the central office to support
great schools (develop functional
organizational chart)

Superintendent

Superintendent

Status
Update

Budget
Impact
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Department/
Office

Process Owner

7) Repurpose existing vacant positions to
increase capacity and provide more
focused support to schools in the area
of curriculum, instruction, and
assessment (senior director of
curriculum and instruction,
instructional specialist: world language,
director of curriculum, instruction and
assessment, director of curriculum and
instruction: secondary)

Superintendent

Superintendent

8) Rewrite job descriptions for all central
office senior staff

Superintendent

Superintendent

Legal

General
Counsel for
FCPS and
Equity Officer,
with Board
review and
approval

Superintendent

Superintendent

Strategy

9) Conduct a comprehensive policy
review with an equity lens

10) Continue to build systems and
processes to strengthen the School
Board/central office relationship and
connection to the work of the district

Status
Update

Budget
Impact
Budget
neutral
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Student Success: Educational Excellence and Equity

Although student achievement in FCPS hovers slightly above the state average, proficiency rates
have remained flat, and, in some cases, declined in recent years. Moreover, achievement
averages in the district mask significant achievement disparities between schools and for students
of color, students living in poverty, students with special needs and students whose native
language is no English.
One of the most important ways that a school system can ensure that all of its students are
meeting their full potential is to provide a “guaranteed and viable” curriculum. Curriculum
refers to the knowledge and skills that students are expected to learn as defined by state
standards. It includes aligned, common formative and summative assessments that verify that
every student has mastered the intended course knowledge, skills, and application of the
standards.
To ensure success for students who struggle to master the curriculum, even with outstanding
instruction, schools and classrooms need to have a variety of supports – classroom management,
academic interventions, special education services for students with disabilities, physical health
and mental health services, and supports for English language learners – that enable student
mastery of grade-level standards.
When a consistent, high-quality curriculum, outstanding instruction, and high-quality behavioral
and academic interventions are in place, students across a district – regardless of their teacher or
school – have the opportunity to learn the same standards-based content and skills by the end of
the school year or course. While FCPS has some curriculum maps, pacing guides, and unit
assessments, there is a clear need to establish clear academic priorities for all schools, ensure that
the curriculum is delivered to and made accessible for all students, and improve instruction and
supports for students most at risk of school failure, including those with special needs and those
still learning the English language.

Strategy
1) Establish academic priorities for all
schools that will be supported and
monitored by the central office

Department

Process Owner

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

Status
Update

Budget
Impact
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Strategy

Department

Process Owner

2) Establish a system to ensure that all
schools deliver a guaranteed and
viable curriculum, including strategies
to differentiate instruction for all
learners, including gifted and talented
students, students with special needs
and English language learners, and
using written curriculum that allows
all students to see themselves in
material and resources

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

3) Implement a districtwide balanced
assessment system

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

4) Convene a District Curriculum
Steering Committee

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

5) Implement Multi-Tiered Systems of
Support in all schools1

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

6) Implement positive learning culture
and environment in all schools

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

School
Leadership

Senior Director,
School
Leadership

7) Ensure that all schools create a culture
that is conducive to learning for
students and adults by monitoring
Comprehensive School Improvement
Plans

Status
Update

Budget
Impact

1 As enabled by KRS 158.148, which provides that “each local board of education shall be
responsible for formulating a code of acceptable behavior and discipline to apply to the students in
each school operated by the board.”
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Strategy

Department

Process Owner

8) In partnership with staffing
committee, design and implement a
staffing model that is close to cost
neutral and reduces class size at the
primary grades in Partnership Zone
Schools during the 2017-18 school
year

Administrative
Services

Senior Director,
Administrative
Services

9) Plan and implement a summer bridge
program for students entering 6th and
9th grades at Partnership Zone Schools
for summer 2017

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

10) Require and pay for all 10th grade
students to take the PSAT during the
2016-17 school year in order to
determine Advanced Placement
potential for all students and increase
diversity of students enrolled in
Advanced Placement courses during
the 2017-18 school year

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment and
Associate
Director of
Student Support
Services

11) Add college and career coaches at all
high schools to support students with
guidance, college/career readiness,
post-secondary transitions and
utilizing the Individual Learning Plan

Superintendent

Superintendent

12) Examine existing continuum of
support for students, with a particular
focus on dropout prevention and
transition, to expand services for
students in the 2017-18 school year

Student Support
Services

Associate
Director of
Student Support
Services

13) Pilot the implementation of increasing
the number of professional learning
days for teachers at partnership zone
schools

School
Leadership and
Administrative
Services

Senior Director,
School
Leadership and
Senior Director,
Administrative
Services

Status
Update

Budget
Impact
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Strategy
14) Develop Family Learning Guides to
explain student learning expectations
in family-friendly language for every
elementary grade level

Department

Process Owner

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment and
Family and
Community
Engagement
Coordinator

Status
Update

Budget
Impact

Special Education
15) Hire additional teachers for special
education for the 2016-17 school year
and place them in schools to support
the implementation of a high-quality
co-teaching model, while developing a
plan to hire enough teachers to support
co-teaching across the district over the
next four years.

Curriculum,
Instruction and
Assessment

Director,
Special
Education

16) Communicate the process for
transitioning from level to level
(specifically preschool to
kindergarten) with families of students
with exceptionalities and articulate
specific, planned transition activities.

Curriculum,
Instruction and
Assessment

Director,
Special
Education and
Associate
Director, Early
Childhood

17) Train staff in evidence based practices
related to successful practice in
supporting students on the autism
spectrum, including such practices as
ABA, PECs, visual communication
systems, assistive technology,
communication, stories, etc.

Curriculum,
Instruction and
Assessment

Director,
Special
Education

18) Expand support for families of
students with autism through parent
education and support groups

Curriculum,
Instruction and
Assessment

Director,
Special
Education
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Strategy

Department

Process Owner

Status
Update

Budget
Impact

Gifted and Talented
19) Hire additional teachers for gifted and
talented students for the 2016-17
school year and place them in schools
with the highest need, while
developing a plan to achieve best
practice targets for teacher caseloads
across the district over the next four
years

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

20) Clarify roles and responsibilities of
teachers serving gifted and talented
students, and provide targeted
professional learning in enrichment
and differentiation of instruction

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

21) Establish a student and program
assessment system, in conjunction
with a data warehouse, to monitor
ELL and G/T student achievement and
progress

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

22) Expand and revise identification
processes to improve equity of access
to G/T services and ensure historically
underrepresented students with G/T
potential are identified and supported

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

23) Develop G/T curriculum for Talent
Pool experiences, extra-curricular
projects, and co-curricular activities

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

English Language Learners
24) Develop and implement a plan with
supporting tools to provide “just-intime” student growth data for ELL
students in all schools

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs
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Strategy

Department

Process Owner

25) Implement the SIOP model in schools
serving large numbers of ELL students

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

26) Research, explore, and evaluate
implementation of a Newcomer
Program for the 2017-18 school year

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

27) Hire additional teachers of English
Language Learners for the 2016-17
school year and place them in schools
with the highest need, while
developing a plan to achieve best
practice targets for teacher caseloads
across the district over the next four
years

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

28) Establish expectations for effective
communication with non-English
speaking families and monitor
adherence to those expectations by
every school

Curriculum,
Instruction and
Assessment

Associate
Director,
Federal, State
and Magnet
Programs

Status
Update

Budget
Impact
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School Management, Improvement and Innovation

In an effort to deliver a guaranteed and viable curriculum, districts organize themselves along a
continuum of school management approaches. At one end of the continuum – a “centrally
managed” approach – the central office controls many inputs required for an excellent education,
including hiring of staff, resource allocation, curriculum and assessment, and professional
development. At the other end of the continuum – a “school-based management” approach – the
central office empowers schools to make most decisions related to delivering an excellent
education to students. Kentucky State law requires that districts administer a school-based
management approach.
A central office in a district with a school-based management approach such as that in Fayette
County Public Schools still has a significant role to play in ensuring that all students have access
to a guaranteed and viable curriculum. In particular, the FCPS central office must set clear
expectations for student and school outcomes, provide high-quality supports to schools, and hold
schools accountable for achieving the defined expectations.

2

Strategy

Department

Process Owner

1) Conduct rigorous reviews of all
schools that include assessment of
school culture, student achievement,
achievement gaps, and student, family
input where applicable

Data, Research
and
Accountability

Director, Data,
Research and
Accountability

2) Require all schools to establish annual
targets for reducing their achievement
gaps and percent of Novice Learners
to be included in Comprehensive
School Improvement Plans and
reviewed by the local board of
education2

School
Leadership

Senior Director,
School
Leadership

Status
Update

Budget
Impact

As required by KRS 158.649.
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Strategy

Department

Process Owner

3) Develop and implement a process to
require the SBDM council in schools
failing to meet targets for reducing
achievement gaps to submit revisions
to the school improvement plan
describing use of professional
development funds3

School
Leadership

Senior Director,
School
Leadership

4) Develop and implement processes to
provide supports for schools failing to
meet targets for reducing achievement
gap two years in a row

School
Leadership

Senior Director,
School
Leadership

5) Identify low-performing schools and
assign them to a well designed and
implemented system of school
supports

School
Leadership

Senior Director,
School
Leadership

6) Establish academic priorities for all
principals and schools that will be
supported and monitored by the
central office

School
Leadership

Senior Director,
School
Leadership

7) Ensure School Directors and the
Department of Curriculum, Instruction
and Assessment are providing
coordinated and high-quality supports
to all schools and ensuring that all
principals are highly effective
instructional leaders

School
Leadership

Senior Director,
School
Leadership

8) Develop a process for bringing
forward and incubating innovative
schools and programs that target our
most vulnerable students

School
Leadership

Senior Director,
School
Leadership

Superintendent

Superintendent

9) Continue to define district’s school
management strategy and align central
office staffing to support strategy

3

Status
Update

Budget
Impact

As required by KRS 158.649.
19

Strategy

Department

Process Owner

10) Implement Instructional Rounds for
school and district improvement

School
Leadership

School
Directors

11) Continue to implement Principal
Learning Networks to increase
capacity, collaboration for results, and
shared accountability across schools

School
Leadership

School
Directors

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

13) Implement three key career and
technical education audit findings for
the district and high schools/programs
to align pathways and increase
students college and career readiness,
which should be reflected in
Comprehensive School Improvement
Plans and the Comprehensive District
Improvement Plan

School
Leadership

Senior Director,
School
Leadership

14) Implement informal walkthrough and
classroom visit process for school
leaders that incorporates technology to
monitor instruction

School
Leadership

Senior Director,
School
Leadership

12) Continue to support principals and
schools with implementation of
Professional Learning Communities

Status
Update

Budget
Impact
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Great Staff
Research shows that the two biggest factors in improving student outcomes are the effectiveness
of the classroom teacher and the effectiveness of the school principal. These factors have been
shown consistently to outweigh in importance student background and demographics.
Therefore, ensuring that there is a highly effective teacher in every classroom and an outstanding
principal in every school is one of the most important roles central office can play. In a district
like FCPS with a school-based management approach, the central office should focus on
ensuring schools have sufficient resources and the capacity to make good hiring decisions, and
that new teachers and principals have the skills they need to be successful immediately.

Strategy

Department

Process Owner

1) Review the district’s policy for
staffing allocations to schools to
minimize the amount of firing and
rehiring of staff

Administrative
Services

Senior Director,
Administrative
Services

2) Increase the diversity of the pool of
teaching candidates in order to
improve principal supports for
recruiting and hiring a highly effective
and diverse teaching staff

Human
Resources and
Equity

Director,
Human
Resources and
Equity Officer

3) Improve principal supports for
evaluating teachers and staff, retaining
highly effective teachers and staff, and
exiting underperforming teachers and
staff

Human
Resources

Director,
Human
Resources

4) Develop and implement a plan for
recruiting highly effective and diverse
candidates for principal and leadership
vacancies

Human
Resources and
Equity

Director,
Human
Resources and
Equity Officer

5) In partnership with the Fayette County
Association of School Administrators,
invest in an executive development
program for all school leaders with
less than three years of experience

School
Leadership

Senior Director,
School
Leadership

Status
Update

Budget
Impact
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Strategy

Department

Process Owner

6) Invest in school turnaround
professional learning for partnership
zone school leadership teams

School
Leadership

Senior Director,
School
Leadership

7) Design and implement in partnership
with Fayette County Education
Association and Fayette County
Association of School Administrators
an induction program aligned with
Danielson’s Framework for all
teachers new to the profession

Human
Resources

Associate
Director,
Evaluations &
Professional
Development

8) In partnership with Fayette County
Education Association implement a
program to increase the number of
national board certified teachers

Human
Resources

Director,
Human
Resources

9) In partnership with county
prosecutor’s office implement
professional development and training
for law enforcement officers

Legal

General
Counsel for
FCPS

10) Develop and implement a professional
learning plan that reflects the needs of
staff identified by multiple sources of
data

Curriculum,
Instruction and
Assessment

Senior Director,
Curriculum,
Instruction and
Assessment

11) In partnership with Fayette County
Education Association, explore a Peer
Assistance and Review (PAR) model,
a program of structured mentorship
and support of teachers by teachers

Human
Resources

Director,
Human
Resources

Status
Update

Budget
Impact
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World Class Operations
The role of a district’s central office is to provide the supports to schools needed to ensure that
all students receive an outstanding education and to help administer the policies set forth by
federal, state, and local laws and regulations. To do so, central office administrators need a
strong customer-service orientation – with the school principals, policy makers, and the general
public serving as the customers – as well as clear systems for delivering services to the schools.
The customer-service orientation and systems will be established in FCPS through action plans
aligned with this plan and the upcoming strategic plan, indicators of improvement set by all
departments in the central office and tracked by leadership, improved processes for reporting on
finances, and improved communications with schools.

Strategy

Department

Process Owner

1) Ensure central office departments
develop action plans, which include
indicators of improvement, aligned to
the superintendent’s blueprint and
district strategic plan

Superintendent

Superintendent

2) Require each central office department
to track progress against established
indicators

Superintendent

Superintendent

3) Require each district department to
document key standard operating
procedures and share them with
appropriate staff and stakeholders;
Ensure that administrative processes
and procedures are efficient, userfriendly, minimize paperwork
demands, and incorporate best
practices for all operational areas

Superintendent

Superintendent

4) Revise the financial reporting
processes

Administrative
Services

Senior Director,
Administrative
Services

Status
Update

Budget
Impact
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Strategy

Department

Process Owner

5) Improve central office departments’
supports to and communication with
schools and ensure that principals
know who to call for questions

School
Leadership

Senior Director,
School
Leadership

6) Create a central office dashboard that
summarizes the indicators across all
schools and all departments

Data, Research
and
Accountability

Director, Data,
Research and
Accountability

7) Research for implementation a
learning management system to track
professional learning for employees
FY18

Human
Resources

Director,
Human
Resources

8) Design and implement processes to
increase percent of minority and
women-owned businesses that partner
with the district

Administrative
Services

Manager,
Economic
Development

Status
Update

Budget
Impact
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Data, Research, and Accountability
No organization can improve without the methodical collection and analysis of data and
information about performance, planning based on this analysis, careful implementation, and
then monitoring of the implementation that results in the continuous improvement process
starting again.
According to the district reviews, FCPS currently generates a significant amount of data but does
not use the data to inform decisions or track progress. To begin to address this, FCPS will focus
on getting a better understanding of our data needs; expanding capacity to collect, analyze, and
report information effectively; and tracking implementation of the upcoming strategic plan.

Strategy

Department

Process Owner

1) Conduct a data diagnostic to better
understand data access and system
needs across the district

Data, Research,
and
Accountability

Director, Data,
Research, and
Accountability

2) Begin development of a data
warehouse

Data, Research,
and
Accountability

Director, Data,
Research, and
Accountability

3) Collect, analyze, and use data to
manage performance of central office
departments and schools

Data, Research,
and
Accountability

Director, Data,
Research, and
Accountability

4) Assess implementation of the strategic
plan and report to the board

Data, Research,
and
Accountability

Director, Data,
Research and
Accountability

5) Design scorecard for monitoring,
accountability, and school/district
improvement

Data, Research,
and
Accountability

District
Assessment
Coordinator

6) Implement district local assessment
with student growth model

Data, Research,
and
Accountability

District
Assessment
Coordinator

School
Leadership

Senior Director,
School
Leadership

7) Design and implement professional
learning and benchmark protocol for
teachers/school leaders to improve
instruction at the classroom and school
level

Status
Update

Budget
Impact
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Strategy
8) Design and implement district
assessment calendar

Department

Process Owner

Data, Research,
and
Accountability

District
Assessment
Coordinator

Status
Update

Budget
Impact
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Student, Family, Community Engagement and Strategic Partnerships
FCPS benefits strongly from a supportive network of community partners and local support for
schools. Community members are optimistic about the future of FCPS and want to improve their
partnerships with the district and schools, although they are waiting for guidance and support for
how to do so. To begin to leverage this community support more effectively, FCPS will create
plans for promoting the wellness of our students, develop trainings for parents and caregivers for
how to support the educational development of their children, lay the foundation for a
comprehensive approach to child development from pre-K to career, provide additional
opportunities for student and family feedback, and create strategic partnerships related to career
and technical education and mentoring.

Strategy

Department

Process
Owner

1) Develop wellness policies and
procedures for training appropriate
staff and monitoring implementation
for district

Operations and
Support

Health and
Wellness
Coordinator

2) Create districtwide high school
student voice team to assist
superintendent with addressing themes
that emerged from the roundtable
meetings

Superintendent

Superintendent

3) Create student voice teams at each
high school

School
Leadership

High School
Principals

4) Plan and launch Parent and Family
University to empower families as
equal partners in their child’s
education

Equity

Family and
Community
Engagement
Coordinator

Data, Research,
and
Accountability

Director, Data,
Research, and
Accountability
and District
Spokesperson

5) Develop and launch annual family
surveys to collect qualitative data on
how FCPS is meeting the needs of
their children

Status
Update

Budget
Impact
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Process
Owner

Strategy

Department

6) Develop and launch annual surveys of
high school students to collect
qualitative data on how FCPS is
meeting their needs

Data, Research,
and
Accountability

Director, Data,
Research, and
Accountability
and District
Spokesperson

7) Develop and implement a process to
ensure MS and HS staff, students, and
families have access and training to
effectively use the Individualized
Learning Plan and other Career
Cruising program resources

School
Leadership

Senior
Director,
School
Leadership

8) Explore Ford Next Generation
Learning grant in partnership with the
Lexington Chamber of Commerce and
Business Education Network to create
career academies and pathways to
support students career readiness

School
Leadership

Strategic
Partnership
Manager

9) Plan and launch “Give 10” campaign
initiative with United Way and other
partners to increase community
support for and increase volunteers,
mentors in our schools

Equity

Family and
Community
Engagement
Coordinator

School
Leadership

Strategic
Partnership
Manager

11) Explore grant opportunities with postsecondary institutions partnerships to
provide increase support for minority
students with emphasis on male
students of color

Superintendent

Superintendent

12) Explore “Community Schools” as a
transformational model for schools
and communities for launch in FY18

School
Leadership

Senior
Director,
School
Leadership

10) Explore participation in the Strive
Network to foster a cradle to career
pathway for all students

Status
Update

Budget
Impact
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Strategy

Department

Process
Owner

13) Plan and launch “Summer Learning
and More” (extended summer
learning) for students in partnership
zone with community organizations at
identified schools FY18

Superintendent

Superintendent

14) Explore opportunity with external
partner to implement distributive
leadership model and practices across
identified schools based on
TELL/Val-ed survey results and other
data

School
Leadership

Strategic
Partnership
Manager

15) Explore expansion and acceleration of
dual credit opportunities in partnership
with post-secondary institutions

School
Leadership

School
Director

Status
Update

Budget
Impact
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Communications and External Affairs
Engaging with students, families, and community members is critical for educating children and
maintaining trust between schools and stakeholders. Communicating and external affairs is a bit
different but equally important. Communication is needed to ensure that families and other
stakeholders are aware of key school and district initiatives and have a means to provide input.
But, since FCPS is one piece of a larger democracy puzzle, communicating and external affairs
are also needed to ensure that governing bodies and influential individuals at the local, state, and
national levels are aware of district needs and accomplishments.

Strategy

Department

Process Owner

1) Partner with 16th District PTA
representatives and others to redesign
district website to be family friendly

Operations and
Support

Director,
Technology

2) Develop and launch a communication
plan identifying targeted audiences,
key messages, and accountability
metrics

Superintendent

District
Spokesperson

3) Implement public relations strategy to
proactively promote district initiatives
and status, in part by leveraging social
media

Superintendent

District
Spokesperson

4) Hire consultant/firm to assist Board
and Superintendent with legislative
priorities and agenda to support
district strategic plan

Superintendent

Superintendent

5) Create communication strategy to
share legislative priorities and agenda
with community

Superintendent

District
Spokesperson

6) Create and implement process to
engage and communicate legislative
priorities/agenda to elected officials

Superintendent

District
Spokesperson

Status
Update

Budget
Impact
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Budget, Finance,
Human Resources,
Purchasing, Economic
Development

Senior Director of
Administrative
Services

Appendix A

Senior Director of
Curriculum,
Instruction and
Assessment
Assessment, Curriculum and
Instruction, ELL, G/T,
Instructional Technology,
Magnet, Preschool, Sp. Ed.,
Title I, World Language

Residents of Fayette
County

Board of Education

District
Spokesperson

Director of Data,
Research and
Accountability

Special Project
Assistant

Superintendent

Senior Director of
School Leadership

Accountability, Data
Management, Grants,
Planning, and Program
Evaluation

Law Enforcement,
Legal, Compliance

General Counsel

Draft Organizational Chart
Fayette County Public Schools District Office

Senior Director of
Operations

School Directors

Equity Officer
(SBDM & Minority
Recruitment)

Family & Community
Engagement

Associate Director of
Student Support
Services

Counselors, ESS, FRSYCs,
Homebound/Hospital,
Homeless, Mental Health,
PBIS, Pupil Personnel, Safe
Schools, Social Workers

Note: This draft organizational chart requires no additional funding at the district office.

Child Nutrition, Facilities,
Maintenance, Plant
Operations, Risk
Management, Technology,
Transportation, Warehouse
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Appendix B

Fayette County Public Schools Comprehensive District
Review: Board Summary of the Final Report
May 2016
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Introduction
In January 2016, Fayette County Public Schools (FCPS)—a district of approximately 41,000
students comprising Lexington, Kentucky—contracted with Cross & Joftus and UPD Consulting
(C&J/UPD) to conduct a needs assessment of 11 district “domains”:
1. Vision, Strategy, and Culture
2. Organizational Structure and Policy
3. Human Resources
4. Finance
5. Operations
6. Central Services
7. School Management
8. Academics
9. Special Education
10. External Affairs
11. Data Accountability, Research, and Evaluation
The review of each domain was guided by a number of research questions developed by
C&J/UPD and approved by FCPS leadership. To address the questions, the C&J/UPD review
team used a number of methods:
•

Extant Data and Document Analysis. C&J/UPD reviewed a variety of data (e.g., student
outcomes, student and staff population data, budgets and expenditures, school performance,
previous surveys, etc.) and documents (organizational charts, policy memos, procedural
documents, media releases, etc.) provided by the district and the Kentucky Department of
Education.

•

Online Teacher and Principal Surveys. C&J/UPD conducted online surveys of all teachers
and principals in the district. The surveys asked for feedback related to the needs assessment
domains, including curriculum and instruction, school improvement, services for students
with disabilities, instructional strategies, tiered interventions, human capital, professional
development, and central services. The response rate for the teacher survey was 23 percent
(626 teachers responding); the response rate for the principal survey was 59 percent (39
principals responding).

•

Site Visit. Twelve C&J/UPD team members visited the district during the week of February
1, 2016. Over the course of that week, C&J/UPD interviewed and conducted focus groups
with a total of approximately 250 stakeholders, including teachers, principals, district
administrators and staff, board members, community leaders, and business leaders. In
addition, two researchers conducted a total of 100 classroom observations across 16 schools
using a rubric developed by Cross & Joftus. The observations explicitly supported the
analysis of the academics and special education domains, assessing the extent to which
research-based instructional strategies are used in the district. They also informed the
analysis of the school management, operations, and central services domains as team
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members were, for example, able to collect information about the quality of facilities and
school culture at sites.
C&J/UPD developed the findings and recommendations detailed in this report using data and
analysis from all of these sources. Due to the cross-cutting nature of the findings and
recommendations and the challenges related to systemic coherence 1 in the district, this report is
organized into several themes—outlined in the Executive Summary below and elaborated upon
in the report that follows—rather than by specific domain area.

Findings
The mission of Fayette County Public Schools (FCPS) is to ensure that all students achieve at
high levels and graduate from high school prepared to excel in a global society. Achieving this
mission requires that the district deliver a “guaranteed and viable” curriculum. When a
consistent, high-quality curriculum is in place, students across a district—regardless of their
teacher or school—have the opportunity to learn the same standards-based content and skills by
the end of the school year or course. Without a guaranteed and viable curriculum, student
performance is typically uneven (by subgroup population, school, or teacher) and lower than it
should be.
Overarching Finding 1: FCPS schools have varied approaches to curriculum and
instruction, which leads to inconsistencies in teaching and learning practices.
Overarching Finding 2: Student achievement rates—especially for those with special
needs, students with low socioeconomic status, and English language learners—are
impacted by the inconsistencies in curriculum and instruction.
In an effort to deliver a guaranteed and viable curriculum, districts organize themselves along a
continuum of school management approaches. At one end of the continuum—a “centrally
managed” approach—the central office controls many inputs required for an excellent education,
including hiring of staff, resource allocation, curriculum and assessment, and professional
development. At the other end of the continuum—a “school-based management” approach—the
central office empowers schools to make most decisions related to how and by whom an
excellent education is delivered to students. Kentucky State law requires that districts administer
a school-based management approach.
Research has found challenges and benefits to both the centrally managed and the school-based
management approach, and, in reality, most districts fall somewhere between the two far ends of
the school-management spectrum.

1

Systemic coherence means that “the elements of a school district work together in an integrated way to
implement an articulated strategy.” See Childress, S. R. Elmore, A. Grossman, and C. King (January
2007). Note on the PELP Coherence Framework. Public Education Leadership Project at Harvard
University.
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Although there is no “correct” position, research finds that districts must be purposeful in
identifying their placement on the school-management continuum and then make decisions
related to central-office organizational structure and staffing, systems, use of resources, and
school-improvement strategies that are consistent with their selected approach.
Overarching Finding 3: FCPS is implementing a school-based management approach
but is not reaping the full benefits of this strategy. FCPS could centralize more aspects
of district operations to ensure academic excellence and equity.
High-performing school districts are clear about their goals and how they are going to prioritize
their work to achieve them. Given its school-based management approach, for Fayette County
Public Schools, these strategies should target performance management, capacity building, and
operational supports to schools.
Overarching Finding 4: A commonly held vision or strategy for improvement
must be established to guide the work of FCPS central office and school staff.
The organizational structure of a district’s central office should be consistent with the degree of
school autonomy and the district’s strategy for supporting school improvement. 2 For example, a
central office supporting a school-based management approach is typically smaller and more
focused on performance management than a central office managing such elements as principal
hiring and curriculum (which requires more staff to assist and monitor schools).
Overarching Finding 5: The FCPS central office must be reorganized to support
efficient operations, accountability for staff, and an effective school-based
management approach.
Overarching Finding 6: FCPS should establish a performance management
system for schools and central office departments.
Overarching Finding 7: Central office departments need to create standard
operating procedures and to provide supports that clearly align with the
needs of principals, teachers, students, and families.
When a district’s central office does not have a clear strategy for school improvement, is not
organized to support school improvement, and lacks clear systems and processes, making
strategic decisions becomes difficult. As a result, equity—ensuring that students and schools
have what they need to be successful—is frequently impacted, resulting in community concerns
about fairness and poor academic performance among students at the greatest risk of school
failure.
Overarching Finding 8: FCPS benefits from a strong financial picture, but resource
allocation to schools needs to be studied further.

2

Childress, et al. (January 2007).
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Those same community concerns, however, can serve as a lever for positive change and
improved outcomes for all students when channeled productively and addressed sincerely.
Overarching Finding 9: The community is supportive of the district—and of its
new Superintendent—and emphasizes the importance of ensuring equity
across FCPS.

Recommendations
Based on the findings outlined above, C&J/UPD has six overarching recommendations for
FCPS:
1) Develop a strategic plan for the district and equitably allocate resources to achieve its
goals.
2) Reorganize the central office and redefine central office job responsibilities so that they
are aligned with the district’s theory of action and strategy for school improvement.
3) Establish systems across all departments for improved service delivery to schools and the
community.
4) Promote academic excellence by ensuring implementation of a guaranteed and viable
curriculum to all students.
5) Implement a performance management system for ensuring continuous improvement
among schools, staff, and central office departments.
6) Improve communication and trust between the central office and schools and the
community.
In the following pages, C&J/UPD expand upon these recommendations by providing more
detailed strategies and—in some cases—action steps or suggested resources to support
implementation.
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RECOMMENDATION 1

Develop a strategic plan for the district and equitably allocate resources to
achieve its goals.
To achieve this recommendation, FCPS should:
1a) Develop a strategic plan prior to the start of the 2016-17 school year.
1b) Require that central office departments create action plans aligned to the strategic plan.
1c) Align budget development processes and resource allocation to fund the plan.
1d) Conduct further analysis to better understand how resources are being used across schools
and what may be driving differences in spending. Analyses might include:
1e) Increase funding for ELL students and set targets for ELL teacher caseloads using lessons
learned from the ELL district review.
1f) Ensure that school board and SBDM councils’ policies are updated to reflect the new
strategic plan.

RECOMMENDATION 2

Reorganize the central office and redefine central office job responsibilities to
be aligned with the district’s theory of action and strategy for school
improvement.

To achieve this recommendation, FCPS should:
2a) Redesign the central office (see Figure R1 for a proposed structure).
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Figure R1. Proposed FCPS Organizational Structure

Internal Auditor

Board of Education

Equity Officer

Superintendent

Legal

Chief Financial Officer

HR, Finance, Budget,
Purchasing and MBE

Chief Operations Officer

Transportation,
Facilities, IT, etc.

(compliance, security,
SBDM Councils,
ombudsman)

Special Assistant

Chief of Schools

Chief Academic Officer

School Directors

Curriculum, Assessment,
SPED, ELL, PreK, Student
Services

Chief, Communications
and Community
Engagement

Communications,
External Affairs, Parent
and Community
Engagement

Chief, Shared
Accountability

Performance
Managment, Data,
Research/Evaluation,
School Reviews
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2b) Reconfigure the CFO’s office
2c) Create a new a cabinet-level Chief of Talent position after process re-engineering has
begun in earnest.
2d) Create a Chief of Schools position to supervise School Directors and clearly define the
roles and responsibilities of the School Directors as evaluating principals and
supporting them in being outstanding instructional leaders.
2e) Redefine the roll of the CAO to oversee voluntary curriculum, professional
development, mandatory summative and formative assessments, preK, student
services, special education, ELL, gifted and talented, and Title I.
2f) Create a cabinet-level Office of Communications and Community Engagement,
responsible for media and stakeholder relations and family and community
engagement.
2g) Reorganize and expand the capacity of the current Department of Data Management,
Planning, Program Evaluation, and Assessment to become an Office of Shared
Accountability.
2h) Reconfigure the Legal Counsel’s responsibility to include oversight of compliance,
security, SBDM councils, and a new ombudsman position.
2i) Redefine the roll of the Equity Officer to report directly to the Superintendent and to
work collaboratively across all Offices to ensure that equity is infused throughout the
work of the district.
2j) Create a new cabinet-level Special Assistant to the Superintendent who works on
projects of strategic importance to the district and the Superintendent.

RECOMMENDATION 3

Establish systems and processes across all departments for improved service
delivery to schools and the community.
To achieve this recommendation, FCPS should:
3a) Require each district Office to document key standard operating procedures (SOPs) and
share them with appropriate staff and stakeholders.
3b) Revise financial reporting processes.
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3c) Review the district’s policy for staffing allocations to schools to minimize the amount of
firing and re-hiring of staff.
3d) As part of the budgeting process for new buildings or renovations, provide for a routine,
formal budget conversation with Maintenance, Plant Operations, and Technology staff to
ensure that appropriate levels of staff and equipment are available.
3e) Improve central office departments’ supports to and communication with schools and
ensure that principals know who to call for questions, concerns, and requests for assistance
by documenting and communicating protocols.
3f) Improve principal supports for recruiting and hiring highly effective teachers.
3g) Improve principal supports for evaluating teachers, retaining highly effective teachers, and
exiting underperforming teachers.
3h) Improve the principal hiring process.
3i) Invest in an induction program to help new principals transition to building leadership roles.
3j) Improve communication within and between district Offices.
3k) Improve transportation for students by investing in drivers, bus monitors, and GPS
technology.
3l) In collaboration with school staff and general counsel, phase out the Continuation Plan and
develop an Out-of-Area plan that aligns with the new Rezoning Implementation Plan.

RECOMMENDATION 4

Promote academic excellence by ensuring implementation of a guaranteed and
viable curriculum to all students.
To achieve this recommendation, FCPS should:
4a) Establish six academic priorities3 for all FCPS schools that can be supported and monitored
by the central office.
4b) Implement a district-wide balanced assessment system.

3

Other central office academic supports should be significantly reduced or eliminated with remaining
resources being shifted to the schools.
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4c) Convene a District Curriculum Steering Committee chaired by the CAO and with
representation from teachers, principals, special education, and ELL.
4d) Provide schools with improved support in implementing PBIS and MTSS to reduce
suspensions, improve teachers’ classroom management, and provide high-quality academic
supports for students who need additional help.
4e) Provide schools with improved support in implementing special education models.
4f) Revise the special education staffing model to improve services for and evaluation of
students and to increase schools’ ownership of outcomes for students with disabilities.
4g) Establish a continuous feeder pattern of special education to ensure consistent supports for
students with disabilities across their educational experience.
4h) Ensure that School Directors and special education Associate Directors are visiting their
schools and meeting with principals at least 60 percent of their time.
4i) Increase the rigor and breadth of school reviews.
4j) Based on formative and summative assessments, school reviews, and ratings by School
Directors, identify Partnership Zone Schools.

RECOMMENDATION 5

Implement a performance management system for ensuring continuous
improvement among schools, staff, and central office departments.
To achieve this recommendation, FCPS should:
5a) Conduct a data diagnostic to better understand data access and system needs across the
district.
5b) Require each central office department to track progress against a number of indicators.
5c) Create a central office dashboard that summarizes the indicators across all schools and all
departments.
5d) Convene groups of administrators (e.g., principals, staff from operations and support, staff
from finance administration, etc.) using the following basic steps of a performance
management routine.
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RECOMMENDATION 6

Improve communication and trust between the central office and schools and
the community.
Many of the previous recommendations have implications for how the district communicates
with and engages its stakeholders. Several are reiterated here to emphasize their importance
in building trust between central office, schools, and the community. To achieve this
recommendation, FCPS should:
6a) Move with urgency to implement the recommendations in this report.
6b) Lay out a timeline and description of the proposed change process and discuss with all
stakeholders in multiple venues.
6c) With community input, define equity both in terms of student outcomes and student
opportunities.
6d) Create and meet regularly with an advisory council of principals.
6e) Create systems in all central office departments that improve service delivery to and
communication with schools (see Recommendation 3).
6f) Create a department of communications and community engagement that reports directly
to the superintendent (see Recommendation 2).
6g) Create an ombudsman position, supervised by legal counsel, to address anonymous
concerns and complaints from stakeholders (see Recommendation 2).
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Appendix C

Fayette County Public Schools
Career and Technical Education
Institutional Review Report
Conducted by the Kentucky Department of Education
Office of Career and Technical Education
November 2015

Executive Summary
Prepared for the Fayette County Board of Education
May 19, 2016

Staff Contacts:
Jack Hayes, Director of Innovation & School Improvement, CTE Coordinator, x 4123
Kim Lyon, CTE Program Manager, x 4243
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Process Summary
The Kentucky Department of Education (KDE) conducted a study of the Career and Technical
Education (CTE) programs within the Fayette County Public School district during the week of
November 2nd through the 9th, 2015. The review was organized at the request of the district’s
superintendent. KDE’s study consisted of teacher and school administrator surveys, desk audits
of the current CTE data, on-site reviews of the five comprehensive high schools and the three
technical centers within the district, facilitating a local business and industry forum, and
conducting interviews with school administrators, guidance counselors, central office staff, and
local board of education members.
The institutional review was guided by four main categories of research questions: career &
technical programs of study, instructional practices, guidance/scheduling practices, and
alignment of CTE programming with workforce needs.
Key in the review was an effort to understand the programming factors that contribute to current
accountability performance in the area of career readiness. Critical metrics in the district’s career
readiness accountability component, as provided in the District Report Card, include:
•
•
•
•

Of 2,296 seniors who graduated from FCPS high schools in 2015, approximately 78%
(1,779) had enrolled in one or more CTE courses
Approximately 37% (839) of seniors had continued along a CTE pathway long enough to
achieve “preparatory status,” and thus become eligible to earn the “career ready
technical” designation
Approximately 20% (461) of graduating seniors achieved the “career ready technical”
designation
Approximately 6% (134) of seniors graduated having earned the career readiness
designation

Summary of Findings
In the area of CTE Programs of Study, notable strengths included the wide variety of curriculum
pathway options for Fayette County students, and the number of opportunities students have to
learn through work-based learning placements and within school-based student enterprises.
These efforts to ensure learning take place in as authentic a context as possible are important to
high quality implementation of the CTE instructional program. Opportunities for improvement in
this area included development of systems that:
• better monitor high school student matriculation through CTE pathways and toward
“preparatory/completer” statuses
• better align and supervise work-based learning alignment between workforce needs,
curriculum programs, and student readiness
• increased alignment/opportunities to include dual/articulated credit in current and future
CTE curriculum pathways
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In the area of Instructional Practices, notable strengths included the general implementation of a
professional learning community approach to instructional planning, general use of data in
instructional decision-making among teams, and inclusion of core academic teachers in
curriculum programming at the three CTE Centers. Opportunities for improvement included
expansion of the district’s data focus to include systems that track and monitor career-readiness
among students across the district, deeper collaboration between academic and CTE teachers as
they plan integrated instructional units for students, and increased use of Career and Technical
Student Organizations (e.g., FFA) as a student engagement strategy at the five comprehensive
high schools.
In the area of Guidance/Scheduling Practices, strengths included assignment of guidance
counselors at the three CTE Centers. Opportunities for improvement included increasing the
overall district knowledge around CTE programming across the district, improving general
understanding of the student Individual Learning Plan (ILP) as a tool for academic planning, and
improving general academic advising to align academic planning with student post-secondary
aspirations.
In the area of Workforce Alignment, strengths included effective use of program advisory
committees among pathway programs at the three CTE centers. Opportunities for improvement
included implementation of program advisory committees among pathway programs at the five
comprehensive high schools, increasing and improving partnerships among industry leaders and
the schools/district, aligning CTE pathway programming with workforce needs in the community
& region, and increasing the number of opportunities students have to earn industry-recognized
certifications as the result of completing CTE programs.

Recommendations
Upon completion of the review, team members offered the district the following
recommendations:
1) Develop robust and compelling resources that assist with the education, marketing, and
promotion of CTE that can be utilized by all shareholders.
2) Explore ways for the district to implement collaborative and consistent scheduling
practices.
3) Strengthen opportunities for work-based learning experiences.
4) Expand dual and articulated credit opportunities for the various CTE career pathway
offerings within the district.
5) Ensure the establishment of school-level program advisory committees for every CTE
program within the district.
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6) Examine the gaps and overlaps in the alignment of the district’s CTE system and local /
state workforce needs.

District Response
The district’s global response to address opportunities for improvement and the review team’s
series of recommendations has best been captured under our participation as partners in
Commerce Lexington’s/Business Education Network’s partnership with Ford NGL to create a
community-wide focus on alignment of workforce needs and educational programming. The goal
of this project is to, over time, transform high school programming in a way that provides a
direct link between student post-secondary aspirations and their high school learning experience.
This “transformed” approach to education will address a number of needs outlined in the
institutional review, including:
•
•
•
•
•

Developing a “pathway culture” in which students enter high school with a clear vision of
each step of their academic program and how it leads to employment/higher education
Aligning CTE programming with workforce needs
Increasing CTE enrollment, and working to reduce the perception that career & technical
education is not appropriate for all students
Redefining the definition of school/business partnerships around a common goal of better
preparing students for success in the workplace
Clarifying and better aligning the P-12 and post-secondary learning programs, and
opening more opportunities for dual/articulated credit for students participating in CTE
pathway programs
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Appendix D

EXECUTIVE SUMMARY
Audit Findings and Recommendations regarding the
Fayette County Public Schools

D

English Language Learner and Gifted and Talented Programs

FINDINGS

STANDARD ONE

Finding 1: District planning must be strengthened to direct district decision making and the management of curriculum
and programs. The auditors found no written plans relevant to leading and supporting the delivery of the Gifted and
Talented and English Language Learner programs.

R

Finding 2: The Fayette County Public Schools organizational structure needs greater cohesion of curriculum management
functions to provide sound organizational management for Gifted and Talented and English Language Learner programs.
Staffing formulas have not kept pace with growth in the ELL program and superintendent turnover has severely impacted
continuity toward district-wide improvement.
STANDARD TWO

Under Standard Two, auditors examine the scope, quality, and alignment of the ELL and GT curriculum within the
school system. An educational system meeting Standard Two demonstrates clearly established learner expectations and
definitions of instructional content for effective teaching and learning.
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Finding 2.1: The auditors found there needs to be a curriculum management plan to direct curriculum design and
delivery for Gifted and Talented (GT) and English Language Learner (ELL) programs.
Finding 2.2: The scope of the written curriculum must be expanded to support Gifted and Talented (GT) and English
Language Learner (ELL) program delivery.
Finding 2.3: The minimum basic components and specificity of the written curriculum documents must be developed to
direct classroom instruction and support the differentiation critical to the success of English language learners and the
learning of gifted and talented students.
STANDARD THREE

Under Standard Three, auditors review the design and delivery of the educational program to determine equity,
connectivity, and overall alignment. A successful school system meeting Standard Three will demonstrate a highlydeveloped, articulated, and coordinated curriculum (programs and services) in the organization that is effectively
monitored by the administrative and supervisory staffs at the central and site levels.
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Finding 3.1ELL: English language learners (ELLs) need equal access to content and services in Fayette County Public
Schools for equity to be realized. Allocation of ELL teachers must be increased and made more consistent and driven by
student need to be adequate. As a result of the inequitable educational opportunities, ELL students are overrepresented in
special education programs and underrepresented in Gifted and Talented programs.
Finding 3.1GT: Students served in the Gifted and Talented (GT) program do not represent the demographics of the
Fayette County Public School district as a whole. Teacher allocation for the GT program must be more consistent, and
former practices by schools have resulted in a myriad of service delivery models. As a result, GT students do not have
equal access to GT services and the benefits of the GT program.
Finding 3.2 ELL: The design of programs and services for the English language learners (ELL) population must be
clearly and specifically designed to direct delivery and access to services across all schools.
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Finding 3.2 GT: The design of programs and services for GT are widely varied need greater definition to assist schools
in delivering effective programs. Students have unequal access to services across the district.
Finding 3.3 ELL: Classroom instruction inadequately addresses specific language needs of ELLS and does not reflect
district [and state] expectations. Language objectives not observed during classroom observations.
Finding 3.3 GT: Classroom instruction did not differentiate for GT students’ needs and learning styles in the regular
classroom. The auditors did not see system-wide evidence of enrichment, depth, and complexity in student activities.
Finding 3.4 GT: Monitoring of instruction for effective strategies and approaches for GT students is critical to assuring
improved student learning opportunities. Professional development for teachers regarding GT strategies has been
offered but not required.
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Finding 3.4 ELL: Monitoring of effective English language learner instructional practices is inconsistent and delivery of
services rests inordinately with the ELL teacher(s) in the building. Professional development for quality instructional
approaches is in the evolving phase, but still partially inadequate.

STANDARD FOUR

Under Standard Four, the auditors examine the overall scope and quality of the assessment system in providing data
(feedback) for use in decision making at all levels of the system: classroom, building, and district. A school system
meeting Standard Four has designed a comprehensive system of assessment/testing and uses valid measurement tools
that indicate how well its students are achieving designated priority learning goals and objectives.
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Finding 4.1: The scope of the student assessment program must be expanded to effectively monitor Gifted and Talented
and English Language Learner student achievement, and to provide sufficient data for making sound curricular
decisions.
Finding 4.2 GT: Assessment trends show consistent high academic performance for Fayette County Public School Gifted
and Talented students; however, downward trends were noted. Performance disparities exist with Gifted and Talented
students in Title I (high poverty) schools.
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Finding 4.2ELL: Assessment trends show a significant achievement gap between English Language Learner (ELL)
students and their non-ELL peers, and this gap not narrowed on any former measures of assessment.
Finding 4.3: Program direction and evaluation for the district in general and the ELL program specifically have not been
formally implemented, monitored, or evaluated for long-term effectiveness system-wide.

T
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RECOMMENDATIONS
Recommendation 1: Develop and implement coordinated planning processes that will result in Gifted and Talented (GT)
program and English Language Learner (ELL) program plans congruent with the anticipated District Strategic Plan and
that support greater equity in access to services and improved effectiveness in classroom instruction.
Recommendation 2: Develop and implement a comprehensive curriculum district-wide that supports classroom
differentiation of content, the development of language skills, and the implementation of student-centered and cognitively
engaging activities to better serve the needs of ELLs and GT students.
Recommendation 3: Specifically define the vision for Gifted and Talented instruction and corresponding program
models for delivering Gifted and Talented (GT) services in Fayette County Public Schools. Improve the delivery of
services to GT students across the district and assure equity of access to those services.

D

1. Define service delivery models considered effective
2. Establish a system to monitor student identification and inclusion practices and improve identification at schools
with high percentages of students eligible for F/R price lunch and with English language learner populations.

3. Expand and revise identification processes to improve equity of access to GT services and to ensure all students
with GT potential are identified and supported.

4. Improve student-teacher ratios and clarify roles and responsibilities of those serving GT students’ needs
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5. Train all teachers in effective differentiation of curriculum and instruction and on increasing rigor and problem
solving in the classroom.

6. Develop GT curriculum for Talent Pool experiences, extra-curricular projects, and co-curricular activities.
7. Integrate GT differentiation suggestions into the regular curriculum, for both acceleration and enrichment.
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Recommendation 4: Improve and expand delivery of English Language Learner (ELL) services. Establish a clear
direction that targets the English language development and proficiency in English for ELLs to be successful across all
content areas and that ensures equity for all students. Revise and define the service delivery options recommend to
implement the most effective ELL program.
1. Define service delivery options considered effective.

2. Establish a newcomer center and coordinate with community-based services in meeting the needs of newcomers.
3. Establish expectations for effective communication with ELL families and monitor adherence to those
expectations by every school.
4. Improve student/teacher ratios (1:20-25, depending on student characteristics)
5. Train ALL teachers in SIOP strategies.

6. Incorporate expectations and suggestions for differentiation in district curriculum to support SIOP strategies,
English language development, and culturally-relevant instruction.
7. Coordinate ELL services with existing world-language programs, where possible.
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Recommendation 5: Establish a student and program assessment system, in conjunction with a data warehouse, to
monitor ELL and GT student achievement and progress and to assure equity. Incorporate multiple tools to measure
student progress in their learning so teachers and program leaders have adequate information to guide program-level
decision making.
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Appendix E

Fayette County Public Schools
2015-2016 Public Engagement Executive Summary
Engagement Overview
This school year, Fayette County Public Schools worked with independent research and communications
firm K12 Insight to engage the entire Fayette community and learn community members’ priorities for
their school district. A large majority of this work was designed to inform Superintendent Emmanuel
“Manny” Caulk’s entry plan, “Listening, Learning, and Leading,” which has five core values: Students
First; Victory is in the Classroom; Leadership, Capacity Building, Shared Accountability, and
Collaboration for Results are Keys to Success; Families are Our Partners; and It Takes an Entire
Community to Ensure the Success of Our Public Schools. Ultimately, the community feedback will help
shape a strategic plan that will guide FCPS for the next several years.
From November to March, K12 Insight and FCPS leaders facilitated more than 18 community listening
sessions to hear a variety of stakeholders’ opinions on FCPS’ strengths, weaknesses, and opportunities.
The listening session protocol was built around questions on six topics: Points of pride, what FCPS does
well, where FCPS could improve, priority focus areas, vision for FCPS’ future, and engagement with
other stakeholder groups.
In February, the Superintendent Entry Plan Stakeholder Survey asked for feedback from students,
employees, families, and community members in six key areas: Quality of FCPS, mission and strategic
plan, areas of strength and areas for improvement, school quality, stakeholder priorities, and
communication preferences.
FCPS also conducted several other surveys to help Superintendent Caulk gather information for his entry
plan from different stakeholder groups and on specific topics. They were:
•
•
•
•

Organizational Health Inventory (District support services employees)
Preparing Our School Sites Survey (Principals)
Business Partners Survey (Current and prospective business partners)
Special Education Satisfaction Survey (Parents)

Community Participation
In total, these surveys resulted in almost 8,000 responses from the community.
Of those, 6,160 responses were to the Superintendent Entry Plan Stakeholder Survey, including 2,115
from parents and guardians, and 356 from parents who are also district employees. In addition, 2,612
students in grades 9-12 participated in the survey.
In the more than 18 listening sessions conducted this school year, more than 600 stakeholders shared
their opinions and experiences with the district and K12 Insight. These listening sessions were held
throughout the community, targeting students, employees, families and community members.
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Community Feedback
Superintendent Entry Plan Stakeholder Survey
•
•

•
•
•
•
•
•
•

•

77% of participants rate the overall quality of Fayette County Public Schools as excellent or
good.
When asked how the district could earn a higher rating in the future, participants focused on:
o Equality and Equity: Giving students access to the same educational opportunities
regardless of their school
o Teacher Quality: Ensuring the district hires and retains effective teachers, and providing
quality instruction to students with special needs and English Language Learners
o Class Size: Keeping class sizes manageable to allow for more individualized attention
o Instruction Time: Focusing class time more on instruction instead of standardized testing
and improving discipline practices
o Cafeteria Food: Providing higher quality food and healthier options
84% of survey participants think FCPS is achieving its mission somewhat or to a great extent.
58% of participants agreed that FCPS ensures all students achieve at high levels.
52% agree that FCPS ensures all students graduate prepared to excel in a global society.
46% of participants agree that FCPS meets the needs of all students, and 70% identified this as
an area that needs improvement.
48% of participants said the district should improve student preparation, and 49% said student
support should improve.
79% of participants believe FCPS provides high-quality educational programs, and 68% think this
is a district strength.
When asked to rank their top priorities, participants selected
o Rank 1: Setting high standards and expectations for all students
o Rank 2: Building a culture of trust and collaboration between the district and schools, as
well as school and home
o Rank 3: Ensuring equity of resources across all schools
When asked what top 3 priorities Superintendent Caulk should focus on, participants said:
o Teacher Quality: Ensuring the district hires and retains effective teachers, and providing
quality instruction to students with special needs and English Language Learners
o Equality and Equity: Giving students access to the same educational opportunities
regardless of their school
o Class Size: Keeping class sizes manageable to allow for more individualized attention
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Community Listening Sessions
•

•

•

When asked to identify what they’re proud of about FCPS, participants said:
o Community Involvement: Including the district’s diversity and the partnerships
established to support for the schools, students, and families
o Caring Staff: The presence of dedicated, quality staff members who care for students
o Student Success: The high academic achievement of FCPS students
o Variety of Courses and Extracurricular Activities: Including opportunities in the fine and
performing arts, sports and athletics, and career and technology education; and the
scope of academic programs
o Rigor of Coursework: Including the district’s gifted and talented and IB programs,
opportunities to access college-level coursework, and the rigor of general curriculum
o Facilities: The increase in the property tax to renovate schools, the clean and beautiful
schools, and the well-maintained facilities equipped with updated technology
When asked what FCPS does well, participants said:
o Community Engagement: FCPS’ collaboration with people outside of the district;
engagement with local businesses and organizations (e.g., Junior Achievement, Chamber
of Commerce, Better Business Bureau); and communication with community members
o Positive Environment: Making students feel secure, safe, heard, and valued
o Variety of Courses and Extracurricular Activities: Providing students with a rich
educational experience that enables them to find their niche
When asked what FCPS could do better, participants said:
o Guidance Counseling: Providing more counselors for schools, particularly to help juniors
and seniors with college and career planning, and middle school students take
advantage of all of the unique high school programs; in addition, participants suggested:
 Improving understanding of CTE courses
 Advertising course and extracurricular offerings
 Improving scheduling so all students who are interested can enroll
o School-Based Decision Making (SBDM) Councils: Improving shared decision-making at
every school so the SBDM councils truly take part in the process, and ensuring equity
from school to school
o Skills Courses: Offering additional courses that teach academic skills (e.g., how to study
properly) and life skills (e.g., budgeting, balancing a checkbook)
o Ensuring Systematic Excellence: Ensuring access and opportunities are equitable across
the district, hiring more diverse staff and educating existing staff to better reach and
serve minority students, meeting the needs of students with additional needs
o Physical Activity and Socialization Time: Providing students with more time to exercise
and develop social skills
o Responsive Teaching Approach: Better tying the curriculum to authentic learning
opportunities, considering students’ strengths and weaknesses to differentiate
instruction, and offering interactive learning opportunities
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MAP vs FAST: Reinstating the MAP tests
Parental Involvement: Ensuring parents are welcomed, treated respectfully, and have a
clear point of contact who responds to them
o Communication: Communicating in a way that is accessible, reliable, transparent,
timely, and up to date
When asked about what should be Superintendent Caulk’s top priorities, participants said:
o Teachers: Ensuring the district hires and retains effective teachers
o Equal/Equitable Resources: Giving students access to the same educational
opportunities regardless of their school
o Course Planning and Scheduling: Improving scheduling so all students who are
interested can enroll
o Parent and Community Involvement: Using parents and the community as a resource
that can support school efforts
o
o

•

Common Themes
In the findings from both the Superintendent Entry Plan Stakeholder Survey and the community
listening sessions several topics appeared multiple times. These common themes show clear
opportunities to address community priorities and make improvements that benefit all FCPS students.
Some of the common themes were:
•
•

•
•

Equity: Participants expressed concerns that access to educational opportunities and programs
varied from school to school.
High-Quality Teachers: Participants want the district to focus on hiring and retaining effective
teachers so students receive high-quality instruction regardless of their learning needs (e.g.,
special education, English Language Learners).
Class Size: Participants would like to see FCPS reduce class sizes so students receive more
individual attention.
Relationship Building: Participants would like to FCPS continue to build collaborative
relationships with parents and families.
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