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Navigating Board Politics

by Deryl W. Wynn

Five veteran school board attorneys re-
cently participated in alive audio -confer-
ence sponsored by NSBA's Council of
School Attorneys. The session, titled
“Navigating Board Politics: The School
Attorney as CounseloratLaw,” provided
the backdrop for aninsightful discussion
aboutvariousissuesroutinely presented
to school boards and their attorneys.

The panelists’ comments, which were
peppered with narrative responses and
shared experiences, are summarized
here.

The duty of care:

Each board member must exercise the
degreeofdiligence, care, and skillthatan
ordinary, prudent individual would use
under similar circumstances. This obli-
gation, known as“duty of care,” appliesto
the board asawhole andtotheindividual
members.

To satisfy this obligation, a board mem-
ber must, at a minimum:

« attend and participate in board meet-
ings and, if appropriate, committee
meetings;

eestablishageneral understanding ofthe
district’s organizational structure and
chain of authority;

*review board minutes and other written
documents provided in connection with
boardbusiness;

* understand the board’s fiduciary re-
sponsibilities;

« participate in board retreats and strate-
gic planning; and

« use good judgment when making deci-
sions for the district.

Disputes about governance:

Underthe bestof circumstances, school
boardleadersandthe superintendentare
intotal agreementabouttheir respective
roles and responsibilities. However, in
those instances in which there is no
agreement, ifboard members lack prac-
tical ways of negotiating with one another
and the board’s position on the authority
ofthe superintendentis unclear, disaster
isjustaroundthecorner, perhapscloser.

Without agreement on what constitutes
micromanagementversuseffective board
governance, flaredtempers oftenleadto
misunderstanding.

All too often, the failure to anticipate
possible disagreements leads to condi-
tions where even the best among us, in
the heat of the debate, succumb to “turf
war”behaviorratherthantryingtoresolve
issues in a logical fashion.

During a conflict, the business of the
districtis setaside, increasing the risk of
the board breaching its duty of care. To
guard against such an outcome, school
board members should periodically dis-
cusstheirpreferred model of governance
with the superintendent.

The following questions, if addressed
early on, willinform the board and super-
intendent of the proper conduct for ad-
ministrative issues:

(POLITICS Continued on page 3...)




The School Board Member’'s Legacy

Typically, board members do not think of
their service with respectto whatthey will
leave for others when their terms are
completed. Yet, board membersdoleave
a legacy, an inheritance, good or bad,
which is bestowed on those who suc-
ceed them. These individual leadership
legacies (Galford & Maruca, 2006) are
interwovenintothe fabric of school gover-
nance and blended into the character of
the board. Thatboard characterchanges
over time, responding to current events
and pressures, and to an assortment of
demandsthatleave marks onthe gover-
nance structure of public education.

The challenges facing public education
today, in many ways, threaten the per-
ceived and, perhaps, preferred legacies
ofboards. Increasing legislation, decreas-
ing funding, and mounting demands for
fewer resources continually defy the sys-
tem, making school board service more
time consuming and more complicated.
However,inthe face of ever-growing con-
cerns surroundingacademic proficiencies
and financial hardships, school board
members must acknowledge the chal-
lenges and actively engage in service
with the end-in-mind. They must be pre-
paredtotackle the tough problemsfacing
public education with a determined re-
solvetoleave their successors poisedto
continue the course of school gover-
nance efficiently and effectively. Still, the
guestion remains: how can board mem-
bers guaranteethe legacy they willeven-
tually pass to those who follow them?

Consistencyin Governance

“Board members must wade through a
sea of legislated responsibilities, from
levying taxes and hiring the superinten-
dentto selecting materials for sex educa-
tion courses and ensuring that students
dress appropriately” (Hill, 2004, p. 78).
Hill continues by stating that state codes
establish board responsibilities in these
areas: school buildings and grounds;
professional and support staff; funding;
curriculum; transportation; attendance;
dispute resolution; federal and state cat-
egorical program implementation; com-

pliance, management,andimplemen-
tation of federal civil rights laws and
court orders; and vendor contracts.
However, the assignment of responsi-
bilities has notonly been from above,
assigned duties have also risen from
belowinthe form of unionsand parent
groups.

One ofthefirstrealities for new board
members as leaders is to become
awarethattheyare notaware (Boyatzis
& McKee, 2005). This period of per-
sonal transformation is critical, as
new members begin learning the un-
known. Equally important is the real-
izationthatthe process of governance
cannot wait until all board members
are comfortable and knowledgeablein
their roles. The truth is that all of this
responsibility can be overwhelming,
eventoexperienced board members.
However, keepin mindthatthe gover-
nance responsibility is assigned to
the board in its entirety, not individu-
ally. Consequently, veteran board
members offer the newly organized
board the benefitand wisdom of their
experienceand enable boardstomove
forward, while newmembersarelearn-
ing their roles.

Additionally, school corporation policy
provides consistency ingovernance,
authorizing implementation, compli-
ance, and management of activities
through the formal adoption of rules,
processes, and procedurestogovern
local school corporations. These poli-
ciesbelongtothe board andrepresent
an integral part of the legacy boards
inheritand bequeath. Thatis why itis
so important that policy be reviewed
regularly to ensure thatit continuesto
reflect, notonly the requirementslev-
ied by federal and state authority, but
also the culture and climate of the
community:

Board Credibility

Board leadershipis all about credibil-
ity, or the trustworthiness ofthe board
to actresponsibly in every facet of its

governance role. Constituencies, both
community and school, investtheir trust
inthe collective decision-making capa-
bility ofthe governing boardtorepresent
their best interests in public education.
Inturn, the board continually earns and/
or builds on that invested trust at every
meeting, by every decision it makes,
including the process of decision- mak-
ing it employs.

Credibilityisthe heart of leadership, but
it is also a relationship. More specifi-
cally, it is a reciprocal relationship be-
tween those who lead and those who
choose to follow (Kouzes & Posner,
2003). Following the board’sleadership
is an intentional choice of its constitu-
encies, not an autonomic response to
position. A board’s worthiness is mea-
sured by its credibility, established
throughtrustearned by pastand present
performance.

Leadership Integrity

A board’s leadership integrity is more
than its collective character, ethics,
and morals. Itis about the ability of the
board to operate effectively as a whole
(Cloud, 2006). A board’s collective ac-
tion defines its value and leadership
integrity. It is what ultimately matters.
However, itrarely occurs withouta con-
scious effort stemming fromacoopera-
tive determination among board mem-
bers to serve the needs of followers
before their own (Kouzes & Posner,
2006).

“We'll all be remembered for some-
thing. The question is, for what?”
(Kouzes & Posner, 2006, p. 18) The
question is valid. How will your term of
service be remembered? What contri-
butionwillremainwhenyouhaveretired
fromboard service? Itisnottoo early to
anticipate the legacy that is yours to
leave, the one you will forge, both indi-
vidually and collectively, during your
years of board service. Itisworth think-
ingabout.
Excerpted from the
Indiana School Boards Association's
Winter 2007
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(POLITICS ... continued from page 1)

* How should a board member re-
spondtoaschoolemployee’sreport
of another employee’s misconduct?

 Are there any circumstances under
which a board member should not
informthe superintendent of areport
of school employee misconduct?

» Must a board member always share
with the full board a parent’s con-
cerns?

» Whenisitproperforaboard member
tolaunchhis orherowninvestigation
into suspected fiscal mismanage-
ment, employee misconduct, or
school facility concerns?

Ideally, the goal is to resolve these
types of matters wellinadvance of any
problems.

Codesofconduct

Some boards have created a board
member code of conduct to address
how the board should engage the su-
perintendentand howboard members
should engage one another. The code
of conduct is often included in new
board member orientationand reviewed
annually. This process helps crystal-
lize board members’ understanding of
howtheir behavior affectsthe operation

ofthe school district-and often leads to
areduction in internal disputes.

The legal duties of board members are
generally defined within a state statute
or constitution. Few, if any, legal au-
thorities require board members to be
civiltoone another. However,anumber
ofboards address suchissuesthrough
the terms of a “school board member
code of conduct.” These documents set
forth general rules of civility and expec-
tations of deportment and demeanor
when conducting school business.

The board’s role

For most districts, the board's role isto
set policy and exercise the oversight
necessaryto ensurethatits policies are
implemented and its goals accom-
plished. Incontrast, the job ofthe super-
intendentand other school officialsisto
manage the daily affairs of the districtin
amanner mostlikely toaccomplishthe
objectives of the board.

An appreciation for the complexities of
governance models andaclearunder-
standing of the duties of board mem-
bers and administrators is greatly en-
hancedthroughboardtraining.

State associations and NSBA have
excellent resources for such training.

NSBA has recently issued a revised
edition of Becoming a Better Board
Member and also offers agovernance
training series called the Key Work of
School Boards. Bothareavailable from
NSBA's website, www.nsba.org.

A school board that understands its
roles and responsibilities-along with a
similarly well-informed superintendent
andschoolattorneywillbe well-equipped
to navigate school board politics, prac-
tice good governance, andavoid unnec-
essary conflicts.

A school board’s overall concern must
be with maintaining an ethical and prac-
tical response that will help the district
achieveits mission. Thisrequires plan-
ning, training, and the willingness to
candidly approach the delineation of
roles and responsibilities.

School boards able to stay above the
frayand engageinbestpracticeswillbe
able to stay focused on what really
matters-setting policies aimed at rais-
ing student achievementgy

Reprinted with permission from School Board
News, March 2007. Copyright 2007. National
School Boards Association. All rights reserved.
Deryl W Wynn, of the McAnany, Van Cleave &
Phillips law firm in Kansas City, Kan., is chair of
NSBA's Council of School Attorneys.
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Conversations About Using Technology to Support 21st Century Students|

Conversations About Using Technology to Support 21st Century Students
Speakers

Tuesday

July 10
6:00pm-9:00pm
Sheraton~Burlington

Cost: $75
(includes dinner)

To register call
Peter Drescher
at 828-1381

Astechnology becomes smaller, faster,
cheaper and ubiquitous, the career we
call "teaching" is going to evolve into
something different. Wireless tablets
and the iPhone provide just the first
hints of hardware that will chnge our
daily lives ove rthe nexttenyears. How
can you tell the difference between
what's trendy and what's educationally
useful? What can you do today to
prepare yourselfbetter for2017?

Dr. Bernie Dodge, Professor of Edu-
cation San Diego State University

Noted for his development of Web
Quests, The courses he teaches are
about the design of learning systems,
on WebQuests and lessons wrapped
aroundtelecollaboration, databasesand

software, and the design of educational
games and simulations.

Dave Warlick, Consultantand Creator
of Landmarks for Schools ~ Author and
designerof“The Citation Machine,” David
Warlick is a 30 year educator, with the
North Carolina State Department of
Public Instruction.

Jim Moulton, Consultant ~ is a parent
and educator first-purposefully focused
onpreparingthe learners oftodayto be
the leaders of tomorrow. Jim collabo-
rates with others in his home state of
Maine indesigning, developingand de-
livering professional developmentinsup-
portofthe Maine Learning Technology
Initiative. G
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_él NSBA Legal Clips...

NOCHILDLEFTBEHIND NCLBA says NCLB has forced schools to
The U.S. Department of Education Arecord number of lllinois schoolshas  focus attention on special education
(ED) has released final regulations to escaped No Child Left Behind (NCLB)  students. Asaresult, she says, those
guide the creation oftests for students sanctions this school year largely be-  students are making gains on state
in special education who are capable cause of changes in how schools are  and national exams. “This is the first
oflearning grade-level content, but not judged and alterations that made state  time thatwe have data on how special
as quickly as their peers. Currently, achievementexamseasierforstudents  education students are doing com-
the only options available for such topass. Nearly82% ofthe state’spublic  pared totheir peers anditis making a
students under the No Child Left Be- schools metfederalgoalsonthestate’s  lotofpeople nervous, butthat'sagood
hind Act(NCLB) are totake the general math and reading assessments, com-  thing,” Ms. Kaloi says. “We strongly
assessments that are given to all stu- paredto 74%theyearbefore.But4500f  advocate thatthese kids notbe pushed
dents, which may be too difficult, or 3,100 schoolsthatmetthe goalsdidso  outofthe accountability systembased
testsintended for students with signifi- because state officialschangedtheway  on the hue and cry.”

cantcognitive impairments, which are students’ scores were counted, not

too easy. According to ED Deputy because students necessarily did bet- SPECIAL EDUCATION& DISABILI-
Secretary Raymond J. Simon, the new teronthetests. lllinois builtinacushion  TIES

tests will allow a more accurate as- that allows subgroups of students to  The U.S. Courtof Appeals for the First
sessmentofwhatthese studentsknow pass state assessments with lower  Circuit has ruled that a studentwas a
and how besttoteachthem. Thetests scores than initially required underthe  “child with a disability” entitled to spe-
may also allow some schools to make law. When NCLBwas enactedin2002,  cialeducation services underthe Indi-
adequate yearly progress (AYP) under many educators and lawmakers pre-  vidualswith Disabilities Education Act
NCLBwhentheyhad notbefore. Upto dicted thatthe number offailingschools  (IDEA), eventhoughsheexcelledaca-
2% of students’ proficient and ad- would soar as the bar for passing demically, because any negative im-
vanced scoresonthese particulartests, ratcheted up and number of students  pactherAsperger's Syndrome had on
which ED calls “alternate assessments required to take tests increased. But  her educational performance could
based on modified achievement stan- stateshave made somanyadjustments  qualify as an “adverse effect” for pur-
dards,”may be counted when measur- to their testing systems, the numbers  poses of IDEA’s eligibility test. How-
ing AYP. Two percentofall studentsis have not risen as quickly as expected.  ever, the court ruled that her parents
equivalent to about 20% of students In lllinois, the number has declined ev-  were notentitledto reimbursement for
with disabilities. ED also allows up to ery year since the law was instituted.  the cost of private school tuition or to
1% of all students in a state, which is “There is clearly a race to the bottom  compensatory education services.
equivalent to 10% of students with going on,” says Kevin Carey, a policy  L.l., astudentat Cornish Elementary
disabilities, to take a different type of director at Education Sector,whichhas  School (CES) in Cornish, Maine, ex-
alternate assessmentand be counted studied state testing changes. celled academically butbeganhaving
as proficient for purposes of AYP. psychological problems that culmi-
Those tests, the ones used with stu- About87%oflllinoiselementaryschools  nated during sixth grade in a suicide
dents with significant cognitive impair- and 72% of charterschoolsmetfederal  attemptandadiagnosis of Asperger’s
ments, are less complex and compre- goals. Of the nearly 700 schools in  Syndrome and adjustment disorder
hensive. Thistesting flexibility was first llinois that failed to meet the federal  with depressed mood. To qualifyasa
announced in April 2005, with draft targets, abouthalffailedonlybecauseof  “child with a disability” under IDEA, a
regulationsreleasedin December2005. the performance of special education  child must: (1) have at least one of
In the meantime, states were allowed students. Nationwide, educators have  severalenumerated conditions, each
to use amathematical modelto adjust debated whether NCLB demands too  of which is further defined in federal
their scores as if the policy were al- much of special education students.  regulations as “adversely affecting a
readyinplace, anapproachthatwillbe Some argue it's unrealistic to expect  child’s educational performance” so
allowedforthe 2006-07 school year not them to pass tests at the samerateas  asto constitute a disability; and (2) by
afterthatunlessthe state entersintoa other students; others contend schools  reason of the condition, need special
partnershipwith the ED to developthe needto do moreto help specialeduca-  educationandrelated services. Adis-
“2 percent” tests. “Only those who tion students surpass the bar. Laura trict-convened pupil evaluation team
participate with usinameaningful way” Kaloi, a policy director for the National ~ (PET), which IDEA refers to as an

canusethe mathematical model, says CenterforLearning Disabilities (NCLD), ,
Mr. Simon. (CLIPS continued on page5...)

4 FROM THE BOARD ROOM, April 2007



_él NSBA Legal CIlips...continued

(CLIPS continued on page5...)

Individualized Education Program (IEP)
team, identified L.l.. as a “qualified
individual with a disability” under the
federal Rehabilitation Actbutconcluded
she was ineligible for services under
IDEA because her condition had “no
significant adverse effect on educa-
tion.” The parents, who in the interim
hadplacedL.l.inprivate school, unsuc-
cessfully disputed the IDEA eligibility
determination in a due process hear-
ing. They then appealed the hearing
officer’s decision to U.S. district court,
which ruled in their favor, concluding
that L I.’s condition adversely affected
her educational performance inthe ar-
eas of socialization and communica-
tion. Noting that neither Maine nor fed-
eral regulations qualify the term “ad-
versely affects,” the district court ruled
that“any negative effect should be suf-
ficient” to constitute a disability under
IDEA.

The First Circuitaffirmed. The appeals
courtdeclined to adopt MAD 55's rea-
soning that a disability meets the “ad-
versely effects” criterion “only if the
student’s condition imposes a signifi-
cant negative impact on the child’'s
educational performance ... limited to
those areas of performance actually
being measured and assessed” by the
school district in accordance with law.
Maine’s definition of “educational per-
formance”lists performance on assess-
ments as just one of many indicators,
both academicand non-academic, and
“Maine’sbroad definition of ‘educational
performance’ squares with the broad
purpose behind IDEA,” the court con-
cluded. The “adversely affects” compo-
nent could include any adverse affect,
no matter how slight, without opening
the floodgate to IDEA claims as the
schooldistrictfeared, because evenifa
student has one of the enumerated
disabilities under the first prong of the
eligibility test, it does not necessarily

follow that the student also fulfills the
second prong.

The FirstCircuitnextdeterminedthatthe
lower courthad notcommitted clear error
inapplyingthislegal standard. Underthe
first prong, the lower court had not erred
by relying solely on state content area
performance indicators to assess L.l.’s
“educational performance” but, rather,
hadfoundthat Asperger'simpairedL.l.’s
“communication,” an area incorporated
in Maine’s definition of “educational per-
formance,”andthatL.l.'s"adverse effect”
alsorested on other difficulties implicat-
ing “the career preparation component of
the Maine general curriculum.”Underthe
second prong, the district court had cor-
rectly defined “special education,” the
services agreed to by the PET as part of
its Rehabilitation Act plan were “special
education” services within the meaning
of IDEA, and “the district has not ad-
equately explained to us why [L.l.] does
notneed special education.” The district
court had properly denied reimburse-
mentfor L.l.'s private school tuition, asa
private placementis not “reasonably cal-
culated to enable the student to receive
aneducational benefit’'underIDEAwhere
the private school offers none of the
special education services recom-
mended by the experts or the PET. The
district court’s denial of compensatory
services also was proper because the
IEP the courthad ordered MAD 55 formu-
latefor L.I. necessarily would resolve this
question.

FACILITIES,PROPERTY &. SCHOOL
BUSINESS

AparentgroupinNorth Carolinahasfiled
a class action lawsuit in state court
seeking to bar Wake County Public
School System (WCPSS) from convert-
ing 22 schoolsto ayear-round schedule
thissummer. Wake CARES allegesthat
requiring only some students to attend
year -round schools violates the state
constitution’s guarantee of a “uniform
system” of schools with “equal oppor-

tunities” provided for all students be-
cause those students will have less
access to extracurricular and co-cur-
ricular activities suchas summercamps
than students at traditional -calendar
schools. School leaders say if Wake
CARES getstherequested injunction,
itwould be hard to come up with away
on such short notice to house the
8,000 new students expected this fall.
Under state law, parents must be noti-
fied by May 15where their childrenwill
attend classes for the coming year. “It
would cause a mad scramble,” says
school board member Lori Millberg. “I
can'tseeajudge givingtheinjunction.”
The year-round calendar can handle
more studentsthan traditional schools
by putting the buildingsin constantuse
withfour staggered schedules. WCPSS
officials believe this will help them
handle growth by accommodatingmore
than 3,500 additional students. But
many parents object to the possibility
of having children on different sched-
ules and the loss of longer summer
vacations. They argue WCPSS could
handle the growth by having schools
revert to the maximum enrollments
theyhave had. Jack Boger, dean ofthe
UNC-Chapel Hill School of Lawand an
expert on civil rights education law,
says Wake CARES hasa“novelargu-
ment” but doesn’t have much prece-
dentforarguing that equal opportunity
extends toward calendars. Wake
CARES failed to persuade voters in
Novembertorejecta$970millionschool
construction bond referendum that
fundedthe conversions, butthe group
successfully lobbied county commis-
sioners not to turn over the money
approved in the bonds on the ground
that the school district was failing to
provide enoughalternativesto families
who could not make the year-round
calendar work for them. The school
board voted lastmonth to proceed with
the conversions by paying forthem out
of its own funds. The parents then
lobbied the county commissioners to
sue the school district, but the com-
missioners chose not go to court. =
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Burlington School District
Showcases “Farm to School”
Program in San Francisco

By: Winton Goodrich, VSBA Associate Director

“Farm Fresh:” Notwords often asso-
ciated with school meals programs.
Butin Vermont, the “Farmto School”
project is working to change not just
what students eat, but their under-
standing of food ingeneral —how it's
grown, processed, delivered, and pre-
pared.

A team of school leaders from
the Burlington School District |
recently presentedtheirinnova- | &,
tive school meals project at the
National School Boards Asso-
ciation (NSBA) Convention to
school board members and su-
perintendents from around the
country. Jeanne Collins, super-
intendent, Fred Lane, board
member, and Doug Davis, food
service director, also accompa-
nied by Doug Davis' children,
showcased this very successful com-
munity collaboration to school leaders
in San Francisco.

Fred Lane, Jeanne Collins and Doug Davis of the
Burlington School District presented at the National
School Boards Association annual conference

plicant to be selected for this presti-
gious recognition.

The Burlington"Farmto School" project

The NSBA Showcase highlights exem- was alsorecently featuredinthe Time

Vermont children distribute snacks at

plary school programs from throughout
the United States each year at the
annual convention. The Burlington

School District is the first Vermont ap-

for Kids magazine.

Congratulations from the Vermont
School Boards Association!

the NSBA annual conference.

by Joe Zimmerman, VSBIT Executive Director

SCHOOL

MANAGEMENT RESOURCE CENTER

On April 12" and 13" VSBIT presented its 10th Annual Spring Conference. The conference, which covered issues
concerning both Human Resource and Physical Plant Management, was held at the Stoweflake Resort and
Conference Center. Those who attended the conference obtained useful information. Some examples follow:

WORKING EFFECTIVELY WITHPEOPLE
This workshop was designed to help participants
build stronger teams, increase productivity and re-
duce stress by learning to communicate effectively
with others

HEALTHPROMOTIONPROGRAMUPDATE
Attendees learned first hand about VSBIT's new
Health promotion and wellness program.

WHAT ISRISK MANAGEMENT
Participants learned what risk management s truly
allabout, whatitdoes, whatthe primary outcomes of
a risk management program are and the organiza-
tional benefits.

HOW CAN A RISK MANAGEMENT PROGRAM BEN-
EFIT SCHOOLS
Apanelof school business managers andthe President
of the Public Risk Management Association discussed
school related issues.

HUMANRESOURCE JEOPARDY
Attendees participatedinaHR related game, fashioned
afterthe popular television show

SCHOOL SAFETY AND SECURITY
The Kentucky School Boards Association’s Director of
Risk Management and its Loss Prevention Manager
presented a historical look at safety and security issues
inits school system and an overview of strategies used
to address them. &
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Fresh Air for School Buildings

By Norm Etkind, BEP, CEM

Director, School Energy Management Program Vermont Superintendents Association

“Itfeels stuffy inhere!” We've all heard
people say that. We're inaroom full of
people and it feels oppressively tight
anduncomfortable. We may getdrowsy,
we may get a headache.

That'sthefeelingyougetwhenthereis
inadequate ventilation.

What is occurring is that the carbon
dioxide level in the room is becoming
elevated. We react physiologically to
these levels. At the same time, air
borne pathogens originating from the
room’s occupants and other contami-
nantsare also athigher concentrations.
This puts people at greater risk of get-
ting colds, influenza, asthmaand other
illnesses.

That is why we need to ventilate the
building adequately. However, ventila-
tion can cost a lot of money. There is
electricity needed to run the fans and
fuelrequired to heat the fresh air being
brought into the building in the winter.
The trick is to ventilate correctly and
efficiently to provide the needed ventila-
tion at the lowest cost possible.

Almostallschools have ventilation sys-
tems that were originally designed to
provide adequate fresh air for students
and staff. Fromwhat|have seeninthe
119 schools | have visited, most Ver-
mont schools have not optimized the
functioning of their ventilation systems.
Thetwomain problems are eitherinad-
equate ventilation or adequate ventila-
tion that is costing more than it needs
to.

Carbon dioxide - CO2 (not to be
confused with the poisonous carbon
monoxide) is what we all commonly
breathe in and exhale. Itis used as a
key indicator of occupancy and ad-
equate ventilation. Buildings are de-
signed to meet the requirement that
CO2 levels be below 1000 parts per
million (ppm). The design levelis gen-
erally 800 ppm which equates to an

outside air ventilation rate of 15 cubic
feet per minute (cfm) per person for
classrooms, auditoriums and libraries.
Some areas require 20 cfm. Thisis a
significant amount of ventilation air.

The Vermont Superintendents
Association’s School Energy Manage-
ment Program (VSA-SEMP) has ac-
quiredaCO2metersolcantestschools
to see if their systems are operating
correctly. I have seenlevelsashighas
almost 3000 ppm. According to a
Department of Health publication, the
1000 to 2000 ppm CO2 range is the
level, “associated with complaints of
drowsiness and poor air.” The 2000to
5000 ppmrangeisthe “level associated
with headaches, sleepiness, and stale,
stuffy air. Poor concentration, loss of
attention, increased heartrate and slight
nausea may also be present.”

These higher levels typically happen
because the ventilation systems have
beeninadvertently shutdown.

There are several strategiesto provide
the necessary ventila-
tion while keeping
costs down. Some
can be done simply by
justproperly operat-
ing controls,
while others
require a
capital in-
vestment
(orattention
to detail
when build-
ingnewsys-
tems).

I

The mostimportant control strategy is:
“don’tventilate whenyoudon'tneedto”.
Most schools have a mechanism to
shutdownthe airhandlersandgotoan

unoccupied mode when students are
gone. These systems need frequent
attention by building staffto ensure they
are functioning correctly. This is the
first place to go to make sure your
systems give you the heat and ventila-
tion you need, not more, not less. A
building operating plan that delineates
the optimalmanagementofthe ventila-
tion systemis a great helpin achieving
this goal.

Ventilation systems should be kept
clean and filters changed regularly to
help insure good clean air flow.

Some large areas, like gymnasiums
andauditoriums can have CO2 sensors
installed that regulate the functioning of
the system based on CO2 demand
(directly related to occupancy). These
“demand controlled ventilation” systems
are designedto provide adequate venti-
lationatfull occupancy. However, most
of the time these large areas are not
occuppied. When coupled with a vari-
able frequency motor to slow down the
fanwhen necessary, it will also reduce
electricity use and noise levels.

When retrofitting areas and upgrading
ventilation systems the use of energy
recoveryventilationwillsave
a significant amount of en-
ergy and money. These de-
vices use the exhaust air to
pre-heat the incoming air,
reducing the load on your
heating system.

The key to proper operation
of ventilation systems is us-
ing your controls properly.

=

If you have issues with your school
regarding energy use and ventilation
and would like VSA-SEMP to perform a

site visit, | can be reached at 802-229-1017 or by
email at SEMP@VTVSA.org.
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Are Public Schools Ready

to Pay for Performance?

School districts and state legislatures
throughout the United States have de-
bated the value of pay-for-performance
models for professional staffand admin-
istrators. It is believed by some that
financially rewarding outstanding perfor-
mance willimprove the retention of high
performers and motivate staffto continu-
ously seek improvement. This article
will examine the pros and cons of pay-
for-performance models as they relate
to administrators in public education.

Apay-for-performance plan begins with
the establishment of goals forindividual
employees tied to job responsibilities
and organizational objectives. The de-
velopment of individual goals requires
employees and supervisors to discuss
current performance, set measurable
short-andlong-term objectives and pro-
videthe appropriate training and supervi-
sion to assist with the attainment of
goals. Inturn, the individual annual per-
formance is assessed against the de-
finedgoals.

The pay-for-performance process also
provides a framework for the dialogue
between low-performingemployeesand
their supervisorsinterms of specificand
measurable means ofimprovement. In
these cases, supervisors can develop
goals directly aligned with district-wide
initiatives while simultaneously address-
ingindividualized areas of weakness. It
is believed that with the tangible reward
ofincreased compensationforimproved
or high performance, employee motiva-
tion and workplace engagement will
improve.

Asitrelates specifically to retaining high
performers, apay-for-performance model
allows exceptional employees to earn
competitive wages over time. The ben-
efit of this, as mentioned earlier, is
current employee retention and future
employee attraction. With more com-
petitive pay practices, some predictthat
high-performing individuals will have
greater earning potential earlier in their
careers.

With the positive aspects of pay-for-
performance established, it is worth-
while to look at some of the drawbacks.

Critics of pay for -performance argue
thatapplyingindividualincreasesbased
on performance to a team-centered
organization potentially could disrupt
the organizational culture by altering
the team-based focus. This, in turn,
may disrupt the relationship between
colleagues who “compete” against
each other, thus discouraging a more
collegialenvironment.

Another potential shortcoming of pay-
for-performanceisthe perceived politi-
cal nature of higherincreases givento
certainemployeesand notothers. With
the tendency of employeesto discuss
the implementation of such systems,
variations in pay actions may resultin
resentment and misunderstandings.
Therefore, organizational leadership
must be trusted as objective and com-
petent observers of performance in
order for employees to support the
pay-for-performance modelwillingly.

Also, the district must consistently
communicate the reasons behind the
use of thiscompensation strategy and
atleastannually describe howitwill be
maintained or appropriately adjusted.
Failure to communicate with clarity
creates avacuumwithinthe organiza-
tion that often is filled with employee
suspicion about the integrity of a pay-
for-performance strategy.

The pros and cons lead to the ques-
tion: Isapay-for-performance planmore
appropriate foryour organization? Dis-
tricts have answered this question dif-
ferently with some using a hybrid ap-
proach that incorporates both an in-
crease in one’s base pay with addi-
tional financial rewards driven by the
previously established goals which al-
lows high performersto earnadditional
compensation. When a well-planned
and clearly communicated pay-for-per-
formance plan is administered and
maintained, this system can motivate
employeestotake on new challenges
and continue career progressioninthe
educationalfield. =

Excerpted from the PSBA
School Leader News
March9,2007

To register for any of
the VSBA workshops
or to purchase a DVD
please visit
www.vtvsba.org or call
800-244-8722

VSBA will bill your
supervisory union or
school district upon

request.

The following workshops are

available on DVD from VSBA.

Sit back, relax, grab some pop-

corn and enjoy some school

board professional develop-

ment:

4 Collective Bargaining

4 School Board Member Roles,
Responsibilities and Relation-
ships

4 The Role of the School Board
Chairperson

4 Developing the Budget

4 Passing Your School Budget

To order call VSBA
I ' 800-244-8722

VERMONT
EDUCATION
LAWBOOK

School law at
your fingertips!

Verment Schaal Boards Assoclation

$31 + shipping for
member school districts
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Link Between Effective
Communication and Student Success

By Bob Noyed, APR, President,

National School Public Relations Assoc.

Overtheyears, |have had many oppor-
tunities towork with school board mem-
bers, superintendents and other school
leaders in districts across Minnesota
and the nation. In most of these dis-
tricts, there has been arecognitionthat
communicationis acritical part of mak-
ing strong connections between a
school district and its community resi-
dents.

While this still remains true, a recent
review of educationalresearch hasclari-
fied amore significantrole for an effec-
tive communication program. Accord-
ing to a white paper recently released
by the National School Public Rela-
tions Association (NSPRA), communi-
cation to boost parental involvement
and develop better understanding of
what schools do is critical to student
achievement.

The white paper, How Strong Com-
munication Contributes to Student
and School Success: Parent and
Family Involvement, compiled and
reviewed researchinvestigating thelinks
between effective school communica-
tion and parental and community in-
volvement. Itis part of the Communica-
tion Accountability Project (CAP) that
NSPRA has initiated to demonstrate
that an effective communication pro-
gram is essential for every school dis-
trict to be more effective.

“Theresearchleavesnodoubtthatwell-
planned and effective ongoing commu-
nication from schools makes a signifi-
cant impact on student achievement
and parentand community involvement,”
said Rich Bagin, APR, executive direc-
tor of NSPRA. “Parents and family can
make a huge difference in student
achievementwhenschoolsandhomes
areworkingtogetherthrough collabora-
tive and competent communication.”

In addition, the white paper reports a
number of performance issuesthatare

linked to school communication and

involvement. These performanceissues

include:

¢ Higher grade point averages and
scores on standardized tests

¢ More classes passed by students

¢ Higher enrollmentin more challeng-
ing academic classes

¢ Better attendance by students

¢ Improved behavior at home and at
school

Because of these links, we can no
longerview communication by schools
and school districts as an option or a
luxury. It needs to be seen as a critical
function of every district-large and small.
An organized plan to develop strong
and positive relationships between the
district, parents and community resi-
dents needs to become a common
document for every district.

One of the other major findings in the
white paper is a call to action for every
district to train its employees to be
more effective communicators. Accord-
ing to the research, schools where
teachers reported high levels of out-
reach to parents, test scores grew ata
rate 40 percent higher than in schools
where teachers reported low levels of
outreach. Here are a few ideas to im-
prove the connectionbetweenteachers
and parents:

¢ Start with training - Many teachers
and other schoolemployees may not
understand how to most effectively
and efficiently communicate with par-
ents. Providing basiccommunication
trainingtothese employeesisagreat
first step.

¢ Establishexpectations forcommuni-
cation - If communication is going to
be seen as important by teachers, it
needs to be an expectation of every
teacher. Working with a group of
teachers, establish an expectation of
how often teachers need to commu-

nicate with parents and hold employ-
ees accountable to this expectation.

Communicate in small pieces, not
big chunks—-Long, complicated
newsletters and other materials are
not usually widely read by parents.
Provide informationinsmaller pieces
so it is easier to understand, and
make your communication to par-
ents more regular.

¢ Take advantage oftechnology - More
and more parents have access to
email, either at home or work. Send-
ingashortemailonce aweek oronce
every other week is a cost-effective
wayto shareinformation. Givethema
two or three sentence summary of
whatyouwantthemto knowandthen
provide a link to your web site that
includes more information.

¢ Focusonkeymessages - Determine
three or four key messages or ideas
that you want to communicate to
parents and community members
andrepeatthemonaregularbasis. It
is easierfor ustorememberinforma-
tion if it is focused on specific mes-
sages.

Incaseyou are notyetconvinced ofthe
power of communication, the research
indicated that community support con-
tributed tothe following positive changes
in schools:

¢ Upgraded schoolfacilities

¢ Improved schoolleadership and staff-
ing

¢ Higher quality learning programs for
students

¢ New resources and programs for
students

¢ New resources and programs to im-
prove teaching and curriculum

¢ Newfundingfor after-school program
and family support services

LINK ... (continued on page 10)
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LINK ...(continued from page 9)

The issue of time is often cited as an
obstacle toimplementing more compre-
hensive communication strategies. Itis
true that placing a greater emphasis on
communication atthe school and district
level will take more time than doing
nothing. However, whenwe examinethe
impact of an ongoing communication
effortonadistrict, itis clearthatinvesting
more time and other resources will yield
tremendousvalue.

While most school districts have some
communication activities in place, what
is often missing is a sustained commu-
nication program. Effective communica-
tion cannothappen once ortwice ayear,
or just be connected to a referendum.
Here are a few ideas to improve your
district’'s communication program:

¢ Assessyourdistrict’'scommunica-
tion program - Conduct an audit of
your communication effortand find out
what'sworking, whatisn'tworking and

whatneedsto be doneto make your
effortmore effective.

¢ Develop acommunication plan -
If you don’t have a plan, effective
communication will never happen.
Layout your communication objec-
tives and then develop strategies to
meeteach objective.

¢ Identify and seek out opinion
leaders - There are people in every
communitywhoare abletoinfluence
others. Identify these people and
regularly communicate with them
so they can share information with
others in the community.

¢ Explain reasons behind deci-
sions - Itis notenoughto communi-
cate the decision or issue. It is
necessary to help people under-
standthe reasons behind adecision
and process taken to arrive at the
decision.

¢ Communicate from the inside out
- We need to communicate with both
internal and external audiences, but
all communication should start with
internal audiences. Your own staff is
already helping you communicate with
parents and community members.

¢ Make communication and build-
ingrelationshipspartofeveryone’s
job-Noonepersoncandothisalone.
Everyone needstoknowthattheyare
a critical part of the district's commu-
nication effort.

Communication from schools and dis-
trict must be seen as an investment in
the greater success of students. Itis not
an option, but a integral part of every
high-functioning school district. (=

To receive a copy of the NSPRA white paper,

send an email to whitepaper@nspra.org.

Bob Noyed, APR, is currently the president of the

National School Public Relations Association

(NSPRA). He is also director of communications
for Wayzata Public Schools. He can be reached

atrobert.noyed@wayzata.k12.mn.us.

Student Interns Connect to Real Jobs

by Glenn Patterson, TIPS Coordinator

In January 2005 Linking Learning to
Life (LLL),inapartnershipwith Benand
Jerry’'s,launched apilotprogram, Train-
ing Interns and Partnering for Suc-
cess (TIPS). The purpose of the TIPS
programisto provide youth with hands-
on, supported work experience prepar-
ing them for paid work at an area busi-
ness. The program includes a six week
pre-employment skills course and a 40
hourinternship placementinabusiness
which, after successful completion, leads
to paid summer employment.

Duringthe pre-employmentskills phase
LLL staffwork withthe programyouthto
help them learn and practice the soft
skills such as understanding diversity,
conflictresolution, problemsolving, work-
place expectations, safety and em-
ployee/employer rights. After complet-
ing the pre-employment training pro-
gram the youth move onto their intern-
ship placements.

Throughobservation,inquiry, supported
trial and error experience, debriefing
with a supervisor and eventually per-
formingtasksindependently, astudent
can gain confidence while learning to
maturely acceptfeedback ontheir per-
formance. Internships also allow stu-
dents to acquire skills at an individual
pace while allowing the flexibility to
explore areas ofinterest. Aninternship
with a hosting of organizations can
provide real life work experiences that
go beyond whatis possible inaschool
setting. After successful completion of
theinternshipthe hostemployeragrees
to hire the youth for paid summer em-
ployment.

Forthefirstyearof TIPS, six youthfrom
Burlington High School participated.
Four of these youth went on to work at
the Ben and Jerry’s downtown scoop
shop, one enrolled in another training

program and one left Vermont for the
summer.

Today TIPS has expanded to serve
youth in six area high schools with
sevenlocalbusinesses. Students have
served as interns in such businesses
as Burlington Telecom, ECHO Center
for Lake Champlain, the VermontLake
Monsters, MP 1 03 Radio Station, the
Vermont Youth Conservation Corps.
and of course, Ben & Jerry’s. Most
recently Benand Jerry’s expandedtheir
partnership with LLL to include place-
ments in their Waterbury plant/scoop
shopin conjunctionwith Harwood Union
High School. &=

Ifyour business s interested in sponsoring youth

and partnering with LLL in our TIPS program,
please contact TIPS Coordinator Glenn

Patterson at gpatters@bsdvt.org or at 540-0952.
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2007-2008 School Board
Professional Development

9/24/07 Franklin/Lamoille Regional Meeting
10/8/07 Preparing the Budget @ VIT
11/1-2/07 Annual Conference @ Capitol Plaza

5/2/07  School Board Chair @ VIT

5/12/07 3R @Montpelier-VSBA Office

5/29/07 3R @ VIT

9/5/07  Orange/Washington Regional Meeting

9/6/07  Chittenden/Grand Isle Regional Meeting 1/7/08
9/10/07 Essex/Caledonia/Orleans Regional Meeting 2/6/08
9/13/07 Windsor/Windham Regional Meeting 3/10/08
9/17/07 Addison Regional Meeting 4/16/08
9/19/07 Bennington/Rutland Regional Meeting

Workshop Descriptions:

3R (Roles, Responsibilities & Rela-
tionships)

If you've recently been elected to the
school board, you're one of approxi-
mately 250 new board members who
have assumedthe responsibility for over-
seeing the delivery of high quality edu-
cation for students in your community.
If you want to assure your success as
you take on this important leadership
role, and you'd like to acquire new skills
and more knowledge, turning to your
state association for assistance is a
greatfirststepto help you hitthe ground
running.

School Board Chair

The board chair role is critical to the
effectiveness ofthe board and the overall
leadership team. The board chair must
be well organized, run crisp meetings,
developastrong collaborative relation-
ship with the superintendent, and be
able to read the pulse of the school and
community. If you're anew board chair
or just want to increase your board
leadership skills, then plan to partici-
pate

Regional Meeting

VSBA, like all membership organiza-
tions, depends on participationfromyou
—localschoolboard members—forits
strength and vitality. The primary pur-
pose of VSBA's regional meetings is to
provide you the opportunity to provide
important input and representation to
the Association by electing members
from your region to serve on the VSBA
Board of Directors and Resolutions Com-
mittee. VSBA Board provides direction
and support for the programs and ser-
vices offered to the member boards,
while the Resolutions Committee rec-

ommends positions on various issues
that the Association membership acts
upon at the Annual Meeting. Please
join us at your regional meeting to
discuss ideas and issues and to help
shape the Association’s future.

Preparing the Budget
Agendaincludes: Preparingthe ground-
work, Decide on a budget advocacy
strategy, Budget Buddies, Key Com-
municators Group, Getting the public
on your side before you need them,
Analyze key costdrivers, Health insur-
ance, Special education, Per pupil
expenditures, Common Level of Ap-
praisal, see a budget developmentin-
teractive template, Linking budget de-
velopmentto Act 68 Action Plan priori-
ties, Connecting long range strategic
planning with budgetdevelopment, Fulll
budget disclosure — grants and other
revenues, Understand what to look for
on monthly expenditure and revenue
reports

Conducting Board Hearings

Learn mechanics and strategies for
running effective school board hear-
ings, including student discipline, em-
ployee grievance, and dismissal hear-
ings.

Budgeting PR

As your school budget nears comple-
tion and you begin to see the impact
that fuel costs, health care, special
education and other economic factors
willhave on2007-08 school operations,
it's time to prepare your budget pas-
sage strategies for the annual school
district meeting.

12/12/07 Conducting Board Hearings @ VIT
Budgeting PR @ VIT

Improving Board Operations @ VIT
Board Member Swap Shop @ VIT
Governance Options and Enrollment Projections @ VIT

Improving Board Operations
Strategies for getting the new board off
to agood start following Town Meeting
includes board reorganization, board
developmentactivities, effective meet-
ing management, streamlining the de-
cision making process, and dealing
with difficult behaviors

Board Member Swap Shop

Bring your own topics for discussion,
receive feedback from experienced
board members, and participate in in-
teractive television dialogue that will
helpyourleadershipteamgrow. Here’s
your chance to pose questions and
receive advice fromschoolleaderswho
may have already “beenthere anddone
that!”

GovernanceOptionsand Enroliment
Projections

Find out why and how other districts/
supervisory unions are studying gover-
nance change options. Learn more
about projecting future student enroll-
ment trends. ==

What is VIT?

VermontInteractive Television (VIT)
is an interactive network consisting
of 15 sites statewide. All partici-
pants can view the presenter and

ask questions. The sites are Ben-
nington, Brattleboro, Castleton,
Johnson, Lyndonville, Middlebury,
Montpelier, Newport, Randolph Cen-
ter, Rutland, Springfield, St. Albans,
Waterbury, White River Junction,
and Williston .
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