AGENDA
AMADOR COUNTY UNIFIED SCHOOL DISTRICT
BOARD OF TRUSTEES
Friday, April 27, 2018
12:30 - 3:30 PM

BOARD WORKSHOP
Meeting Location: Amador County Transportation Commission, 117 Valley View WaI, Sutter Creek, CA
NOTE: If you need a disability-related modification or accommodation, including auxiliary aids or services to participate in
the public meeting, please contact the Superintendent's Office at 209-257-5353 at least 24 hours before the scheduled Board
meeting. {Government Code §54954.2} [Americans with Disabilities Act of 1900, §202.]
NOTE: A copy of the Board agenda and backup materials is available for inspection and review at Amador County Office of
Education, 217 Rex Ave., Jackson, CA during regular business hours. In addition, this agenda has been posted on the
Amador County Unified School District Website at www.amadorcoe.om. An audio recording of the Board Meeting is made.

OUR MISSION: Enriched by the diversity and deep traditions of our unique community, Amador County
Public Schools will prepare, support, and inspire each student to achieve career and college success in a
rapidly evolving world through highly engaging teaching, rigorous learning and innovative pathways
supported by strong partnerships in a safe, caring and collaborative environment.
1.0

CALLTOORDER

2.0

BOARD MEMBERS
·[ ]
Susan Ross - Board President
[ ]
Kandi Thompson - Board Clerk
[ ]
Bob Laurent
Rose Oneto
[ ]
[ ]
Janet White
[ ]
Lauren Armstrong - Student Board Member
[ ]
Vanessa Kristoffersen - Student Board Member
[ ]
Eric Dennis - Student Board Member

3.0

Roll taken by the Secretary to the Governing Board

4.0

DISCUSSION/ACTION ITEMS
Public comments regarding Discussion/Action Items will be addressed during the Discussion/Action agenda items. Anyone
may address the Board regarding any item that is within the Board's subject matterjurisdiction. NOTE: Ifyou wish to address
the Board please complete a speaker card and give it to the Board clerk. A speaker is limited to three (3) minutes.

4.1 Draft Response to Grand Jury Report-Discussion/Action (Dr. Slavensky)
On February 9, 2018, a Special Report of the Grand Jury dated October 2017, was hand delivered to the
Office of the Superintendent. The courier indicated that it would be made public on February 13, 2018.
The report calls for a response within 90 days from the ACUSD Board of Trustees, the ACOE Board of
Trustees, and the Superintendent. The report was provided to the Board under separate cover and is
available to the public at http://www.amadorcourt.org/gi-civil-grandJury.aspx. On February 14, 2018 at
the regularly scheduled Board of Trustees meeting, the Board assigned a subcommittee to draft a
response. The subcommittee consisted of Board Members Oneto and Laurent. The purpose of this
agenda item is to allow titl1e for the full Board to discuss the draft response, make any needed revisions;
and approve it.

The Board may not take action on tiny item which is not on this agenda, except when (1) an emergency situation exists, (2) there is need to take
immediate action and the need for the action came after posting, or (3) the item was posted for a prior meeting within specifu:d time limits.
{Government Code §54954.2

4.2 Board Policy Manual - Discussion/Action (Dr. Slavensky)
In January 2017, with support from the California School Boards Association (CSBA), a subcommittee of
the Board reviewed and revised the Board Bylaws which guide and regulate the work of the Board of
Trustees/Governance Team. The subcommittee consisted of Kandi Thompson and Bob Laurent.
Simultaneously, the Superintendent, Cabinet and other staff reviewed and revised the Board Policies {BP)
and Administrative Regulations (AR) which guide and regulate the work of the ACUSD and ACOE. The
Draft Board Policy Manual, approximately 1,000 pages, was provided electronically for the Board and is
available for review by the public in the Superintendent's Office. Superintendent Slavensky
recommends the Board have discussion and review the hard copies of the documents as needed
(two versions including the original, marked-up documents from subcommittee and staff work
and the revised materials returned by CSBA} and declare a successful second reading/adoption.
5.0

ADJOURNMENT

* The Amador County Unified School District complies with the Americans with Disabilities Act. Should you
require special accommodations, or more information about accessibility, please contact the Superintendent's Office
by calling (209) 257-5353.
All efforts will be made for reasonable accommodations.

* Any writings or documents that are provided to the governing board in open session will be made available for
public inspection at the meeting or at the Amador County Public Schools District Office located at 217 Rex A venue,
Jackson, CA during normal business hours.

The Board may not take action on any item which is not on this agenda, except whm (1) an emergency situation exists, (2) there is need to take
immediate action and the need for the action came after posting, or (3) the item was postedfor a prior meeting within specified time limits.
{Government Code §54954.2

Amador County Public Schools
X District

AGENDA ITEM#: - - -- - -

County

Motion: Second: Vote:

- - -- - - -- - --

SUBJECT:
Draft Response to Grand Jury Report
BACKGROUND INFORMATION:
On February 9, 2018, a Special Report of the Grand Jury dated October 2017, was hand delivered to
the Office of the Superintendent. The courier indicated that it would be made public on February
13, 2018. The report calls for a response within 90 days from the ACUSD Board of Trustees, the
ACOE Board of Trustees, and the Superintendent. The report was provided to the Board under
separate cover and is available to the public at http://www.amadorcourt.org/gi-civil-grandJury.aspx.
On February 14, 2018 at the regularly scheduled Board of Trustees meeting, the Board assigned a
subcommittee to draft a response. The subcommittee consisted of Board Members Oneto and
Laurent. The purpose of this agenda item is to allow time for the full Board to discuss the draft
response, make any needed revisions, and approve it.

FISCAL IMPLICATIONS:
None
RECOMMENDATION:
The Superintendent recommends that the Board have discussion and approve the draft response
with any needed revisions.
PRESENTED BY:
Amy L. Slavensky, Ph.D., Superintendent of Schools

p
Board Response to Findings and
Recommendations in
Amador Civil Grand Jury 2017-2018
Special Report - October 2017
(received February 2018)

BOARD OF TRUSTEES
Susan Ross - President
Kandi Thompson - Clerk
Bob Laurent - Trustee
Rose Oneto - Trustee
Janet White - Trustee
Lauren Armstrong - Student Trustee
Vanessa Kristoffersen - Student Trustee
Eric Dennis - Student Trustee

217 Rex Avenue
Jackson, California 95642
www.amadorcoe.org (209) 257-5353

Note to board: Several of the Grand Jury recommendations involve hiring specific agencies or firms to
audit aspects of the district office. In the draft responses, it states that the board will consult with the
superintendent and appropriate cabinet member about the costs and benefits of these audits, and
whether they will identify anything not already identified in the School Services report (attached}, and
make a decision as to whether to engage the recommended organization to perform such an audit. We
need to state a date by which we'll make the decision. In most cases, the draft response indicates that
the Board will decide by the start of next school year (which means we'll need to send a follow-up stating
whether we contracted for these audits then}, as well as referring the GJ to the superintendent's
response. We should coordinate when we go over this in public to set a date similar to what is in the
superintendent's response, and there's nothing particularly special about the start of next school year as
the date to accomplish this, but it seems like it would give sufficient time to discuss each of these
recommendations.

F1

A District employee acknowledged discomfort in expressing concerns about inappropriate
business activities with those in supervisory positions.

Neither agree nor disagree; the acknowledgement presumably happened during this employee's
conversation with the Grand Jury, so we have no direct knowledge of this claim.

F2

The former Board President, on at least one occasion, did act as an individual rather than
speaking for the entire School Board, thus violating Board Policy.

Agree.

F3

The former Board President did not appropriately notify the Board of the potential misuse of
funds.

Partially disagree. The former Board President appropriately notified the Board of potential misuses of
funds, but not always in a timely manner.

F4

Neither the Superintendent nor the School Board provided adequate fiduciary oversight to see
nor stop inappropriate purchases from taking place.

Partially agree. The School Board does not receive adequate documentation on a routine basis that
would allow the Board to determine whether inappropriate purchases are taking place. The Board
receives a list of warrants, and budget information, but not itemization of purchases unless the Board or
an individual Board member requests more detail.

The former superintendent appears to have oversight, and approved purchases with full knowledge that
they may have been inappropriate. The binder of evidence shared with the Board showed the former
superintendent signed off on these purchases; in a verbal interview with Anna Stow (unsure on the
spelling), Adam Richards, and Richard Glock on February 1, 2017, the former superintendent
acknowledged that he was aware of and approved these purchases. The audio file can be provided to
the Grand Jury if the GJ does not already have it.

F5

There are no written policies, guidelines or procedures for the use of Credit Cards.

Disagree. While this was true, this is no longer the case .

F6

The Board Policy on Conflict of Interest was not followed.

Agreed; the Policy was not followed by the former Superintendent as well as one or more Cabinet
members.

F7

No one at the District or ACOE reviews Fonn ?OO's (Conflict of Interest Statement).

Disagree. During this time period, the former superintendent's administrative assistant made a brief
review of these. The Board had the impression that the Elections Office was responsible for reviewing
these.

F8

Most of the ACUSD I ACOE Board Policies.• Administrative Regulations and Board Bylaws
are outdated. They have not been revised or updated as recommended by CSBA.

Partially agree. In January, 2017, a board subcommittee, selected management/administrators, and two
representatives from CSBA reviewed the policies in place at that time, which consisted of thousands of
pages. The current Superintendent reviewed Board Policies, Bylaws and Administrative Regulations
over the next several months, then sent them to CSBA for integration. CSBA recently returned these
policies and, as of February 14, they are being reviewed by District Office personnel. The Board will then
review this version of the policies, make appropriate changes and formally adopt them. See response to

Rll.

F9

The Assistant Superintendent did not accurately complete Form 700.

Partially agree. The former superintendent did not consistently ensure that assistant superintendents
completed Form 700, leading to the impression that this form was a voluntary formality. District Office
personnel and Board Members who completed this form, therefore, completed it "off the cuff" rather
than with careful attention to detail. Since this finding does not specify which Assistant Superintendent,
the Board would speculate that no assistant superintendents in the 2012 - 2016 period completed this
document with appropriate care.

F 10 Many purchases were made for materials not requested by teachers or sites. Often more
materials were purchased than could be used.
Neither agree nor disagree. The Board does not have access to the materials requests or purchase order
systems, so has no way to know if this statement is accurate.

F 11

As early as 2012 the former County Superintendent was aware of remuneration for material
authored and/or published by a district employee.

Agree.

Fl2 The former Assistant Superintendent/Interim Superintendent purchased materials from which
she personally profited.
Partially disagree. The District purchased these materials, in many cases with authorization from the
former Superintendent. Employee A made requests for these materials, but the Board has no way to
know if this practice was unique or common.

F13

The issue of potentially inappropriate purchasing was formally brought to the District's
attention on June 10, 2015 by attorneys representing an outside provider of teacher made
materials.

Agree that was the approximate date that the district was notified.

F 14 There are inadequate checks and balances in the business office to prevent fraud like
behaviors and incidents.
Disagree. There are currently adequate checks and balances in the business office to prevent fraud-like
behaviors and incidents; however, during at least part of the period between 2012 and 2016, the checks
and balances were not adequate.

F15 Ethics training has not been provided for all ACUSD I ACOE employees.
Disagree. Employees receive ethics training; however, additional topics (such as conflict of interest) will
be added at the appropriate levels.

F 16 The District has eliminated the position of Purchasing Agent.
Neither agree nor disagree. The current Superintendent is in the process of implementing
organizational changes recommended by School Services (attached after responses to
recommendations), discussed at the May 24, 2017 board workshop. The high level organizational chart
does not include that exact title; however, the role is filled by employee(s) in the Business Office and
purchases are made by the Business Office.

Fl 7

An individual under criminal investigation was offered a promotion, in the form of a contract,
to serve as Deputy County Superintendent for $150,000 a year effective May 24, 2016.

Partially agree. This contract (attached after responses to recommendations) was offered by the former
COE Superintendent without the knowledge or consent of the Board. However, the contract indicates
that it begins on July 1, 2016, not May 24, 2016, although it was signed on May 24, 2016.

F18

Certificated employees (teachers and credentialed administrators) and classified managers are
not given contracts for their positions.

Partially agree. The Board has been assured that teachers have contracts, but not all administrators do.
The Board agrees that these employees should all have contracts, and understands that the current
Superintendent is working on making sure that they do.

Fl 9

The District's auditors did not report finding the inappropriate purchases in their annual
review of District books and procedures.in the years 2012-2015.

Agree.

F20 The District's auditors, in their exit interviews with the Assistant Superintendent of Business
Services, the Superintendent and the Board President, were not made aware of possible
improprieties, specifically in the years 2012 -2015.

Neither agree nor disagree. Since no current board members were present at the exit interviews, we do
not know what information the auditors provided.

F2 l

Until recently, the District has used the same auditors for approximately 10 consecutive years.

Agreed. The CBO informed the Board that this was appropriate since the auditing firm had separate
auditors, and we would change which auditing team performed the audits. The Board has no
information about whether this actually happened. However, we have changed auditing firms and
expect to do so more regularly in the future.

F22 Two new School Board members have been elected since this investigation began.
Agree. Also, a new board member was appointed since this investigation began, and the Board changed
law firms . However, this does not seem relevant to the investigation or the report; these are normal
processes.

F23

The County Superintendent has resigned and been replaced by appointment of the District
Superintendent to that position. This restores the previous school organization to have the
County Superintendent and District Superintendent as one individual. At the end of the
elected term, the position County Superintendent of Schools will be filled by the election
process.

Mostly agree. The very top level organization is the same with a single Superintendent for the USO and
COE; however, the organization below that is different, and largely based on recommendations from
School Services {attached).

F24

The Assistant Superintendent of Business Services has been replaced.

Agree; again, this was in the ordinary course of business and does not appear to be relevant to the
investigation or report.

F25 The District satisfactorily responded to most. but not all, of the 2015-2016 Grand Jury
recommendations.
Disagree. The October 2017 GJ Special report (received in February 2018) states that the Board did not
respond to Recommendation 5 in the 2016 report. That is incorrect; the Board's response to 2016-RS
was:

Response: The Board is committed to developing a comprehensive evaluation system that
includes SMART goals for both the Superintendent and the Board. The Board is currently in the
process of conducting a statewide search for a new perman~t, fu11 time superintendent and fully
intends to develop a highly professional evaluation ·system that aligns SMART goals for the
District Superintendent and the Board of Trustees. To insure the development of a
comprehensive Superintendent/Board evaluation system, the Board will be including in the new
superintendent contract provisions that will lead tQ the development of this mutual evaluation
system. In addition, the Board will be seeking assistance from an outside independent
consultant to provide assistance, guidance, and coaching services for both the Board and new
Superintendent on the development of this evaluation system and to assist in fully implementing
BB 9001, the Board-Superintendent Working Relationship policy.

Rl

The District I ACOE should develop an efficient system for approving supplemental
instructional materials. This system should require input from appropriate teachers and
should also provide opportunity for input from parents and community members. (Finding
10)

The current superintendent has been working with the Business Office to make this happen. The Board
believes that this will be in place for the 2018-2019 school year, with revisions based on experience with
it made for the 2019-2020 school year. Please also see the Superintendent's response to this
recommendation.

R2

All District I ACOE employees should be given ethics training. (Findings 6, 7, 9, 11, 12)

The Board and district office management personnel participated in ethics training focussing on conflict
of interest on September 27, 2017, with the Board's legal counsel and an Assistant District Attorney.
Additional topics will be included in employee ethics training at all levels beginning in August 2018.
Please also see the Superintendent's response to this recommendation.

R3

The District/ACOE should establish an atmosphere and process that allows and encourages
employees to contact District leadership above their immediate supervisor of concerns with
inappropriate or illegal behavior with immunity from retaliation. (Finding 1)

The current Superintendent has reported to the Board that communications improvements have
happened at all levels, and publicly assured speakers at board meetings that they need not fear
retaliation. The Board also has a no retaliation policy included in the updated policies recently received
back from CSBA. Please also see the Board's response to Rll. Please also see the Superintendent's
response to this recommendation.

R4

All certificated employees and classified managers should be on a contract. These contracts
should be reviewed by the District's legal counsel to assure their appropriateness. (Finding
18)

This is in progress; the district office is working on contract templates. The Board has not been given a
firm date by which all certificated employees and classified managers will have contracts, but the Board
anticipates that the process will be in place before the beginning of the 2018-2019 school year, with all

appropriate personnel on contracts by the end of the 2018 calendar year. Please also see the
Superintendent's response to this recommendation .

R5

The Association of California School Administrators (ACSA) Personnel Committee should
be contracted to audit all procedures and functions of the personnel department. Their
recommendations should be fully implemented as soon as possible. (Findings 15, 18)

The Board acknowledges this recommendation, and will consult with the current Superintendent and
Director of Personnel with respect to the cost of such an audit, as well as w.h ether such an audit is likely
to identify problem areas not already identified by School Services (attached). The Board will make a
decision as to whether to proceed with an audit by ACSA or another organization before the start of the
2018-2019 school year. Please also see the Superintendent's response to this recommendation.

R6

There should be clear guidelines for Credit Card authorization and use. The District /ACOE
should lower credit card limits. (Finding 5)

The Board understands that the Business Office has already done this. Please also see the
Superintendent's response to this recommendation.

R7

The District should reorganize the business office to assure that at least one individual has the
specific responsibility of verifying vendors and the appropriateness of purchases. (Findings
10, 14, 16)

The District Office is in the process of being reorganized based on the findings of School Services
(attached); the Business Office has reorganized and the **fill in new title(s)** has this responsibility.
Please also see the Superintendent's response to this recommendation.

R8

The Fiscal Crisis and Management Assistance Team (FCMAT) should be hired to do a
comprehensive audit of the business office. Their training and recommendations should be
fully itnplemented as soon as possible. (Findings 4 , 8, 19, 20)

FCMAT provided reports in March 2007 and June 2006; the Board is interested in pursuing such an
audit. The Board will consult with the current Superintendent and CBO about the cost of such an audit
and the cost of a comprehensive report, and will make a decision as to whether to engage FCMAT to

perform this audit before the start of the 2018-2019 school year. Please also see the Superintendent's
response to this recommendation.

R9

BB 9270 - Conflict of Interest should be reviewed, revised, and implemented. (Findings 6,
8)

This was included in contract with CSBA for updating all Board Bylaws (see Rll).

Rl 0 The Board should establish a procedure of changing auditors at least every 5 years. (Findings
4, 19,20,21)

The Board will refer this to the Business Office; however, the policy to make this happen is included in
the Bylaws update (see Rll). Please also see the Superintendent's response to this recommendation.

Rl I

The District should contract with the California Association of School Boards (CSBA) to
provide expert outside leadership and facilitation in updating all Board Policies,
Administrative Regulations and Board Bylaws. (Finding 9)

This contract has been in place for approximately 1 Yi years, before the current superintendent was
hired. A subcommittee of the Board, along with district office management personnel and
representatives from CSBA, reviewed Board Policies, Administrative Regulations and Board Bylaws on
January 18, 19, and 20, 2017. The current Superintendent then reviewed all of these over the next
several months before sending them on to CSBA. In January, 2018, CSBA returned electronic and paper
copies of the updated policies, regulations, and bylaws to the Superintendent. The district office made
some additional updates and submitted them to the Board on March 9, for a first reading on March 14,
2018. The Board anticipates that updated policies, regulations and bylaws will be adopted by the end of
this school year.

RI2 The 2017-20l8 Grand Jury should follow up on the completion/implementation of the
following recommendations from the 2015-2016 Grand Jury Report. (Finding 28)
R 13-1 Board Bylaw 9400 - Board self-evaluation should be revised to make the Board
Self-evaluation process more effective
R 13-2 Board Bylaw 9400 - Board Self Evalµation should be revised to state that the Board
shall complete a group self-evaluation process.
Rl3-3 The Board self-evaluation form which the Board adopts should only contain SMART
goals, Le. goals that are specific, measurable, atiainable, relevant, and time-bound.
R 13-4 The Board self-evaluation form should continue to have a section for "Board Goals".
(Finding 25)
Board Bylaw 9400 is included in the updates discussed in Rll. The Board held a team self-evaluation
meeting on October 25, 2017, even though the updated bylaws are not yet in place, and set goals for
the upcoming year. The compiled self-evaluation is attached. In terms of whether the Grand Jury
follows up on this, that is out of the Board's control, but the Board, District and COE will continue to
provide documentation as requested.
Minutes from the October 25, 2017 meeting state:

Annual Board Self-Evaluation Effective and efficient Governing Board operations are in integral
part ofcreating a successful educational program. In order to measure progress towards its
stated goals and objectives, the Board will annually schedule a time a place at which all its
members may participate in a formal self-evaluation. Board members reviewed the compiled
ratings and comments, including comparative data from 2016 to 2017. They had discussion
about areas ofprogress and areas for improvement, and agreed on a key goal for the current
year: to increase all areas where the collective rating is less than 3.0 to 3.0 or higher.

Rl3 The 2017-2018 Amador County Civil Grand Jury should continue to follow up to assure
satisfactory response to all of the above recommendations.
Whether the Grand Jury follows up on this is up to the Grand Jury, but the Board, District and COE will
continue to provide documentation as requested.
Attachments:
COE contract for Dr. Chapin-Pinotti
School Services Report.
Board self-evaluation from October 2017.

AMADOR COUNTY OFFICE OF EDUCATION CONTRACT
OF
DEPUTY SUPERITNTENDENT
This agreement is made and entered into May 24, 2016, by and between Richard F. Glock,
County Superintendent of Schools, hereinafter SUPERINTENDENT and
Elizabeth Chapin-Pinotti hereinafter, PINOTTI.
First: That SUPERINTENDENT agrees to employ and hereby does employ PINOTTI as
Note date
Deputy County Superintendent tor a tenn beginning on July 1, 2016 and ending - - - - - - •
December 31, 2019. Should the County Superintendent be unable to perform his duties prior to
July 1, 2016 this contract shall take effect and be In force IMMEDIATELY.

Second: In consideration of services as Deputy Superintendent, SUPERINTENDENT agrees to
pay PINOTTI an annual salary of one hundred fifty thousand dollars in equal monthly
installments.
Third: It is agree that the annual salary shall be increased by an amount equal to the percent
increase granted to other employ groups of the Amador County Office of Education.
Fourth: It is agreed that Pinottl shaH receive mileage reimbursement or have the use of an

ACOE vehicle in carrying out the responsibilities of Deputy Superintendent.

Fifth: It is agreed that Pinotti shall receive health and welfare benefits paid by the
SUPERINTENDENT as follows:

1. Medical, dental, and vision coverage for employee and family based on selection of
any plan offered by Central Valley Trust. Amount of benefits funded shall be in
accordance with other employee groups of Amador County Office of Education.
Sixth: PINOTTI shall have a work-year consisting of 260 work-days. Plnotti shall earn vacation
at the rate of five weeks per year.

Seventh: PINOTTI shall be granted sick leave according to STAS regulations.
Eighth: SUPERINTENDENT and Plnottl hereby agree to the terms and consideration set forth in
parts First-Seventh abo beginning May 24, 2016 and ending December 31, 2019.

d:
Richard F. Glock
County Superintendent of Schools
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Executive Sumrnary
The Amador County Office of Education/Unified School District (ACOE/District) requested that
School Services of California, Inc.. (SSC) conduct an Organizational Review and Total
Compensation Study. The purpose of the project is to provide an expert, impartial analysis of the
organizational structure within the ACOE/District and total compensation (salaries and benefits)
for selected job classifications in the ACOE/District compared to other school districts with similar
characteristics.
This report includes SSC's findings and recommendations related to the Organizational Review of
the ACOE/District. The results of the Total Compensation Study will be included in a separate
report to follow.

•

The ability of a COE and school district to provide services that meet the needs of students,
programs, and departments in the most cost-effective manner is dependent upon its ability to
build a strong culture where organizational values and expectations are shared, and there is a
commitment to investing in employees and operationaJ effectiveness. A strong organization is
one where alignment between organizational values and expectations are aligned with those of
individuals and groups, resulting in high productivity, operational efficiency, and personal and
organizational satisfaction.
The challenges of small, ruraJ COEs and school districts are exacerbated in Amador County
due to the shared administration that was in place previously with the single COFJschool
district superintendent, limited resources, and shared staff across the COE and District.
.Further, for the Amador USD, and many of the other school district:S that operate under a
shared administration structure. most of the support services that would be provided from the
COE, such as support for Educational Services like countywide professional development
opportunities, or training on fiscal procedures are not provided because the COE is not a fully
staffed agency-most of the employees also work at the District.

e

Beginning with E.C. 1240, the duties and responsibilities of the county superintendent are
specifically outlined. Among them is to maintain responsibility for fiscal oversi_ght, conduct
facilities inspections, monitor student progress, and report to the board of each district the state
of each district. E.C. 1240 (F) specifically addresses the unique nature of the common
administration by requiring the COE to contract with a different county for the required visits
and reports:

"(F) The county superintendent of the Counties of Alpine, Amador, Del Norte,
Mariposa, Plumas, and Sierra, and the City and County of San Francisco shall

© 2017 School Services of California, Inc.
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contract with another county office of education or an independent auditor to
conduct the required visits and make all reports required by this paragraph."
During our site visits, and staff interviews. no information was provided to demonstrate that
these inspections have occurred. Staff alluded to partnerships with another county, but did not
specifically address these mandated inspections. All of the results of these inspections should
be brought to the Board in a public meeting.
•

The current administrative staffing structure of the ACOE/AUSD is based upon the model of
one COE Superintendent serving both the District and the COE and as such. the entire
administrative structure was built to support that model. Now that the District has hired a
Superintendent to govem only the District, in this new structure, the LEAs should develop a
more transparent fonnat that will complement the services being provided to both the COE
and the District. making clear which agency delivers a particular service and which agency
receives a service.

Hi hii hted Recom

ndatio s

.,

Complete a time-study or have employees monitor their work when positions are shared
between the ACOE and the District.

•

Plans for promotions or new hires of ACOE staff should be communicated to the District
Superintendent to evaluate fiscal impact for the District.

•

Eliminate the Director of Fiscal Services position and create a Chief Business Officer for
District Operations.

"

Shift Food Services, Maintenance and Operations, Technology, and Transportation
departments to District oversight

.,

Create a Director of Cuniculmn and Instruction position.

•

Consolidate the Extended Learning and Preschool departments ·under the oversight of a
Coordinator and shift to District oversight

f)

Streamline ACOE and District cabinet meetings to enhance communication and participation.

"

Develop and implement fully integrated position control for the ACOE and District.

•

Ensure public disclosure of accountability.

•

Create a Director of Special Education position to support the District.

•

Provide the Governing Board a detailed analysis of the Special Education Program and ensure
the SELPA Governing Board understands its responsibility to oversee the delivery and cost of
services for the Special Education program.
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Purpose
The Amador County Office of Education/Unified School District (ACOE/District) requested that
School Services of California, Inc., (SSC) conduct an Organizational Review and Total
Compensation Study. The purpose of the project is to provide an expert, impartial anatysis of the
organizational structure within the ACOF/District and total compensation (salaries and benefits)
for selected job classifications in the A COE/District compared to other school districts with similar
characteristics.

Issues considered during the Organizational Review include:

•

Review of the structure and responsibilities in the ACOFJDistrict and in the comparative group

•

An evaluation of the effectiveness and efficiency of the current organizational structure
including:
o

High·level assessment of best practices

o Detailed implementation suggestions that may include changes in the administrative
structure and/or staffing to meet the needs of the ACOE/District
Issues considered during the Total Compensation Study include:
o

Identification of five single county/single districts for comparing job classifications and
compensation and four additional comparable school districts

o

Identification and analysis of the job descriptions and salary levels offered for each job
classification

ci

Detennination of bow each position compares to that of the other single county/single districts
in terms of duties and salary levels

e

Comparative ranking of salaries offered for each job classification

•

Determination of other benefits offered by each single county/single district in the study,
including health benefit contributions, any employer payment of the employee's retirement
contribution, longevity, and stipends offered
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3

Amador County Unified School Oistrkt/County. Office of Educat ion
Organizattonal Review
C)

March 3, 2017

Review of salary placement and longevity offered for service/employment outside of the
ACOE/District including a comparison to that of the other single county/single districts in the
comparative group

This report includes SSC's findings and recommendations related to the Organizational Review of
the ACOE/District. The results of the Total Compensation Study will be included in a separate
report to follow.

Methodolo
As part of the research, SSC conducted onsite and/or telephone interviews with ACOE/District
staff members, including cabinet members, fiscal and program staff, site administrators,
specialized program staff, and Board members, in order to determine organizational objectives,
individual roles, cross-departmental processes, technology in use, anp t!te division of labor
between the County Office of Education (COE) and the District. The field work was completed in
late2016.
SSC also reviewed documents provided by the ACOE/District such as job descriptions, staffing
plans, organizational charts, employment agreements, salary and benefit schedules, administrative
regulations, and Board policies.
The following single district/county agencies were selected by the ACOE/District for the
organizational structure comparison of this study. AU of the single district/county agencies are
unified school districts (USDs). The average daily attendance (ADA) for each LEA is provided in
Figure 1.
Figure 1: Comparative LEAs# 2015·16 Second Prindpal Apportionment ADA

Alpine

co

USO

113

79

0

34

70%

COE/USD
Del Norte

3,842

3,626

38

178

94%

·cOE/USD

3,870

3,315

533

22

86%

1797

l,644

117

36

91%

2,039

11692

317

30

83%

372

362

0

10

97%

Amador

Mariposa

co USO
Plumas
COE/USO
Sierra.Plumas
Joint COE/USD

Source: State Certified Data, 2015-16 Second Principal Apportionment- COE Operational Grants ADA
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The organizational charts, job descriptions, and staffing data SSC coJJected from the comparative
single district/county agencies were used as comparisons to the ACOE/District's structure and
staffing to help infonn the findings and recommendations for the Organizational Review report
enclosed herein.
What follows are SSC's observations and analysis of the organizational structure and operations
of the A COE/District along with our recommendations, where appropriate, for changes to improve
efficiency and service levels.

Organiz.ational

Cult·ure.

The organizational structure plays a key role in an educational agency's ability to function
effectively. A: well-designed organization clearly specifies decision-making authority, information
flow, and the roles and responsibilities of employees. To attract and retain quality staff, there needs
to be a clear career path and progression ladder to enhance the knowledge base and personal
development for employees.
The organizational culture also plays a pivotal role in an educational agency's ability to achieve
established goals. The collective attitudes, values, and behaviors of individuals and groups within
any organization, and the traditions and nonns they share, detennine its culture.
The culture of an organization is all the beliefs, feelings, behaviors, and symbols that characterize
an organization. Specifical1y, the culture includes shared philosophies, ideologies, beliefs,
feelings, assumptions, expectations, attitudes, norms, and values. The six characteristics of
organizational culture, according to Lunenburg and Omst.ein 1 are:
{)

f)

e

(I

e

Observed behavioral regularities: The use of common language, terminology, and rituals or
ceremonies when members interact.
Norms: Behavior standards that evolve in work groups resulting in standards and yardsticks
by which performance can be and genera.Uy is measured.
Dominant values; The sharing of major values across an organi7.ation.
Philosophy: This relates to the policies that guide an organization's beliefs regarding employee
and customer treatment. This category would include a mission statement.
Rules: The guidelines for getting along in an organiz.ation and the things a new member of the
organization needs to learn to become an accepted member of the group.

1

Howard, Richard D. and Borland Jr., Kenneth W. Balancing Qualitative and Quantitative lnfonnation for Effective
Decision Support Number 112. Iossey~Bass, Winter 2001. Print.
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Feelings: The overall atmosphere based on the physical layout of the organization and the way
members interact with clients or other outsiders.

Taken collectively, these characteristics can he used to define an organization•s culture.
As Figure 2 il1ustrates, the ability of a COE and school district to provide services that meet the
needs of students, programs, and departments in the most cost-effective manner is dependent upon
its ability to build a strong culture where organizational values and expectations are shared, and
there is a commitment to investing in employees and operational effectiveness. A strong
organization is one where alignment between organizational values and expectations are aligned
with those of individuals and groups, resulting in high productivity, operational efficiency, and
persona) and organizational satisfaction.

Figure 2: Organizational Culture and Program Effectiveness
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cot: and District ln a Comn1on Administ ration

The ro]e of a COE is to provjde oversight and support to the school districts located within its
county. While the structure of a COE providing oversight and support services to all of the districts
located within its geographical county boundaries would seem to allow for economies of scale and
cohesive communication and support, this model does not always accommodate some of the
challenges that COEs can face. Across the state, the level of support provided by COEs varies
greatly. In particular, rural or small COEs can face significant challenges for a number of reasons,
including the limited state funding received under the Local Control Fwiding Fonnula (LCFF),
and geographical challenges--many times rural counties span considerable square mileage, with
smaller populations resulting in smaller school districts, in numbers and in average daily
attendance (ADA). Typically, COEs support school districts by performing tasks that can be done
more efficiently and economicaJly at the county level. COEs can provide or help formulate new
clirricula, staff development and training programs,.and instructional procedures; desiB.Jl business
and personnel systems; and perfonn many other services to meet changing needs and requirements.
When economic or technical conditions make county or regional services most appropriate for
students, COEs provide a wide range of services, including special and vocational education,
programs for youths at risk of failure, and instruction in juvenile detention facilities. The
challenges of sman, rural COEs and school districts are exacerbated in Amador County due to the
shared administration that was in place previously with the single COE/school district
superintendent, limited resources, and shared. staff across the COE and District.. Further, for the
Amador USD, and many of the other school districts that operate under a shared administration
structure, most of the support services that would be provided from the COE, such as support for
Educational Services like countywide professional development opportunities, or training on fJScal
procedures are not provided because the COE is not a fully staffed agency-most of the employees
also work at the District. The District Superintendent reported that District staff reach out to
surrounding COEs, such as Sacramento COE, to oocess support services and training, or assistance
in emergency situations.
·,
The county superintendent is responsible for examining and approving school district budgets and
expenditures. The passage of Assembly Bill 1200 (Chapter 1213/1991) gave the county
superintendent additional powers to enforce sound budgeting to ensure the fiscal integrity of a
school district. The superintendent is also responsible for calling school district elections and
assisting with school district emergencies by providing necessary services, and· monitoring the
assignment of credentialed staff. In Amador County, with a COiil.mon administration, the objective
view of the County Office is absent as the services and staff are involved in or supervised by both
organizations. Educatjon Code Section (E.C.) 42127 specifically addresses this wiique structure
by requiring that, whenever a district and county offices are governed by the same board, the
review of the fiscal operations is performed by the Superintendent of Public Instruction pursuant
to E.C. 1622.
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The state of California is divided into 58 counties with 58 COEs. The majority of COEs serve and
govern the numerous school districts~ charter schools, county schools, and special education
programs within its county. 53 of the 58 counties have elected superintendents, and five counties
have appointed superintendents. Seven COEs in California are single district counties with a
common COE administration:
~

Alpine COE/USD

•

Amador COE/USD

e

Del Norte COEIUSD

•

Mariposa COEIUSD

•

Plumas COE/USD

•

San Francisco COFJUSD

•

Sierra-Plumas COE/USD

With the exception of San Francisco COFJUSD with an appointed superintendent,. the remaining
six single district/comrty agencies have an elected superintendent. AdditionalJy, six of the seven
single district adniinistration COEs would be considered a small school district with ADA ranging
from 113 to just over 3,100. San Francisco COFJUSD is the exception with over 56,,000 ADA.
Operating a single district administration COE can result in opportunities to streamline services
and provide a cohesive educational program to all students in the county, but it can also create
some challenges to ensure that the proper oversight and support is provided to the district within

the county. Because most of the single district administration COEs are small, ranging from J 13
ADA to just over 3,800 ADA, it is not always possible for the COE to employ all ofthe positions
it might in a Jarger COE with multiple districts. For most single district administration COEs there
is considerable overlap in the duties and responsibilities of the COE and district functions, and
most of the time, these duties and responsibilities are shared by the same position.
The organizational structure of a, COE, and the allocation of essential functions to the major
operational division, plays a key role in any COE's abHity to function effectively. The
organizational structure refers to the allocation of responsibility for different operational functions.
Essentially, it is how a COE has organized its work in support of its primary mission-educating
students and supporting the school districts within the county. It also encompasses the processes
and practices used by an operational area, such as Fiscal Services or Human Resources, in
accomplishing assigned tasks. In this report, we examine how the ACOE/District has allocated
essential tasks and to what extent the segregation of duties provides for sufficient internal controls.
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Additionally, we examine the policies, procedures, and practices in place to ensure operationa]
efficiency and effectiveness.

AHocatit.Hi of Operationaf Functions
A review of operational functions is provided as a basis for our discussion and analysis of the
allocation of key 1asks and the extent to which they provide appropriate segregation of duties and
provide for adequate internal controls. Figure 3 illustrates the services provided by each agency
and the services that are provided to the other agency.
Figure 3: Amador COE and District Services
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In Figure 4 below, the relationships to the single Governing Board are illustrated as three unique
and separate entities that are all governed by the single Board.
Figure 4: Governing Board

··~

/

I'

..
Admin · trati e St ucture
Beginning with E.C. 1240, the duties and responsibilities of the county superintendent are
specifically outlined. Among them is to maintain responsjbility for fiscal oversight, conduct
facilities inspections, monitor student progress, and report to the board of each district the state of
each district E.C. 1240 (F) specifically addresses the unique nature of the common administration
by requiring the COE to contract with a different county for the required visits and reports:
"(F) The county superintendent of the Counties of Alpine, Amador, Del Norte,
Mariposa, Plwnas, and Sierra, and the City and County of San F.rancisro shall
contract with another county office of education or an independent auditor to
conduct the required visits and make all reports required by this paragraph."

During our site visits, and staff interviews, no infonnation was provided to demonstrate that these
inspections have occurred. Staff alluded to partnerships with another county, but did not
specifically address these mandated inspections. AIJ of the results of these inspections should be
brought to the Board in a public meeting.
Cabinet meetings of the District and ACOE occur separately where many of the same members of
the team, with the exception of the Superintendents (COE and District), are present. The COE
Superintendent holds COE cabinet meetings with the Assistant Superintendent of Business
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SeJVices and Assistant Superintendent, Special Education, to discuss COE issues. Since the time
of our fieJdwork, the District reports that the COE cabinet meetings now also inc]ud~ the Assistant
Superintendent of Curriculum and Instruction, and the Executive Director of Personnel/Employee
Relations. The District Superintendent holds a separate cabinet meeting with those same personnel
to discuss District issues. These dual cabinet meetings are held on different days and require staff
to dedicate time to attend both meetings versus a better coordinated meeting held on one day only.
Agendas for the meetings are not shared with the other Superintendent unless by staff.
This structure leads to staff feeling insecure about what can and can't be shared and how to
implement change that might impact the other entity. It is important that the two Superintendents
work together to best utilize the shared staff and maximize their time. A lack of communication
was a consistent issue heard during the onsite visits. Many staff expressed concern about how to
move forward since plans for a new or different reporting structure have not been shared as of the
interview date.
In our follow-up conversations with employees after our initial interviews and after the new
District Superintendent was hired. staff report that more leadership support is provided and that
the new District Superintendent is communicating often and helping staff to better understand the
new structure.

The current administrative staffmg structure of the ACOFJAUSD is based upon the model of one
COE Superintendent serving both the District and the COE and as such, the entire administrative
structure was built to support that model. Now that the District has hired a Superintendent to
govern only the District, in this new structure, the LEAs should develop a more transparent fonnat
that will complement the services being provided to both the COE and the District, making clear
which agency delivers a particular service and which agency receives a service. The following
chart depicts the existing administrative positions for each LEA, and is organized by the
reporting/empJoyment structure, though services are shared between the COE and District.
Figure 5: Existing Administrative Positions Employed/Supervised by Each LEA
3. ~..~1N il'~i'Ml
31lrnil~il ~JY !C}l
Counfy Suoerlntendent - Elected
Assistant Superintendent of Business Services
Assistant Superintendent, Special Education
Chief Technology Officer
Director of Maintenance & Operations (District
employee)
Director of Transportation {District employee}
Director of Preschool
Director of Extended learning

,,

--

District Superintendent - Appointed
Assistant Superintendent of Curriculum and
Instruction
Executive Director of Personnel/Employee
Relations
Director of Fiscal Services

Source: Information obtained during site visit and LEA documents
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The scope of our study included reviewing the administrative structure and comparing it with other
similar agencies-:-that analysis will be provided under a separate cover. For the purposes here. the
efficiency of the ACOE!District structure is analyzed. As stated earlier in this report. some
employees of one entity report to an employee of the other entity, and this creates some challenges
in terms of personnel supervision and oversight and efficiency of service delivery. This type of
reporting structure also makes it very difficult for the District Superintendent, Board, and Human
Resources department to ensure a completely unbiased process in hiring, retention, promotion, and
dismissal of employees. Any pretext for discrimination by one agency in this structure may leave
both agencies vulnerable, especialJy when one agency may be contracting for services of an
employee employed by the other agency. The Governing Board should ensure that policies and
staff responsible for hiring and supervising employees are trained
practices are aligned and that
in these areas. The District Superintendent reports that since the fieldwork was completed, the
LEA is undergoing a Board policy audit.

an

The Governing Board approves all personnel decisions for the District and the COE
Superintendent approves all hiring decisions for the COE. In the recent past there have been
promotions of positions to Assistant Superintendent at the COE level. These promotions of staff
that increase District costs (because the District shares the cost of the position for shared service)
should be communicated prior to the increase in salary in order to allow the District budget
revisions to occur and give the Board the courtesy of understanding why the costs are increasing.
Within the current structure, with the current administrators serving both agencies, this level of
transparency is incwnbent upon both agencies adhering to strict, compatible practices serving the
best interests of the school community. The Governing Board also acts as the SpeciaJ Education
Local Plan Area (SELPA) Governing Board and therefore has a responsibility to oversee the
delivery and cost of services for Special Education programs. This means that the Board is then
responsible to aJlocate the funding to best serve the students.
We learned that classified COE staff do not pay into the Social Security system, whereas District
employees do. Any change in the employment status of these employees will constitute a
negotiable change and will have to folJow the proper steps.

COE and District Functions
The District has primary responsibility for Curriculum and Instruction, Human Resources, Career
Technical Education, and Student Services while the COE has primary responsibility for Special
Education, Extended Learning, and Preschool, though many of these functions or services overlap
between the COE and the District. Often that overlap includes staff time and resources to manage
the function or service. The services shared between the COE and District operations are Business
Services including Technology, Transportation, Maintenance and Operations, Food Services, and
Fiscal Services, aH under the oversight of the Assistant Superintendent of Business Services (a
COE employee). Most of these business functions are performed by District employees, with the
exception of the Chief Technology Officer and Assistant Superintendent Business Services. The
tO 2017 School Services of California, Inc.
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Business Services operations are the most intertwined of all the operations in the common
administration tasks. For the benefit of the ACOE/Pistrict, we've included detailed analysis of
functions as well as other departments and supervisorial standards in order to make infonned
recommendations for a cohesive common administration.

fiscal Services
A weJJ-functioning Fiscal Services department is critical to ensuring appropriate supervision over
an LEA's assets. This involves developing and managing the budget as well as establishing and
maintaining proper controls over accounting transactions, including appropriate segregation of
duties, management authorization of transactions, internal audits, financial reporting, checks and
balances, and proper training and supervision of staff.
The Fiscal Services department reports to the Director of Fiscal Services: The department is
responsible for developing and monitoring the budgets of the COE the District. and administering
the fiscal operations of both agencies including ace<ounts payable, accounts receivable, general
ledger, internal audits, and payroH for both the COE and District. All other operational functions
of the District, including the Food Services, Maintenance and Operations, ·Technology, and
Transportation departments, are directly overseen by the Assistant Superintende~t of Business
Services for the County Superintendent of Schools.
The District and COE staff are distinguished separately for payroll purposes. Some employees are

technically considered COE employees and some employees are technically considered Di$trict
employees. The staff we interviewed are aware of the distinctions, but are otherwise unaware of
any different responsibilities or reporting authorities as a result of the distinctions. Between the
two school agencies there are four bargaining units each with a unique collective bargaining
agreement to manage:
•

0

California School Employees Association (CSEA), Chapter 827 represents any classified,
nonmanagement, nonconfidential COE staff
CSEA Chapter 239 represents any classified, nonmanagement, nonconfidential District staff

.,

Special Educators of Amador County (SEAC) represents special and general education
teachers, nurse and counselor positions employed by the COE

.,

Amador County Teacher's Association (ACTA) represents certificated teachers, librarians,
nurses, and counselors employed by the District

Although, witil recently, only the County Superintendent was involved for all four bargaining
units, the addition of the District Superintendent wiJJ change that dynamic and require a closer
look at staff and levels of authority and supervision.
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In order to establish and maintain an appropriate segregation of duties and essential system of
checks and balances in the current fiscal structure, the District and the COE must be considered
separate entities, each with its own Fiscal Services supervisor. This practice will strengthen both
the financial integrity of each entity as well as provide protections to employees who are working
in both systems. In order to have a fmancial reporting system that provides accountability for

stakeholders and is managed with fidelity, there has to be a separation of duties.

uman

our s.

A well-organized and highly effective Human Resources depar1ment will reduce legal expenses
and safeguard scarce fiscal resources. The Human Resources department should be adequately
S1rUCtured and staffed to support the educational agency in all of its needs with regard to the

management-of personnel.
Additionally, an effective Human Resources department must ensure compliance with all state and
federa.1 laws related to employment, including those related to discrimination and harassment, and
provide annual legal notices to all employees. Regrettably, employment litigation is a huge and
growing problem in California where record breaking discrimination claims have occurred. A
highly effective Human Resources department shouJd be staffed with individuals trained to
conduct workplace investigations, coordinate the interactive process as required by the Americans
with Disabilities Act, and respond to incidents of employee misconduct and discrimination and
harassment complaints.
The ACOE/District Human Resources department is responsible for recruiting, selecting, and
hiring an employees for both agencies. Human Resources department staff manages substitute
services, tracks and monitors employee leaves, and notifies supervisors annually of staff scheduled
for evaluation. The assignment of these personnel management tasks to the Human Resources
department is consistent with operational standards.

Cost controls over salaries and benefits are essential for ongoing fiscal stability, as these
expenditures make up the majority of a schooJ agency's budget. A position controJ system is the
manner in which these expenditures are driven and controlled, where position numbers as
authorized by the board are maintained in Fiscal Services, employees are hired into authorized
positions by Human Resources, .and employees in authorized positions are paid ·through
appropriate payroll procedures. This structure establishes the appropriate segregation of duties
between the departments and ensures the checks and balances necessary to control the salary and
benefits budget.
Currently, the position control process for both agencies is lacking a formalized, robust system
implemented with fidelity. Because personnel costs are the biggest investment in school agencies,
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an efficient position control system is an integral part of internal controls and sound fiscal
management. In many agencies, there is confusion and/or reluctance to implement position control
because it requires the involvement of multiple departments (Fiscal Services and Human
Resources) and can seem complicated. Figure 6 illustrates the departmental involvement required
for a sound position control system. Whether part of asingle agency or a multiple agency financial
system, the steps to implementation will be similar and should be more daunting. During our
interviews, we found that many employees were unaware of the allocation of their pay to either
school agency or what fonnula was used to develop the allocation.

no

Figure 6: Position Control System

It is critical that the ACOFJDistrict utilize a po~ition control system for managing the positions
and budgets related to staffmg and payroll related costs. In doing so, we would also recommend
that the ACOF/District perfonn a time study for those shared positions between the COE and
District to determine the accuracy of the allocation and make any adjustments as necessary.

Figure 7 illustrates the manner in which the operational functions should be alJocated to the Fiscal
Services and Human Resources deparbnents.
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Figure 7: Allocation of Operational Functions
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•catifornia State Teachers' Retirement System (CalSTRS)
"*<:allfomia Public Employees' Retirement System (CalPERS)
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Business Operatioris
The Food Services, Maintenance and Operations, Transportation, and Technology departments
support both the COE and District. Currently, the Chief Technology Officer (COE employee},
Director of Food Services (District employee), Director of Maintenance and Operations (District
employee), and the Director of Transportation (District employee) report to the Assistant
Superintendent of Business Services (COE employee).
The management organizational structure from August 2016 provided by the District
(provided in Appendix A) shows a shared reporting line from the Assistant Superintendent of
Business Services to the (at the time) Interim District Superintendent. Based upon the results of
staff interviews, all four of the departments stated that they reported directly to the Assistant
Superintendent of Business Ser\1ices. This reporting structure does not allow the District
Superintendent oversight over the operations that directly affect District students. The majority of
the students in the county are District students (94%) and the District Superintendent should have
direct supervision over these functions to ensure proper child nutrition requirements are met, the
maintenance and safety of the District facilities, safe transportation and routes to school are
provided for District students, and access to adequate educational technology and infrastructure.
Shifting the reporting structure for these positions and departments to the District Superintendent
should not preclude the COE Superintendent from working with the District Superintendent and
department managers to ensure the needs ofthe COE are met. Because the four departments would
be "owned" 100% by the District, the time study referenced earlier in the report to determine how
much time a staff person and department spends on District and COE business and operations is
necessary to develop an appropriate bill~back arrangement through a memorandum of
understanding (MOU) to specify the services that would be provided to the COE, the staff
conducting the work, and the financial ammgernent for those services,
One area of concern is also the valuation and depreciation of capital assets for both agencies.
During our interviews staff were unsure of who owned the various properties and how the
valuations were done for insurance purposes. Both agencies should review current valuations,
detennine ownership of each and develop their capital asset schedules and depreciation schedules
to mirror their ownership. Additionally, insurance policies, and facility use agreements should be
developed to reflect current uses of shared facilities.

Curriculum and Instruction
The Curriculum and Instruction department is administered by the AssiStant Superintendent,
Curriculum, Instruction, and Staff Development. The Curriculum and Instruction department
includes a half-time Director of Career Technical Education, Coordinator of Student Services,
Teacher on Special Assignment, and an Administrative Assistant who supports the entire
department. The Assistant Superintendent was hired just before the start of the 2016-17 school
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year. During the site interviews, staff shared that the Cuniculum and Instruction department was
undergoing a major overhaul. Professional development and teacher support were not primary
focuses of previous department administrators. As a result, there is a significant need to develop
robust professional development programs and teacher support services to ensure that the District's
teachers receive support for the many new state education initiatives and to support ongoing
development of District teachers.
The Assistant Superintendent is cWTently the only staff member in the department dedicated to
cuniculum, instruction, and staff development/professional development Due to the amount of
work that is begin completed in the department to develop new practices and programs, the
department would be well-served with the addition of a Director of Curriculum and Instruction.
This position would report to the Assistant Superintendent and would manage the curriculum and
instruction function of the District This would allow the Assistant Superintendent to focus on staff
development and continuing to develop policies and procedures to implement new programs and
practices to support teachers and the education program in the District. The Director of Curriculum
and Instruction should also participate in the development and revision process of the Local
Control and Accountability Plan (LCAP).

Extended

rnin

nd Preschoof

The Extended Learning and Preschool programs are each managed by a Director who reports to
. the COE Superintendent. These programs primarily support all COE students, though many will
be or are District students. It is necessary for the Director of Preschool to work in coordination
with the Assistant Superintendent of Cuniculwn and Instruction to align on any necessary
educ~tional program areas.
Statewide, districts and COEs manage each of these departments differently. It is very common to
employ a certificated coordinator or supervisor to manage the extended learning programs, and
this position often reports to another department administrator. Preschool programs are more
varied, as the administrative position can be either classified or certificated. Most preschool
functions are Wlder the Early Childhood Education program and the administrator often has
additional duties to support those programs. Due to the size ofeach program, employing a Director
to manage each individual program provides more management support that most districts or
COEs dedicate to these functions. In order to stream.line operations, consolidating the programs
under a Coordinator of Extended Leaming and Preschool programs would provide alignment of
the two programs. In addition, to support integration of the educational program offered to students
at all levels in the county, the Coordinator of Extended Leaming and Preschool should report to
the Director of Curriculwn and Instruction to ensure, when appropriate, curriculum and
educational strategies in the Extended Leaming and Preschool Programs align to the transitional
kindergarten through grade 12 program offered at the District
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En·pfoy.ee Eva luation and Supe rvisi'1n in a Shared Structure
Supervisors are expected to fully understand the needs of their department, motivate the staff,
coordinate the resources, and be accountable to the Board and respective Superintendent for the
department work. This includes the responsibility to:
~

Develop and communicate a vision and direction for the department that supports the LEA
vision. mission, and goals and holds staff accountable to them

•

Offer and provide training and staff development

•

Model and adhere to policies, procedures, laws, and bargaining unit agreements

ai

Utilize effective employee performance management techniques

•

Manage department budget and position control

•

Address grievances, discipline, and professional improvement needs of department staff

With the current structure in the A COE/District there is considerable overlap in COE and District
employees. One identified area of concern over the supervision of staff and separation of duties is
related to the Business Services and Fiscal Services functions. The Assistant Superintendent of
Business·Services is a COE employee, and the Director of Fiscal Services, who is supervised and
evaluated by the Assistant Superintendent of Business Services, is a District employee. The
Director of FiscaJ Services also works with the District Superintendent to support the District's
fiscal operationaJ needs, but on a daily basis works with the Assistant Superintendent of Business
Services.

Ju detailed previously, this bifurcated reporting clouds the transparency of the District and COE
by not providing a clear separation between the COE oversight responsibilities and the Oistrict
reporting responsibilities. As the supervisor of the department, the Assistant Superintendent of
Business Services is responsible for the work of the department, and because of his role as the
COE Assistant Superintendent of Business Setvices, is also responsible to oversee and report.any
fiscal issues of the District To further complicate the relationships, the fiscal accounting structure
allows for direct transfer of funds between the COE and District without further approval.
Currently, the COE charges to the District a portion of the Assistant Superintendent of Business
Services' payroll costs but the District Superintendent has no authority or responsibility for the
performance management of the Assistant Superintendent of Business Services.
The same scenario applies in the Special Education department where the Assistant
Superintendent, Special Education, oversees and dirt:ets the work of District employees while this
position remains a COE position which is billed back to the District.
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The Human Resources Department is led by a District employee, and handles the routine Human
Resources functions for the COE. The COE employees are hired by the COE Superintendent, not
the Board so the process is unique. These complexities are inherent for the Human Resources
department in a shared structure. The employee files, bargaining unit agreements, and reporting
structures should be maintained separately to ensure there is integrity in the process. It was
reported during staff interviews that an employee ofthe District was placed on leave and eventually
resigned and was then rehired by the County Superintendent The COE and District should agree
that any fonner employee dismissed for cause is ineligible to work with either agency in order to
ensure the highest level of safety for students and integrity in the process .

.pedal E ucation
The District requested that as a part of our study, we consider the potential of housing all of the
Special Education programs through the District rather than shared with the COE. Because the
County is a single district county, with fewer than 15t000 ADA and the local plan provides for all
of the districts in the county, the Special Education program is operated as a Necessary Small
SELPA (pursuant to California E.C. 56212) with the COE acting as the Administrative Unit (AU).
The AU is the fiscal agent to which the state allocates fimds for the Special Education programs
within the SELPA. Often, the AU will also ope1ate the more regionalized programs and services
for the local districts and sites to take advantage of the economy of scale in a shared-service
arrangement. The ability to transfer programs ftom one agency to the other is governed by the
Education Code and would require assistance ftom legal counsel to preserve employee rights and
ensure a compliant process.
Even if the programs were transferred, the COE would stil1 have a role in the oversight of the 1oca1
plan as required by California E.C~ 56140 which requires that COEs approve the Special Education
Jocal pla~s within the county to ensure that all students in the county have access to special
education services.
Each SELPA is as unique as the districts which are included and will have unique agreements to
meet the needs of the student populations. Therefore, SELPA-to-SELPA comparisons are not
beneficial in determining the advantage of having the District or the COE as the AU for the
Amador County SELPA. The Amador County SELPA is funded at a base rate that is slightly higher
than the Statewide Target Rate (STR) for SELPAs in the State.
We did review similar counties and districts to determine if the current placement of the SELPA
AU with the COE is comparable to those similar districts and counties. We conducted this analysis
by comparing the District/ACOE's special education financial data with that of other similar
agencies. In our comparisons we used data from the five single district COEs specified earlier in
this report, as well as statewide averages of COE and unified districts data. A review of the
financial data follows.
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Figure 8: County Office Only Comparison of Total.Expenditures
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Source: 2014-15 State Certified Data

Figure 8 iJJustrates that the ACOE/District is comparable to other COEs in the share of ~sts for
special education programs with the Amador USO. However, Figure 9 depicts the same
comparison for District-attributed share of costs and shows the Amador USD with a very low
comparable share of expenditures and a very high expense for "other outgo" which would be
attributed to the transfer to the COE for operation of the Special Education programs.

Figure 9: District Only Percent of Total Expenditures for Spedaf Education
~
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Source: 2014-15 State Certified Data

Figure 9 confirms that a large portion of total expenditures and revenue are allocated to the COE
for programs operated o~ District sites for district students.
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Figure 10: Combined Comparison of Tota• Expenditures
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An analysis of students served among the ACOE/District and comparable districts demonstrates
simiJar results. County office programs may be duplicative of district programs and services or
may include district, out-of-county. and incarcerated youth. In the tables below, the county offices'
enrolhnent may be less than the numbers of Students with Disabilities being served. A more in·
depth analysis of the students served is outside of the scope of this report. The data in Figure 11
below are meant to provide some examples of similarly structured districts.
Figure 11: Comparison of Similar District/COEs
~Jrii'rilf~. ~"
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Source: 2015-16 State-certified Data
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When removing the County operated programs from the data, and comparing the district data, the
Amador USD is far below the comparison group average of SWD served. Figure 12 below shows
the number of SWD as a percentage of total enrollment in 2015 and 2014 for the Amador USD as
well as the combined average of the comparison districts, based upon statewide certified data. The
Amador USD average in 201 S was 11.52% of SWD to total enrollment whiJe the comparison
group average over the same period was 17.24%. It is worth repeating that the structure of the
relationship between a COE and a District wiJl impact these averages if one of the other agency is
operating the majority of programs.
Figure 12: Comparison of SWO as a Percentage of EnroUment 2015 and 2014

District SWD as % of Enrollment
20.00%

15.00%
10.00%
5.00%
0.00%

2015
I Amadof Unllied
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Comparative Group Average

Source: 2014-15 and 2015-16 State-Certified Data
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When comparing the percentage of SWD served by the District and ACOE in the same time period,
we see that the District has increased the number of students served by 1% while that number
continues to grow. Figure J3 below illustrates the share ofSWD served.
Figure 13: Share of SWD served by ACOE and AUSD 2014 and 2015

Share of SWD Served by COE and District

2015

-

-~ ·- 37%

2015
63%

AMADOR COtlNlY SCHQOLS
M

AMADOR COUNlY UNJREO

Source: 2014-15 and 2015-16 State-Certified Data

The District Superintendent reported that for the current year, 18% of alJ District/ACOE combined
students have IEPs including those with Speech and Language Disorders, while 11 % of students
with IEPs d<? not include Speech and Language Disorders. The District Superintendent also reports
that 14% ofall SWDs spend less than 50% of their time in Special Education. This is an indication
that there are some high need students or more involved IEPs among the other 86% of SWD.
While the data show through 2015 an increasing number of SWD in the combined agencies, a
significant increase from 11.52% to 18% should be investigated to ensure that students are not
being over-identified for special services.
In order for the District to become the AU for the Special Education programs and/or if the District
wishes to operate some of the programs which are currently offered through the COE, the SELPA
agreement would need to be modified and all statutes related to a program transfer would apply.
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A program transfer is a change in service provider for a group of pupils, as opposed to a gradual
shift in need that occurs over time. E.C. 56207 specifically states:

(a) No educational programs and services already in operation in school districts or a county office
of education pursuant to Part 30 (commencing with Section 56000) shall be transferred to
another school district or a county office of education or from a county office of education to
a school district unless the special education local plan area has developed a plan for · the
transfer which addresses, at a minimum, all of the following:
(1) Pupil needs.

(2) The availability of the fuJJ continuum of services to affected pupils.
(3) The functional continuation of the current individualized education programs of all
affected pupils.
(4) The provision of services in the least restrictive environment from which affected pupils

can benefit
(S) The maintenance of all appropriate support services.
(6) The assurance that there will be compliance with all federal and state laws and

regulations and special education local plan area policies.
(7) The means through which parents and staff were represented in the planning process.
(b) The date on which the transfer will take effect may be no earlier than the first day of
the second fiscal year beginning after the date on which the sending or receiving agency
has informed the other agency and the governing body or individual identified in
subparagraph (A) of paragraph (12) of subdivision (a} of Section 56205, unless the
governing body or individual identified in subparagraph (A) of paragraph (12) of
subdivision (a) of Section 56205 unanimously approves the transfer taJcing effect on the
irrst day of the first fiscal year following that date.

(c) If either the Sending or receiving agency disagree with the proposed transfer, the
matter shall be resolved by the alternative resolution process established pursuant to
paragraph (5) of subdivision (b) of Section 56205.
(d) Notwithstanding Section 56208, this section shall apply to all special education local
plun areas commencing on July 1, 1998, whether or not a special education local plan area
has submitted a revised local plan for approval or has an approved revised local plan
pursuant to Section 56836.03.
Additionally, E.C. 44903.7 provides protection to affected certificated employees and Section
45120.2 gives similar protections to classified employees.
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If the District wishes to continue with plans for a program transfer, there are specific timelines for

notification outlined in the above E.C., as well as the time needed to negotiate with employee
groups to ensure a smooth transition. The District must also consider the needs of students in
county-operated programs who may have severe needs and/or be placed outside of the district in
nonpublic schools or agencies. These costs are generaliy higher than the revenue and would be the
sole responsibility of the District as the provider of the service; whereas the COE may share some
of that responsibility currently.
Improved efficiency and oversight would occur with a program transfer to the District, as all
employees and supervisors would be under the auspices of the District and accountability would
be consistent for all programs, regular and special education, throughout the District. The District
would have more flexibility to incorporate the co-teaching and Specialized Academic Instruction
(SAi) models to ensure students are placed in the least restrictive environment (LRE).
Should the District and COE reach a different agreement that doesn't change the employmen~
status, but provides the District with more control and supervision of their special education
programs, an MOU could be developed that specifies the reporting and funding structures and
provides more transparency. Legal counsel should be consulted for development of any such
agreement.
It is important to note that the District and county Board, acting as one Board, are also the SELPA
Board, which means that policy for the SELPA should be developed clearly outlining the
responsibilities of each agency. This complex structure does not provide the inherent checks and
balances that come with oversight from a separate entity. The closest comparative agency is the
Del Norte Unified District/COE which belongs to a SELPA outside of the county to provide those
checks and balances. Although there are challenges in any structure, we hope to assist the District
in eliminating as many challenges as possible by shedding Jight on some of the potential issues
faced in this unique environment.
In November, 2016, the Public Policy Institute of California, an independent research fmn, issued

a report on special education funding. Some controversial recommendations in that report include
eliminating funding to SELPAs and having the funding go directly to the school districts, and
rolling the funding into each district's LCFF. Because this is only a report and the
recommendations have not been vetted or included in any state law or budget, we are.not making
any recommendations based solely on this report..
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h/tanaging Adn1rnistraHve Changes.
An "implementation dip" occurs with any change in organizations, be it a leadership change or
major overhaul. Agencies who lead staff through change successfully understand the
impJem~tation dip and are patient through the process as they fully understand that the outcome
wilJ be as desired. The "dip" is often referred to as the "vaUey of despair" as it is that point in time
when there is change happening but results · of the change are not evident. As Figure 11 below
illustrates, the dip is temporary and the tangible improvements come after organizations reach the
point of emergence and move forward.
Figure 14: The Implementation Dip

The Implementation Dip,, Michael Fu/Ion
Leading in a Culture of Change

Go Live

To limit the time in the "valley of despair", strong communication is needed to ensure that the
interests of st.aff members at all levels are closely aligned with that of the organization. For the
COE and District common administration to work together and benefit their community, the
implementation of changes to the organizational structure, including any of our recommendations,
should follow the examp]e in Figure 15. Beginning with the vision and working through full
implementation with positive communication will alleviate staff anxiety as the process evolves.
Figure 15 outlines the best practices for successful implementation of change.
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Figure 15: Conditions for Successful Implementation

Conditions for Successful Implementation
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R ~t.oromenda:dons and

Proposed Organfa.atfonaf Structures

We recommend that the ACOE/District consider the following best practices to improve oversight
and internal control while also ensuring that each school agency's interests are fully represented.
Figure 16 provides a summary the implementation recommendations.

of

1. Complete a time-study or have employees monitor their work when positions are shared
between the ACOE and the District. This practice wiJJ ensure that the shared costs are being
appropriately charged between the two agencies. Positions that are shared should be fully paid,
supervised, and evaluated by one agency while on contract through an MOU with the other
entity for the required service. In multi-district counties, these agreements are often referred to

as Master Agreements and are done annuaJly. Master Agreements define the role of each
agency, the costs for the year, how the billings will occur and when, as well as specific services
provided for a fee and/or in-kind services offered. This kind of agreement provides support for
budgets and offers more accountability than the current practice.
2. Plans for promotions or new hires of ACOE staff should be communicated to the District
Superintendent to evaluate fJSCal impact for the District. Because the Governing Board

approves all personnel decisions for the District and the ACOE Superintendent approves alJ
hiring decisions for the ACOE. in the recent past changes to ACOE positions were not
communicated to the District until after action was taken. Promotions of ACOE staff or new
ACOE hires that increase District costs because the District shares the cost of the position for
shared service should be communicated prior to the increase in salary in order to allow the
District budget revisions to occur and give the Board the courtesy of understanding why the
costs are increasing. Within the current structure, with the current administrators serving bofh
agencies, this level of transparency is incumbent upon both ~encies adhering to strict,
compatible practices serving the best interests of the school community
3. Determine the property owned by each agency and develop separate depreciation and
capital asset schedules for each. As these properties are designated and used, facility use
agreements, or inclusion in the Master Agreements can define any in-kind or lease terms. The
agreements should also provide for any utility~ technology, and custodial/maintenance services
in p. shared space.
4. Eliminate the Director of Fiscal Services position and create a Chief Business Officer for
District Operations. This position would be responsible for all the fiscal interests of the
District's operations. As the head of the department, this person would assign, evaluate, and
direct the work of all fiscal accounting staff assigned to the District's operations. This position
should report directly to the Superintendent.
S. Develop separate access allowances for each entity in the financial systems. In order to
ensure the integrity of the financial system, it is recommended that the system allow "view
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only" access to District financial transactions by all ACOE employees, including the Assistant
Superintendent of Business Services. As it is the role of the ACOE Assistant Superintendent
to oversee and review the fiscal integrity of the District's financial system, that position should
not also have the ability to create transactions. The same holds tru~ for the District Chief
Business Official with access to the ACOE financial system, that position should only have
view rights if it is necessary to oversee the work of others.
6. Shift J;i'ood Sernces, Maintenance and Operations, Technology, and Transportation
departments to District oversight. In order to better align services mainly provided to the
District, the Food Services, Maintenance and Operations, Technology, and Transportation
departments should be managed by the District Superintendent or designee as the students are
all District students and they arc the main user of al] these services. Then services as needed
should be provided to the ACOE through an MOU detailing the staff conducting the wo~ and
the financial ammgement for those services. For departments such as Maintenance and
Operatiops and Technology, it wilJ be critical that a fully integrated work order system is used
to track the work tasks perfonned for the ACOE as well as the District.

7. Create a Director ofCurriculum and Instruction position. The new Director position would
report to the Assistant Superintendent Curriculum, Instruction, and Staff Development, to lead
the District's curriculum and instruction program. This position would provide much needed
support to the Assistant Superintendent to allow more focus on developing staff/professional
deveJopment programs and increased overall leadership in the educational services division.
8. Consolidate the Extended Learning and Preschool departments under the oversight of a
Coordinator and shift to District ovenigbt. In order to support integration ofthe educational
program offered to students at all levels in the county, the Coordinator of Extended Learning
and Preschool should report to the Director of Curriculum and Instruction to ensure, when
appropriate, curriculum and educational strategies in the Extended Leaming and Preschool
Programs align to the transitional kindergarten through grade 12 program offered at the
Dis1rict.
9. Communications from the ACOE and District should be coordinated for a succinct and
cohesive message to the community. In order for both school agencies to coexist in the most
efficient way, the Superintendents should develop a joint communication plan that will help to
keep the community and employees infonned of the mission, vision, and goals for both
agencies. This communication should outline the "big picture~ as seen from the Governing
Board and the Superintendents' perspective as well as the reporting structure for the to~level
administrators.

I 0. Streamline ACOE and District cabinet meetings to enhance communication and
participation. Cabinet meetings should be structured to share a common agenda then separate,
in a format such as: every Monday, District Cabinet meets from 8:00 a.m. to 9:00 a.m. and

~a
... .
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then are joined by ACOE Cabinet members who don't also participate in district-level
meetings, from 9:00 a.m. to I 0:00 a.m. and the common agenda items are addressed while both
Superintendents are in attendance. From 10:00 a.m. to 11 :00 a.m., the ACOE Cabinet members
stay in their meeting. This allows the most functionality, ensures a streamlined process and
prevents employees from having to block out time for two meetings in their busy days. This
also provides assurance to the community and staff that the agencies are working together to
best benefit students.
11 . Prepare a staff development plan for District staff. As the District now has a new
Superintendent, some staff development and training should be centered on organizational
goals and policies to improve staff understanding of the overall mission, vision, and goals, .as
well as the new organizational structure, and expectations and accountability for staff.

12. Develop and implement fully integrated position control for th~ ACOE and District.
Position control should be fully implemented, including an analysis of staff time in each cost
code to properly account for shared staff time with each entity. Approval of any new,
promotional, or replacement positions for either entity should occur at the Governing Board
level to properly account for any impact on the budget for either agency.
13. Ensure public disclosure of accountability. The County Superintendent has a duty to
maintain responsibility for fiscal oversight, conduct facilities inspections, monitor student
progress, and report to the board of each district the state of each district. E.C. 1240 (F)
specifically addresses the unique nature of the oommon administration by requiring the COE
to contract with a different county for the required visits and reports. The COE should begin
to contract with a different COE to provide the oversight and reporting required under the
statute. Contracts with neighboring COEs for reviews and reporting should be made public as
weJJ as any inspections occurring by these agencies so that staff and the community understand
the process.

14. Develop a coh~ive process to adopt Board policies for the ACOE and the District. Board
policies for the District and the COE should be developed and updated separately but in unison
to ensure uniformity and adherence to the shared vision.

15. Ensure District employees report to a District~mployed supervisor, and ACOE staff
report to an ACOE-employed supervisor. Restructure existing positions to ensure that
supervision of each position is by a manager within each agency and not by an employee of
the other agency. This process will require further employee bargaining unit negotiations and
we recommend that both agencies contract with legal counsel to ensure compliance with all
applicable statutes.
16. Create a Director of Special Education position to support the District. The District should
have a Special Education Director to act in the interest of District students in matters related
to their services. The duties for the District administration of speciaJ education programs

a...

.
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should shift from the ACOE to the District and be supervised by the Assistant Superintendent
of Curriculum and Instruction. The SELPA Director would be maintained at the COE-level to
provide the SELPA level support needed in this area. This is similar to the recommendations
related to fiscal services; the segregation of duties and competing interests are of concern and
should be better defined.
17. The ACOE and District should evaluate the benefits of consolidating the four bargaining
units to better support consistent negotiations for all ACOE and District students. The
ACOE and District should consider consolidating the two CSEA Chapters, 827 and 239 into
one CSEA Chapter to represent all ACOE and District classified nonmanagement empleyees,
and consider consoJidating the SEAC and ACTA into one teachers' association chapter to
represent all ACOE and District staff certificated nonmanagement.
18. Provide the Governing Board a detailed analysis of the Special Education Program and

ensure tile SELPA Governing Board understands its responsibility to oversee tlae
delivery and cost of services for the Special Education program. The Board should be
provided all the resources needed to oversee the programs and allocate the funds as the SELPA
Board, including training as necessary.
19. Research the process for a Program Transfer of Special Education ProgralDI ft> tire
District. The Board should thoroughly research and develop a plan to move the responsibility
for the Special Education programs for district students to the district staff for better oversight
and accountability.
20. In the event that the ACOE aad District resume a shared administrative structure wit•
one Superintendent overseeing both LEAs, the recommendations contained in this repe·r t
would not materially change. The purpose ofthis report was to provide fidelity to each LEA' s
responsibility as a District and as a COE, respectively. This process should occur regardless of
the administrative structure of both LEAs. The fmdings and recommendations in this :report
establish protocols and structures to allow the District to perfonn district·Jevel operations to
support its students, the majority of the students enrolled in Amador County. The findings and
recommendations also establish protocols and structures to allow the COE to function as an
oversight agency for the District by creating a separation of operations from the District. A
proposed Administrative Reporting Structure for the Single Administration of Amador COE
and USD is provided in the next section of this report for reference.
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Organizational Review
Figure 1611: Summary of Implementation
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Surr1n1arv and Conch.tsions
We realize that this report contains numerous recommendations. Some of the recommendations
require lengthy planning and implementation time, while others may require the allocation of funds
to implement, and stilJ others affect incumbents currently in some of the positions. We encourage
the District/ACOE to consider all of the recommendations and develop a priority list for getting to
the organizational structure and addressing other recommendations in this report, with an
implementation target date and the funding source identified where appropriate. We recommend
that, over the next several years, the District/ACOE transition to the recommended changes.

In order to implement as many of the recommendations as soon as possible, the District/ACOE
should develop an accountability chart that identifies the employees responsible for planning,
scheduling, and organizing the implementation activities. A reporting system with established
dates for providing updates to the Superintendents and Board should be' designed and the
assignments made with accountability for success required of the designated employ~s.
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COMMEl\TS:

[Ikcomi11g 15~htl;d roemhr;:r ('.ff:a1c:.d a bugc learning curve for me:. CS.]>C:dal!y ronsidcring where.

·1

we httve come fr.om and wbi:~ we- art- going. 1am honored •o be pan of this group of "authrntk'· j
individuals who arc rnmmiued to creating a positi,•e., ~ucccssful .scbcml sy!ilem which pn1vidt~~
support!!i !!ind oppc.1nunitk.s for students and staff. I kncm• increasc.d ~~u-dem '2Chit-ve:meru,
comp.it!i.~ion .f or mln.~rs 1md positive ~)·nc:rg}' will c:xprmd and increase as we mo\•e forward on mu
Ii
projecte.d t:r4ljeclor~.

I

;-.inc~

hn-rn.~i-1)'·

l

1 bdic\-'C tbt! boltrd h.ai; done of lot of imptoverMm
1h1:: workshop mi 1rui:;1 uncl
I
bdievc it st•moed nff _!1..}~t!h and ~. here we_rc m~· vjo]atlons 10 lhc Bn>~·· n Act and tm~rd ~·)Iii\':"~- - - ·-'.
7

ifind i't;elie\·e sii1ce tht woiksh~"JP that ~;t ii.r·r- 01~ rlw ;·iglll m1.{'k and am starti.Ilg to mo'l/C in 1hc
urne dirc.ction. Having 5 people. {'Ollle cogechcr .and now 7 \"t'ho ba'ti'C nc"cr known t~u:.h n1h~r
and never been B part of ~l board wHh simQst all new .:idminisrr;i1.Liun 01~ lht cabine.t levet we
oofitiih~I}· h~ve: ~ l~ari1inf! curve 14tid }ui.v~ tr;J Je;i.rµ togel:her ~n the right direction ln order for th.is
to be a cohesive gmup. We. h0,·e be.en blessed with :a11 amazing superintendent who is super
professional and incredible "''ilh cleaJing with .J>f',oplc and C'lt'Cn sharing her mncern~ wi1h lhc
board mcmbcns as they arise. I am oonfident that we :arc on the: right 1ra~k and bdit'i'e that
togcrhcr we; t.:-an g(l far.
#11. The board e;,.:pecl~ lo be. more in\•olved and receive invoh·cd and rc:cdve more timely lf.!l:d

informative information. the board needs. to know abou1 bad news, problem~ and chal1cn~'f.s. nc)l
jus1 the g,ood things..
#2. The lmard dtddetl co hav.e S;ll.ldenl honrd ml!mbers, and Lo have these ele<:lcd as scp;;iratc
offictff. from ASB president~. TI~is was not relayed to ehhcr high school.
#7 /#15. M3ny things seem tu be rubber s1amped, witl1 fow, if any. uf rhc board n1t1nbet~ asking
qu~s1ion.'l, An eXf!mplc is ttw COE hudger, which w;as app10ve.d whh outstand!ng questions tha1
ha\'e ~·e,1 to be addrn..'ised. Not enough infounation is provided to determine. tmclcorf~. For
e.\:ample, tllc new pon:ibles in lone had a \1t::f)' larJ.C installation cos~. which was nm pn-.nridc:<i

when the decision was made to purchase portable~. This should h.av.c been heuer pla:nnt::d. wirh a
sil~ buil•. permanent s1n1cturc ~on!>ldered.
ll'Hl. llriere were a few

ca3rn,p;~

that were. a surpii.se, bm b[j\'f' been taken cmc of and seem to be

running smooth now.

#18. Open :ses-sions frcquerilJy- start late. Boa.rd meetings have been consistently numing longer
:mtrmld in ~<:enl years, w ":4;t·uld hr, more efficient.

4h~m

We have beeu running late a. iew rimes. but are ~,cuing bette:r at being on time.
ha;·c COJIK". a long way, rom;.idcring we ha\•c almost a whok new Hoard.

;t 18.

O\'crnH~

we

il'23. Plan fm identifyinp; officers: Other than nornina.11.iog and voting at the annual organizational
mcet3ng, th:r,rr docs not seem to be a plan for identifying potentia1 offtccn;.
2 of the tt~dit:ioual board membt:rs did nm appear tf' receive otiematioti ftorn rhe
board .offlocrs when they started. The expe.ctc.d me..etings. betwe.en staff and the new ~ludent
bo~rd m(!mbt!-TS did no1 h;:1ppcn before lhdr terms began.

#24. A1

lea.~t

#25. While t.lie boartf s ,,·ritten pl>lic:it.~ were te\''~t:\\'ed. in Jan1,u!lr-y, the$e updates ha,·e nor }'Cl
been pubU.~hed i.D Che Gamut S)'Sle.m. CSBA has issued muhiple updates since the review. It's
riot ckar \vhcthcr we're operming \\ith lhe old policies. updated policies.. a mix or not policies.
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Amador County Public Schools
District

County

DATE: April 27, 2018
AGENDA ITEM#: - - - - --

Motion: - - - -- - Second: - - - - - - Vote:

SUBJECT:
Board Policy Manual - Second Reading/Discussion/Action
BACKGROUND INFORMATION:
In January 2017, with support from the California School Boards Association (CSBA), a subcommittee
of the Board reviewed and revised the Board Bylaws which guide and regulate the work of the Board
of Trustees/Governance Team. The subcommittee consisted of Kandi Thompson and Bob Laurent.
Simultaneously, the Superintendent, Cabinet and other staff reviewed and revised the Board Policies
(BP) and Administrative Regulations (AR) which guide and regulate the work of the ACUSD and
ACOE. The Draft Board Policy Manual, approximately 1,000 pages, was provided electronically for
the Board and is available for review by the public in the Superintendent's Office.

CSBA and Legislative Updates
During the period of January 2017 - January 2018, staff continued to review policies and
administrative regulations, and new legislation was passed resulting in additional CSBA recommended
revisions. Refer to the attached report of CSBA recommended revisions for details. On March 14,
2018, the Board had a first reading of the Board Policy Manual and agreed to schedule a workshop
allowing more time for review and discussion before adopting it.
Additional Recommendations Forthcoming
Several collaborative processes are underway which will produce future staff recommendations for
some revised policies such as BP 5121 Grades/Evaluation of Student Achievement, BP 5030 Student
Wellness, and BP 6146 High School Graduation Requirements. Other policies will be reviewed at a
later date due to various statutes that apply only to the ACUSD or only to the ACOE.
FISCAL IMPLICATION:
None
RECOMMENDATION:
Superintendent Slavensky recommends the Board have discussion and review the hard copies of the
documents as needed (two versions including the original, marked-up documents from subcommittee
and staff work and the revised materials returned by CSBA) and declare a successful second
reading/adoption.
PRESENTED BY:
Dr. Amy L. Slavensky, Superintendent

CSBA Recommended Revisions
88/8P/AR/E#

Date

Section/Title

BB 9012

Board Bylaws - Board Member Electronic Communications

17-May

BB 9121
BB 9150

Board Bylaws - President
Board Bylaws - Student Board Members

17-Jul
17-Dec

BB 9220

Board Bylaws - Governing Board Elections

17-Jul

BB 9230

Board Bylaws - Orientation

BB 9400

Board Bylaws - Board Self Evaluation

17-Jul
17-Jul

BP 0420.4

Philosophy Goals Objectives Comprehensive Plans Charter School Authorization

AR 0420.4

Philosophy Goals Objectives Comprehensive Plans -

E 0420.41

Charter School Authorization
Philosophy Goals Objectives Comprehensive Plans -

17-Dec
17-Dec
17-Jul
17-0ct
17-0ct

Requirements for Charter Schools
BP 0460

Philosophy Goals Objectives Comprehensive Plans - LCAP

AR 0460
BP 0500

Philosophy Goals Objectives Comprehensive Plans - LCAP
Philosophy Goals Objectives Comprehensive Plans -

BP 0520.2

Accountability
Philosophy Goals Objectives Comprehensive Plans -

AR 0520.2

Title 1 Program Improvement Schools
Philosophy Goals Objectives Comprehensive Plans Title 1 Program Improvement Schools

BP 0520.3

BP 1113
AR 1113
BP 1312.3

Philosophy Goals Objectives Comprehensive Plans Title 1 Program Improvement Districts

17-0ct
Suggested Removal

Suggested Removal

Suggested Removal

Community Relations - District and School Websites
Community Relations - District and School Websites
Community Relations - Uniform Complaint Procedures

17-0ct
17-0ct
17-May
17-May
17-Dec

BP 1325
BP 1340

Community Relations - Uniform Complaint Procedures
Community Relations - Advertising and Promotion
Community Relations -Access to District Records

BP 2110
BP 2121
BP 2140

Administration - Superintendent of Schools: Responsibilities and Duties
Administration - Superintendent's Contract
17-May
17-Jul
Administration - Evaluation of Superintendent

BP 3100
BP 3260

Business and Non Instructional Operations - Budget

17-Dec

Business and Non Instructional Operations - Fees and Charges
Business and Non Instructional Operations - Fees and Charges

17-Mar

AR 1312.3

AR 3260
BP 3280
BP 3513.4

Business and Non Instructional Operations Sale or Lease of District Owned Property
Business and Non Instructional Operations Drug and Alcohol Free Schools

17-May

17-Mar
17-0ct
17-0ct

AR 3515.6

Business and Non Instructional Operations 17-0ct

Criminal Background Checks for Contractors

BP 3515.7

Business and Non Instructional Operations Firearms on School Grounds

17-Dec

AR 3517

Business and Non Instructional Operations Facilities Inspection

17-Dec

BP 3551

Business and Non Instructional Operations 17-May

Food Service Operations Cafeteria Fund

AR 3551

Business and Non Instructional Operations 17-May

AR 3580

Food Service Operations Cafeteria Fund
Business and Non Instructional Operations - District Records

Certificated Personnel - Certification
Certificated Personnel - Staff Teaching English Learners

17-Jul
17-Mar

AR 4112.2
AR 4112.22
BP 4112.61
AR4112.61
E 4112.9
BP 4119.21
BP 4127
AR 4127
BP 4140
AR4144
AR 4161.1
BP 4200
AR 4200
AR 4261.1
BP 4312.1
BP 5111
BP 5111.1
BP 5113
AR 5113
BP 5113.1
AR 5113.1
AR 5113.11
BP 5113.12
AR 5113.12
BP 5117
AR 5117
AR 5121
AR 5125.2
BP 5131.6
E 5131.63
BP 5144
BP 5144.1
AR 5144.1

All Personnel - Employment References
All Personnel - Employment References
All Personnel - Employee Notifications
All
All
All
All
All

17-May

Suggested Removal

17-Jul
17-Mar
17-Dec

Personnel - Professional Standards
Personnel - Temporary Athletic Teach Coaches
Personnel - Temporary Athletic Teach Coaches
Personnel - Bargaining Units
Personnel - Complaints

17-May
17-May
17-0ct
17-Dec
17-Mar
17-Dec
17-Dec

Certificated Personnel - Personal Illness/Injury Leave
Classified Personnel - Classified Personnel
Classified Personnel - Exemption from Classified Service
Classified Personnel - Personal lflness/lnjury Leave
Administrative and Supervisory Personnel - Contracts

17-Mar

Students -Admissions
Students - District Residency
Students - Absences and Excuses
Students -Absences and Excuses
Students - Chronic Absences and Truancy

17-Mar
17-Mar
17-Mar
17-Mar
17-0ct
17-0ct
17-0ct
17-0ct
17-0ct
17-0ct
17-0ct

Students - Chronic Absences and Truancy
Students -Attendance Supervision
Students - District School Attendance Review Board
Students - District School Attendance Review Board
Students - lnterdistrict Attendance
Students - lnterdistrict Attendance
Students - Grades/Evaluation of Student Achievement
Students - Withholding Grades/Diplomas/Transcripts
Students - Alcohol and Other Drugs
Students - Steroids
Students - Discipline
Students - Suspension and Expulsion/Due Process
Students - Suspension and Expulsion/Due Process

Optional
17-0ct
17-0ct
Suggested Removal

17-Dec
17-Dec
17-Dec

AR 5145.3
E 5145.6
BP 5148.2
AR 5148.2

Students - Non Discrimination/Harassment
Students - Parental Notifications
Students - Before/After School Programs
Students - Before/After School Programs

BP 6020
AR 6020
BP 6111
AR 6112
BP 6142.2
BP 6142.93
BP 6144
BP 6145
BP 6145.2
AR 6145.2
BP 6146.1
BP 6153
BP 6161.1
E 6161.1
BP 6170.1
AR 6173.1
BP 6173.2
AR 6173.2
BP 6174
AR 6174
E 6174
BP 6176
BP 6178.1
AR 6178.1

Instruction - Parent Involvement
17-0ct
Instruction - Parent Involvement
17-0ct
Instruction - School Calendar
17-Mar
Instruction - School Day
17-0ct
Instruction - World/Foreign Language Instruction
17-Mar
Instruction - Science Instruction
17-May
Instruction - Controversial Issues
17-Mar
Instruction - Extracurricular and Cocurricular Activities
17-May
17-May
Instruction - Athletic Competition
Instruction -Athletic Competition
17-May
Instruction - High School Graduation Requirements
17-Dec
Instruction - School Sponsored Trips
17-0ct
Instruction - Selection and Evaluation of Instructional Materials
17-Jul
17-Jul
Instruction - Selection and Evaluation of Instructional Materials
Instruction - Transitional Kindergarten
17-0ct
Instruction - Education for Foster Youth
17-0ct
Instruction - Education of Children of Military Families
17-0ct
17-0ct
Instruction - Education of Children of Military Families
Instruction - Education for English Learners
17-Mar
17-Mar
Instruction - Education for English Learners
Instruction - Education for English Learners
Suggested Removal
Instruction - Weekend/Saturday Classes
17-Mar
Instruction - Work Based Learning
17-May
Instruction - Work Based Learning
17-May

BP 7212
BP 7214

Facilities - Mello Roos Districts
Facilities - General Obligation Bonds

17-May
17-Mar
17-Mar
17-Dec

17-May
17-May

