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Mr. Ritsch: Good morning, everybody. Happy Take-Your-Child-to-Work Day here at the Department of Education. You may have seen some real live children around the building, which is always fun, a good reminder of the work, why we're doing what we're doing.

My name is Massie Ritsch. I'm the Deputy Assistant Secretary for External Affairs and Outreach here at the Department. I'm so glad you're here for the latest in our series of stakeholder forums. We're also combining this with a series with have internally that we call our policy briefings that are for Department of Education staff both here in Washington, as well as our regional offices where they're tuning in on line to hear about the impact of the programs that we work on here in the building. We figured because there's such internal interest as well as interest outside of this building that we wanted to put those two together today.

This is the first of several forums that we hope to do this year that will be highlighting the progress of our key reform initiatives. We have with us today, of course, senior Department staff who are responsible for the program on the federal side, but we wanted to bring the topic of school turnarounds to life by bringing to town folks who are implementing the program at both the school district and the school level to engage in this discussion with us.

I hope you picked up the handouts that are available on your way in and an agenda. Also, there are evaluation forms, and at the end we hope you'll turn those in to let us know how you found today's session.

A number of us have been out there and seen the work that the School Improvement Grant program is making possible around the country, and you really can't understand the impact until you start to hear from the people who are in the schools. And, of course, we have some of those voices with us today.  But what we weren't able to bring to you were the students, and the teachers, and the parents. So one of our guests today, Roy Sandoval, who is from Alchesay High School in Arizona commissioned a video from his community with the students there. They produced a short film that we're going to show you now, so you can really hear what the change has been like in their high school, so let's watch that now.

(Whereupon, a video was played.)

Mr. Ritsch: So, thank you to the Alchesay audio visual class that produced that and to Mr. Sandoval who got that done for us. And there are lots of stories like that that you could hear from the students, and the teachers, and the administrators in these schools.

So, we've got a great panel today. I want to introduce them, and then they will come up when it's their time to speak. We have our Acting Assistant Secretary for Elementary and Secondary Education, Michael Yudin; our Deputy Assistant Secretary for Policy and School and Turnaround, Jason Snyder; from St. Louis Public Schools we have Dr. Kelvin Adams, the Superintendent there and his Assistant Superintendent, Michael Haggen; and Roy Sandoval from Alchesay High School where he's the principal in Arizona's Whiteriver Unified School District.

Unfortunately, we weren't able to be joined today by a representative from the State Department of Education in Maryland who we hoped to have, Ann Chafin. She is ill. We wish her well, and we are sorry she couldn't be with us.

What we're hoping to do today both through the presentation and the discussion and Q&A that we'll have afterward is a better sense of what SIG implementation looks like at the local level, and what structural changes are being brought about at the district and school levels because of this work. 

SIG is really the foundation or process that allows us to identify the lowest five percent of schools across our states. And then what we've really been gratified to see not just at the Department but at other federal agencies, the philanthropic community, and the business community, is other initiatives and efforts whirling around these schools.  Folks coming in to offer their support because these schools have been identified by the School Improvement Grant program. A number of initiatives that I'll cite, Turnaround Arts, which is with the National Endowment for the Arts, putting in some pilot schools with a focus on the arts as a strategy for turnaround. Together for Tomorrow, which is an initiative of our Faith-Based and Neighborhood Partnership Center working with non-profit partners and the Corporation for National Community Service to put some intensive support into these schools. And then Promise Neighborhoods, a signature reform program of the Obama Administration that seeks to put wraparound services into schools that need those to really revitalize neighborhoods with schools at the center.

These programs have strong turnaround components, and as we move into the discussion we can talk about other program areas for possible connectivity to the SIG schools; maybe some of you in the audience have some that you'd like to cite, as well.

So, without further ado let's start the discussion, and I'd like to call up our Acting Assistant Secretary for Elementary and Secondary Education, Michael Yudin. Michael.

Mr. Yudin: Good morning, everyone. How are you all doing? Thank you for coming, really appreciate the opportunity to talk with you all today. Hope this will be a good use of your time. I think it will be.  Thanks to the educators that are here with us today. You guys are doing amazing work, and I can't wait to learn about it, and hear about it.

Turning around our lowest performing schools is without a doubt one of the toughest jobs that we all have. It is also one of the most important priorities we have. Some of these schools have been failing our kids for decades. These kids are leaving school early without high school diplomas, and certainly without the skills necessary to compete in a 21st century economy. They don't have the skills to compete in college and careers.

Again, this is one of our highest priorities. As Massie said, we have built this priority into so many of our efforts here at the Department, whether it's Race to the Top, ESEA Flexibility, Promise Neighborhoods, of course our investment in SIG, i3, TIF--it's really, really threaded into a lot of the work that we're doing here at the Department because it is so critically important.

We're also partnering with organizations and other efforts.  The Office of Faith-Based Initiatives, we have this new effort that's highlighting great and exciting community engagement efforts where communities are coming together to all work together to turn around our lowest performing schools. And the President's Committee on the Arts recently announced the Turnaround Arts project. They're going to be working with SIG schools across the country to help support arts education and provide them with the training, and the tools, and the instruments, and the materials, and the supplies necessary to really, really boost arts education.

This is critically important work. I'm going to turn it over to Jason now to get us started. I just wanted to thank you and thank the educators here. I had a brief opportunity to meet with Principal Sandoval before we met, and just talking about the urgency of this work. And I don't think anybody can deny the urgency that we all feel that we have to turn around these schools. So, with that, I'm going to urgently turn it over to Jason Snyder, and thanks.

Mr. Snyder: Thanks, Massie. Good morning, everyone, and thanks for that warm welcome. Michael, I want to thank you -– and before I dive into the material here, I really want to thank our panelists for being here today and coming from Missouri and Arizona to share their stories of implementation on the ground. And I want to try to keep this as brief as possible so that we can really get to them and hear from their perspective what's really happening in the field.

I also want to thank all of you for being here today, too; that's both our stakeholders, as well as colleagues from the Department. You know, President Obama called turning around our lowest performing schools our collective responsibility. And when he said that he was referring to all of you. This is not about one program, this is not about one level of government, this is not about one community, this is about all of us coming together to do this hard work, and this challenging work. And if you look across our Department, there are a myriad of programs and offices that are involved in supporting and helping to turn around our most struggling schools. So, I think we all know that we can't do this work alone and that we need to figure out ways to continue to work better together to improve our lowest performing schools.

So, I just want to talk today a little bit about the current status of the School Improvement Grant program and really what we're seeing on the ground, so this is going to be less about why, and more about what we're seeing today. So, I'm going to go quickly here, just quickly on the why.

You know, the President set a goal for us by 2020 that we will once again lead the world in college attainment. And right now we have slipped to 16th in the last 2009 findings. So, for us to get there we know given the fact that 15 percent of the high schools produce half of the nation's 1.2 million dropouts, we're not going to be able to get there without turning around our lowest performing schools, and significantly and dramatically changing the outcomes, including graduation rates in those schools.

For that reason, turning around lowest performing schools has been and continues to be a top priority for Secretary Duncan and the President, and it continues to be some of our most challenging and important work. And I'm going to talk about some of the challenges that we see out there in just a few minutes.

But we all know, and I think all of us in this room agree that while there are different perspectives potentially about how to do this work, that we all agree about it's important for us to actually focus on the lowest performing schools. There are those who think we should be more prescriptive, there are those who think we should be more flexible, but all of us approach this, as Michael I think well said, with a sense of urgency, a sense of humility that we don't have all the answers, but we need to find them.

So, let me talk a little bit about the SIG program and where it's at. So, since 2009, Congress has appropriated over $5 billion to a redesigned School Improvement Grants program. Four rigorous intervention models, I'm not going into detail on those because I think a lot of you are familiar with those. But it’s really important to highlight that states were competitively required to compete out these grants to districts and schools. It's a big change in the program from when it was redesigned in 2009.

It's up to $2 billion per year and it focuses on these elements of reform which I think you also are very familiar with. The appropriations, $3.5 billion when you include the Recovery Act in 2009 and every year since, including FY 2012. 

One thing to note, I think for everyone in this room, is that most of the FY '11 and FY '12 funds are being used for continuation grants. So in the second cohort in most states, not all, but most states funded their schools for their first year with their FY '10 funds, and are using their FY '11 funds and FY '12 funds to then support the second and third year of these three-year grant programs to their schools.

So, what do the schools look like all across the country from Portland, Maine, to Southern California? We've got approximately the first two cohorts, so the first cohort is just finishing up their second year of SIG implementation. The second cohort is finishing up their first year of SIG implementation this year. We have over 1,300 schools that are implementing one of the four models right now, so they are implementing a rigorous intervention model in their schools. 

Of those, approximately 74 percent are implementing the Transformation model, and about 20 percent implementing the Turnaround model. Now, there are differences between the models, but just to remind you all that one of the biggest differences between the Transformation and the Turnaround model is that the Turnaround model requires replacement of 50 percent of the faculty, while the Transformation model does not. The Transformation model does require implementation of new teacher evaluation systems, though, and there are some other differences, but those are some of the major ones.

Restart and closure are in very small numbers across the country, so what we're seeing right now is that school systems and schools were looking for the model that would put the conditions in place where teachers wanted to teach and students wanted to go to learn. In some communities they said for us to make that happen, the Turnaround model makes the most sense for us. In other communities they said that we can do it with the existing staff that we have right now, but we need to make some significant changes around the culture to make it a place again where teachers want to come to teach, and students want to go to learn.  And that's what we're seeing across the country.

So, what are we seeing as far as implementation? Well, there are some struggles. There are a lot of success stories out there. We're going to hear about some of that work today, but you know, this is challenging work. We know there are some implementation challenges as we're going through the first couple of years of the SIG program. Let's talk about some of the challenges and accomplishments.

Many SEAs and LEAs have changed the relationship between each other and the schools, and that's why I'm really excited today to hear from St. Louis, because as you'll hear from them, the district has thought dramatically differently about how they support their turnaround schools. And SEAs, LEAs, and the federal government have all been asked to think differently about how we support each other in this very difficult work.

We'll see one model today of how a district has been thinking differently about this. But at the same time, you know, not all districts and not all schools have the same vision that you'll hear from St. Louis, so there are questions. How do we best support this work?  How do we provide support to these schools? There are those who are still unsure about what that really should look like, and we could talk more about that, as well.

If you go into these schools, those with a positive trajectory, what do they look like? And these are schools that are in an Apache reservation 200 miles northeast of Arizona, a rural area outside of Oklahoma City, an urban area in Philadelphia. They're in very different areas, but those with a positive trajectory right now seem to have a couple things in common.

One is, and we'll hear from one of them today, is dynamic instruction-focused principal, like Roy Sandoval. And all of the Transformation and Turnaround models have said we need to bring in a really strong instruction-focused principal who has the competency to do this kind of turnaround work. And Principal Sandoval is a very great example of that. And if you look at these schools that are successful you will see that over and over again.

The other thing that these schools have in common is that they have a relentless focus on instruction, and that's through a lot of the requirements of the SIG program -- collaboration, use of data, job-embedded professional development. It's putting in the conditions for teachers to really be ambitious about their teaching. And that's what you'll also hear about today.

But some of these requirements are really hard, and we're seeing that as well. One of our most common monitoring findings is around increased learning time. It's a very difficult requirement to implement, an important one, but a difficult one. Teacher evaluation systems, we all know -- everyone out here in the education community knows -- that this is also a difficult thing to process and to put in place really high-quality teacher evaluation systems. This is part of the hard work, so we're doing our best to help others come together to figure out what's the best way to do that work.

Here are some examples of what the Department is doing around this for technical assistance. We are -- and for those of you who are not yet members of our online School Turnaround Community of over 3,500 members on it right now -- we've been putting together conferences, we're launching our next state-to-state peer-to-peer visits actually this week, where a series of states come together to share what's working and what's not, as well as collection and dissemination of practices. 

So, I'll give a little plug here for those of you who are not on the School Turnaround Learning Community yet, here's the website for you to log on to it; it’s www.schoolturnaroundsupport.org. It's open to anyone, and it serves all levels of those of you who are involved in this work.

Let me just say one last thing about what the Department is doing. Again, it's not just about one program. The Department has a strategy overall about turning around our lowest performing schools. So ESEA Flexibility, Race to the Top, our other discretionary grant programs, i3, Promise Neighborhoods, as was mentioned, are also focused on improving the lowest performing schools.

And in ESEA Flexibility as a sliding back of your hand out there, you'll also see this, as it has a set of turnaround principles that focuses on the priority schools, so that this work will be hopefully sustainable over a period of time, and will allow for continued focus on the bottom five percent of schools in each state.

So, I'm going to turn it over now to the panelists. Let me just say one thing. I'm happy to answer lots of questions at the end here. The most compelling testimony about the work and the challenge of this work comes from students. So in your community if you ever have a chance to talk to students about the work that they're doing, what we hear over and over again is I am being pushed more, I am engaged more. I am given a chance to learn. Those words, it's surprising how many times I hear those words over and over again when you talk to students in these schools. And it's about a change at a point of time from before to now. I’ve told this story before, but I think it just speaks a lot to this work that's going on.

There was a turnaround school in Jefferson County in Kentucky, and the Secretary was on a panel with the Governor, with mayors, university presidents and one student. And the Secretary turns to this student and says, "So, how has this school changed?" And the student, Joquan, looks at the Secretary straight in the eye and says, "My teachers love me more and push me more, and if this turnaround had started earlier I'd have more of my classmates, my friends, here with me today." And it's those kind of stories that we hear over and over again. This is not without challenges, this is not without hard work, this will not always be successful, but the charge is as important as can be. So I want to pass that along and hear more from our panelists today. 

I had the honor of visiting St. Louis and two other schools, turnaround schools there, and their commitment to the work. Superintendent Adams and Michael's commitment to this work is as much as any district I have seen. They are thinking dramatically differently about how to support their schools, and I want them to talk a lot about that today, if they can, because it's really making a difference in some of these schools that for a very long time have struggled and are now seeing lots of hope. So Superintendent Adams, thank you for being with us here today.

Dr. Adams: Good morning, and thank you very much for giving us the invitation this morning to share a little bit about the St. Louis story.

Approximately two years ago, St. Louis Public School District was faced with an approximately 30 to 40 million dollar deficit, so we saw the turnaround dollars as an opportunity, but opportunity in a different kind of way. We are receiving approximately $12 million over a three-year period targeted around 11 schools. But these dollars come a little bit differently, if you will. 

One of the things that is different about how these dollars come from the federal government is that it is required that the states to step up to the plate. The state normally provides some monitoring around dollars and comes in once or twice a year to kind of look to see what you're doing, but in this case the state is a real partner. They're really at the table supporting the work that's taking place, and quite frankly on a regular basis providing support to teachers and principals in our turnaround office in terms of the kind of work that they are doing.

The second thing that has occurred as a result of receiving these dollars is a real required targeted focus around these 11 schools. So, one of the things that we did was to create an Office of Innovation, an office where the entire focus is to work with schools in a different kind of way. That meant that we had to restructure support for the central office in terms of professional development, in terms of technology, in terms of human resources. And you will hear Mr. Haggen talk about that.

One of the goods decisions I made was to hire the right person to do this kind of work, and so I'm going to bring him up because he's daily on the ground working with these 11 schools, but you need to understand that this is a tri-fold effort, if you will. Year one has been about creating conditions for improvement, year two has been about building capacity for teachers for teaching and learning, and obviously year three will be a focus around sustainability, and how can the work that we've done over the last two years continue beyond the dollars being available to us.

So, without further ado, I'll ask Mr. Haggen to come up. As I indicated before, what good leaders do is find other good leaders to do the work with them, and Mr. Haggen is a partner in terms of doing that.

Mr. Haggen: Good morning. Thank you again for this opportunity for St. Louis Public Schools, and the community of St. Louis, to share their story.  I know we don't have much time, and there's a lot to share, but I understand we're going to have plenty of time to do questions and answers, so if there is something that you don't hear or you have a question, just jot it down and we'll answer it later.

I'm going to share some slides with you. This is available electronically if you're not able to see it well on the slides that we have up here. But this morning I want to talk to you briefly about something Dr. Adams alluded to, the vertical team that we set up to support schools.

We didn't just only want to look at effective teaching, but we also wanted to look at effective learning, what does the learning look like, what does it feel like from the students and their families, what's different about it? This huge opportunity with the School Improvement Grant afforded us the opportunity to look at how to do things differently; hence, the Office of Innovation.

We were awarded a large number of dollars, and we considered a large number of schools beyond the 11 schools to have this opportunity. What Dr. Adams wanted was, he just didn't want us to just focus on these 11 schools so that those schools that may be performing just above them would merely switch places with them three years after the grant is over, so the vertical team actually supports most of the schools in the district doing these same initiatives that I'm going to talk to you about.

Originally when we received the money per school, we were a little upset. We thought we were going to get over $1 million per school, per year, and after we thought about it, we said how could we sustain that if we were to get that? We needed to look at if we receive money, what would that look like in terms of per pupil additional – and according to the money we already receive, how can you sustain it after the three years are up?

So for us, we mapped it out, and so far we did it for the first two years, and we will do it again for the third year.  And by the way, we're in cohort one. So we have 11 schools, seven elementaries, three middle schools, and one high school. Seven of those schools are turnaround models where we had to do 50 percent of the staff or more changing out, and the other four are transformation schools that Jason spoke about earlier.

So, the positions we did when creating this team, we looked at how do we support schools? What would that look like? We really wanted to put in place wraparound services for not just the principal, but everyone involved in the school from the principal, to the students, to the staff, to the families, to the stakeholders that also support the schools. So we put in place a Turnaround Coordinator, a Human Resource Coordinator, Accountability Coordinators -- I'm going to talk a little bit about what they do in their roles, and then we have a Director of Turnaround who also does professional development.

Everyone has a great role in this. We are assigned a school, even myself, to meet with its principal and their team a minimum of once a week at their time that they dedicate for us. We have an Accountability Specialist that looks at all the data which we'll show a little bit later on, from student attendance, to teacher attendance, to are the buses coming on time, to when the students walk into the buildings are all the trash bags empty, to when you walk into the classroom -- in every class -- are the boards prepared to begin work. This is not just handouts, what does the work look like after they receive it? So we look at all of these aspects.  In these positions we go in to support the schools to do that.

We also created something that would be able to be sustained after the three years are up, so we wanted to create processes and forms that we can use no matter who's in place there. And that was a lot of work and support that we worked with on the state level, as well. We wanted to put in place something that not only we can use at these turnaround schools, but at all schools in the district. And now it's working out that we're sharing with other schools in the state.

You heard someone on the video earlier talking about how their school was before the grant, kids are all in the hallways, disruptive, many things weren't going in place the way they wanted it to, so we do what is called a climate control. We go into the building before the buses arrive, to after the buses leave. What is happening? How does it look? How does one go from classroom to classroom? What happens when you're in the classroom?  What happens if a student or if a teacher needs something in their classroom, how is it responding to that? That's just what we call the climate control.

We actually don't have to do this anymore because the schools are turned around with their climates so well that we're able to move on to what we call the teaching and learning aspect of it. So that first year of the grant we really concentrated on getting the climate into control and where we needed it to be.

In the second year we're moving on to the teaching and learning aspect of it. What we've done is we've brought all the schools together. We asked them what does effective teaching look like? We actually showed them videos of what we thought were highly effective classes, had them critique it. They came up with seven categories, the teachers and support teams, of what that looks like. We aligned those seven categories into different items, and each item is in line with their teacher evaluation, which is a part of the turnaround for transformation schools.

So, you see in yellow here, those items are aligned to the teacher evaluations which we look for in our walk-through documents, really powerful. Simple things like did you review the learning objective? Did you go over it again? How is your assessment? What does your professional development look like when you didn't do something well? What does it look like when you did do it well? Then we are able to use these documents for our walk-throughs, align them on a daily basis, and ultimately will have a partnership with the state where we can electronically calculate them, and do it for all the teachers within the building for every time we do a walk through. We can then share all communication to our teachers across the schools, how all of them are doing in these particular categories, and pull out those best practices.

We also looked at what happens when the principal wants to sit down and have those personal conversations with those teachers and talk about where they are, how can they grow, and how can we coach them up, so we developed what we call a staff mapping. We took those seven categories from the walk-through documents and we aligned them on a staff mapping, so this way principals are able to share with those teachers: this is where you're doing well, we'd like for you to share this with other teachers, or this is where we need to coach you up and where we can support you, very powerful for us. This is the document I talked about, how we tally all of the walk-through documents.

This is very important for us. If you look horizontally as well as vertically, we can determine if we need to do professional development for a group of teachers, or if we need to share best practices with other schools, or if we need to just sit with that teacher and have someone else push into their classrooms to support them. And again, we align this with the evaluation system as well.

We have categories for how someone receives a one, to how someone receives a four, and we explain that. And again, the teachers came up with this originally saying this is what effective teaching looks like. 

I also do this for the principals. I do a staff mapping on what I expect from them, how are they doing, how can we coach them up, and how can I support them, and as well as they do it on me -- how could I better support them? How could the team better support them?

We think it's important that the entire community is involved in this, every member in the school, so we do a staff mapping on the secretary, the lunch room staff, the resource officers, everyone in the building. Again, we do the staff mapping for the principals. 

We find that sometimes you can have teachers that have really high, high will and want to be there, but may not have the skill set to do what is needed, so we do what is called a will and skill. With that will and skill, we're able to tell teachers, “Wow, you've got the skill but maybe you just need to put a little more effort into it,” or, ”You want to do it but we need to coach you up in this area.” And then sometimes it's very evident if there's a teacher that has no will and no skill, we need to move that teacher out so that we can move these schools to where we need them to be.



We've even taken a hybrid. We go from month to month to show the teacher's growth and where they're going, and what are they doing. Through this we're constantly looking at data, so we created -- our Superintendent made it necessary -- that we have what we call a data dashboard. And on that data dashboard we list all of the relevant data, from benchmarks, to teacher's assessments, to standardized tests. And we look at this on a daily basis. We even include the teacher's attendance, the students’ attendance, the staff attendance, and how they're doing and where they are. And, again, we're looking at this on a daily basis. 

Some of the great things that have happened because of this, in all 11 schools our attendance has increased from the previous years. All of the schools except for one are above 90 percent, the one high school that didn't make it above 90 percent was at 79 percent the year before and it increased to 89 percent. 

The discipline issues have dramatically dropped. One school, Vashon High School, had out-of-school incidents and suspensions at 1,700 the year before, and now we're under 300 because of the new innovative policies they put in place. Our academics have increased. We even had one of the schools that we had considered closing now make adequate yearly progress because of their high scores in math, and English Language Arts. Most of our schools have increased in math and communication arts from those students who were below to basic to increasing them to basic at a minimum. This is really important to understand because they're on their way to proficient and advanced.

Thank you very much. That's all the time I have for now, but we should have time for questions.

(Applause.)

Mr. Ritsch: Thank you, Michael. Thank you, Dr. Adams. Now we want to, as we are flying our plane from 30,000 feet to a lower altitude, now we're about to land at ground level, and we will do that at the Alchesay High School in Whiteriver Unified School District in Arizona, and Principal Roy Sandoval. Please proceed.

Mr. Sandoval: Watch this. All right. I'm going to give you a little symbol right here. I know the Department of Ed fell off, but it just so happens if you look at the video, the young man, William Dazen, that is on that video, if you look carefully there's a little handprint up here on this t-shirt. It's paint, and the reason is because the first few days that I was at Alchesay as the principal, William Dazen actually came up with a group of friends, gang members, and he had fresh paint where we covered up graffiti, in his way of saying you're not going to run this school, slapping me on the back with the paint. His handprint is on this T-shirt. You can't see it, but you can come up here and see it. So, it is symbolic to me of meeting students, and that's what we're about. We're about meeting students. When we started at Alchesay High School, first of all I got there on Wednesday, June 16th. It was Wednesday, I worked Thursday, I got there on Friday, and everyone forgot to tell me it's a four-day work week so no one was there, and I didn't have any keys. So I was locked out of my own school.

We had 291 drug and alcohol incidents on our campus the year before I was there. We had bootleggers that were openly selling booze to kids. They had a six-minute passing period, they'd go off, buy booze, come back, run back and trip in the halls. We had gangs, we had gang fights on our campus, we had open colors, we had open defiance. By the way, this is just a slideshow, it's not a PowerPoint, so I'm just giving you images. 

We had a campus that lacked security because kids could run on and off, gang members coming on and off, drug dealers coming on and off. We had the lowest math test scores in the state of Arizona. We had a 37 percent graduation rate. We had a large population of 18-, 19-, and 20-year olds that had less than five credits and had no idea how many credits they had. That's what we had to deal with. There was rancor between the staff and any administrator, a high degree of mistrust, and rightfully so. 

Today I'm going to talk about three primary components that contributed to this turnaround to you. Safe and orderly is number one; instruction, assessment and intervention is number two; and then I'm going to talk about sustainability.

Now, the thread that I want you to think about as I talk today is this: great staff, connection with kids. We have great staff, and we connect with kids. And that's what makes it happen. If you don't have a safe and orderly environment, if you're not formidable enough to establish that, then forget it. It's not going to happen. All the innovation you have in the world, all the technology, if you don't have administrators that are going to shake that place up and make it safe, it's not going to happen.

What are the components to that? Well, first of all, administrators. We call them engaged administrators, administrators who love kids, they want to talk with kids, they want to spend time with kids. Compliance rich, achievement poor (indicates screen), do you get that? Okay. The second thing we did is we analyzed our grounds. We figured out where the weak areas were. We became highly visible around the campus. We're highly mobile. If you're with me talking between classes, I'm going to get you up, we're going to walk around the school.

We are tough and decisive. We are tough. We say these are the consequences, this is what's going to happen if you do this, and we make that deal. I have a gifted Assistant Principal. He will counsel the kids, but it's going to be after the consequences. We have considered it a free zone and the kids consider it free zone. Most of them consider it a free zone, free of drugs, free of gang influence, and we do pull colors. How do we do it? We come right up and we pull the colors, and we face them up. And that's how it is. That's where you need administrators who are formidable enough to handle that.

We have a spectrum of settings. We have an alternative to suspension. We have an alternative setting, and we also have the regular school setting. Kids have an opportunity to earn their way back into the regular school. That's very important that you give them that opportunity.

For instruction and assessment, we started with some very simple things. Aren't they great kids (indicates screen)? The one with the cow is a bull rider. We start with some very simple things. We ask teachers, we expect them to have objectives, and we want them to be clear. You saw a couple of them up there, some good ones and some bad ones. I would go around and I would take pictures of them, then we would actually assess those objectives, and the vocabulary, and staff development, and what they're putting on the board.

We went to a semester block schedule. We basically doubled up on math and English, kids take a double dose all year. We gave common planning periods to math teachers, common planning periods to English teachers. We have instructional coaches, one for math and science, another one for English and social studies. We evaluate poor teachers out. I love them, but you know what, if you're not a very good teacher and you can't cut it, it's time to go.

Now, the problem with that is that I know them by October, but the evaluation system is very slow. That means that the kids have to put up with them for three more quarters, so that's something to think about. But we know who they are, and you know what, we love you, but it ain't happening.

We have data talks regularly with our groups with the English teachers and the math teachers. They talk about student data. We're focused on student data. We have a response to intervention, and we don't just talk about it, we talk about the real thing. And we do the real thing. It's very difficult to do at a high school because of scheduling.

We have student buy-in, and back to this idea of student engagement. We engage with students, we talk to students, we visit with students. I eat lunch with students. I spend my day every day in and out. I go to all of the extracurricular activities. My Assistant Principal goes to all of the extracurricular activities. We know these students, we know how they bounce a basketball. We can talk with them about those things. 

We have an attendance committee. We have a person who actually goes out and she will fetch the kids. She'll go to their house, and she'll bring them to school. In our state tests, the AIMS Tests of our sophomores is where it counts, and we have one student that missed that one test. That was all the students, that was it, everybody else attended, so 99% plus attendance on the state test. 

I have tremendous support specialists. Those specialists range from everything from a higher education liaison to a family liaison. Those people are working constantly getting to kids, making connection with kids, making connection with parents, giving support that they need to get there. It's a very tumultuous outside environment for our kids. We have to have tons of support for our kids for them to succeed. It is like nothing you've ever seen.

You know in my school the job description is you need to jump in and help on whatever is necessary. Everybody knows that the terminal words for me are “it's not in my job description.” It's not? Really? We do whatever it takes. I have attained wonderful people, outstanding. They are looking for ways to make students successful. They are actively pursuing and engaging students in ways to make them successful. That's what it takes to turn a school around.

Well, we have training through the Arizona Department of Education, and WestEd, and as well through the University of Virginia, the Darden/Curry Partnership on turnaround, national turnaround specialists. They have given us tremendous support and training.

Let's talk about sustainability, what is it going to take? Well, right now I've got to tell you, the reservations like mine are considered hideouts, and they are hideouts. People go there when they can't make it anywhere else. We've got to change that perception. We've got to make it so that people want to come there, and it's tough to get them there. 

I have a very high turnover rate. Why? Well, for one thing people can't own property, so you have to find a way to get them there. They don't own property on the reservation. You have to live in teacher housing, so I'm not going to rent a little place by the river and bring my dogs, okay? So how am I going to get people there?

They're not great living conditions. Oftentimes teacher housing will be trailers that are packed together. I happen to have a little nicer situation, we do in Whiteriver, but oftentimes that's what happens, folks are packed together in trailers. Not great living conditions. A lot of times there's also a high crime rate, high alcoholism, high gang activity, high feral animals. You know, I have a young couple, they're leaving. We had a homicide three-tenths of a mile from my house the other day, and they're not going to go out and walk their baby in that. They're leaving. They want to stay but they can't.

So, the real question for us is how are we going to get the best there, the brightest and best? And how are we going to keep them? Let's give up the idea that we're going to keep them forever, and let's focus on three years. Hey, you stay here three years, I'll tell you what I'm going to give you. I guarantee you, Roy Sandoval, the principal, not someone up there, we're going to give you National Board Certification because you caused student achievement to rise. We're going to give you a $5,000 federal tax credit. We're going to waive your Arizona state income tax, and we're going to forgive your student loans. I guarantee you, you come, you stay with me for three years. That's what it's going to take to keep people there. If I sit with a young person and I tell them that, all of a sudden they're thinking that yes, I can do this. I can do this for three years. That's what it takes to get the brightest. I've got to lure the brightest and best, and we have to keep them.

Well, we also need a national data pool. That's very important. How can we find people? I have to find people, and I have to find them fast. We've got to initiate something where principals of turnaround schools can find those people, especially math teachers, especially English teachers. 

You're going to have to find people, find people that don't fall into the compliance rich achievement arena instead to where they're out and about, they're loving kids, they're talking to them, they're making a connection with them. And for me, finally, for me the vision would be this: boy, if I had them for four more years. If I had on that reservation a small college where I could keep those kids during a formative time from 18 to 22, and I could get them either an AA or a Bachelor's degree, that would be huge because that's the time when I can form skills – and I can give them that -- they'll be listening for speech, for negotiation, for all those things that they need to become active in their community and make a huge change.

So, things have been tough. It has been hard, but it's been worth it. I love the kids, and I know that I'm giving those kids a fighting chance. I know that my staff is giving those kids a fighting chance. So, I hope you'll join me in all the support that you can for this important grant, the SIG grant, because without it, it just wouldn't happen.

I want to thank you for your time, and thank you for your generosity today.

(Applause.)

Mr. Ritsch: Thank you, Principal Sandoval. Feel free to move the shroud of Alchesay here, if you'd like. I see the handprint. 

We want to bring the panel up to take questions, and while they move can we just give them applause and show our appreciation for the work that they're doing.

(Applause.)

Mr. Ritsch: It really does become real when you see the photos, when you hear the stories, when you see the data, so thank you for putting the time in to bring that to us, gentlemen.

We do have plenty of time today to have some discussion, Q&A, get some ideas from those of you who are doing work through associations, and working with school districts. Jason, please do join us up here, as well. 

We have microphones over here, and over here for you to come up and ask your questions, or make comments. I was remiss in not welcoming our Ustream audience earlier. They're tuning in online, and we're glad to have you watching this forum, and it will be archived on ed.gov very soon, as well.

I'll kick off with a couple of questions that came to my mind. And, folks, feel free to move to the microphones as questions come to you. And to you, Principal Sandoval, going into this program people said you didn't exist, people like you did not exist. That no principal who is along in their career would want to leave a pretty comfortable situation, move to the middle of nowhere, deal with the situation that you told us about, make the staffing changes that you've had to make. Why did you do it? Talk about where you came from and what that situation was like, and how did they talk you into going to Alchesay.

Mr. Sandoval: Absolutely. I'll just be real candid with you. I was at a district in the mountains of Arizona, and to be honest with you that district is steeped in mediocrity. And I made a lot of changes in that district. I tend to be a little prickly, what you need to make changes, so over time though the district was making tremendous progress student achievement-wise, and there was a group that just said we're going to get Sandoval, and they did. 

So I was out and about looking for a position and someone said, “Hey, Alchesay.” Well, I'm a mountain boy, and Alchesay is very much like where my home is, so I applied and I read about it. And I'm always up for a challenge. I need to be challenged. That's what I did. So I applied and there I was.  That's how I came about. 

And I want to say, you know, with the SIG grant there is incentive-- you know, you don't do this stuff for free, so with the SIG grant there is some incentive to match the challenge. That's how I ended up there.

Mr. Snyder: And the one thing Roy neglects to say is that he actually lives over two hours away from the reservation, drives on Monday morning to the reservation, lives there during the week and returns to his family on the weekend, which is the kind of commitment that's really necessary in these turnaround situations. So, hats off to him.

Mr. Ritsch: Thank you. I've got plenty of things on my mind. I want to hear what's on this gentleman's mind over here. Let us know who you are, and if you're representing any organization today.

Mr. Ryans: Sure. My name is Ed Ryans from Prince George's County Public Schools. My question is actually for the team from St. Louis. What do you all do differently as far as staffing is concerned to really have an impact in your schools? I see that within your school, your Office of School Innovation, you have a human resources person that's dedicated to those schools. Does that person operate in sync with the larger human resources department, or do they have the flexibility to do things differently when it comes to staffing schools? That's what we see as one of the critical components of progress for schools, is getting the right people. So what flexibility do you all have within the office to move, transfer, those type of things?

Dr. Adams: The answer is yes and no. It is a process that's evolving. Initially, this person came from the human resources department, applied for a position that Mr. Haggen advertised, and is working to bridge that transition, if you will. There are some rules that our lawyers want us to continue to follow because uniformity makes a difference when you terminate people and do all those kinds of things, so it is a challenge. It's a dynamic challenge between HR and the state office to try to move teachers out quickly and do those kinds of things.

The good part about it is, this is a model that we're looking to do district-wide, so we're not just creating this for the SIG office, we are talking about a vertical team for all of our associates, to have the same kind of system supporting the schools district-wide. So, next school year as a result of a waiver from NCLB, once that's approved, federal dollars can be used differently, so those kinds of waivers are giving us the ability to have the kind of flexibility, but the HR piece is still an evolving piece. Mr. Haggen could probably talk a little bit more about it, but it's an evolving piece in terms of that linkage between HR.

Mr. Haggen: Our HR Coordinator within our vertical team, she's really on top of making sure we support the positions that were created through SIG that didn't necessarily exist within the district, as well as the recruitment piece. Principal Sandoval spoke about that earlier. Really important, you have to pull in teachers that you normally probably wouldn't pull into a district like St. Louis Public Schools because the surrounding districts pay higher, but we made it enticing to come and be a part of this excitement about turning schools around.

Mr. Snyder: Just to add to that, because one of the things that we saw in St. Louis, and I think is one of the untold stories about this wave of turnaround work that's going on right now, is the collaboration between labor and management involved in turning around these lowest performing schools. And we're seeing it -- St. Louis has an innovative Memorandum of Understanding with the union, and maybe the superintendent or Michael could speak to that, but it's that kind of innovation, and that kind of collaboration that's occurring across the country. They're not unique in this, but it's a really good example of one where these groups are coming together to focus on what's necessary for these schools. 

Mr. Haggen: We actually have the local vice president, Local 420 from AFT, as a part of our team. He is part of our vertical team, so that really is very supportive when we find teachers, as Principal Sandoval mentioned before. We know they're not working, we know what's best for us, and we actually have gone into the classroom and had those teachers decide to take another profession. So, it takes a lot of work to coach someone out. 

You know, part of it is coaching up, a lot of it is coaching up. We all have these expectations of what we thought schools should have been doing for decades, but were you there supporting them and coaching them? The answer was no. So we know we have to do that, as well, but you still may find some teachers that need to be pushed a little quicker.

We may do it faster than other schools within the district because of the support we have with Local 420, but I'm finding that the union is also working with all of our other schools within the district, so it's creating a culture because of the turnaround efforts that is going to change the face of how we bring on teachers, and how we retain them, and how we coach them out.

Mr. Ritsch: Thank you.

Ms. Hymes: Hi, I'm Kim Hymes. I'm with the Council for Exceptional Children. I just wanted to thank you all for your presentations. They were motivating and inspiring, and so great to hear the great work.

Our members are special education teachers, and so I'm wondering if you could talk about how you address the issue of the shortage of special ed teachers, particularly for when you are implementing some of these models that require you to replace staff. And just curious how that actually works on the ground.

Mr. Sandoval: Okay. Actually, I'm very fortunate that the district office has helped a lot because the person who's the Director of my Special Ed, she does a lot of the searching for me. She's actively engaged in looking for teachers, and she knows I'm really busy, and I have a high level of trust with her, so she does a lot of even the interviewing with the teachers beforehand. And then she'll give me a head's up, and we can bring them in so that it actually saves time. She finds them and then she helps us interview them. 

But additionally, what I will say is that my Associate Principal, Tim Fruth, who you saw in the video, has a passion for special ed. His daughter has some hearing issues, so he is always there, he is at every meeting, every IEP meeting, and he is an advocate for the students.

Now, he also cuts it straight. If they're causing a problem, we can figure how to communicate that out, too, but to have those people whether at the district office or an administrator as well, who are advocating and plowing the road so to speak for the teachers, finding the teachers and then support for the teachers on the ground, is huge. That kind of support is important.

Mr. Haggen: We're pretty fortunate in St. Louis, we have a strong Special Education Department, especially when it comes to the teachers. And we are very fortunate to have several leaders who believe in inclusive practices, so Jason was able to visit one of our high schools and we went into a classroom where there was a general ed teacher and a special education teacher, and they were co-teaching the students, and you couldn't tell which teacher was which, or which students were which. And that happens at most of our schools, so I think we're pretty fortunate.

Dr. Adams: Yes, we don't have any shortages in special education with the exception of early childhood.

Ms. Hymes: Okay.

Dr. Adams: So outside of that we are fully staffed around certified special education teachers.

Ms. Hymes: Great. Well, thanks so much.

Ms. Gibbs: Hi, I'm Lauren Gibbs from the Success for All Foundation, and I want to thank you, also. This was really great, exciting, and promising to hear these successes, so congratulations on your work.

I have a question for Mr. Adams and Mr. Haggen. It's no secret that this is not the norm for a lot of schools that are facing school turnaround right now, but we would like this, what you're doing, to be the norm. These successes are going to have to be the norm to really transform what we're facing in our country. 

I'm very impressed that what you're doing is really district-wide and it seems very systemic. So, you're thinking at a larger scale that's even required from the SIG program. But if you had to take what you were doing in 11 schools and think about how to do it in 100 schools in your state, what needs to be in place in the process to make that possible, or what's in the process right now that's preventing that kind of change?

Dr. Adams: From a superintendent's perspective, human capacity and systems in place. You have to have the right people to do the work I indicated to you before. One of the greatest things I did was to hire Mr. Haggen, then Mr. Haggen hired good principals. I'm challenged right now because I may lose three or four principals because they're looking to go to other places to get more money, so I'm negotiating right now to try to keep those people in place. And then you look at systems in place, part of what occurred is Mr. Haggen put some systems in place around will and skill, and mapping teachers, and all those kinds of things, and making sure those systems are in place.

And I guess the third piece is you have to look at central office differently. You just have to look at it differently, and provide the autonomy, and push the autonomy down to Mr. Haggen's level, and the principal's level so they can make the kind of decisions that we need to make to support the schools, so I think it really starts with human capacity. I say this over and over no matter where I go, if you get the right people in place, they'll make the kind of decisions they need to make, but the challenge is that there are not enough of the right people, and you don't have enough time to find them, and you don't have enough money to pay for them to try to create a place to do the kind of work that needs to happen.

Mr. Sandoval: And can I follow-up on that quickly? It makes it difficult because, you see, when those people are working in these places we're giving them great training, the very best training, so we're building their capacity, and they're working under pretty difficult and demanding conditions. So now what we all face is you train people like that and they're working under tough conditions, there are always people out there that are recruiting them. See what I mean? So that creates this issue that we all have to deal with, very difficult.

Mr. Haggen: What the Department of Ed in the State of Missouri is doing is this summer in June at the high school I mentioned, Vashon High School, they're going to take all 31 schools that are a part of cohort one for SIG, and we will do professional development in St. Louis for the entire state. So, what you saw for our best practices, I believe all of our schools in the state are doing the staff mapping. They may not be doing it at the level that we're doing it, but that's where we've been asked to share. 

So, I mean, our position with the state is it's not just compliance. It really is critical friends. They support us in everything that we're doing, and they bring us all together to make sure we're sharing those best practices. What I like about what the superintendent has done is that we do all of these things in all 77 schools.

Mr. Snyder: Yes, and I would echo that one of the things we're seeing in a lot of the districts that are implementing SIG is exactly what Michael just talked about, that these practices are migrating towards other turnaround schools that are not fixed schools. Your MOUs are now potentially migrating practices, evaluation systems are migrating, so they're becoming system wide efforts. 

It's also worth noting in Alchesay, Superintendent Fuller talks about this being about focused practitioners, not programs, that are driving success. And he actually has four of his five schools in the district that are SIG schools, which I think speaks a little bit to your point, too, about there needing to be some kind of district-wide focus or effort, and St. Louis is a really good example of that.

Mr. Ritsch: Jason, while you have the microphone, I wanted to give you an opportunity just to give an overview of what we do know big picture about some of the early indicators of how the program is working. We put out some information about this a couple of weeks ago, and there's going to be more to come. Can you talk about that for a second?

Mr. Snyder: Sure. Well, we have some early information from achievement data that just came out. It's all very, very preliminary. And it doesn't capture all of the schools. It simply captures percent proficient on state assessments, so with that explanation, as we said, this is work over a period of time. One year alone does not tell the story of a program, or of a school for that matter. But what we saw is that approximately 20 percent of schools showed double digit gains in reading, and 25 percent showed double digit gains in math. And while the declines in the other numbers were much smaller, that's about momentum. I think that's something. There are lots of different factors that go into play in here, so we say that with all the caveats that are possible here. But you know, you go to these schools and when you see those kind of changes in schools and outcomes for students, that helps put wind to the sails to keep moving, let's keep doing this work, let's keep challenging, let's keep changing, let's do what we need to do to get this done. That's what the preliminary data shows right now.

Mr. Ritsch: Thanks, Jason. Rich?

Mr. Long: Thank you. My name is Rich Long. I work with the National Title I Association, and thank you for sharing your information. I've visited schools on the Navajo reservation, and what you're doing is just astounding, and your human capacity issues are overwhelming. I'm amazed at how much you didn't share about the difficulties you're dealing with. I have some friends of mine who are working on rating programs there. They pack their bags with toilet paper because of the lack of resources to provide for basic human needs, and what you're having to overcome is just amazing.

I also visited schools in St. Louis over the year. One of the nice things about gray hair, you've been everywhere. Some of what you guys are talking about, I did a survey -- from State Directors of Title I standpoint – and they echo these ideas that you're talking about by way of shouting more information, and making it more useful.

Some of the reports that have been coming out lately are more about averages than sums, and that's not terribly useful to what we're trying to get done all across the board. And I think we all know that, so I'm just kind of building a record here I think for everybody. 

Specifically, we're looking for information about what's working in SIG to move over into the Title I community much more than breaking it down by what type of school, what the demographic is, but what's being achieved, and what's being used, and not just what's working overall, or is the program working overall? And I'd cite as really a good example of this nationally, Reading First, the national data on that was “Ehh”, and it had been cut. 

The reality was that in some places it did extraordinary work, and we've lost that data, lost that experience, lost that information. And with the funding problems that we're going to have in SIG and in Title I, the experience just even represented on the dais today needs to be moved into other places, but the feds have to make it consumable.

The other thing that several of the people talked about was the issue related to how the program is structured by way of policy. Many of the ideas aren't easily or if ever adaptable en masse in rural communities. I know the Department is aware of this. I think you have to become more aggressive, and it certainly is what people in the field are talking about.

The other thing is oversight and management, whether you're bringing people in from the outside, moving people around -- it's expensive, and that needs to be attended to. And the knowledge about how to do that needs to be shared as well.

I think that there is a lot of information here again that needs to be expanded on, and I hope that the Department has the resources to be able to do that, because you know, it's like talking about baseball and using the average of all the baseball players in the league which is absolutely useless when you're trying to put a team on the field.

Mr. Ritsch: Thanks, Rich. Jason, I wonder if you could start off in addressing some of the things that Rich has said.

Mr. Snyder: I think those are all actually really good points. The importance of differentiating between practices and which ones are working in certain contexts is very important. And when we were out in St. Louis, we were talking with the superintendent about the importance of being able to create profiles of practices and how schools, districts, and states got there, and be able to share those with others across the country, and the importance of that.

And then we do have a couple of long-term studies by IES that are working to try to --impact studies -- to try to look at what's particularly working as far as different elements. But we also know that in the meanwhile there's the importance of being able to say okay, this practice is something that's very different than has been done before. This is an MOU, or this is a database system at the district level, data performance evaluation system, measurement at the state or district level, and it's really working and could be shared with other districts. And to be able to share that across is, I think, incredibly important to all of us.

The rural areas, yes, I just got back from Montana also in Indian country, Crow reservation there, and two schools. And Montana is doing some very, very innovative work around state support for their schools. And there are really excellent pockets of this kind of work being done in rurals, but I think there's still reticence out there not understanding about how those examples are working in other places, so it's again about sharing those practices.

Mr. Sandoval: I would say that, you know, part of my strategy with SIG is that the question is how much can I move in to firm up SIG as SIG phases out. I'm really wrestling trying to make that happen, and flexibility is a key issue. For me, for example, the whole SES model holds back a ton of money every year until March, and I can't touch it. Well, when we talk about human resources, I should be funding human resources out of that, because a reading specialist would be huge, or a family liaison who's actually getting kids to school, but you're caught up in there not being able to access needed funds.

And, of course, my story is always the program director saying, “Well, I'm all about spending money. Well, can I spend it on this?” No. Can I spend on it on this? No. All right. Just give me 10,000 pencils. You're good. Okay, you're good for 10,000. All right. So, that kind of flexibility -- I need flexibility to say look, at Alchesay High School I, Roy Sandoval, the turnaround principal whose job is on the line, needs this person, and I'm going to work them hard. Let me do it. Does that make sense?

Mr. Snyder: I just need to add one point to that. So as you know, I think everyone in this room knows that the Department has invited states to come in for flexibility, which specifically focused part of that flexibility on priority schools and allows flexibility around the setaside for both -- the 20 percent setaside, as well as some of our funds which are at the state level -- which will be allowed to use also in priority schools. So we've heard that and are trying to give states some additional flexibility especially around interventions in these lowest performing schools.

Mr. Ritsch: Thank you. And let me just say to Rich's point about the importance of communicating this knowledge base that's being developed. I want to refer you again to the community that the School Turnaround Office has built online, and encourage people to join that. And one reason we bring you all here is because you have networks of people that you can share this information with, so we do hope that you'll let them know about the forum today, the video that'll be online, the information, and the community.

We only have about 10 minutes left, so let's both in the audience and on the stage keep our questions and responses very short. Over here, yes, ma'am.

Ms. Siddiqui: Hi, my name is Gohar Siddiqui. I'm here at the Department in the Implementation and Support Unit. I work specifically with Race to the Top states on supports for school turnaround. I just wanted to thank you for being here. This has been really informative.

I had a quick question about the state support that both Dr. Adams and Mr. Haggen mentioned. In addition to professional development, what other state supports have you received? I'm looking for like topics or areas that we could also use in Race to the Top. And then really quickly for Principal Sandoval, I was wondering what college access looks like for your students. Thank you.

Mr. Ritsch: And can I add in one layer on the support, since I see City Year folks here in their red jackets. I know many of you are also supporting your own initiatives -- you're just not wearing uniforms about it -- so I don't know that you're necessarily here. Can you talk about the community supports that are in place; you talked a bit about the union work, as well, tribal governments in perhaps Alchesay's case, include that in the response, if you will.

Dr. Adams: Real quickly, the state -- I meet with the state supervisor every single month -- we have a face-to-face conversation, and quite frankly, anything I've asked for he has supported. That's the flexibility around doing other kinds of things. I don't think I've heard the word "no" over the last two years as it relates to how we use those funds to create support for schools.

Mr. Haggen: And then for the supporting of the schools, we meet with the state every single month. So on one month they come and actually have a team of educators who go into each of the schools. We do it on a four-day period.  And they go into mostly every classroom in the building, and those walk-through documents that I showed earlier, those are done by this team. And they come back, sit with the principal and our team and share what they saw, and observed, and get feedback, and then those principals have conversations with those teachers and staff that they observed. And then the next month we actually have the principals come into our central office with the state team, as well, and they present their data around everything that you probably couldn't think of, from test scores, teacher's attendance, to their 30-day plans, their objectives, if they're meeting them or not, so we do this every month. 



And then we do, in addition to that, we do professional development with our regional center in the state of Missouri, in the St. Louis region on different topics coming from what we discovered when we did the walk-throughs that are needed for each of our schools.

Mr. Sandoval: As far as higher education knowledge is concerned, it's very difficult. The kids who have supportive parents, they can find a way to go and there are monies available to them. However, a large percentage don't have that kind of support. It's very difficult. We have a junior college there but it is structured like you and I went to junior college perhaps, in that you go part-time and you to work, but there's no economic driver on the reservation, so because of the high alcoholism, that kind of thing, if kids try and go and they're not ready for university, they end up being sucked into the vortex. So if I had a small college there where I could keep them in almost like a high school model and get them ready to leave, it would be great. But right now it's not very good. The chances are not very good unless you have parents that went to university.

Mr. Ritsch: And in St. Louis any community supports that you want to particularly cite, philanthropic, business?

Mr. Haggen: Again, we're very fortunate. When we started the SIG model we had particularly 11 town meetings introducing each school and what it means to the community. And we've had groups from Wells Fargo, Big Brothers Big Sisters, there are many groups who come out and support each of the schools, and faith-based groups, as well. So we're very fortunate, each school has that partnership, and we meet every month around it and talk about how we're supporting each other, and how we're supporting the schools.

Mr. Ritsch: Yes, ma'am?

Ms. Nealis: I'm Libbie Nealis. I'm with the School Social Work Association of America. And I really appreciate you all coming up here and talking about your success, and thank you again for your dedication. 

Obviously, school improvement efforts have been focused largely on academics, and teacher evaluation, and professional development. But I heard all of you mention support specialists, and you can call them different things, student-family liaison, student retention counselors, etc. I work in a larger coalition, NAPSO, working for specialized instruction support personnel, and we know that these supports are critical in these turnaround efforts to address all the things you mentioned -- discipline issues, students who are at risk for dropout, suspensions -- and yet these support personnel always end up sort of in the periphery of this discussion. And as Rich mentioned, we've had trouble extracting the data of the success with these kinds of supports and how that's a critical piece of all this. And I would just like to know what thoughts you have on what we could do to try to emphasize this point, that this is part of the puzzle that sometimes seems to be seen as extra out there sort of in the best scenario only, or in the worst case scenario only.

Mr. Haggen: I'll share this real quickly. With the grant we’ve created positions called Positive Behavior Intervention Specialists, so you're hearing all these terms and names, and with that creation of those positions part of it was to document, heavily document, the need of what they're doing, how they are helping to meet the goals, what changes have been made to increase academics, what changes have been made to change the social outlook of the school?

I believe we have some great data to share because of it. We also created what we call Family Resource Centers. We have to share that data as well. As part of those monthly visits from the state, the principals, and the leaders and their teams have to share what they found out, what changes have been made. So, I think we have something that we can possibly share with you that I think you will find you'd like to see.

Ms. Nealis: Share it with the Department.

Dr. Adams:  In your ward, I think there were 46 positions that were funded through the SIG dollars, a substantial number of those positions were in the arena that Mr. Haggen spoke to, social work support and all that kind of stuff, so we do have some data that kind of tells that, because Mr. Haggen brought the budget and I asked some more specific kind of questions: so what is that person going to do? How are they going to provide the support? I need to see the data, tell me why, tell me why. So, those kind of critical questions were asked, and he built the kind of system of collecting that data so he could show me and show everybody else as well, what the investment is for, so I think we do have that.

Mr. Snyder: In school after school that we visited there's been a really strong focus on behavioral interventions from a team-based approach, using all of the professionals in the building to really look at the data and to make decisions, and to take actions, and to decide on interventions for students. And it's not only school counselors, it's school psychologists, it's teachers, administrators, all of them coming together to make those decisions as one.

Mr. Ritsch: Thanks, Libbie. Because one of the effective strategies in turning around a school is extending learning time, I'm going to extend the learning time on us this morning. (Laughter.) We said we'd let you go but we're not going to because there are some questions and comments still to come. Again, let's try and keep them brief, and we'll go over here.

Ms. Chauhan: I'm Shree Chauhan from the National Urban League, and we touched a little bit upon the sustainability aspect, so I just have two questions about that. First, how do states support priority schools that don't receive SIG funds given the requirements of waivers? And, second, how do you continue to support schools after the SIG money is gone, schools that had received the SIG money?

Mr. Ritsch: Jason?

Mr. Snyder: I'll take a stab, first. I'd also like to hear how the others are thinking about sustainability here as well. So, I think one of the primary focuses of the program, and the theory of action behind a lot of the work that's being done right now, is building the capacity of the professionals in the building to do this work, so that the work will be sustained over a long period of time. A lot of the work that you're seeing being done right now is, again, around job-embedded professional development, collaboration teams, and other ways of building the capacity of teachers to improve teaching and learning in the classroom. So that in and of itself would hopefully lead to sustainability over a period of time.

To answer the other part of the question, there are additional resources that are being freed up in many states right now around ESEA flexibility to focus on the lowest performing schools for those states that are coming in. And as you know, the vast majority of states are coming in right now for that flexibility. That's the setaside, and our part A funds, and a few other areas, as well, which we can talk more about. And there are other avenues of resources for continuing the kind of work in these schools, but I'd love to hear how the others are thinking about sustainability. Dr. Adams: General operating budget dollars, the flexibility of our Title I dollars, grants, and the community providing dollars as well, we're going to total up those dollars strategically around the priority schools such that those dollars could be utilized differently. And I think Mr. Haggen indicated, we're trying to make sure that the human capacity of the team increases such that they can take over some of those functions when those other "positions" are gone, and are no longer able to be funded. So year three for us is that deep conversation around that piece, and I would suspect by the time that we put our budget together, we're trying to make sure in November, in December, in January, when the Board approves my budget, that we're looking to support all of those positions that are needed. Some of those positions may not be needed until year four and five, but we know the ones that are needed we'll still put in place and continue to try to fund.

Mr. Ritsch: The whole story with climate, and addressing that in your strategies because it's so important. And of all the things you could do, correct me if I'm wrong, but that seems like it could be one of the less expensive ones and more sustainable because once you've changed the culture of the school and kids are showing up on time, and they're behaving in the hallways, you don't have to spend a whole lot more money to do that. Is that right? Do you see that as being a particularly good way to sustain?



Mr. Sandoval:  Well, the problem is the community -- the tumult in the community is such that you've still got to keep that plate spinning on your toe. You know, the kids are immersed in a lot of stuff at night and on the weekends, that type of thing, so I would say you've got to invest in the people that are going to be able to sustain it. Because if you don't have the quality of people on your side, it won't sustain.

The other thing for me I'll just say is trying to be very, very efficient with the dollars, putting in place systems for things that are efficient so that we can then focus on the most important things. Those are really important for a turnaround principal to try and do.

Mr. Ritsch: Let's keep going. Yes, sir.

Mr. Brown: Thank you. My name is Dan Brown. I'm from the Arizona Department of Education. My question may be more for Michael or Kelvin, or Jason may weigh in. We're challenged, of course, with kids as they enter school. We know that zero to five-years-old, 90 percent of the brain develops, and I wondered if maybe St. Louis could weigh in on whether it's First Things First, or some organization that you work with so kids are ready to learn when they come to St. Louis.

Dr. Adams: Over the last year we increased our early childhood program by some 800 to 1,000 kids. We invested $5 million a year in early childhood education, and will be doing so for the next three years because we realized how critical it is that we provide support for students as they come in, and we don't have to put the dollars in for interventions in grades three and up. So for us it's a real investment with leveraged dollars from a special fund to make that occur over the next three years, so we're putting about 15 to 20 million dollars in early childhood education, although in the State of Missouri, you're not required to be in school until age seven. Okay? That's by law, not until age seven. So our families in those conditions out there, we're incentivizing them at age three to have their kids be in school, that we'll fund the cost for every single kid, so my goal is every kid under age five, if they want to come out for a qualitative instructional four-day program, we're providing it to them.

Mr. Ritsch: Thank you for that question. Let's go over here. Quentin Lawson, welcome.

Mr. Lawson: Yes, I'm Quentin Lawson with the National Alliance of Black School Educators. And NABSE is planning in a couple of weeks a similar forum on turnaround schools looking at best practices, and how some of the challenges are addressed. Both schools mentioned the importance of classroom climate and school climate. In fact, I think Mr. Haggen shared the matrix of measuring the school climate.  How do you create, and how do you maintain a climate that's conducive to learning? Let both of you address that, please.

Mr. Sandoval: You've got to hire people who love kids. It's a very simple answer. You've got to hire people who are going to engage with students, who are going to make conversation with students, who are willing to come to student activities and who talk to students not just about math but about life. And that includes administrators, teachers, and support people. Once you get a whole staff that is engaging with kids in that capacity, the climate of the culture -- the culture of the school -- will change because kids feel they have a connection with an adult, and they feel that their success matters, or their failure matters. So, that's really the key, it's all about people, and it's about connecting with kids. 

Mr. Haggen: We thought it was really important for the students to know the data, as well. We wanted them to know what their attendance rate is, how they're performing academically, how many suspensions they had for the month. One of the schools that Jason had the opportunity to visit, L'Ouverture Middle School, that was a school where they merged two different schools and the culture was very, very difficult. The students will tell you now “we don't do that,” if it's not a positive thing, that they don't do that here. The students will tell you where they are academically. The students will tell you, “Well, in the seventh grade class, their attendance dropped, and eighth grade class, you guys have got to step it up.” So, they took on ownership, which we thought was very powerful. And the school leaders, and their teams, and their teachers, they instill that with them as well, so I agree with the principal here, it's very important to make sure you have good people to transfer that over to the students and the families.

Mr. Ritsch: Thank you. Mary Louise.

Ms. Embrey: Thank you, Massie. I'm Mary Louise Embrey from the National Association of School Nurses, and I also represent NAPSO which is the Specialized Instructional Support Personnel, so I will echo what Libby said earlier, but my question is, it's obvious that you here, the St. Louis Public Schools and Principal Sandoval, understand the importance of the people in the building. I think the results you're going to receive, Jason, are going to be very positive because the SIGs have had the opportunity to use people properly in the school, and the children will thrive.

My question is in terms of sustainability, it's very hard for us to imagine building this up and then seeing the staff have to leave because the money dries up. So therefore, is the Department of Education going to be able to extremely highlight the importance to the decision-makers in these states and local communities of how critical it is to have the right dedicated staff there in the building?

Mr. Snyder: Well, you know, part of this is the local community and the schools deciding -- I think the superintendent mentioned, as well -- that there are assessments that are being made right now about what particular staff need to be kept, and what other ones are about building capacity of others, and that may be necessary in the short term and not necessary in the long term. I think those are going to be individual decisions in the local context, because it's going to depend a lot on what the needs were there.

I envision that in a lot of these places, some of the staff will stay. And others of them may be subsumed within other programs, or to go other schools where there's the same need that was there before in the schools that were being served earlier by the SIG grant, so I think it's really going to vary.

We do want to highlight what's working and what's not, so if there are particular practices that are working, and whether that be, again, interventions around particular known academic needs of students, and that's what's making a difference in particular schools, it would be good to share those. We would love to hear more examples of those, and share those across those doing this hard work. But I think it's going to be an individual call -- I don't know if the superintendent wants to -- 

Dr. Adams: Basically, we can't say yes to everybody, so we have to look at the data to determine who we need to say yes to, so for us the data will drive those kind of decisions. And they’re tough decisions, but we have to kind of prioritize what's actually happening, and what kind of support we need to continue that kind of effort. So, we can't say yes to everybody, dollars just don't allow that to occur, so we have to make some critical decisions around data. And for us who look at data every single day; it's the data report that I receive, looking at data on every single thing that you could possibly look at, that helps us to fashion a decision that will be made two years from now, a year from now.

Mr. Ritsch: Thank you. You, sir, have the last question.

Mr. Martin: Yes. My name is Freddie John Martin. I serve as a Senior Associate for a private corporation called CRP, and I also serve as the Executive Director of the Institute for Sustainability Strategies for Non-Profits in the United States. 

I have a two-fold question. First is, what type of teacher development/training is being provided, and is there a menu that we could look at? And, also, is that menu available on a standard basis for all incoming teachers so that there is some uniformity in the type of program development that they receive? It's very difficult to find menus of the professional development that is taking place among teachers and schools, public schools in the country.

And my second question, do you see a large need for non-profits in the public school sector to receive in-depth training on sustainability strategies that have been practiced by multimillion dollar corporations so that when the grants expire they have resources and knowledge on how to get unrestricted funds?

Mr. Ritsch: Thank you. So, professional development and then how non-profits and others can help sustain the work.

Mr. Haggen:  Okay, I'll speak to professional development first. The staff mapping that we showed earlier, it really allows for the schools to do deliberate professional development per school according to what the teachers needs are, as well as allow once a month to share from those schools that have exceptional programs, or practices to share amongst all of the schools. 

We started off doing what we called EPIC schools, Educator Providing Innovative Change. We started off with just the 11 EPIC schools, but we invited all schools first within my cluster, and it turns out that we basically have standing room only. Everyone comes out to be a part of whatever schools are sharing their best practices. And we found that if we look at across the board per school, we have folks within our district who have really great practices to share. And if we find that we don't have what we need within the district, we do partner with the state as far as the regional development center to bring those practices in, as well.

So, we do things a little differently. Instead of mapping out the professional development we need for the whole year at the beginning of the year, as we go along within the year, we're looking into the classrooms, and walking within the classrooms, and looking at the teaching, and looking at the learning, and we develop the professional development from there, and add on as we go. And we document it. We document what we've done. We go back to it to make sure we're following up. We actually scale the professional development that we give to make sure that it's productive -- as productive as it could be.

Mr. Martin: My question was a little more specific than professional development. I'm trying to get a feel for the type of courses, like a curriculum. You go to college -- 

(Simultaneous speaking)

Mr. Sandoval: I can answer quickly. There are two things that I think that a school needs to focus on. One is professional development that is specifically based on learning goals and formative assessments, so that teachers have very, very specific goals, learning goals for the students, and they're able to ascertain if those students have learned the material, or not, quickly. And that's something that needs to be ongoing because there's high turnover.

Second, there needs to be ongoing instruction for teachers and staff members on data-driven instruction, so that they are teaching to specific things, they're looking for specific behaviors, and then they're tracking those using data.

Now once that is in place, because you have a high turnover so that has to be ongoing, then you can go out and find other areas that are more specific. For us, for example, it's going to be in some areas in writing for our folks, but that's more peripheral, and there needs to be a core, to me, of formative assessment. And certainly, learning goals with formative assessment and data-driven instruction, that should be a core that just rolls.

Mr. Snyder: And on that, I think we can end on your question on non-profits and collaboration. When I started, I originally talked a little bit about the President calling this our collective responsibility and identifying ways that we can partner together to really turn around these lowest performing schools. And we have an example recently, just this week actually it was announced, the President's Committee on the Arts and Humanities, working with foundations and non-profits to bring a turnaround arts initiative to eight of the SIG schools, bringing additional resources, expertise from nationally renowned artists and others to help continue the work both on sustainability, and on existing implementation right now to give a focus around the arts. 

We would love to see more examples of that happening around the other 1,300 schools that are going on, that are doing this hard work right now. So, if any of you have any suggestions on that, or you know any of the non-profits that are interested in partnering up, or any foundations or others we could talk to, we would, of course, love to talk to you about that.

Mr. Ritsch: Great. Let's thank our panel please, folks.

(Applause.)

Mr. Ritsch: Thank you to Superintendent Adams from St. Louis, Assistant Superintendent Haggen, Principal Sandoval from Alchesay. I want to thank Jason Snyder and the team in the Office of School Turnaround, particularly Tina Chong, for helping to put this together on their side, and Karen Stratman-Krusemark and Melinda Malico here at the Department for pulling this together.

Thank you all for attending, and we have evaluation forms, so if you liked what you heard, you can let us know. If you didn't, just take that piece of paper home with you. (Laughter.) And we, obviously, were just able to show you a couple of vantage points on this big story, but there are many more great stories to tell, and we hope that you'll find them, and we hope you'll tell others about them, as well. And we hope you have a great rest of the day and the week. Thanks, everybody.

(Whereupon, the above-entitled matter went off the record at 11:45 a.m.)

