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SUMMARY

Issue for Discussion 

Report from the Senior Deputy Commissioner of Education - P-16. 

Reason(s) for Consideration
For Information. 

Proposed Handling 

This report will be discussed by the Board of Regents at its April 2008 meeting. 

Procedural History 

N/A 

Background Information 

In March 2007, the Board of Regents created a new P-16 structure in the State Education Department which joined the Office of Elementary, Middle, Secondary and Continuing Education and the Office of Higher Education under one Senior Deputy Commissioner.  This report provides information on activities that occurred over the past year to advance the Regents P-16 vision for education as well as proposed next steps.   
 

Recommendation 

N/A 

Timetable for Implementation 

N/A 
 
 

Attachment


 

Senior Deputy Commissioner’s Report on the First Year of the P-16 Transition
In March 2007, the Board of Regents established a new P-16 structure joining the Office of Elementary, Middle, Secondary, and Continuing Education (EMSC) and the Office of Higher Education under one Senior Deputy Commissioner within the State Education Department for a systemic approach to education reform in New York State. The Board of Regents message was clear - the Department must transform the way it does business with the overall goal of raising student performance and closing the achievement gap.
 The following is an update on progress made over the past twelve months to determine the best methods for change and the leadership required to improve student achievement. The commitment from the Chancellor, Vice Chancellor, the Board of Regents, the Commissioner, as well as colleagues in the Department and the field, made this possible.  Preliminary efforts to advance the Regents P-16 reform agenda are described as well as proposed next steps. 
Listening to our Partners and Customers

The first year of the new P-16 operation was a year filled with many new opportunities and major new responsibilities. This included the transition involved with bringing the two offices of EMSC and Higher Education together, the implementation of the Board of Regents new P-16 agenda and the enhanced accountability initiatives associated with Chapter 57.  To address these new opportunities and responsibilities effectively, while concurrently focusing on organizational improvement, it was critically important to speak with the people most affected by our work.  Therefore, extensive outreach was conducted during the first several months of the new P-16 operation.  This outreach included:
· Visits to school districts beginning with the Roosevelt Union Free School District, to gain first hand knowledge from administrators, teachers, students, parents and community members of how current services, policies, and regulations impact the day to day operation of all schools; 

· Individual meetings with over 57 key partners to elicit recommendations for reform; 

· Large group discussions reaching thousands of educators across the P-16 continuum to encourage all to share their perspectives on strengthening the Department’s ability to support the field; 

· A P-12 field service satisfaction survey that yielded responses from a cross-section of 110 educators including administrators, teachers and school staff; 

· Creation of a dedicated e-mailbox to collect on-going feedback/suggestions for reform that continues to yield 40-100 field responses each month - P16education@mail.nysed.gov; 

· A staff suggestion survey; and 

· Individual small group meetings (17 to 35 people) held with over 400 EMSC staff to glean their insights on change needed. 
 A representative list of those with whom discussions were held is provided in 
Attachment A.

 

The extensive feedback received from the field has helped shape recommendations for change and what must be done to realize the educational and organizational vision for the future as well as the approach to day-to-day responsibilities in the first year. Our partners, customers and staff across the State were asked for their ideas and recommendations on how we could strengthen and improve the delivery of services to schools, educators and students; in particular, we asked for recommendations on the following: 
· Which Department-provided services are valuable to the field-what do you believe is working and why? 

· What existing services could be strengthened or improved? 

· What new supports, services or strategies might be needed to advance the Board of Regents mission to improve student achievement for all students in New York State? 
Our partners in the field reported that the services they found to be most valuable are the technical assistance and support they receive from individual staff members.  A number of individual staff from both EMSC and the Office of Higher Education were credited with providing exceptional customer service.  Numerous comments were made that more assistance from Department staff is sought; however hundreds commented that the Department does not appear to have the capacity that it once had to provide the kind of field assistance so valued in the past. Department staff shared this concern as well. 

In addition, the field also commented on the important role of District Superintendents and BOCES in the P-16 approach to student success.  For example, one respondent said, “for the P-16 approach to be successful, transitions are key and BOCES are well positioned to provide the link between students and the newly diverse workforce so that indeed, they are ready for college entry “
A number of consistent themes clearly emerged from our statewide consultation with the field. The feedback received from Department staff through small group meetings and the survey was also consistent with what we heard from the field.
Top Ten Recommendations to Strengthen the Department’s Support to School Districts

The following are the top ten recommendations from the field on organizational reform to support student learning and school improvement:
1. Increase recognition of the good work going on every day in our schools statewide. 
2. Increase the opportunity for the field to share input and feedback on important policy decisions before the Board of Regents and the Department take action.* 
3. More timely availability of data; streamline data collection and reporting processes; roll out improvements to the nySTART data collection and reporting system.  
4. Provide more flexibility to schools and districts - less micro-management. 
5. Streamline regulatory processes, including monitoring, reporting, and required plans; provide more support and technical assistance to individual schools; and eliminate or reduce unfunded mandates.**  
6. Reduce the number of “lists” of schools/districts in need of improvement and increase the available supports to these schools.  
7. Provide advance notice to schools and districts before the Department shares data and reports with the press, the community, and others.  
8. Improve the coordination of responsibilities within the Department and designate a single point of contact for the field on a particular topic or function.  
9. Strengthen communications so they are more regular, less complicated, and timely.  
10. Support schools, share responsibility, and increase collaboration across the P-16 continuum. 
 * The Board of Regents, as well as Department staff, also indicated an interest in earlier involvement in the development of policies.
** A number of comments were made about the costs and mandates associated with special education and testing requirements – these are not covered in this summary.
P-16 Vision and Priorities
Based upon the invaluable feedback we received from our key partners, both an educational and organizational vision were identified to guide the future work of the P-16 operation, consistent with the Board of Regents policy. 
1. Educational Vision: More students will graduate from high school prepared to succeed in college and the workforce.  
2. Organizational Vision: Increase the State Education Department’s effectiveness in helping educators with the important work that they do to help students learn, succeed, and graduate. 
Proposed Directions for the Year Ahead
Speaking to our partners, customers, and staff was a core operating principle for all of our work in the first year. At the same time that we were listening to ways in which we could be a more responsive organization for long term systemic change, we also took action on many of these principles during the course of our operation this year. As the longer term strategies are described and planned, examples will be provided in this report, of how such improvements were made in advance of the more formal organizational plan.
Consistent with the important feedback we have received from our partners in the education community, the following directions are being proposed for the Board of Regents consideration to help transform the Department’s P-16 operation into a true service organization focused on assisting all educators to raise student achievement. 
· Modify our Approach to Reporting the Work of Schools and Sharing Successful Practices    


We have heard an overwhelming number of comments about the perception in the field that there is a lack of attention to what is working in schools. Given the importance of sharing best practices and encouraging success where it exists, this coming year more attention must be placed on promoting the good work that goes on in schools every day. This would entail more emphasis on highlighting successful schools-including those with the greatest challenges as well as those that have achieved greatness in any arena. This year we have started the planning for such an approach.  The work in which the Board of Regents is engaged to develop a growth model for the State will also help us identify new tools in this area and provide support for this approach. 

Similarly, many expressed concerns that we must also work on challenging all students, including, but not limited to, those farthest from achieving proficiency. This conversation has begun with the review of the learning standards and should be continued to ensure that all students reach their full potential.
· Continue to Strengthen the Involvement of the Field in Policy Development 


In one-on-one conversations with partners and stakeholders, as well as in response to the service satisfaction survey, we have consistently heard the field request a greater voice in the earliest stages of policy development. This year, efforts began with the significant involvement of the field in the development of the Contract for Excellence initiative from the very beginning of the process; extensive involvement of the field in the development of all new regulations approved this year (ranging from teacher tenure to proprietary school reform); and the new committee meetings of the Board of Regents in the field.  This involvement was very well received by the education community and needs to be routinely built into the timeframes for implementation of all policy development to ensure that the work of the Regents and the Department is appropriately aligned with the needs and expectations of the education community. 
· Strengthen P-12 Data System 
The Department’s data collection and reporting system is a critical tool to ensuring high standards of quality education and accountability in schools across the State. There has been considerable concern expressed about the timeliness of data and the processes associated with staffing the nySTART data collection and reporting system. This feedback was shared by a majority of our partners, customers, and Department staff.  According to survey respondents regarding this issue: 
· “I admit to loving the concept of nySTART yet it is still a frustrating system.” 

· “Add more technical support for nySTART--it will work better in time and the structure is essentially sound.” 

· “I find nySTART difficult to use, slow, and it frequently kicks me off the system when I am in the middle of trying to run a report.” 

· “Fix nySTART.  The system is slow, difficult to use, and the reports are not that useful.” 
Since the Department’s P-12 data system (comprised of many parts including local school management systems, regional information centers (RICs), and the statewide repository at the western New York RIC) will also become an integral part of the P-16 data system,  the P-12 data collection and reporting processes must be strengthened at all levels.  Given the critical nature of this work, major steps on improvements have already begun, including the assessment of problems associated with our data collection system and obtaining critical user advice so that improvements are informed by the needs of customers.  We are pursuing a number of strategies and securing resources to support the transformation of the current system including:
· The establishment of a USNY Core Data Group (DATACORE) made up of advisors from the field who use the system. The Department now meets regularly with this advisory group to diagnose problems and identify potential solutions; 

· Assistance from The Parthenon Group on the mapping of the current system is contributing to these discussions; 

· Creating a new leadership structure for the P-12 data system; and Securing a consultant, familiar with technology and schools, from the Center for Leadership and Technology to transform the current P-12 data system and to strengthen internal and external structure and procedures.  This organization firm has been highly recommended by Holland & Knight – the firm working with the Department to help identify and implement best practices in school leadership, improvement and accountability through the support of the Gates and Wallace Foundations. 
 We will continue to update the Regents on progress made and next steps. 

· Provide Flexibility where Possible and Reduce Unfunded Mandates
  


Our education partners and staff have indicated the value of additional flexibility to use resources to meet the specific needs of students.  In addition, a number of school leaders voiced concerns about the increasing number of mandates that are required of districts and the impact that they have on schools and students.  A number of survey respondents shared indicated: 
· “The P-16 vision is a good one but more unfunded mandates will be problematic.  Districts cannot afford to add more services without financial support.” 

· “Review and then revise the mandates (funded and unfunded) and regulations that will impede development of the P-16 structure.” 

· “Often decisions have been made without input from the field leaving providers scrambling for resources to support initiatives.” 

· “The most important aspect is to see what the field is doing - support current efforts and provide the needed support to expand efforts. Do not MANDATE what is already happening in regions. Support those who need it, leave others to continue their efforts without placing undo mandates on them.” 
Consistent with feedback we have received, this year, the Board of Regents and the Department have provided flexibility to school districts to support their efforts to help students succeed while working on a more systemic way of addressing this concern long term. Examples include:
  

· Flexibility with the Start up of New Pre-K programs. In September 2007, responding to feedback regarding the challenges districts were facing to meet the established timelines to begin new Universal Pre-Kindergarten (UPK) programs, the Board of Regents adopted changes to the UPK regulations that provided districts with increased flexibility to begin or expand UPK programs to use the new funds to start or expand UPK programs up until January 2008 and continue to pursue other strategies needed to increase the number of full day Pre-K programs.
· Administration of the Integrated Algebra Examination:  In response to concerns from the field that the planned schedule for the June examination was too rushed to implement in the afternoon we added a half day to the June Regents examination schedule and changed the administration of the Integrated Algebra examination from the afternoon to the morning of June 17.  
· Flexibility with Reading First Funding to Maximize Program Delivery to Students:  The Department experienced a significant reduction in federal funding for the Reading First program and correctly anticipated an additional major cut in funds. In anticipation of future reductions in 2007-08 and 2008-09 to Reading First programs in schools throughout the State, we gave schools the opportunity to manage this cut in funding to minimize the overall impact on program operations. 
To systemically implement performance driven accountability and flexibility, the P-16 leadership team will review previous efforts to reduce unfunded mandates and continue to carefully analyze the accountability system now in place to identify opportunities where additional flexibility can be provided to support student learning.  In addition, we will re-examine the unfunded mandates that are now in place and bring to the Board of Regents those that can be streamlined, consolidated, or may no longer be necessary.
· Continue to Consolidate Monitoring and Reporting Requirements and Eliminate Redundancy in Department Connections with the Field 

Partners across the Pre-K-12 education community have specifically recommended that the State Education Department provide a more coordinated approach to supporting and monitoring schools and spend more time providing technical assistance and support. The field has also recommended that the data collection and reporting process be streamlined and consolidated.  According to survey respondents:
· “Data reporting has become so complex that small district resources have been extremely taxed.” 

· Data reporting has become so cumbersome that we have to hire people just to do all the required reports, memos, updates, etc.

· “All the new data reporting requirements have come upon the district with a fury.  The reality of the time demands was unexpected, and the multiple submission requirements that are due each month, again, require a person who is solely dedicated to this job. “ 
· Coordinated Monitoring - In December 2007, the Board of Regents endorsed the Department’s plan for coordinating monitoring visits to schools that are required under federal and State laws, rules, regulations and guidelines. The coordinated monitoring plan, which is now being implemented, will help the Department to provide greater support to districts while also continuing to ensure accountability. The coordinated monitoring plan for this year, however, will be further streamlined so that districts are involved in monitoring on fewer school days and fewer staff are involved in the responsibility. 
· Legislative Efforts to Streamline School District Planning and Reporting -We are working with the Senate and Assembly concerning proposed legislation to streamline school district planning and reporting.  This would eliminate duplicative reporting requirements in State law and reduce the paperwork burden on school districts.  It would also continue to provide information necessary for finance and accountability purposes through the development of new, automated systems for state aid, student records, school facilities, student health and safety, and school improvement comprehensive planning.
We will continue to work with our partners to identify opportunities for consolidating reporting requirements and will bring to the Regents attention potential next steps for eliminating redundancy and streamlining processes.
· Strengthen School Improvement   
To ensure more students graduate from high school prepared for college and the workforce in today’s global economy, an important priority for the Board of Regents and the Department is to identify best practices in student learning and school improvement from across the nation and the world and incorporate them in New York’s education system. We must also identify the most effective organizational approach to help low-performing schools improve teaching and learning. 
The field is concerned with the number of different accountability designations (over 30) for schools and the lists associated with them. The field has referred to this as “list fatigue”.  In addition to the extensive outreach to the field this past year, the P-16 leadership team has also focused particular attention toward strengthening the Department’s school improvement capacity to address these concerns.  For example, throughout this past year, we have: 
· Analyzed existing assessments of the Department’s current school improvement system that have been prepared at various points in time by nationally recognized school improvement experts including Andrew Seager of Brown University; the District Superintendents; the Department’s 2007 Leadership Academy from April 2007; as well as feedback shared by other partners.  
· Requested staff to prepare a thorough analysis of existing regional improvement networks, as well as a breakdown of existing staffing, associated funding sources (Federal and State), and mandates and requirements connected with each funding source.  
· Asked Holland & Knight to develop a matrix of school improvement intervention strategies for the purposes of benchmarking and to guide next steps.  
· Elicited feedback from the field regarding the important role of the District Superintendents and BOCES in school improvement. 
Through these preliminary analyses and earliest efforts, areas in need of improvement have been identified that will be important for our work to strengthen the Department’s school improvement capacity.  All Department offices (VESID, Cultural Education, and the Professions) and USNY partners that work on school improvement activities must be much more integrated in the future.

 

Also, over 20 regional networks now exist across the State specializing in bilingual education, special education, school safety, overall school improvement, and other services. Each was developed at a different time to help schools to comply with various new mandates.  While the networks were created to support the field, the multiplicity of networks has, in some cases, resulted in overlap and duplication.  As the Department and networks try to help the most troubled schools and districts, these schools and districts are sometimes faced with the challenges of deciding which services would be most helpful.  
The field has commented that they must sometimes contact many different people in the Department to find information they need. There is also a concern that sometimes Department initiatives in school improvement are not always coordinated when we interact with the districts. In addition, some districts and schools must also prepare a number of different improvement plans.  Some report that this is an extensive effort which is not always consistently implemented. We are going to work with our partners to assess where there is duplication or redundancy. There are also several USNY teams being established to look at all processes in the field and how we can help schools with their improvement efforts.
We have also shared this information with the expert consultants that are helping us to carry out the Board of Regents P-16 Action Plan and to strengthen the Department as a state-of-the-art school improvement and service organization, through the support of the Gates and the Wallace Foundations.  

Parent Involvement 

Parents and educators have frequently recommended that resources for parents and their involvement in the education of children should be strengthened.  This year, we will be working with all Department offices and USNY partners to create more effective strategies for school/parent partnerships.

· Support the Work of Teachers and other School Leaders 

A critical element in school improvement is to ensure that all students, particularly those who are educationally at risk, have access to highly qualified teachers and that those teachers are supported.  Research has indicated that the single most important factor in advancing student learning is the availability of a highly qualified teacher supported by school leaders whose primary focus is improving teaching and student learning. The Regents 1998 teaching policy, “Teaching to Higher Standards: New York’s Commitment,” was the beginning of a process to strengthen teaching and learning in the State. 
The Department is committed to an ongoing assessment of the effectiveness of teaching policies, including the teacher certification structure, teacher supply and demand, research-based professional development, improving teacher retention, helping districts to recruit teachers to high-need schools, and improving the school work environment. In addition, the Department has applied for a Wallace Foundation grant to strengthen school leadership, beginning with pre-service programs for school leaders through professional development and school leader performance assessments, all focused on the importance of a school leader to student learning. It will also promote research-based models for teacher/principal collaboration to strengthen classroom instruction.  The centerpiece of our focus on school improvement will continue to be to provide teachers and other school leaders with the appropriate support and resources to be successful in raising student performance and closing achievement gaps.
· Target Resources toward Advancing Regents Priorities 

To advance the Board of Regents important priorities to support student success, it is essential that both new and existing resources for education be used to directly support the Regents policy direction.  Department staff will be closely analyzing all existing federal and State funding streams to identify opportunities for maximizing these resources to carryout the Regents P-16 Education Action Plan.
· Improve Field Communications, Timeliness of the Release of Exam Scores and Consolidating Data Releases 
Several comments from the field focused on the way in which P-12 communications are issued including the clarity of message in correspondence, timeliness of communications and ability to navigate our information system so that the people who need information receive it when they need it.  Several people praised the Web site and all the information it contains. However, they also identified difficulties in navigating the Web site, especially finding important Department updates. The P-16 leadership team will review the current information on the Web site and work with the Department’s technology office to determine ways to improve ease of use with the web site.
This year efforts began to simplify the language used in communications so that it is more “user friendly” and less bureaucratic.  We are also exercising other options to improve our communications. These include an enhanced “News and Notes” and “School Executive Bulletin,” and reaching out more widely to our partners including the college community, the District Superintendents, representatives of professional associations and unions including NYSCOSS, SAANYS, NYSUT, and Teacher Centers, as well as legislators, and others.
Several recommendations were also shared for improving the timeliness of the release of examination scores.  Some commented that while the quality of the assessments is good, the resulting data are released too late to inform instruction.  Planning is now underway to determine what options are available and expedite the release of this information where possible with reliable schedule expectations. Some members of the Board of Regents have also recommended that we explore new options including the greater use technology in the administration and scoring of examinations. While significant follow-up is needed in this area, one survey respondent commented on preliminary progress, “The examination score release time was excellent last year, for the first time.  This was a sign of progress.”
· Consolidating Data Releases 

At the same time that we are looking at possibilities for releasing data earlier and in a more strategic manner that will drive instruction, we are also looking at the number of releases on school data to the press. Some have expressed concerns that the multiple releases are disruptive and do not yield the results for which they are intended. During the 2006-07 school year, there were 15 different releases of data and media events regarding school performance.  In response to feedback from the field, for the 2007-08 school year, we have reduced that number to 11.  For 2008-09, we are now looking very carefully at each of the data releases to create a more strategic plan for the release that is not only based on the availability of data, but also what will inform school instruction. Streamlining the data releases will provide administrators, teachers, policymakers and the public with the information they need while allowing for more time for analysis and discussion of the data being released. Advance notice to schools on data releases is also now routinely provided.  With the assistance of the Department’s Communications Office, beginning in the Fall of 2007, school districts, professional associations, teacher and administrator representatives, and other key leaders are now given 48 hours notice before any releases are shared with the press.  Lastly, we are going to install a policy that will enable school districts to share additional information to describe what they are doing as it relates to the information reported to the press. 

 

Expectations and Feedback on the New P-16 Structure 

Our USNY colleagues look forward to further discussion of these important directions with the Board of Regents and to continuing to develop short-term and long-term strategies with Department staff and our partners across the State. Preliminary feedback on the new P-16 structure and leadership has been positive. A selection of actual comments received includes: 
· “It is great to see different elements in the P-16 areas talking, sharing and building together.”  

· “Knowing that we are a part of the P-16 Initiative has provided us with additional 'motivation' toward full district implementation. Having 'students', 'systems', and 'structures' on which to focus provides us with another avenue of communication with various stakeholder groups.” 

· “It's a terrific first step to improvement. Schools are better than ever and we need to celebrate their successes not punish their progress if it doesn't meet an arbitrary mark. Good things are happening all over this state and that's a message that P-16 can promote with pride!” 

· “This survey is a great start to developing a culture of mutual respect where we really can make a significant difference for all learners.” 

· “This survey is a great idea and adds credibility to the P-16 initiative and SED restructuring. It's refreshing. It begins a hopefully continuing move to making SED a service branch of the government and not solely a regulatory branch.” 

· “I am impressed with the emphasis on listening to those of us in the field.” 
The Department would like to thank the many individuals and groups who took the time to provide invaluable insights over the course of the year. This will serve as an investment in our future and will help shape the P-16 agenda for all students from pre-kindergarten through college and/or the workforce. The positive comments and messages are very encouraging messages.  It is also important to note, however, that we know that this will not be an easy process, and our organizational transformation will not occur over night. However, we all agree that the benefit to the children of the State and our future is too important not to move in this direction.

 Attachment A

 

Individuals and Organizations with whom one on one and group meetings occurred include:
 

· Big 5 School Districts - Superintendent Williams (Buffalo), Superintendent Lowengard (Syracuse), Superintendent Pierorazio (Yonkers), Chancellor Klein (New York) and former Interim Superintendent Cala (Rochester) 

· Campaign for Fiscal Equity and the Alliance for Quality Education 

· Carnegie Foundation 

· Chairs of the Assembly and Senate Education and Higher Education Committees - Senator Saland, Assemblywoman Nolan, Senator Lavalle, and Assemblywoman Glick as well as other legislators including Senator Bruno, Speaker Silver, Senator Fuschillo, Senator Smith, Senator Oppenheimer, Assemblywoman Clarke, Assemblyman Miller, Assemblywoman Hooper, and Assemblyman Lafayette 

· Governor’s Children’s Cabinet (serve on the Steering Committee with other agency leadership) 

· Conference of Big 5 School Districts 

· Deans of Education 

· District Superintendents 

· Educational Conference Board 

· Deputy Secretary for Education Manuel Rivera 

· Leaders in all four sectors of the higher education community, including CUNY Chancellor Matthew Goldstein, SUNY Interim Chancellor John Clark, CICU President Abraham Lackman, President Stephen Jerome of Monroe College, President Stuart Rabinowitz of Hofstra University, and others 

· Leadership of other State agencies, including the Office of Alcohol and Substance Abuse Services, the Department of Health, the Office of Children and Family Services, the Office of Mental Retardation and Developmental Disabilities, and others 

· Long Island Association for Supervision and Curriculum Development 

· Middle Level Schools Association 

· National Advisory Council on Institutional Quality and Integrity (NACIQI) 

· National Governors Association Charter School Initiative (serve on the Steering Committee) 

· New York State Alliance for Arts Education (awarded honorary membership) 

· New York State Council of Educational Associations 

· New York State Council of School Superintendents 

· New York State School Boards Association 

· New York State School Music Association 

· New York State Coalition for Independent and Religious Schools 

· New York State United Teachers (NYSUT) & local chapter presidents and the United Federation of Teachers (UFT) 

· Nonpublic School Administrators 

· Roosevelt School District - Board of Education, teachers, administrators, school support staff, parents, students, the Roosevelt Watch Society, and other members of the Roosevelt community 

· School Administrators Association of New York State 

· School Board members advisory council 

· School Superintendents from across the State 

· Staff/Curriculum Development Network 

· Teacher Centers 

· The Business Council of New York 

· The College Board 

· Representative sample of visits to individual schools and regional BOCES across the State 

