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Background and Executive Summary

The Organization

The school under analysis is Cape Fear Center for Inquiry.  It is considered a public school but it is a school of choice.  CFCI is barely five years old.  CFCI was founded and created through the shared vision of three university professors at the Watson School of Education.  In a charter school many things evolve each year for the school to improve in all areas of its function.  In the past, during it’s early stages, the EC department came very close to being “in trouble” with following federal guidelines under IDEA.   

The EC program at CFCI operates as its own LEA.  There is no central office or liaisons to provide support to the EC Staff.  The EC Coordinator is the liaison between the school and the state for the EC program.  

If a charter school has compliance issues with federal guidelines they do not have the protection of a county LEA. A charter school could be shut down because of this.  The community at CFCI (parents, teachers, staff, board of directors) has recognized that the EC program is a very significant piece of the school and it’s success, as a program, certainly impacts the entire school.  Because of that they created a coordinator role to help manage various aspects of the program.  As a department, all teachers and staff need to be sure that student IEPs and other federally mandated documents are created, handled and carried out under compliance of IDEA.  

Performance Problem

During the completion of the Continuous Improvement Monitoring System, which is a five-year, five-phase process, an internal audit of EC records was completed.   Using a small sample, 80% of records would be out of compliance, using stringent state checklists. The audits are designed to be very particular in that every single piece of documentation needs to be in order.   The audits are designed to evaluate if every federal guideline and procedural safeguard has been followed.    All of the paperwork is completed, monitored and managed by two EC teachers and ultimately the EC Coordinator. 

Project Focus: the improvement of the efficiency, quality and compliance of federal paperwork that is governed by Special Education law at CFCI. More specifically:  

· IEP and other federal documents to be completed and turned in on time

· IEP documents completed properly (carefully and thoroughly) to satisfy federal guidelines and school philosophy

· Proper procedural safeguards have been followed and documented under IDEA 

· IEP documents are completed with quality contents to follow the philosophy/vision of school 

· Staff motivation to carry out overall vision of our program/school is increased

· Records and contents of records are maintained with confidentiality under federal law

· EC teachers follow common goals and established procedures in handling all federal documents

· All other involved persons (regular classroom teachers, parents, school staff, therapists) are more comfortable with understanding contents of and procedures regarding IEP documents

· Overall, minimize incidences of out of compliance records and improve quality of EC program

· Improve teamwork, attitudes, workmanship of EC staff to positively impact CFCI and student success

Organizational Environment:  

CFCI operates under North Carolina Charter School Law.  As a public school, CFCI also operates under public school laws, including IDEA and ADA (Individuals with Disabilities Education Act/Americans with Disabilities Act).  Locally, CFCI operates under a Board of Directors.  The board is comprised of four parents, four teachers, two non-voting, two voting members, and three community members.  The board acts as the governing body of CFCI.  However, CFCI also operates under the bottom up theory of decision-making processes.  The board does not originate policy, the teachers do. The board reviews many issues brought by teachers and approves or disapproves decisions and requests.  The board also reviews teacher contracts. 

Work Environment:  

The Cape Fear Center for Inquiry serves students from Kindergarten through eighth grade. Maximum enrollment is 336 students.  CFCI has appointed a Director as the primary administrator of the school.  The Director does not operate under a traditional supervisory role, like a principal or boss.  Currently, CFCI has a business manager that is in charge of financial and personnel issues. This individual has been a board member, is a parent and serves as a committee chairperson. The Director has one administrative assistant.  The office at CFCI has one primary secretary and one part-time assistant. There are currently 18 regular classroom teachers, 4 specialists, 3 EC Teachers, 2 EC assistant teachers, 6 regular classroom assistants, EC contracted related service staff (OT, PT, Speech Therapist, School Psychologist) and one half-time school counselor/therapist.  The staff is responsible to be on at least one committee that meets to make decisions at CFCI.  The EC population has grown tremendously in four years. Therefore the program has been and will continue to experience on going changes.  

Work Issues:   

The teachers and staff members make decisions at CFCI. The teachers at CFCI have essentially, complete autonomy as long as they follow the mission and vision of the school.  The teachers complete a great deal of the work at CFCI.  Teachers operate as classroom teachers first.  Most teachers at CFCI serve on at least one committee.  Most teachers also serve on various ad-hoc committees throughout each school year.  As a self-governing body there is a lot to be done. The Director serves to support the teachers, staff and the interests of the school.  The Director is primary liaison between the NCDPI offices and CFCI.  There is not a traditional hierarchy system at CFCI.  No one, with the exception of administrative assistants operates under a supervisor.  Teachers are accountable to one another and the school vision. Because of this, if teachers want something done they do it themselves, go through the proper committee or form an ad-hoc committee to complete the tasks.  The EC program has continued to grow, student needs has continued to grown therefore the work has continued to grow in breadth and depth.   

Worker Issues:

The culture at CFCI is very familial and informal.  However, the staff is also described as not only very talented but also very dedicated and extremely innovative.   Overall, relationships at CFCI are described as very positive and very close.  Many staff members are close personal friends outside of professional environment. This fact can both help and hinder the work environment at the same time.  In this environment, it is crucial to the success of the school and its community that staff members truly get along.  There is a great deal of teamwork and collaboration present across grade levels at CFCI.  Support for one another is described as being very strong.  Many staff members consider themselves very personally invested in the success of the school.  Turnover rates, with teachers, are typically very low with the majority of teachers leaving for major life changes.   The EC Department currently has only three teachers.  At this time the relationships are generally not described as very positive.  The program functions well for the betterment of the school but the need for growth is evident.  Each teacher operates individually but teamwork is not strong.  At this time, personality types are conflicting and some teachers have a difficult time separating the personal from the professional. 

Performance Analysis

Project Focus:  the improvement of the efficiency, quality and compliance of federal paperwork that is governed by Special Education law at CFCI.

Organizational Environment Analysis

What Is Happening:  Charter Schools are very new on the continuum of education so there is not yet a historical exemplary model to look at.   As a young charter school CFCI faces many challenges.  One of the biggest challenges has to do with funding.    One of the reasons that many charter schools “fail” or have to close is because of money.  CFCI has been fortunate to operate under a very smart board of directors. At the same time, CFCI does not have funding comparable to county or private schools.  The majority of the money that CFCI receives pays salaries and  rent.  This trickles down to effect the EC Program and the teachers.  The EC Program does receive grant funds from the federal government.  Every year the EC Coordinator writes two grants to supplement funding.  

Another challenge faced by the EC Program at CFCI can be viewed as both a positive and a negative.  As a charter school, CFCI is essentially left to its own accord.   Unlike county schools, CFCI does not have a central office or a contact to ask questions or meet with regarding specific issues (IDEA/special education law).  There is one regional representative that is contracted with NCDPI to support program.  This person works out of Raleigh.   Currently EC staff does not describe the DPI rep. as a reliable source of information.

One other challenge that is face is the dichotomy of Charter School Law vs. IDEA.   CFCI has and will continue to operate under charter school law.  However, since the population of children with special needs has grown the school has come to learn that IDEA can and will supersede or “trump” charter school law at times.   Since some aspects of the laws are interpretative this has lead to philosophical differences within the staff. 

 Currently, CFCI has established strong, effective, productive interactions with the community.  There are community members on the Board of Directors.  Strong connections with UNCW are maintained.  CFCI has a very active and supportive Parent Teacher Organization. CFCI has established direct partnerships with organizations such as:  NC Zoo, UNITE Program (teacher exchange with teachers form Uganda), NC Zoo, museums and so on.   One area where that is lacking for the EC program specifically to establish strong community ties.  Additionally, the current relationship with NHCS is minimal.

Parents are very involved at CFCI but as in many schools, the parents of children with special needs are not always as knowledgeable or as educated as they should be in how to best support their child’s needs.    

What Should Be Happening:  CFCI should have an established contact and maintain discussions with other charter schools that have exemplary EC programs to investigate their systems for maintaining records.  CFCI should be able to get effective responses from NCDPI staff and support as needed.  CFCI needs to receive clarification from NCDPI staff on charter school and special education law and discuss the implications for the school.  The EC program should have more established contacts in the community and be able to have more of a partnership with NHCS.  Parents need to be educated by trained personnel on the needs of their children and how they can help support their needs.  CFCI needs to hold more parent informational sessions for students of Exceptional Children.  Needs assessments need to be completed for EC program and CFCI. 

Work Environment Analysis:  

What is Happening:  Currently, CFCI’s system of governance by described as non-traditional.  The director role was specifically designed not to look like a typical principal role.  The director handles many issues and is there to support teachers in every way.  This role is not set up like a traditional boss.  This position is a leadership role and the person in this position does have some autonomy to make some decisions, just like teachers. The Director’s approach mirrors CFCI’s philosophy—hire on a very strong staff with a vision for the school and trust that they are doing the right things.  The Director does not observe teachers or tell them what they need to do in their classrooms.  The staff uses self-evaluation tools and peer observations as methods for teacher assessment.  

An EC Coordinator position was created.  This position is considered half time teacher, half-time coordinator.  The job description reads that the coordinator “is not viewed as a supervisor, but is a leader of the team”.  

In practical and literal terms, the teachers really are the decision making body in the school.  A committee system is used, where teachers are on at least one committee of their choice.  No one is forced to join any group.  Currently, there are the following core committees:  personnel, finance, life long learning, and social committee.  There are also a number of other teams that are formed and meet as needed such as a strategic planning committee, curriculum, technology, and so on.  Ad hoc committees are used frequently.   

The culture at CFCI plays an enormous role in its successes as well as its struggles.  CFCI is still small compared to many schools.  The culture is described as very close and there is certainly a climate of mutual respect, integrity, support, equality, and similar values—if someone is not doing what is best for the children or school--that is unacceptable.  The drawback to this culture is that being so close staff members certainly feel like a very important part of a community but also it is more difficult to draw lines, there are more gray areas.  Culture is described as occasionally non-professional because staff is so close and emotional.  As long as teachers are educating children, following the spirit and philosophy of the school and always doing what is right for the children and the community there are not many things that are not acceptable—at least that are not defined as unacceptable.  No dress code for teachers is present, it is encouraged to think out of the box and take risks.  

What Should Be Happening:  Some sort of hierarchy structure is necessary at times.  This system is very time consuming and can be very exhausting on staff members.  Work needs to be streamlined to become more efficient.  Dissemination of information to staff needs to happen quicker and easier.  Director’s role needs to be a bit more hands-on when necessary.  The finance and personnel officer’s roles need to be redefined and person in this position needs to be evaluated by some measures of effectiveness.  This may need to apply to all non-teacher staff members.   More feedback and performance standards need to be given to teachers in an affective manner.  Clear consequences for non-performance need to be established and communicated.   School culture needs to be a bit more professional and specific lines need to be drawn and followed.  The EC Coordinator role should have some sort of established protocol or system to follow if documentation/job duties are not done properly.  Systems, process, protocols, procedures need to be more clearly defined and communicated. 
Work Analysis:  

What is Happening: Currently, all newly hired teachers receive the same copy of the teacher job description.  An EC teacher’s role can be very different than a regular classroom teacher’s roles and responsibilities.  Performance standards need to be specific per job description.   There is no system of checks and balances present. 

 The facility is a converted office building.  CFCI does not have the space that many schools have.  Not all EC teachers currently have desks in their rooms. Organizational space is not set up for optimal performance. CFCI does not have the technology that many schools have.  Two EC teachers are not described as computer proficient.  There is computer lab, library, cafeteria, or teacher’s lounge present as CFCI.  There is a common area that the whole school K-8 shares and a teacher workroom.   There is no janitorial staff at CFCI.  The school contracts out with a cleaning company.  

Time is described as the most difficult challenge for teachers.  Surveys indicate that it is the number one issue for teachers across the board.  Teachers have to do everything to run the school, so time is a particularly extraneous challenge.  Staff members are described as “spread very thin” and have a lot going on and invested with the school.  Most teachers stay well beyond end of school day and come into school on weekends.  EC staff does not have a quiet workspace to complete paperwork.  Because of federal guidelines staff is not permitted to take documents home, at least not originals.  Time management is described as a small issue.  EC teachers see kids all day but also describe things that come up throughout the day, situations, frequent interruptions, etc.   

What Should Be Happening:  The roles need to be more clearly defined and communicated.  Feedback system needs to be developed and utilized.  Checks and balances system needs to be established.     Staff needs to be able to use time more efficiently.  Establish an agreement with staff to come up with a way to say, either visually or verbally, “this is not a good time-I’m working on something important” and we need to agree to respect that for the most part.  Organize all available space to meet the needs of the program.  EC program needs one more office/work space.  These spaces are also shared with our support staff (OT, PT, SLP, Psychologist, counselor).  Spaces need to be completely organized to support efficient work habits.  EC teacher’s need to complete paperwork on laptops so that they can take the confidential information home and work on it at home if necessary. 

Worker Analysis:

What is Happening:   This is described as the most challenging areas at CFCI.  Currently, EC program has three teachers with contrasting personalities.  One teacher is toward the end of her career and last year was her first year at CFCI.   This person has a lot of experience and according to Director came into this situation resenting the EC coordinator for not being offered that position.  This person has discussed just sort of riding out the rest of her years until retirement.  Motivation to go the extra mile is not present.  Her work habits apparently stand out from the rest of the staff.   She leaves early, frequently.  In fact, the loop-level team holds their Student Support Team meetings during the day so that this EC teacher can be there.  Worker selection may be a mismatch for organization.  This teacher has had a very difficult time getting along with other colleagues (outside of the EC program and inside) this year.   She is the only teacher that has had to go to multiple mediated conferences with various colleagues.  This person seems to have a lot of knowledge but does not have the desire to use it to her ability.  Personnel issues may be present that effect job performance.  This teacher’s style is described as wanting to complain about a problem but does not want to be part of the solution.  

The other EC teacher is not currently certified in Special Education and has only been teaching for two years.  She has had a lot of other experiences with students with special needs but is not currently through with her training.  This person is motivated but does not always have the skills and knowledge to complete things properly.  This teacher also has a very specific type of personality where she really believes that she is doing everything right and will not ask questions to make sure.   This person also gets very upset if questioned by colleagues, which is part of CFCI communication agreement.   She has only had one year of “on the job training” as far as being an EC teacher.  This teacher is described as not wanting anyone to check behind her, yet is not yet highly qualified to be doing everything that an EC teacher has to do autonomously.  

The EC Coordinator is described as a diligent and conscientious worker but can be rigid and very particular.  The Director describes the coordinator as obviously caring about the best interests of the children and the school but she can be a perfectionist and project that onto colleagues.  The EC Coordinator has been described as having a strong personality and direct communication style that can at times clash with colleagues.  The EC Coordinator feels very strongly about keeping things organized, speaking her mind and getting things done to the absolute best of her ability.  

EC assistants work on an hourly basis and have been a very effective part of the team as far as supporting students.  The assistant responsibilities do not go beyond working with children. CFCI hired an additional assistant to start August 2004.  The support of assistants helps EC teacher have more time in their day.  This should help in successfully completing job responsibilities more successfully.  

Among EC teachers, mutual respect is not present as it is with other teachers in the building.  Teamwork is not as strong as it needs to be. Program does not operate as a cohesive unit all of the time.  Some teachers are described as taking things very personally and do not handle any type of criticism well. 

The LEA Representative for IEP meetings is either the Director or the EC Coordinator. Director is not knowledgeable about the specific aspects of EC issues.  Concern of Coordinator is that the non-certified, less experienced EC teacher is guiding very important life/educational decisions for students without someone knowledgeable there to question the decisions if necessary.   

What Should Be Happening:  The teachers in the EC program need to create a shared vision for the program and discuss teamwork strategies together.  They should develop a plan to support each other but also to act a catalyst for feedback and checks and balances.  They need to: communicate more frequently at formal times as a program, follow through with decisions that are made together, establish guidelines, systems, and procedures as a department and follow them.  The team needs to: explore a system of consequences for not non-performance, engage in more team building activities, attend trainings as well as deliver trainings as a team.  Team needs to feel safe to express themselves professionally without worrying about offending colleague.  The team needs to follow through with established procedures for grievances—have the meetings, complete the documentation and take it to the personnel committee if needed.  The program needs to develop benchmarks and best practices as an EC team.  


Performance Gap Analysis


	Performance

Gap
	Type of 

Gap
	Cause of

Gap
	Cost of

Gap
	Consequence/

Importance

	Lack of direct support from NCDPI representatives
	Present

Negative
	-Geography

-lack of  communication, -excessive duties on part of DPI staff
	-Devoid of an affective working relationship
	-Information quality/may be misunderstood, misinterpreted or not communicated properly

((

	Charter School Law vs.

Special Education Law-philosophical disagreements
	Present Neutral
	-Receiving information from too many sources

-lack of clarification and dissemination of information
	-School has been performing above standards in all academic

Areas but have belief/mission discrepancies among staff
	-School community thrives on all members clearly following mission statement & vision 

((((

	Parents are not as well informed as they should be
	Present 

Neutral
	-Lack of knowledge

- lack of dissemination of information
	-Students progress/growth may not be as powerful as it could be
	-Parents choices to come to charter school may be affected

(((

	( Partnerships with other charter schools (with similar vision) and NHCS
	Future

Neutral
	-Lack of knowledge

-lack of communication

-negative attitudes
	-Training for CFCI members, 

-( reciprocating

quality educational practices


	-Decrease Learning Opportunities for Professionals in Education

(((



	Performance

Gap
	Type of 

Gap
	Cause of

Gap
	Cost of

Gap
	Consequence/

Importance

	Teacher/staff

Lack of knowledge-processes, procedures of EC/IEP paperwork
	Present 

Negative
	-Lack of:

Knowledge,

Dissemination of information

Communication


	-staff not understanding of policies,

procedures &

systems

-increase time to complete documentation
	-Additional hours of discussions &

Explanation

-inefficient dissemination of information

-Ignorance to policies

-potentially negative decision making practices 

-Documentation accurate and/or timely

(((((

	Lack of hierarchal structure within EC Department & CFCI


	Present

Negative
	-CFCI charter and structural set up by founding members & staff 
	-+++( hours spent in discussions,

problem solving, decision making processes


	-confusion of staff and all stakeholders

involved 

-frustration

-burn out

((((

	-Unclear policies, procedure, hierarchy, job performance standards


	Future

Negative
	-time invested

-negative work relationships
	-Negative work attitudes(affect every area of job performance=

Unconstructive impact on school community
	-Student services suffer

-turn over of staff

-school community

-lack of stability

((((

	Continuation of unacceptable &/or

undesirable

behaviors
	Future

Negative
	Complicated and unclear processes for grievances, resolutions policies

-lack of direct supervision
	-EC program remain stagnant--(performance level)

- # out of compliance records may remain same or increase
	-Student services suffer

classroom 

-teacher dissatisfaction

-potential audit difficulties

((((



	Performance

Gap
	Type of 

Gap
	Cause of

Gap
	Cost of

Gap
	Consequence/

Importance

	Documentation not completed properly, with mission/vision of CFCI in content or on time
	Present 

Negative
	-Lack of knowledge, skills, motivation, consistency (shared vision)

 -philosophical differences & interpretations
	-not pass audit

-potential payback $ to state

-student services may be effected

-# out of compliance stay same or (
	-EC program at CFCI—not as strong as it should be

-inconsistency of service delivery to students

-confusion of teachers & parents

-audit/ records out of compliance

-late/incorrect or out of compliance in headcount process

((((

	Federal Guidelines and procedures not being followed

According to IDEA and charter
	Present Negative
	-changes & updates in laws, procedure governing special education

-lack of information, skills, knowledge, motivation
	-out of compliance in documentation and/or services

-student service delivery

-potential negative impact on children’s education

-audit difficulties
	-confusion & dissatisfaction of staff and stakeholders

-program strength and efficiency  may be effected

-mission/vision of school not being followed

(((((

	Lack

of feedback system(lack of understanding of job performance
	Present 

Neutral
	-CFCI systems, policies, procedures, and protocols

 
	-Work & job performance not at quality that is should/could be
	-Deficiency 

in reflective practices to improve job performance

(((



	Performance

Gap
	Type of 

Gap
	Cause of

Gap
	Cost of

Gap
	Consequence/

Importance

	-( Team work in EC Department=

( positive relationships among staff (
affects school community (
affects children
	Present 

Negative
	-Conflict in

Staff personalities
	-wasted time

-school climate & culture adversely affected

-conflicts become personal

-disagreement in decisions

-lack of continuity in federal paperwork/program
	-lack of continuity in program effectiveness

-transition from one EC loop to next

-isolationists practices in program

((((( +

	( motivation to work to performance ability potential
	Present 

Neutral
	-interpersonal

issues

-intrapersonal

issues

-hidden rewards for lack of performance
	-performance gaps remain present

-inconsistent job performance among EC staff

-paperwork not to standards


	-resentment among colleagues

-frustration

-high performing staff get more work (hidden punishment for good job performance)

((((

	Decision making processes will affect school community/students
	Future

Negative
	disagreements in philosophy

-refusal to address issues directly
	-teachers, staff and stakeholders uncomfortable with EC program continuity


	-continued dissidence in EC Department

-out of compliance paperwork & or not to vision of school

((((


Selection of Performance Intervention Strategies


	Performance

Gap


	Cause of Gap
	HPE Strategy
	Rationale

	Lack of direct support from NCDPI representatives
	-Geography

-Lack of  communication, 

excessive duties on part of DPI staff
	-Provide information
	-To increase positive working relationship with DPI staff in order to give and receive useful, accurate information

	Charter School Law vs. Special Education Law-

Philosophical Disagreements
	-Receiving information from too many sources

-Lack of clarification and dissemination of information
	-Provide information

-Train employees

-Strategic communication
	-To avoid future issues of disagreements of philosophical beliefs based on incorrect information

-To receive correct information by most effective means possible

	Parents are not as well informed as they should be
	-Lack of knowledge

- Lack of dissemination of information
	-Provide Information

-Clarify roles, responsibilities of family support
	-Parents of students with disabilities should be informed and educated regarding support of their children and the education system that they are in

	( Partnerships with other charter schools (with similar vision) and NHCS
	-Lack of knowledge

-Lack of communication

-Negative attitudes
	-Provide Information

-Clarify organization plans
	-Professional educators benefit from learning from one another



	Performance

Gap


	Cause of Gap
	HPE Strategy
	Rationale

	Teacher/staff

Lack of knowledge-processes, procedures of EC/IEP paperwork
	-Lack of:

knowledge, dissemination of information

communication
	-Provide Information

-Train Employees

-Provide Tools
	-Staff members and students will benefit from being knowledgeable about procedures

-Questions and explanation time will be reduced & consistency increased

	Lack of hierarchal structure within EC Department & CFCI
	CFCI charter and structural set up by founding members & staff
	-Clarify organizational plans

-Clarify organizational policy

-Clarify reporting relationships
	-If not hierarchy exists director needs to make several clarifications to compensate for lack of reporting relationships

	Continuation of unacceptable &/or

undesirable

behaviors
	-Complicated and unclear processes for grievances, resolution policies

-Lack of direct supervision

-Lack of shared vision
	-Provide information

-Clarify work responsibilities

-Clarify organizational policy

-Change/improve reward system
	-Organization will not benefit or grow with continuation of undesirable behavior

-Increase desirable behavior

	-Unclear policies, procedure, hierarchy, job performance standards

-Negative work relationships
	-Organizational structure

-Lack of clarification, direction and policy
	-Provide information
-Provide Feedback

-Clarify organizational policy

-Clarify organizational plans


	 -Reduce confusion and gray areas and increase job performance and positive work relationships





	Performance

Gap


	Cause of Gap
	HPE Strategy
	Rationale

	Documentation not completed properly, with mission/vision of CFCI in content or on time
	-Lack of knowledge, skills, motivation, consistency (shared vision)

-Philosophical differences & interpretations
	-Provide information

-Clarify organizational plans & policy

-Change reward system as to not reward for non-performance

-Provide feedback


	-Documentation needs to be completed properly and in compliance

-It must also reflect and maintain the integrity of school vision

	Federal Guidelines and procedures not being followed

According to IDEA and charter
	-Changes & updates in laws, procedure governing special education

-Lack of information, skills, knowledge, motivation
	-Provide information

-Clarify organizational plans & policy

-Change reward system as to not reward for non-performance

-Provide feedback
	-Under federal laws IDEA, ADA, and charter school legislation guidelines, procedures and regulations need to be followed

	Lack of proper space, equipment and time management skills to complete documentation properly & timely

-Lack

of feedback system(lack of understanding of job performance
	-Growth of CFCI,

-( # of EC students

 -( technology

-Frequent change in state forms

-Uninterrupted work environment

 -( organizational skills

-( time management skills

-Absence of communicated expectations or consequence for non-performance

-CFCI systems, policies, procedures, and protocols
	-Provide information

-Provide training

-Provide job/performance aids

-Provide tools

-Provide equipment other than tools

-Provide feedback

-Organizational restructure
	-Organizational structure to too loose and tools and systems are lacking in order to have an optimum work environment

-Excellent time management skills are necessary for high performance

-feedback=growth



	Performance

Gap


	Cause of Gap
	HPE Strategy
	Rationale

	-( Team work in EC Department=

( positive relationships among staff (
affects school community (
affects children
	-Conflict in

Staff personalities
	-Provide information

-Clarify work responsibilities

-Change reward systems
	-If department members have clear understanding of vision and feel rewarded for work high performance will increase

	( motivation to work to performance ability potential
	-Interpersonal

issues

-Intrapersonal

issues

-Hidden rewards for lack of performance
	-Change reward system as to not reward for lack of performance

-Use progressive discipline

-Change reward system-support
	-If laggards are not rewarded for lack of performance the behavior will decrease

-If workers understand consequences high performance behaviors will increase

	Decision making processes will affect school community/students
	-Disagreements in implementation of philosophies

-Refusal to address issues directly
	-Train employees

-Clarify organizational plans & policy

-Provide tools
	-If employees are well informed they are more empowered to make good decisions

-If unified vision is followed good decision making behaviors will increase 


HPE Implementation Plan

Stakeholders:  NCDPI, Parents, CFCI Board of Directors, IDEA, and ADA


	Gaps
	Root Causes
	Interventions

	Lack of direct support from NCDPI representatives
	Geography

-Lack of communication,

excessive duties on part of DPI staff
	O1

-Provide information

	Charter School Law vs. Special Education Law-

Philosophical Disagreements
	-Receiving information from too many sources

-Lack of clarification and dissemination of information
	O2

-Provide information

-Train employees

-Strategic communication

	Parents are not as well informed as they should be
	-Receiving information from too many sources

-Lack of clarification and dissemination of information
	O3

-Provide Information

-Clarify roles, responsibilities of family support

	( Partnerships with other charter schools (with similar vision) and NHCS
	-Lack of knowledge

-Lack of communication

-Negative attitudes
	O4

-Provide Information

-Clarify organization plans


Implementation Plan

Measurable Objectives:

O1     a. EC Coordinator and CFCI Director will receive support needed from DPI representatives and become knowledgeable/comfortable enough with information to share it with other staff members within each school as necessary for EC program to run within all federal/state regulations.  

b.  EC Coordinator and CFCI Director will establish and maintain a positive and productive professional working relationship with DPI staff members (EC Representatives) within 2004’-2005’ school year-maintenance each subsequent school year (if any staff changes occur on either end)

O2     a.  CFCI Director will establish and communicate procedure for receiving information regarding Charter School Law and Special Education Law

b.  CFCI Director will review information from Charter School Office and EC Offices to establish if there is a question or discrepancy, if information is subjective or interpretative Director will bring it to staff members for discussion and subsequently will share outcomes and/or information

O3    a.  Parents will be more informed and educated regarding the EC program at CFCI.  Affective parent support will increase.  Parents will be able to make more informed decisions regarding the choice to send their child with special needs to a school of inquiry. 

b.  CFCI school staff will increase understanding of EC program by being a part of the presentations and the processes.

c.  Parents will have an additional advocate/support with increase involvement of school counselor/therapist

O4
a.  Frequency and quantity of information that is available to public will be increased.  

b. Frequency, quality, and quantity of established partnerships with NHCS and comparable charter schools will increase

c. CFCI will be admitted into UNCW PDS system by 2004’-2005’ school year

Methods and Procedures:  

· Specify request for information and support from DPI staff

· Provide clear, concise list of questions, clarification needed from DPI staff

· Share information (directly) received with pertinent staff members

· Provide clear, concise list of questions to DPI staff (Charter School and EC offices) regarding clarification of the regulations governing charter school law vs. regulations governing special education law

· Provide staff members and appropriate administrators with answers from DPI staff

· Provide staff with protocol, procedures for clarifying information-EC issues go through EC Coordinator, Charter School issues-go through Director—compare answers if they relate to one another to address potential conflicts of interests

· Create and send home invitations to EC parent meeting night-one in Fall and one in Spring (to include new students for following year)

· Create committee to present and discuss information for EC parent meeting night: establish agenda, information to be shared, roles, time-line, procedures, location, time, date-most convenient and logical time to increase participation by parents/staff members

· Recognize teachers who chose to be involved in this process in order to encourage their involvement 

· Meet with Counselor Committee and new School Therapist/Counselor to establish and clarify their role in the SST and IEP processes as well as their approach to family involvement

· Recognize counselor for positive involvement and support

· Establish and create written list of roles and responsibilities

· Re-write counselor job description as needed/necessary

· Utilize Dissemination and EC Grant funds (as appropriate) to create brochures, advertisements (as appropriate), presentations, and consortiums to share information regarding CFCI and establish partnerships-to include information on EC Program

· CFCI Director will establish and maintain contact with UNCW representatives to include CFCI in the Professional Development System

· CFCI Director will establish and maintain all pertinent and necessary information with CFCI staff member regarding involvement in PDS system

Tentative Schedule:  
· August 2004-EC Coordinator to gather data/questions regarding issues needed for clarification from DPI staff 

· August 2004-Establish contact and ascertain methodology that is most affective form of communication for individual (phone, email, fax)

*This strategy is to be used throughout year and subsequent years as needed, necessary or appropriate

· August/September 2004- EC parent meeting night to be held by early August (8/11-school begins for kids)

· September 2004-Director established with staff and shares process for receiving and disseminating information (as related to EC vs. Charter School guidelines)

· On of before December 2004-all PR, “advertisement” information will be disseminated

· December 2004- Evaluate effectiveness of strategies, fine-tune as needed 

· December-February 2004-provide staff with feedback on implementation of subsequent strategies

· Evaluate effectiveness of strategies, fine-tune as needed

· March-May 2004-continue feedback, support, fine-tuning as needed 

Projected Gains in Performance:  

· Clear understanding of information received from DPI

· Information quality will be more significant & useful

· Procedures and protocols for receiving and sharing information will be more clear

· Decrease conflicts in interpretation of information-regulations, guidelines

· All staff members will be clear on implementation of mission and vision, increase # of staff members that share vision

· Stronger more cohesive school community

· Stronger, more affective support for students

· Parents will choose to send their children to CFCI for “right” reasons

· Increase professional learning opportunities with various professionals in education

· Decrease confusion among staff regarding procedures, policies and reporting relationships

· Affective use of new counselor position, counselor becomes part of CFCI community

Implementation Costs and Resource Needs:  

· Time spent with communication
· Effort
· Director time 
· DPI staff supports
· Modes of communication
· Parent Involvement/Participation
· Approximately $2,000.00 for one year to create and disseminate information (funded by grants)
· UNCW staff members
· NHCS staff members-as established/appropriate contacts and relationships
· Charter school staff members-as established/appropriate contacts and relationships
· Copies of appropriate publications to parents as necessary for educational/informational purposes

	Gaps
	Root Causes
	Interventions

	Teacher/staff

Lack of knowledge-processes, procedures of EC/IEP paperwork
	-Lack of:

knowledge, dissemination of information

communication
	WE1

-Provide Information

-Train Employees



	Lack of hierarchal structure within EC Department & CFCI
	CFCI charter and structural set up by founding members & staff
	WE2

-Clarify organizational plans

-Clarify organizational policy

-Clarify reporting relationships

	Continuation of unacceptable &/or

undesirable

behaviors
	-Complicated and unclear processes for grievances, resolution policies

-Lack of direct supervision

-Lack of shared vision
	WE3

-Provide information

-Clarify work responsibilities

-Clarify organizational policy

-Change/improve reward system

	-Unclear policies, procedure, hierarchy, job performance standards

-negative work relationships
	-Organizational structure

-Lack of clarification, direction and policy
	WE4

-Provide information

-Provide Feedback

-Clarify organizational policy

-Clarify organizational plans


Implementation Plan

Measurable Objectives:

WE1
a.  EC Staff and teachers will become knowledgeable and feel comfortable enough with EC procedural guidelines to complete the functions of their jobs related to this area

b. Increase knowledge of EC procedures and guidelines will be measured by quantity of mistakes, misinterpretations and misunderstanding as evidenced in all documents and decisions that are made as being best for students and follow federal/state guidelines

c. Increased knowledge of EC procedure and guidelines will be measured by quantity of questions from teachers/staff-time spent explaining and/or repeating explanations

WE2   a.  All federal documentation will be completed accurately, all components in order and turned in/completed on time



b. December 1 and April 1 headcounts will contain no mistakes

c.  EC Coordinator will have process/procedure to follow if documentation is incorrect, inaccurate or late

d.  EC staff will be aware of process described in c. 

WE3
a.  Communication agreement followed, issues dealt with head-on between or among involved parties

b. Issues, discrepancies, problems among EC staff will decrease as measured and evidenced by increase positive work relationships and more teamwork

c. Recognition board will be utilized daily for positive reinforcement (reward)

d. Unified vision, mission for EC program will be created and followed as evidence by cohesive operation of department 

WE4
a.  EC teacher job description is created

b. Job performance increased as evidence by director observation of staff members within EC program

c. Documentation of EC weekly meetings and discussions kept in EC office

Methods and Procedures: 

· EC Coordinator will provide directions for all state forms and guidelines to EC teachers and SST Loop-Level Chairs and asked that they read over them
· EC Coordinator do provide all staff member with easy read, bulleted information regarding documentation procedure (visual aid)
· EC staff provides in-service training: mission, procedures, guidelines, and improving our SST/IEP process
· Director to address and clarify the chain of events for getting paperwork completed properly and turned in on time
· Director to clarify EC Coordinator’s role in this process if paperwork is not completed properly
· EC staff w/director to establish, communicate and follow unified vision, goals and benchmarks for EC program

· Committee to create an EC teacher job description 

· Director to clarify work responsibilities, standards, expectations and procedures with EC staff members

· EC weekly meeting schedule will be developed and carried out

· Provide reminder of procedures of CFCI communication agreement and discuss

· Director to clarify her role in the operation of EC program

· Create “recognition” board in faculty area to send messages to each other

Tentative Schedule:  

August 2004- EC teachers and SST Loop-Level Chairs receive directions and bulleted visual aids to all pertinent staff members

August 2004-begin work on vision, mission—aim to have completed by September 2004

August 2004-create and explain use/purpose of recognition board

August 2004- begin weekly EC meetings, establish agreed upon schedule (day/time) to meet

August/September 2004- Director will clarify and discuss issues (as listed above) with EC staff (on going as needed to fine-tune)

October 2004-In-service training completed

December 2004- Evaluate effectiveness of strategies, fine-tune as needed 

December-February 2004-provide staff with feedback on implementation of subsequent strategies

March-May 2004-continue feedback, support, fine-tuning as needed

Projected Gains in Performance:  

· Increase understanding of EC procedures, decrease mistakes

· Increase cohesion and teamwork of EC Department

· Decrease confusion in process and reporting relationship

· Increase clarity of job performance standards

· Increase job performance 

· Increase effectiveness of EC program at CFCI

· Increase positive working relationships among EC staff

· Decrease mistakes in documentation and processes

· Decrease incidence of out of compliance records

· Increase supervision/accountability from Director

· Increase time-on task for work responsibilities by reducing time repeating or explaining procedural information 

· Increase more informed decisions made by all teachers

· Decrease late paperwork completion

· Increase effectiveness of student services

· Increase EC positive role in school community

· Decrease EC staff turnover-when this is a desired result it is a gain

· Increase positive and affective working relationships among EC and Classroom teachers

· Decrease chance of not passing audit

Implementation Costs and Resource Needs:

· Approximately 2 hours training
· Director support and involvement
· Copies of directions
· Time spent with communication
· Effort
· Director time 
· DPI staff supports
· Modes of communication

	Gaps
	Root Causes
	Interventions

	Documentation not completed properly, with mission/vision of CFCI in content or on time
	-Lack of knowledge, skills, motivation, consistency (shared vision)

-Philosophical differences & interpretations
	WI1

-Provide information

-Clarify organizational plans & policy

-Change reward system as to not reward for non-performance

-Provide feedback

	Federal Guidelines and procedures not being followed

According to IDEA and charter
	-Changes & updates in laws, procedure governing special education

-Lack of information, skills, knowledge, motivation
	WI2

-Provide information

-Clarify organizational plans & policy

-Change reward system as to not reward for non-performance

-Provide feedback

	Lack of proper space, equipment and time management skills to complete documentation properly & timely

-Lack

of feedback system(lack of understanding of job performance
	-Growth of CFCI,

-( # of EC students

-( technology

-Frequent change in state forms

-Uninterrupted work environment

-( organizational skills

-( time management skills

-Absence of communicated expectations or consequence for non-performance

-CFCI systems, policies, procedures, and protocols
	WI3

-Provide information

-Provide training

-Provide job/performance aids

-Provide tools

-Provide equipment other than tools

-Provide feedback

-Organizational restructure


Implementation Plan

Measurable Objectives:

WI1
a.  Established vision will be communicated and followed measured by observation of all involved parties

b. IEP will be written with similar continuity and format as evidenced in documentation of IEP paperwork

c. Director will become more familiar with procedural regulations governing special education as the LEA Representative in IEP meetings measured by involvement and discussions with EC teachers as needed and appropriate

d. Corrective Action meetings will be held if necessary and appropriate as measured by compliance of documentation

e. EC teachers will receive fair-warning (as determined by EC Coordinator and Director) by way of notice in reference to important dates and deadlines

WI2   a.  EC Coordinator will provide EC teachers with any updates, changes from state regarding guidelines, regulations and document changes via written notice and verbal explanation

b. Director will hold meeting with EC staff to discuss implementation of guidelines at CFCI 

c. Director will encourage dialogue among EC Staff regarding issues in order to establish and maintain open, progressive communication measurable by observation and documentation

d. All EC Teacher and Coordinator will operate under same expectations (appropriate to roles and responsibilities) as measured by their job performance and output

WI3
a.  EC Teachers will gain access to state/federal forms on CD-Rom as provided by EC Coordinator

b. EC Teachers will gain access to more technological aids to assist in completion of documentation processes

c. EC Teachers will receive general orientation for use of lap-tops so that they feel comfortable and confident using at least basic word processing functions to assist documentation processes

d. Organizational systems and work area system will be improved in EC areas to assist in work/time effectiveness and efficiency

e. EC Teachers will gain access to more focused time on task regarding documentation/paperwork completion by building in the appropriate amount of time (as determined by # of students on their caseload) to their weekly schedules

f. EC Teachers will increase understanding of consequences of non-performance by clarification from director and measured by job performance

g. EC Staff may engage in restructuring of loop (grade) levels covered as determined and measured by the quantity of students with IEPs in each grade level-internal decision by EC Staff and Director

Methods and Procedures:

· EC Staff will deal with several issues and discuss work issues in meeting with Director, priority of importance of issues agreed upon between EC Coordinator and Director
· Director will lead meeting to discuss:  
· Vision, mission, goals for EC program
· Expectations for completion of federal documents including corrective action if necessary
· Implementing guidelines that coincide with EC program vision and CFCI mission statement, including establishing an agreed upon review date to examine successes/struggles
· Evaluate effectiveness of current loop-levels served by EC Teachers and discuss need for adjustment if necessary
· Encourage open dialogue and set leadership standard for teamwork within EC department by modeling expectations and revisiting periodically
· EC Staff will engage in brainstorming session as a team where they will write and review and IEP together to discuss any discrepancies, styles and develop a level of cohesive standards that not only follow federal guidelines but also maintain the integrity of CFCI’s mission
· Director will attend staff training on Special Education guidelines and review further material if necessary to become a more active participant in IEP process
· EC Coordinator will create and distribute and list/notice of important dates to EC Teachers-providing them as much notice as possible so that documentation is completed on time
· EC Coordinator will provide EC Teachers with and information from DPI regarding changes, updates, form changes, etc. in a timely fashion-as appropriate throughout school year
· EC Coordinator will provide EC Teachers with work assists and aids to improve performance to include:  personal lap-top, individual printers in their work space, copies of updated state forms on CD-Rom, orientation of use of lap-tops
· EC Coordinator will order organizational tools, work systems and furniture (with input of teachers) to include:  desks (office/teacher), shelves, filing cabinets, file boxes, as well as general office supplies in order to improve environmental organization of EC areas as well as to increase work efficiency
· Director will suggest that EC Teachers include a block of time for completion of paperwork into their weekly schedule to encourage conscientious completion of IEP documentation
Tentative Schedule:  

August 2004-EC/Director meetings-to discuss several issues and establish time for future meetings to review progress or continue meeting in needed

August/September 2004- all work systems, equipment, tools and aids will be in place by early September 2004

September 2004- EC staff to meet and review and IEP together

September 2004- EC Coordinator to distribute list of dates for IEP s for December 1 headcount

October 2004-In-service training (EC issues) completed by director

October 2004- provide feedback to one another (on going as well)

December 2004- Evaluate effectiveness of strategies, fine-tune as needed 

December-February 2004-provide staff with feedback on implementation of subsequent strategies

February 2004- EC Coordinator to distribute list of dates for IEP s for April 1 Headcount

March-May 2004-continue feedback, support, fine-tuning as needed

Projected Gains in Performance:  

· Stronger, exemplary, effective EC program
· Improvement of service delivery to children
· Teacher and parents will be less confused by discrepancies and/or lack of consistency = increased confidence in program
· Fewer records out of compliance, no concerns with passing DPI audit
· Increase frequency of documents being completed and submitted on time
· Increase accuracy of information being submitted to EC Coordinator and state for headcount processes 
· Increase confidence and satisfaction of stakeholders
· Mission of school will be followed 
· Understanding and agreement of EC staff members will increase thereby effecting work climate in positive manner
· Consistent system procedures will be utilized more frequently
· Decrease the negative effects of students transition from one EC Teacher to next by providing some consistencies to all involved parties
Implementation Costs and Resource Needs:

· Approximately 2 hours training + additional reading (Director discretion)
· Director support and involvement
· Approximately $5,000.00 on technology hardware, software and supplies (funded by grant money)
· Approximately $2,000.00 on equipment, furniture, aids, supplies
· Time spent preparing documents
· Time spent with communication and meetings
· Effort
· Director time 
· Grant funds maintained 
· Modes of communication

	Gaps
	Root Causes
	Interventions

	-( Team work in EC Department=

( positive relationships among staff (
affects school community (
affects children
	-Conflict in

Staff personalities
	W1

-Provide information

-Clarify work responsibilities

-Change reward systems

	( motivation to work to performance ability potential
	-Interpersonal

issues

-Intrapersonal

issues

-Hidden rewards for lack of performance
	W2

-Change reward system as to not reward for lack of performance

-Use progressive discipline

-Change reward system-support

	Decision making processes will affect school community/students
	Disagreements in implementation of philosophies

-Refusal to address issues directly
	W3

-Train employees

-Clarify organizational plans & policy

-Provide tools


Implementation Plan

Measurable Objectives:

W1
a. Increased observable mutual respect and professionalism among EC Staff as well as other classroom teachers, staff members as measured by lack of disagreements, altercations, confrontations, grievances and decrease in frequency of mediated conferences held

b. EC Program team members plan and conduct more trainings and in-services together as measured by quantity and quality of trainings (including brief, informal trainings at staff meetings)

c. EC Program staff members engaged in more team building or social activities as unit-to include classroom teachers and other staff members when appropriate

W2 
a.  Laggards will not be rewarded with less expectations/job performance responsibilities due to non-performance as measured by observation of their job performance

b. EC Program team members will demonstrate increase support for one another through weekly team meetings and positive reinforcement as appropriate

c. Natural consequences established and utilized for lack of performance

d. Parent, teacher (classroom), students surveys will be distributed and reviewed by EC staff and Director quarterly 

W3
a.  Classroom teachers and other staff members (assistants, director) will demonstrate increase knowledge and understanding of EC systems as measured by observation, discussion and paperwork completion

b. Creation and implementation of shared vision will increase ownership and investment in EC team there by further strengthening program

c. EC Program staff members will demonstrate following CFCI vision as well federal regulations as measured by observation and documentation

d. Increase multi-disciplinary team members for SST and IEP meetings by including School Therapist on team

e. Director will demonstrate increase involvement in IEP processes as measured by actions/observation

Methods and Procedures:

· Director ad EC Staff to hold meetings (as many or as much time as needed) to address the following issues:
· Expectation/display of mutual respect and professionalism
· Address issues of non-performance or laggards—expectations as and EC Teacher at CFCI and consequences for not meeting job performance standards
· Explain consequences for lack of performance
· Discuss importance of following shared vision, teamwork
· Explain increase involvement in IEP process as needed and appropriate with purpose to ensure mission, vision of school as well as program is followed
· Support creation and implementation of shared vision for EC Program
· EC Program team members will plan and conduct needed trainings as a team 
· EC Program team members will engage in some level of social and team building activities together-involving classroom teachers and other staff members as appropriate
· EC Teachers and Coordinator will hold weekly EC meetings, document issues discussed 
· EC Program Team members will demonstrate more supportive environment for one another by using positive reinforcement and/or “recognition board”
· EC Program Team members and Director will create a brief survey and utilize quarterly to evaluate program-stakeholders, teachers, students
· EC Teachers will assist in empower classroom teachers and other staff members to become more knowledgeable about EC issues by sharing information, having discussion, sharing decision making with them
· School Therapist will be invited to attend IEP meetings when appropriate and be viewed as equal member of team to create a more multi-disciplinary team approach as well as be given the encouragement to become involved with parents/families.  
Tentative Schedule: 

August 2004- weekly meetings begin

August 2004- establish working relationship, rapport with School Therapist

August 2004/September-EC meetings continued through year as needed

September 2004- Survey created

October 2004-survey distributed and subsequently distributed each nine weeks  

October 2004-December -plan and conduct trainings, continued through year as needed

*Implementation of other much more subjective/qualitative strategies will be worked on and continued throughout entire year-daily
Projected Gains in Performance:  

· Continuity, consistency and stability in EC Program
· Increase teamwork and positive working relationships among EC program staff members
· Increase motivation for EC team members to establish high job performance
· More sound and cohesive team decisions made
· EC Program will grow stronger
· EC Program will have more of a positive impact of CFCI community
· Increase satisfaction of stakeholders
· Decrease the negative effects of students transition from one EC Teacher to next by providing some consistencies to all involved parties
· Stronger, exemplary, effective EC program
· Improvement of service delivery to children
· Teacher and parents will be less confused by discrepancies and/or lack of consistency = increased confidence in program
· EC program vision and goals will be followed 
· More separation of personal vs. professional issues
· Federal Documentation/paperwork meets or exceeds standards
Implementation Costs and Resource Needs:

· Time
· Effort
· School Therapist
· Support, time and input from Director
· Any and all training materials as determined by EC Team Members
· Social Activities-outdoor recreation, social functions, etc. 
· Paper and envelopes
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