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Overview

In 1990 Dr. Stephan Covey wrote a captivating book entitled The Seven Habits of Highly
Effective People. Habit #5 forms the cornerstone of this report. It states that one should “seek
first to understand and then to be understood.” When beginning work in any organization, this
becomes a mantra for leadership; hence the rationale for the body of work below.

A plan of entry was coordinated by Downingtown Area School District Superintendent of
Schools Larry Mussoline, Ph.D. from July 1, 2009 through March 31, 2010. The entire plan took
nine (9) months and consisted of interviews with 575 internal and external stakeholders through
on-line questions, focus groups, and face-to-face dialogue. Those stakeholders participating in
the study include parents, business leaders, local community leaders, students, teachers,
administrators, and DASD board members. The information gleaned throughout this document
was told to Dr. Mussoline by simply more than one stakeholder. It does not represent Dr.
Mussoline’s opinion or judgment. It is an opportunity for the organization to examine itself
through the eyes of its constituent stakeholder’s perceptions. While no one can be sure if the
information is truthfully descriptive of the workings of the Downingtown Area School District, it
does represent the candid perceptions of a wide variety of stakeholder groups.

When entering the leadership position of any school district, Susan Moore-Johnson in her 1999
study, Leading to Change: The Challenge of the New Superintendency, identified three dilemmas
facing every incoming superintendent. One is whether to define a vision for change unilaterally
or collaboratively. We chose collaboratively. Second whether to tighten or loosen the structures
of hierarchical control. We did both over the course of nine months. Last, and most stressful to
those within the organization, is whether to unmask a district’s failings or celebrate what works.
We chose to do both in a SWOT analysis (Strengths, Weaknesses or growth areas to support the
vision, Opportunities to achieve the vision, and Threats to the vision) format below.

The data-analysis review of this study will be segmented into six areas. First, the strengths of the
district will be identified. Next, areas for growth leading to the vision for the future will be listed.
Third will be a description of the DASD future vision through the analysis of District needs.
Next, an explanation of the threats that arose from the survey research will be discussed. Fifth
will be a sketch of potential opportunities for the future that were teased out in the overall
process. The last section of this report will describe the District’s core values that were
determined through a nine month process of working with the entire school district teacher and
administrative staffs.
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Almost all stakeholder groups enumerated a number of DASD strengths. Those are listed below:

1.

Student Centered — The District seems to be recognized both internally and externally
as being student centered and supportive of children. This positive trait appeared in all
stakeholder interviews and hence is widely recognized as a strong characteristic of the
district. Students generally enjoy attending school here. Parents generally enjoy the
benefits of the school system. Teachers and administrators generally enjoy working with
students and parents in the district.

Special Education Programming — The District enjoys a positive reputation among
parents of special needs children. Many parents cite the fact of moving to Downingtown
because of our “caring special education department.” Parents view the myriad of
programs that a large suburban district offers as a strong positive.

Strong Extracurricular Program — DASD is well known throughout state and region as
possessing a strong athletic, music, drama, club, and overall extracurricular program for
students. Students and community members generally believe that the District offers an
abundance of opportunities for students to become involved in areas of interest. District
sponsored or supported programs range from clubs like robotics to summer camps to
interscholastic athletics to individual and group academic competitions to various trips
abroad. No doubt this strength area is tied into the first ‘student centered’ positive in this
report.

Community History and Recognition — There emerged a sense of pride and respect for
the greater Downingtown community. Once a small mill town and now a sprawling
Philadelphia suburb, Downingtown residents and specifically the Downingtown Alumni
Association boast about being ‘the oldest high school alumni association in the nation.’
The community today consists of 100 square miles and is populated by train and
automobile commuters throughout the northeast corridor. The greater Downingtown area
is widely recognized in the five-county Philadelphia region as one of the top 10 places to
live and one of the top 20 places to attend school. Both new and native residents are very
proud of Downingtown’s old-school charm and newly found affluence.

Classroom Teachers — Research widely recognizes the importance of the individual
classroom teacher in both student achievement and building relationships. The
respondents of this survey corroborate that finding for Downingtown. For the most part,
the feeling is that classroom teachers are well liked and respected for the work they do
with children. Again this comes as no surprise given the number one positive finding of
this survey related to the student centered nature of the organization. The surprise comes
in the form of the general community opine of the PSEA Teachers’ Union. A distinction
needs to be made. While the overall community likes and respects their children’s
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teachers they are radically losing confidence in the PSEA-led teachers union. Most likely
this finding has something to do with a recent 2008 teachers’ strike. Also, and
interestingly enough, while classroom teachers enjoy a very positive reputation, generally
the building-level administrative team and specifically the central administrative team are
largely viewed negatively in the community.

Student Achievement — In general respondents indicated that student achievement is
‘fairly strong’ in DASD. While the usefulness of the state PSSA test meets with mixed
reviews from all constituent groups, stakeholders generally believe that through the
newspaper reporting of the PSSA testing instrument, the greater DASD community
maintains property values and reaps recognition.

Many cite the district’s strength in college preparation especially in the area of writing.
With over 90% of our graduates attending college (e.g., combined 2-year and 4-year
programs) this is not a surprising strength. Again, and in stark contrast to student
achievement, is an underlying belief by many stakeholders that DASD is not
academically rigorous enough challenging all students.

On one hand stakeholders believe that we are strong academically and prepare children
for college but conversely feel that more academic rigor is needed our curriculum. While
a definite strength area, there is always room for improvement as evidenced by the below
graph that shows mostly a flat-lined pattern of PSSA student achievement over a four
year period for many individual schools within the district.

Basically the graphs on the next page illustrate the extraordinary fact that Downingtown’s
floor PSSA scores per each building are inordinately high.

The question becomes: Is growth and continuous academic improvement occurring
yearly in DASD schools? An interesting paradox.
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Almost all stakeholder groups enumerated a number of areas of growth for DASD to strive for in
the future. Our organizational vision will be derived from these growth areas.

The listing of growth areas for DASD organizational goal setting is enumerated below. The
needs are divided into eleven categories: Technology, Facilities, Population Growth, Leadership,
Curriculum, Instruction, & Assessment (CIA), Parent Involvement, Human Resources, Special
Education, Public Relations, Business Office, Food Service, and Extra Curricular Activities. The
purpose of these growth statements is to prioritize them and strategically create internal goals to
enable the organization to achieve its vision.

A Word About Technology
A defining need identified by all surveyed stakeholder groups was the area of technology.

All schools are faced with the need to improve student achievement in every area, and schools
are collecting mountains of data that must be reported to stakeholders. As a result, schools are
encouraged to innovate using this data. Technology must support the efficient and effective use
of data driven decisions throughout the district. Hence, one of the key components touted as an
essential resource for educational improvement is technology.

Technology is often viewed as essential to accelerate the pace of work for already very busy
teachers and administrators. The problem with all of this is technology isn’t cheap and it must be
reliable.

From an historical perspective, the District experienced a horrific technology security breach
during the 2007-08 school year. The situation garnered national media attention and
unfortunately solidified the foundation for disdain and lost trust with any and all technological
initiatives throughout the District. Today, two years later, DASD struggles to garner superlatives
either internally or externally about its technology program even in the face of some sweeping
alterations occurring in that department over the past two years. Please refer to the section on
technology growth below.

Rank | Technology

1 Dependability of the infrastructure as it relates to classroom technology
1 Communication is lacking both within the technology department and with end users
1 Continue to equip classrooms identified by the principals with SmartBoard technology to

replace chalkboards as per the existing plan. Possibly extend the completion plan through
the 2012-13 school year.

1 Continue creating a wireless mobile computing environment in all schools through the
acquisition of windows-based laptop carts to provide flexibility for classroom and testing
objectives.

1 Strive to eliminate dedicated computer rooms in all schools to open space for early childhood
programming moving to a near one-on-one computer cart environment.

1 Insure that all schools can support a wireless computing environment noting that at least six

(6) DASD schools need approximately $150,000 of upgrade to create the density needed to
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support mobile computers throughout the school.

2 Create some gap analysis evaluation instrument to gauge training needs of our teach

instructional staff through some sort of gap analysis

for SmartBoard usage and mobile laptop cart usage. Also gauge computer skill level of the

ing staff

2 Install a VOIP phone system for organizational effectiveness, organizational safety, and

organizational efficiencies.

2 Create synchronous and asynchronous curricular delivery systems for K-12 programming,

professional development, and STEM Academy needs.

2 Insure that there is technology supportive of curricular designs like podcasting, video

lessons, streamed broadcasting, television production, cable TV presence, and blogging. We
need to create a more robust media center and media presence on the Internet and on Cable

TV.

2 Create a new DASD Web site this is more user friendly to internal and external consumers.

2 Laptop computers should be issued to all DASD teachers for flexibility and mobility for their
work environment.

2 Begin to refresh and replace existing computers in all schools under a lease-purchase option
starting during the 2010-11 school year. We will refresh computers every 5-years to insure
reliability and to minimize technology support

3 Implementation of new technological systems is not paired with adequate training

4 Technology leadership, vision, and resources are viewed as being behind for 2010.

5 The technological capacity of all teachers is very unequal (as measured through a Gap
Analysis survey.)

6 Department technicians are not all skillfully trained to assist school & District needs.

7 Teachers are not using the Website to communicate with end users.

8 Building security systems need to be increased with technology

Section Il continued: All District Growth Areas Leading to the Vision

Below you will find a listing of all District growth areas that have been vetted through the Board
of Education and the Administrative team for order ranking. The actual list was compiled as a

result of majority respondents through the entry process.

Rank | Facilities

Energy conservation programs should be adopted and reported to the public

Facilities should be locked better after school. Mostly opened and accessible to anyone.

Recycling program is poorly administered

Campus fields are not well cared for

Turf a field at East for soccer and Lacrosse

Construct a field house w/ 3 locker rooms: East, West, Visitor

N0 WIN|F

Construct gymnasiums at elementary schools devoid of separate cafeterias and gyms.

Rank | Demographics

1 Address student growth at the HS and middle level due to overcrowding.

2 Create schools where children are significant — small learning communities

3 Implement a more robust internship, dual enroliment, and cyber course offering for all
students.**

4 There exists a peer pressure to attend the right college without sight of career possibilities

5 Solidify the date (and site) of the HS graduation ceremony to accommodate more relatives
reliably.
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1 Overall communication internally and externally needs to be improved
2 Guide the Board toward policy-making and away from spot micromanaging
3 Engage in teambuilding for the admin team to diminish perception that there are 14 separate
schools
4 Guide the Board away from decision-making about taxation and toward decision-making
relative to education & fiscal responsiveness.
5 Create structures of staff accountability throughout the organization
6 Adequately prepare students to live in more diverse settings through purposeful curricular
and co-curricular offerings
7 Observe first year teachers more for feedback.
8 Create yearly board/admin team retreats for goal setting and clarification.
9 Establish new Feeder pattern boundaries for elementary school children (e.g., Redistricting)
10 Identify loose and tight leadership for consistency among all buildings.
11 Alter the neg. viewpoint (mistrust) of the School Board toward central administrators.
12 Create a better attendance and truancy policy.
13 Promote district achievements more and seek accolades (e.g., Blue Ribbon Schs)
14 Address the perception that East HS is better academically than West HS based on old
paradigms
15 Renegotiate the teacher’s contract to provide more PD days for training. (e.g., too restrictive)
16 Address teacher punctuality and dress issues.
17 Coordinate teacher testing so all tests are not given on the same day
18 School board members and administrators allowed to be related to district employees is
problematic
19 Create a school uniform policy to reduce the high cost of the “keeping up with the Joneses
student culture.”
Rank | CIA & Professional Development
1 Increase academic achievement of all student sub-groups. Targets using data.
2 Ensure the curriculum is guaranteed in all schools throughout all grade levels
3 21 Century teaching, learning, & skill development needs to begin
4 Create a system of ongoing focused meaningful professional development — show research
for such initiatives.
5 Create a District vision for continual professional improvement
6 Create full-day kindergarten for all children and cutting-edge early childhood programming
7 Strengthen the secondary school curriculum for rigor
8 Climate among the faculty is complacent and risk adverse, we need to be on the cutting edge
of change.
9 Lack of a common focus for teaching & learning
10 Insure that school work is rigorous and challenging enough for students in grades K-5
11 Strengthen STEM Program at the middle level
12 Negate the belief that students who are strong get a good education while students who
struggle to learn either fall aside or are labeled special education
13 Create common exams (mid-terms, finals, etc) for common subjects and grade levels.
14 Faculty needs to be more accountable. Too much let go by the admin. team
15 Not enough emphasis on standards
16 Seek articulation agreements, dual enrollment agreements, use distance learning, and on-
line courses to promote academic rigor. **
17 Ensure curriculum supervisors are in place for 4 core curriculum areas
18 Alter focus away from PSSA testing & focus on learning
19 Special education students are more time consuming: paperwork and caseload high
20 Create an elementary foreign language program
21 Ensure field trips are tied to the curriculum w/ fidelity
22 Gifted Education program needs to be strengthened
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Rank | Parent Involvement
1 Identify ways that parents can become involved in school-level and district level initiatives.
Listen to all voices!
2 Keep parents informed with timely communication
3 HSA and board have too much access to teachers and principals where concerns aren’t fully
articulated.
4 Parental access to grades starts too late in the school year
5 Parents are forcing their ideas on board through powerful HSA organization

Rank | Human Resources

1 Administrative Act 93 evaluation system tied to salary increases needs to be revamped.

2 Offer computer courses for secretarial PD during the summer.

3 Explore the usefulness of a HR software package to track employee time (currently using
paper)

4 Use technology to explain employee benefit packages

Rank | Public Relations
1 Negate the perception that DASD overspends and provide relevant spending information
2 Purposefully create a viable Education Foundation for development
3 Redefine the DASD Educational Foundation 501-(c)-3 where large industries could
contribute to the District without penalty.
4 Create a PID/Ed Foundation Executive Director

Rank | Special Education

Create programs to mitigate the rise of our special education pop. (Rtii)

Create occasions for sp ed teachers and regular ed teachers to collaborate.

Stop sending students to private alt schools — create alternative programs
Decentralize the special education department by placing supervisors in buildings
Create better classroom aide structure — aides viewed as babysitters

QB WNF

Rank | Business Office
1 Communicate with the buildings more effectively
2 Cross training of personnel should be examined for efficiency

Rank | Food Service

1 Create a varied, nutritious, and more appealing lunch menu for students
2 Post nutritional information in menus and on signs outside of cafeteria for wellness
awareness

Rank | Extra Curricular Activities

Create a more varied range of extra curricular and club programs for students.
De-emphasize the “jock” culture

Re-name West fields Downingtown Sports Complex

Allow middle school sports to play on turf fields under lights

AIWINF
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Vision Statement
Downingtown Area School District strives to improve student achievement, professional
development, technology, communication, and fiscal responsibility while seeking to continuously
create development opportunities, analyze demographics, and seek to understand diversity.

Six Strategic Vision Planks for Goal Setting and Action Planning to Gauge
Attainment of the Vision and Accomplishment of the Mission

1. Improve Student Achievement
a. Indefatigably create a 21% century school curriculum and culture fostering
innovation, academic achievement, and growth for all students.
b. Understand a standards-aligned system in order to guarantee that our curriculum
supports national, state, and local standards of achievement.
Create a rigorous approach to teaching and learning to insure success for all.
Be responsive in creating interventions to insure the success of all students.
e. Continually improve student achievement in all schools based on PSSA as well as
other indicators.

2o

2. Improve Professional Development
a. Continually improve professionally in order to create a culture fostering the
academic growth of all students.
b. Able to analyze and evaluate data in order to inform our practice to understand
our strengths and adjust to improve weaknesses.
c. Preparation for organizational agility in a changing political world.

3. Improve Technology
a. Improve the use, infrastructure, support, and communication surrounding the
implementation of innovative technologies to both accelerate work and improve
student achievement.

4. Improve Communication
a. Create a flatter organization for stakeholder contact, collaboration, and agility.
b. Overcommunicate both internally and externally using 21 century platforms
c. Strive for transparency to improve trust within and outsid e of the organization.
d. Check the vision through an action planning method tied to organizational goals.

5. Improve Fiscal Responsibility & Create Development Opportunities
a. Determinedly manage recourses wisely.
b. Prepare for the future.
c. Create structures for alternative revenue generation.

6. Analyze Demographics & Seek to Understand Diversity
a. Strive to understand cultural changes, population shifts, and demographic
patterns in a growing district.
b. Cohesively create and adjust for balanced organizational patterns for our K-12
children.
c. Maintain a clear understanding of the traditions and historical perspective of the
greater Downingtown community.
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Section IV: Threats to Achieving the Vision

Organizational threats are obstacles that must be overcome in order to achieve the vision. No
organization is without them. It is only when the obstacles are believed to be insurmountable by
the people making up the culture of the organization that threats become unconditional
impediments.

Like all organizations, DASD has identified threats that could potentially hinder progress on

organizational goals. Teased out through the entry process, the various threats enumerated below
were mentioned by several stakeholder groups. Real or perceived, these threats need to be
seriously considered when action planning to achieve the organizational vision.

1. Academic Rigor — A number of stakeholder groups articulated a concern about varying

levels of daily academic rigor imbedded in the current curriculum. While academic press
(rigor) issues in today’s public school environment seem to be echoed by many parents
throughout the nation, today’s educational environment calls for answers to these
questions. Possibly in redesigning the middle schools around Pre AP courses and the
introduction of the International Baccalaureate Programme (IB) into the DASD high
school STEM Academy program could assist in quieting these perceptions. The
elementary schools will need more study to determine perceptions of academic press
present in those classroom environments.

. Technology — As previously stated, generally technology is viewed as being problematic

mostly from within the organization. With the nationally reported security breach at
DASD in 2008 where students hacked into confidential data files, came a host of
problems associated with technological integrity within DASD.

The problems enumerated mostly by internal respondents are as follows: system
reliability, technician usage, communication within the department and to end users,
response time to complete work orders, equipment upkeep, technological capacity of end
users, overcompensation toward security, the lack of innovative usage, the lack of an
accurate inventory, lack of consistent technological capacity in all buildings (e.g.,
wireless access points), and multiple computer platforms tied to multiple model non-
coordinated building purchases.

Our district-level media infrastructure is almost non-existent while the buildings enjoy
the use of televised morning announcements. We are largely devoid of such Web 2.0
tools as podcasting activities, video archiving, digital voice capabilities, and have no
presence on local cable networking.

Individually these ‘problems’ are troublesome; taken in total these articulated troubles are

destructive. If not addressed properly, it is plausible to believe that organizational
wellbeing will remain low in internal survey research (see #10 below).
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3. Demographics — Overpopulation due to housing development within the District has

caused the attendance boundaries serving various schools to become imbalanced rather
quickly. The over-enrollment stress being placed on various schools while others are
rather comfortably populated is vexing.

A third middle school is tentatively planned to open in September 2012 pending the land
development process with East Brandywine Township. The 3™ middle school will
alleviate pressure in the middle level however a problem still exists in our high schools.

One answer to the high school overcrowding issue is to offer an alternative to parents and
students through the innovative STEM Academy magnet-school model. The STEM
Academy was borne from an innovative educational progeny as a way to provide a small-
school, private academy, innovative, learning environment to DASD students and to
couple that learning environment with a STEM preparation curriculum. However, it will
serve a dual role alleviating pressure at both high schools while serving the needs and
demands of this burgeoning suburban community. It is a school of choice, a true magnet.

New attendance boundaries need to be established for the elementary schools, the middle
schools, and the high schools over the next few years. The threat inherent here is that
while parents understand the need to alter attendance boundaries, there are a plethora of
complaints when the District actually gerrymanders the attendance patterns. On one hand,
people lament about overcrowding and on the other hand a myriad of complaints are
lodged once children are moved from ‘known’ schools to alleviate overcrowding.

The Pennsylvania Taxpayer Relief Act or Act 1 —With the legislative enactment of
Pennsylvania Taxpayer Relief Act of 2006 commonly known as Act 1 in Pennsylvania,
the district’s taxation abilities are being severely limited. Act 1 was intendened to protect
taxpayers in every school district from extraordinary tax increases in the future by
implementing voter controls through a fair referendum requirement that gives voters
control over the most severe tax increases. However, Act 1 limits the amount of tax that a
school district can impose on property owners based on a calculated inflation increase.
The inflation increase for the referendum is an index averaging the percentage increase in
the statewide average weekly wage (typically called the SAWW and calculated annually
by the Pennsylvania Department of Labor and Industry), and the percentage increase in
the Employment Cost Index for Elementary and Secondary Schools (calculated annually
by the Bureau of Labor Statistics in the U.S. Department of Labor).

Basically this Act forces Pennsylvania school districts to limit tax increases based on this
modest inflationary index. Over time Act 1 has created a short ceiling for districts to meet
annual budgets. Couple Act 1 of 2006 with the economic downturn of 2007 through
today and you get a terrible shortage of funds to support employee salaries and benefits
which equal about 66% of all school budgets. Connect Act 1, today’s economy, and
PSEA negotiation tactics and you get a lethal public sector taxation cocktail that is
becoming harder to ingest.

PSEA Union Direction — Replete in this study were concerns about the PSEA led strike
and work stoppage during the 2008 school year. Public outcry was clear and plentiful
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when The Daily Local newspaper reported in 2010 on two grievances issued by the union
(1) backing a teacher who was convicted for corruption of a minor and (2) asking for
remuneration for spending 15-minutes longer than usual at a back to school night for
parents. As was reiterated earlier in this report, stakeholders have a deep admiration for
our classroom teachers and equally deep disdain for union tactics. Negotiations for a new
collective bargaining agreement with DASD teachers begin in earnest in January of 2011
and the teacher collective bargaining agreement expires on June 30, 2011. There is
concern from a good number of residents about another work stoppage and concern from
an equal number of residents about rising taxes as they relate to collective bargaining
agreements.

Schools as Islands — Both internally and externally it was mentioned a number of times

that’zi p code i nfihtheeDASDeachool bystean.r\When askpdto define that

statement it was inferred that our 14 schools often have different staff development
programs, different teaching and learning environments, different perspectives of
discipline, different curricula within and between grade levels, and differing academic
expectations across the District. Simply there seems to be a need to ‘guarantee’ curricular
program standards across 14 DASD schools.

Stories abound about the perceived lack of curricular cohesiveness between DASD
schools: whether it is field trips, staff development programming, discipline, or parent
expectations, there is a perception that differences occur readily throughout DASD
schools. While viewed as a threat today, frankly an opportunity arises to set action plans
to begin to create standards for all schools based on curricular and climate goals.

Special Education — Special education out-of-district placements coupled with legal
challenges that bleed the district of needed resources have been cited both internally and
externally as threats to the DASD system. The Commonwealth of Pennsylvania cited
Downingtown in 2009 for having an extraordinary ratio of out-of-district placements as
compared with other Pennsylvania Districts. Out of District placements are very costly.
While legal challenges arising within the moving target of IDEA nationally are
problematic, DASD may or may not have extraordinary legal culpability. What
Downingtown may have is a history of acquiescing to parental demands to situate
children in out-of-district placements that possibly mitigated legal challenges. The
paradox is this: while out-of-district placements are costly, legal challenges also drain tax
resources from the District. A double-edged sword.

Credibility among Administration Team Members — There seems to be an underlying
belief that the DASD administrative, especially the core or central administrative team,
are untrustworthy. While unable to pinpoint the genesis of this notion, it does exist in the
greater DASD stakeholder community. When asked to expand upon this notion,
individuals indicated a lack of continuity of upper district leadership in particularly the
superintendent. The past four of five superintendents only remained in their post for one
contract, the last remaining for three years.

In a DASD staff survey done by Workforce Dynamics in October of 2009 and reported in
the Philadelphia Inquirer, we found the following:
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a. The district ranked 31 out of 36 workplaces in Philadelphia on overall
satisfaction;

b. Respondents reported that senior managers did not understand the demands of the
workplace;

c. Respondents said that there was poor communication within the organization,

d. Respondents said that overall things were not done effectively or efficiently.

e. Respondents said there was little confidence in the leadership team.

Interestingly enough that same survey indicates that our faculty is generally pleased with
building level leaders, which is a good thing as the most important people in the
organization are teachers who interact with students every day and then principals who
interact with teachers and students everyday.

Top Leadership Turnover — Superintendent turnover issue was mentioned by almost
every group interviewed. While unsure of exact dates and time periods, many
stakeholders believe that over the past 20 to 30 years the top leadership position in
Downingtown has been a revolving door. The organizational threat attached to that belief
is that leadership matters and when change occurs at the top, a different direction is
almost always given throughout the organization. Continuity in vision, programming, and
systems alignment are virtually impossible. Leadership matters. Below are some
ramifications to constant top leadership change that have been articulated in the surveys:

a. While the superintendent seems to change readily, there is really no change in the
people below the level of superintendent.

b. There is no sustainable organizational vision, no direction clearly articulated.

c. Instability at the top creates a potential lack of continuity and insecurity that is
embraced by any union culture. For example, each time a contract is negotiated
and each time an issue arises that displeases the members a new person is at the
helm to talk with to remedy the situation. Eventually and historically when this
type of leadership change is prevalent, contracts and past practices become
controlled more by the union than by the management team. When new leaders
come on board, they usually want to cooperate with the union and hence the cycle
of acquiescing to union demands could be propagated.

d. Micromanaging and poor decision-making where the board doesn’t seem to back
the superintendent would cause turnover.

e. Principals easily blame the central office for whatever the staff feels they should
be blamed for doing. Without consistent leadership and direction from the top, the
creation of culture tends to fall on the leaders on building level leaders. That
culture is often not an organizational-centric culture rowing the boat in one
common direction; rather it is a building-centric culture often rowing in the
direction of the principal only.

f.  Community non-support through newspaper blog sites where special interest
groups often lead the way with demeaning, misleading, and false accusations
toward the administrative team in order to ‘fog’ issues surrounding other parts of
the organization are debilitating to organizational stability. School board politics
is the most local of all elected political positions. When the community is swayed
by false statements on seemingly purposeful Internet sites, stability is at risk.
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While I can’t be sure if any of the above comments are true in Downingtown, | know
enough about the research on change and turnover to know that change every three, four
or five years at the top is truly devastating for organizational continuous improvement.

Organizational Direction — It was stated by almost everyone interviewed that they did
not know the direction of the organization. They were unaware of any long-term vision
for continuous improvement. They were unaware of organizational goals tied to this
vision. What most internal employees said that they were aware of was a single goal for
academic improvement developed by the superintendent and handed down to the rest of
the organization. They felt this particular goal was tied some way to a board goal and the
superintendent’s evaluation. People in the middle management positions generally
accepted this goal and the assumption is they work toward accomplishing it; however no
metrics are in place to determine accomplishment. Below is an example of what the
employees have reported about the organizational vision of the workplace. Those
employees working in DASD for over 15 years report a very low score for workplace
satisfaction while those employs with less than one year of employment under their belt
generally feel the workplace at DASD is somewhat positive. However even those who
are very young employees do not specifically rate DASD ‘extremely’ high in workplace
satisfaction scoring 21%, 18" and 30™ respectively. A telling graph.

Workplace
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Section V: Opportunities to Achieving the Vision

Organizational opportunities could ameliorate the myriad of threats that must be overcome in
order to achieve the vision. Organizational opportunities come in many shapes and sizes and are
usually borne out of organizational threats; however not always.

Listed below are the organization opportunities that arose from surveys and interviews conducted
over the past nine months. As stated above, threats are great starting points to create
opportunities. Turning threats into opportunities for the organization define the American dream.
The method used to roll threats into opportunities is through the action planning/goal setting
process.

Other organizational opportunities identified through the nine-month period are as follows:

1. K-12 Organizational Structure — By re-organizing the core administrative team into a
K-12 structure the opportunity to collaborate more across grade levels and curriculum
areas should be greater. One point-of-contact for staff development, assessment, data
analysis, principal leadership, and curriculum articulation should (if understood and
carried out by those in the positions) make it easier for principals to utilize the central
staff as a support mechanism to achieve the organizational vision. While this is a great
opportunity, the threat inherent here is that key team members may not understand their
roles, the scope of their roles, and the magnitude of their responsibilities. Goals need to
be established in the summer that are based on targets so as to take any guess work out of
the scope of the jobs that have been created to support this K-12 structure.

2. Third Middle School Campus — The District is undertaking a major building project
constructing a third middle school in East Brandywine Township. This creates a great
opportunity to restructure the organizational pattern of the school district to better arrange
for clearer attendance feeder boundaries to be shaped. The great opportunity here is that
creativity in planning could produce a myriad of possibilities in which to place students
across the district to organize the district more cogently into feeder patters for our two
comprehensive high schools.

3. Downingtown High School IB/STEM Academy — Directly correlated to demographics,
the onset of the IB/STEM Academy has the potential to be a defining moment to
Downingtown citizens, the greater Downingtown business community, and the
Downingtown Area School District. With innovation as the operative word, the district is
attempting to create a break the mold academy for teaching and learning. The objective
of the academy is to graduate students prepared to enter into a STEM profession. Driven
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by the International Baccalaureate Programme and open to all comers through an
application process, this state of the art learning environment presents a great opportunity
for the advancement of teaching and learning in suburban settings. The leader of this
building is of critical importance to carry out the vision for innovation in education. As
an ancillary purpose, this academy will alleviate the population pressure at both East and
West High Schools thus creating more comfortable learning environments at our
comprehensive campus. The offering to our citizens of a small high school learning
environment along with the two large high schools already in existence seems to create
the perfect opportunity for children and parents to accept this 3™ high school and allow it
to flourish in a community like Downingtown.

One overarching question mark about this project is whether the overall size of the
Downingtown Area School District will support the creation of a magnet school. Another
question mark is whether IB curriculum articulation will allow for a variety of STEM
pathways. Time will tell.

Educational Foundation Development Opportunities — An educational foundation was
created during the 2008-09 school year as a Federal IRS 501 (c) 3 organization. The
Downingtown Educational Foundation has an executive Board of Directors and during
the 2009-10 school year received over $7,000 in Pennsylvania State Educational Tax
Credits for innovative educational programming. There is no Executive Director leading
the organization and, devoid of the state tax credit program, the Educational foundation is
largely dysfunctional. The opportunity here is that other corporate foundations gift to
educational foundations for good causes like our innovative STEM Academy initiative,
corporations will donate to foundations for good causes, and people will donate to
foundations again for good reason. There is no annual fundraiser and people in
Downingtown largely are unaware that this organization exists. In terms of development,
this educational foundation poses great potential with the right person at the helm.

Section VI: Core Values Through Team Visioning During the 2009-10 Year

We believe that every child can learn with high expectations, rigorous curriculum

z A > s A

and research-AAOAA ET OOOOAOET T Al OOOAOACEAO

individual needs.
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century because it leads to global understanding, respect, and appreciation of
differences.

We believe that a standards-based classroom includes clear and measureable goals
that are communicated to students with relevant lessons that are engaging through
the use of a variety of strategies, resources, and modalities.
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We believe that continuous improvement in a standards-based classroom is an
ongoing process that is consistently evolving based on reflection, program
monitoring, using multiple criteria and flexibility to meeteaA E OO OAAT O
styles, needs, and ability.

We believe that technology is an essential teaching, learning, and communication
tool that is integrated into the curriculum to prepare students to compete in the
21st century.

We believe that the environment for safety and discipline in the schools include a
student code of conduct with discipline and safety procedures and focus on the
principles of positive, pro-active school-wide behavioral support.

We believe that the physical environment for learning in our schools and
classrooms is safe, clean, inviting, and flexible enough to support the instructional
program.

We believe in a decision-making process that is collaborative, student-focused and
designed to produce positive measurable outcomes, and includes the voices of all
stakeholders.

We believe that extracurricular activities provide an opportunity for students to
become well rounded good citizens through diversified activities that enrich the
school curriculum and meet the needs and interests of the individual student.

We believe that the school and the parents are partners in the education of their
children and they commit the resources and support necessary to help children
develop their full potential.

We believe the role of the board of education is to be fiscally attentive to the
community while ensuring that each individual is provided with the opportunity to
reach his/her fullest potential in order to contribute to the betterment of society.

We believe that all students can learn when provided with appropriate instruction
AOEOAT AU AAAE OOOAAT OO EI AEOEAOAI
partnership among teachers and parents

Older Strategic Planning Designs------------

Mission from the 2008 Strategic Plan

The mission of the Downingtown Area School District, proud of our tradition of excellence, is to
educate all students to meet the challenges of a global society by providing an individually
responsive learning environment characterized by outstanding academic and persmal
achievement in partnership with family, students and community.
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We will maintain a safe environment conducive to learning.

Site-based decisions will be consistent with the strategic direction of the district.
No new program or service will be accepted unless it is consistent with the strategic plan,
benefits clearly justify the cost, and provisions are made for staff development and program

evaluation.

No new program or service will be retained unless it makes an optimal contribution to our
mission, and the benefits clearly continue to exceed the cost.

We will balance the needs of our students with the community's ability and willingness to pay.
We will not tolerate any behavior, which diminishes the dignity or self-worth of any individual.

We will balance the number of new initiatives with the staff's ability to respond effectively .
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