Bloomfield Hills School District

REPORT OF A CENTRAL OFFICE

ADMINISTRATIVE STAFFING STUDY

EXECUTIVE SUMMARY

This chapter summarizes the results of the assessment of the central administrative staffing of the Bloomfield Hills School District.  The chapter is divided into five sections.  The first section discusses the programs, activities, and functions performed by the central office administrative staff included in the study scope.  The second section discusses the challenges facing the district and provides a context for the review of central office administrative staffing.  The third section discusses issues affecting the entire central office and is followed by a section that discusses issues facing individual central office units.  A final section summarizes the staffing implications of implementing the study recommendation.

A – PROGRAMS, ACTIVITIES, AND FUNCTIONS

The Bloomfield Hills School District central administrative staff performs a broad array of programs, activities and functions.  Some of these programs, activities, and functions are required by state or federal law, others are central to achieving the school district’s mission, while others are not directly related to achieving the school district’s mission but support department operations.  To ensure district stakeholders have an understanding of the range of programs, activities, and functions performed by the district and, in particular, what functions and activities are required and what functions and activities are optional, a systematic categorization of department functions and activities was performed.  Six categories were established to classify the programs, activities, and service categories performed by the Bloomfield Hills School District central office units: primary, secondary, supplemental, essential support, secondary support, and unnecessary.  The categorization of the programs, activities and functions revealed that more than 90 percent of the programs, activities and functions performed by the central office are support functions – 54.4 percent are categorized as being essential support and 36.7 percent are categorized as secondary support.  Only two activities were deemed unnecessary, and each of these activities – providing food service catering services and maintaining and repairing Avondale vehicles – generates revenue for the district.

B – CONTEXT AND CHALLENGES

This section briefly discusses the challenges facing the Bloomfield Hills Schools that provide a context for the review of central office administrative staffing.

CHALLENGES

The Bloomfield Hills Schools is one of the leading school districts in the nation.   The district is recognized throughout the state and nation for its excellent instructional program.  This excellence is evidenced by the district’s performance on standardized measures used to evaluate success.  The district’s past performance, however, in no way assures its future success.  While the tradition of excellence associated with the Bloomfield Hills Schools provides a strong foundation on which future success can be built, changes in the external environment have the potential, over time, to erode that foundation.  In particular, the district faces financial challenges, increased competition for students and an increasingly demanding regulatory environment that, to a significant extent, have changed the context within which the Bloomfield Hills Schools operates.  Addressing these challenges is complicated by the fact that Bloomfield Hills lacks a readily identifiable downtown area that provides a focal point for the community and supports a ready identification of citizens with the community and its schools.

ADDRESSING THESE CHALLENGES

The fiscal, competitive, and regulatory challenges facing Bloomfield Hills Schools have fundamentally changed the context and environment in which the district operates.    While in the past the district could afford to be somewhat self-satisfied and take a measured approach to change, the future of the district now depends on its ability to be entrepreneurial and aggressively compete for students.  While district employees have every right to be proud of their accomplishments – the district enjoys a deservedly outstanding reputation – they cannot be allowed the luxury of “resting on their laurels.”  Instead, it is essential that the district continue the efforts that are already underway to develop and implement a competitive strategy that leverages its assets and capabilities in ways that will generate the revenues needed to sustain the quality and diversity of district educational programs.  While conducting a systematic analysis of the district’s core capabilities was not possible within the scope of this review, the analysis conducted suggests that the district has not yet fully capitalized on opportunities to increase revenues in a number of areas.

District managers are well aware of the need to increase revenue and have taken a number of steps to do so.  In particular, the district is working to strengthen its already strong academic programs in ways that should enhance its ability to compete for students.  The district has also made initial investments to expand its development and fund raising capabilities and has established entrepreneurial arrangements with other school districts and non-profit agencies to provide services.  In the three areas where this has been done – vehicle maintenance, vehicle rental, and food services catering – the district has leveraged its fixed investment in equipment and management by providing these services while also generating revenue.

While the district should be commended for these efforts, it would benefit from developing a competitive strategy and plan that defines its overall approach to addressing the challenges facing it.  Unlike what often passes for strategic plans in school districts this plan should be truly strategic in nature and should define, based on market and competitive analysis, how the district will compete for students and contributions in the future and how those resources will be used to retain the features of the Bloomfield Hills Schools that make it unique and successful. 

IMPLICATIONS FOR THIS ENGAGEMENT   

Despite the fact that the district does not have a competitive strategy and plan currently in place, any analysis of central office staffing should reflect the challenges facing the district.  Our understanding of the challenges facing the district therefore will provide an overall context for our assessment of central office administrative staffing.  One thing is clear from this analysis – improving the efficiency of central office operations will not, by itself, enable the district to address the challenges facing it.  Instead, improving operational efficiency should be seen as only one element of a multi-faceted plan to strengthen the district’s financial and competitive position.  The focus of this engagement, therefore, is to assess the overall “value” that each function and position creates.  For some functions and activities, reducing the costs associated with performing the function or activity can increase value.  For other functions, however, investments are needed if the district is to successfully address its future needs.  For these functions and activities, value is defined not in terms of the cost of providing the service but in terms of the “return” that will result from achieving district goals and/or increasing future revenue.

C – ISSUES AFFECTING THE ENTIRE CENTRAL OFFICE

This section presents findings and recommendations relating to issues that affect the entire central office.  This discussion is divided into three sections – overall assessment of the central office, mode of operations, and physical location of central office units.

OVERALL ASSESSMENT
The administrative staff of the Bloomfield Hills Schools provides a high level of service at a reasonable cost.  While some opportunities for improvement have been identified, in general services are highly regarded by the school-based and central office administrators who benefit from these services.  Moreover, the cost of these services is reasonable.  While some opportunities to improve operational effectiveness have been identified, the potential savings associated with taking advantage of these opportunities will be offset by the need to increase investments in other areas.

MODE OF OPERATIONS

District leaders clearly understand the challenges facing the district and the steps they have taken to address these challenges are sound.    However, a number of features of how the district currently does business – that is, its mode of operations – currently pose significant barriers to the success of these efforts.  In particular, some managers and staff lack a sense of urgency in addressing the significant challenges facing the district.  They often allow themselves to be sidetracked by parochial issues rather than banding together to address these common challenges.  Moreover, these problems tend to be exacerbated because the district lacks the management systems and infrastructure needed to focus the efforts of managers and staff on the most important issues facing the district.  Unless these barriers are addressed, the district’s ability to successfully address the challenges facing it will be jeopardized.

As a first step in addressing these issues, district managers should take every opportunity to convey the urgency associated with addressing the challenges facing the district.  Besides repeated, ongoing, and insistent communications with employees, managers should engage their employees in the recommended strategic planning process so that they become fully aware of what is at stake in addressing these challenges.  In addition, implementation of the recommendations presented in this report should be designed to reinforce the need for change in the district.  At the same time, as the district begins to enter the “brave new world” it faces it will be essential for central office staff to work effectively as a team.  Difficult choices will need to be made and it is essential that these choices be made from the perspective of what is best for the district as a whole and not from the perspective of individual units or divisions.  Interpersonal and interdivisional conflicts are luxuries the district can no longer afford.  The superintendent should therefore establish a “zero tolerance” policy.  Managers and staff, at all levels, should be required to deal with each other in a professional manner and any “behind the back” bickering should be squelched at its source.  To reinforce the importance of this issue performance evaluations (which will be discussed in greater detail in the next section) for all employees should include items relating to whether employees work well with each other and 360-degree feedback should be sought in preparing the evaluations.  

To support these efforts the district should also strengthen its management and human resource systems.  With regard to performance management the district has not established quantifiable goals and objectives for each of its central office units.  Consequently, it is difficult to hold managers accountable for the performance of those units.  Equally important, because performance expectations have not been established the district lacks a framework for making substantive decisions about what level of service should be provided given the district’s limited resources.  Making such choices will become increasingly important as the district works to develop a strategy that will support its efforts to compete for students.  Similarly, with the exception of teachers, the district does not evaluate the performance of employees on an individual basis.  If properly structured and effectively implemented performance evaluation systems can be used as a tool for communicating district priorities (for example, that all central office employees provide a high level of customer service or that dysfunctional interpersonal relationships will not be tolerated), for identifying struggling employees and developing tailored strategies to help them succeed, for designing professional development plans that will help all employees achieve their potential, and for providing employees with needed feedback on their performance.

Related to the issue of the lack of performance appraisals is the broader issue that the district does not have a workforce development plan in place (that is, an overall plan for attracting the type of personnel needed to help the district achieve its goals, for replacing key staff who leave the district’s employment, and, in general, for ensuring that the capabilities of district personnel match its long-term needs).  Establishing such a plan is especially important in selected areas – for example, information systems – where the district has had great success in promoting staff from within but will likely need to hire staff externally when these positions become vacant.  Moreover, since the Bloomfield Hills Schools is a people driven business – the vast majority of its budget is devoted to personnel related expenditures and the level and quality of services it provides depends in large part on the quality of its people – investing in systems and plans to develop staff (both for their next job within the district and so they can be even more successful in their current job) – is sound.  The development of this plan should be coordinated with the development of the recommended strategic plan for the district.  The district’s people resources should be viewed as strategic assets and the plans the district develops to compete for students and contributions should leverage those assets in a strategic manner.

PHYSICAL LOCATION OF CENTRAL OFFICE UNITS

Central office administrative offices are currently located at three sites – the board office building, a wing at Andover High School and the Doyle Center.  Additionally athletics and community recreation are located at Bloomfield Hills Middle School and food services is located at Lahser High School. 

Assigning the units located at the board office, Andover High School, and the Doyle Center to three different locations complicates management.  Excessive meetings are scheduled to address minor issues that could be addressed by a five-minute conversation if staff were located in the same facility.  In addition, staff from the Doyle Center waste significant time traveling to frequent meetings at the board office.  In addition, establishing cooperative and collaborative working relationships among staff (especially personnel and business services staff) is more difficult because these staff do not work together on a day-to-day basis.  To address this issue, the district should consider moving its central administrative offices to the Doyle Center.  

D – Issues Affecting Individual Central Office Units

This section presents observations and recommendations regarding issues affecting individual central office units.  The section is divided into 11 parts: instruction, special education, marketing, physical plant services, community recreation, information technology, finance, personnel, data processing/student services, athletics, and food services.

INSTRUCTION

The Bloomfield Hills School District has long been recognized as a leader in the State of Michigan and across the country in providing outstanding instructional programs in all its schools.  The quality of this exceptional instructional program is evidenced by all standardized measures used to evaluate the success of school districts.

Principals and assistant principals are quite satisfied with the support they receive from central instructional leaders in serving students with support needs.  In both focus groups with principals and in the administrator survey principals and assistant principals expressed a high level of satisfaction with the support they receive from central office instructional leaders in serving students with support needs.  In particular a high level of satisfaction was expressed in supporting students needing additional support, students facing academic challenges, students facing behavioral/emotional challenges, and English language learners.
Maintaining a strong instructional program is crucial to the district’s success.  The district has been committed to ongoing internal evaluation of its instructional programs to both improve quality and ensure compliance with ever increasing federal and state mandates.  Based on this evaluation the district is implementing a number of initiatives to strengthen an already strong instructional program and to ensure needed consistency in instruction is occurring across the district.  These initiatives include increasing differentiated instruction by expanding implementation of the workshop model, ensuring curricular consistency across schools, aligning curriculum across grade levels, and expanding supports and services to gifted and talented students.  However, without additional investments the district’s ability to successfully implement these initiatives – and to do so in a timely manner – is by no means assured.  To address this issue the district should establish an instructional specialist position to assist the director-instructional services in implementing the district’s priority curriculum initiatives and in supporting related curriculum development and professional development.  A teacher assigned for one to two year rotation should fill this position.  The district should also identify teacher leaders to serve as curriculum coordinators at the elementary and secondary levels.  At minimum, curricular coordinators should be identified at each level for reading/language arts, mathematics/science, and social studies.  These teachers should be provided a decreased teaching load (customarily they carry a three-fourths load) and receive a stipend.  They should be assigned responsibility for facilitating ongoing curriculum workgroups in each of their areas and assisting with staff development in their area of expertise.

SPECIAL EDUCATION

The Bloomfield Hills Schools provides an exceptional continuum of programs and services to support students with special education needs.  Special education students in the district met or exceeded state average MEAP scores not only for special education students but for all State of Michigan students (including those without special needs).  The district has also developed strong systems to maximize Medicaid revenues that are well coordinated between the special education and business services departments.  
Automated Individual Education Plans

Although the district has automated most student information, including its special education database through Zangle the district has not invested in an automated individual education plan (IEP) system.  This creates additional work for teachers, support services staff (e.g., social workers, psychologists, speech therapists), and principals at the school level and for the special education department and the database/student services unit at the central office level.  While the district has agreed to pilot a State of Michigan designed web-based IEP system to address this issue, this system does not integrate with the district’s current Zangle Student Information System.  Consequently, implementing this system will not reduce the workload for central office special education and student services staff and will create interface problems for the district.  Given the already identified interface and incompatibility problems between the state proposed pilot IEP system and the district’s current student information system, the district should consider withdrawing from the state pilot.  The district should instead adopt the IEP system being used through Wayne County that integrates with the Zangle database.  

Access To Student Information System 

The district currently does not allow school-based personnel, including special education teachers and support service personnel, to update its student information database.  Not only is this practice cumbersome and time consuming it is also inconsistent with the practices seen in other school districts.  To address this issue, the district should modify its policies and allow special education personnel greater access to the student information system.
MARKETING 

The district currently employs a part-time marketing manager who works as a contractor and reports to the director-information services.  The position’s current responsibilities include providing individual tours to prospective families and networking with local realtors and community associations.  The responsibilities of this position overlap with many of the duties of the manager-public relations and in interviews staff indicated there is poor coordination among these managers.  To ensure better coordination between internal public relations and marketing efforts and contracted marketing services the part-time marketing manager should report to the manager-public relations.  This position, in turn, should be charged with coordinating internal marketing efforts and working with the superintendent to support the district’s contracted marketing firm.

PHYSICAL PLANT SERVICES

The physical plant services unit employs a number of effective practices.  In particular, the unit has established effective management and leadership systems, has developed custodial evaluations, and has developed a sound plan for establishing working supervisor position and weekend substitute custodians.

Service Orientation

In general, principals and assistant principals are not satisfied with the services and supports schools receive from the physical plant unit.  Managers who oversee custodial and maintenance services are not perceived as working cooperatively with school leaders and district instructional leaders.  Principals report that their complaints and concerns about custodians are rarely addressed by the custodial manager and most often result in defensiveness or disagreement.  In addition, principals report they have no input into the scheduling and deployment of custodians and that they are not routinely involved in hiring custodians for their buildings.  To address these issues, physical plant unit managers should work to instill more of a service orientation among unit employees.

Supervisory Staffing 

Physical plant services (not including transportation services) are supported by four managers – the director and three facilities managers (one manager oversees custodial services, one oversees buildings and grounds maintenance, and one oversees energy management and capital improvements).  The managers of the custodial and maintenance areas each report spending 50 percent of their time overseeing their area of responsibility and the other 50 percent of their time overseeing capital improvement projects.  Notwithstanding the fact that these managers oversee construction projects, this level of supervision is more than what is needed to ensure effective operations.  Indeed, this level of staffing is significantly greater than the number of managers (an average of 1.8 managers) overseeing plant operations in the benchmark districts.

One facilities manager should oversee both custodial and maintenance services and one position should be discontinued.  The plant services director and the manager who oversees energy management and capital improvement have sufficient capacity to oversee the district’s capital program. 
Task System For Custodians

When utilizing a task system, custodians who work the evening or night shifts are able to go home after completing an agreed upon number of tasks.  Under this system custodians have a strong incentive to work as productively as possible – savings in custodial staffing of 20 percent are likely possible.  However, this approach also reduces supervisory needs, as workers require less oversight.  Implementing such a system in Bloomfield Hills should not be difficult as custodial tasks have already been defined through the SchoolDude and evaluation checklist systems.

COMMUNITY RECREATION

The district provides an excellent community recreation program that serves the citizens of Bloomfield Hills and its neighboring communities well.  The director and associate director provide a strong leadership team and appear thoughtful and creative.  The program is self-sustaining and, when possible, generates net revenues for the district. 

The community recreation department has the potential to be a strong marketing tool for the district.  There may be opportunities to leverage the community recreation programs more effectively as a way to introduce prospective students and parents to the district.  In addition, because the recreation program serves a large number of non-Bloomfield Hills residents the district should explore increasing the surcharge paid by non-Bloomfield Hills residents to participate in its program.  (The current surcharge is only $5.)

INFORMATION TECHNOLOGY

Like other school districts across the country the Bloomfield Hills School District has experienced a rapid increase in the use of technology to support instructional and administrative activities.  Not only has the district expanded its staffing to support technology, the district has also worked to internally develop staff to assume expanded roles within the information technology department.  By growing staff internally, the district has been able to control the cost of information technology services.  Moreover, because department staff have developed and expanded their skills while working “in the trenches” they have broad experience in addressing various aspects of department operations.  This provides the department with significant flexibility in meeting district needs, most especially in responding to the high priority work orders and system emergencies.

Response To Requests For Assistance

The department is charged with responding to requests for assistance and providing support to both central office units and schools.  Interviews with information technology staff and focus groups with principals indicate, however, that the needs of central administration are often given a higher priority then the needs of schools which creates frustration among both information technology staff and school based administrators.  To address this issue, the district should clarify its priorities for providing technical assistance response and should ensure adherence to these priorities.  The system for prioritizing requests for assistance should be transparent to all staff so there is a clear understanding of levels of prioritization and what constitutes an emergency.

Integrated Software 

The district has established the policy that all purchases from technology budget accounts must be approved by the director-information services.  This policy was established to ensure consistent hardware platforms are used throughout the district, to ensure the district has the capacity to support the systems that are purchased, and to ensure that all systems work together efficiently and effectively.  Despite this policy, central administrative units, most notably business services and personnel, have been allowed to make individual decisions about the software packages purchased for their units.  The resulting combination of software packages creates inefficiencies and serves the district poorly.  Not only are acquisition costs higher when so many individual software packages are purchased but the costs of ongoing support, annual licensing fees, and software upgrades are also higher.  Costs are also increased because the district must develop interfaces among the various software packages and provide the staff to support a number of packages.  

As ongoing management of the district’s budget and financial forecasting become more critical it is essential that the district use an integrated system for managing human resources, payroll, and financial operations.  While past efforts to agree upon an integrated software system have failed it is essential both departments put aside their attachments to their current software programs and work together to select one integrated system.  The director-information services should be empowered to make the final selection in consultation with the superintendent if agreement cannot be reached between the departments.

FINANCE

The district’s financial operations are generally sound.  Among other effective practices, banking services are put out to bid on a regular basis and sweep accounts are employed to maximize interest earnings.  A number of initiatives are currently under way to further strengthen financial operations.  In particular, the department is working to establish an electronic match for invoices, employ purchasing cards, and reduce paperwork requirements.


Automated Position Control System

While the district appears to have an effective system of financial controls in place, a position control system to control its most significant expenditures – people – has not been established.  Given personnel related expenditures account for more than 85 percent of district expenditures implementing a formal automated position control system is warranted. 

PERSONNEL

The district’s personnel department, which includes human resources, payroll, and benefits, provides an extremely high level of service to district employees.  During interviews and focus groups both central administration and principals indicate that Bloomfield Hills employees have come to expect and continue to receive a  very high level of personal service from the department.  Indeed, the department’s benefits and payroll units were the most highly rated services on the administrator survey.  

Use Of Technology 

The personnel department uses a variety of software applications to support its operations.  These include an online application system, Kronos (a time and attendance management system), SEMS (an automated substitute deployment and teacher attendance system), KALPA (a professional development learning management system) and Cyborg (a human resources/payroll system supported through Wayne County RESA).  Many efficiencies in the operation of the personnel department were reported by staff due to implementation of these software applications.  Despite implementation of this wide range of software applications and the resulting reductions in workload the efficiencies gained by implementing technology have not been used to reduce staff.

To take advantage of the district’s investment in technology one clerical position in the personnel department should be discontinued.  The reasonableness of this recommendation is supported by comparisons with the benchmark districts.  Not only do these benchmark districts devote 28 percent less of their central administrative budget to personnel these benchmark districts had an average of 1.2 positions assigned to the payroll function while Bloomfield Hills has three (a payroll coordinator and two payroll clerks).   
Assistant Superintendent Position Title

The assistant superintendent-personnel is responsible for a range of district units and services beyond what is traditionally considered “personnel”.  The position title of “assistant superintendent-human resources and labor relations” better reflects the scope of this position’s responsibilities within the school district. 

Employee Absences

The district should take two steps to reduce employee absences.  First, the $10,000 payout employee receive when they retire should be linked to the number of sick days they have accumulated and not used.  In addition, managers should be given a budget for substitutes – doing so will give them an additional incentive to encourage school-based staff to reduce absences.  

DATA PROCESSING/STUDENT SERVICES

The data processing/student services unit plays an extremely important role in supporting district operations. The unit manages all aspects of student enrollment including state reporting.  In addition, the unit is responsible for managing out-of-district enrollment and billing and residency verification.  A large portion of the work performed by student services staff, most notably the enrollment coordinator, is seasonal and some of it requires specialized knowledge.  Nonetheless, no seasonal or specialized staffing capacity is provided to support unit operations.  To address this issue, and the need to ensure special education expertise when developing the count of IEP students, the district should hire a retired special education teacher for the count periods to work on behalf of special education with the enrollment coordinator.  This part-time staff person, who would be employed on an hourly basis only during peak periods, would be charged with reviewing IEPs and working with the enrollment coordinator to ensure IEP specific information is accurately entered into the student information system. 

ATHLETICS

Principals and assistant principals hold the athletic program in high regard.  All principals and assistant principals responding to the employee survey agreed or strongly agreed that athletic programs are effectively coordinated, that athletic activities are scheduled and coordinated to minimize disruption to student learning, that requests for assistance relating to athletic activities are addressed in a timely manner, and that the staff who coordinate athletics are cordial and helpful.  
Staffing

Athletics are currently supported by three athletic coordinator positions.  At present, one athletic coordinator is assigned to each high school and oversees the athletic programs at that school and its feeder middle schools.  An additional athletic coordinator position is assigned to the central office and performs primarily clerical functions.  Three full-time positions are not needed to manage the district’s athletic programs.  The district should discontinue one athletic coordinator position.  The functions performed by the coordinator assigned to the central office could be assumed by the school-based athletic coordinators and/or delegated to athletic department staff assigned to each of the middle schools.

Organizational Placement

The two athletic coordinators assigned to schools must currently work closely with the community recreation department which not only oversees athletic opportunities for elementary school students and sports leagues at all grade levels but also shares the use of district athletic facilities. The director-community recreation has a strong background in athletics serving as a coach and athletic director at the college level and is also a strong manager who has experience coordinating programs across the district.  Having the athletic coordinators report to this manager will facilitate coordination of athletic and recreation programs across the district. 

FOOD SERVICES

The food services program is generally well regarded and employs a number of effective practices.  For example, the food services department utilizes a prepayment program that not only provides for cashless transactions but also allows parents to view purchases made by their children online.  In addition, the department also operates a catering program that creates additional revenue to support operational and equipment costs. 

Food Service Staffing Charge Back

While the food services program covers most of its costs, some program costs are not reflected in the program’s financial reports. In particular, food service operations at the elementary school level are dependent on both custodial staff and principals yet there is no charge-back to the program for these services.  The food services program should therefore reassess the need for principals to support the food service operation since ideally principals should be focused on activities that will enhance student achievement.  In addition, any time school base staff devote to supporting food service operations should be charged to the program.

E- IMPLICATIONS

An increase of one fulltime position and six one-quarter time positions in the instructional areas (for a total of 2.5 positions) will be offset by a reduction of three positions in other areas. 

	Position
	Addition/(Reduction)

	Instructional Specialist

Curriculum Coordinators

Facilities Manager

Personnel Clerk

Athletic Coordinator
	1

1.5

(1)

(1)

(1)

	  Total
	(0.5)


The savings associated with discontinuing the .5 FTE position will be offset by the cost of providing seasonal hourly support to student services during periods of peak activity.

1

