STRATEGIC MANAGEMENT OF HUMAN CAPITAL IN THE
LONG BEACH UNIFIED SCHOOL DISTRICT

A Case Study
Julia E. Koppich

This study of strategic management of human caipitéle Long Beach Unified School District
is one of a series of case studies of urban disttltat comprise the Strategic Management of Human
Capital Project. Study data were obtained by revidwextant written documents and interviews with
high-level district administrative staff. A cavew¥ith the exception of a brief conversation wité th
President of the Teachers Association of Long Bétehcollective bargaining agent for teachers in
the district), interview data and accompanying asak reflect the views of Long Beach central office
administrators.

Following an introductory context-setting sectitims case study is organized into several
major sections: 1) acquiring talent—recruiting, seting, and placing teachers and administrators; 2)
talent management, development, and retention—mmhygrofessional development, and
performance management (evaluation) for teachedsaministrators; 3) paying for talent—
compensating teachers and administrators; andu#)reing up—what we can learn from Long Beach.

Introduction, Context, and Scene Setting

The Long Beach Unified School District (LBUSD) echted in the port city of Long Beach in
Southern California, adjacent to Los Angeles. Tis&ridt, the third largest in California (behind4.o
Angeles and San Diego), covers 129 square milesemwes four cities: Long Beach, Lakewood,
Signal Hill, and Avalon (Catalina Island).

Long Beach’s 88,000 students reflect both a miwsacof the diversity of California and its
increasingly Hispanic complexion. More than ha# thstrict’s students (51%) are Hispanic, 18
percent are African-American, 17 percent are wHiteercent are Asian, 3.5 percent are Filipino, and
the remaining 5.5 percent are classified as “ctiMore than two-thirds of Long Beach'’s students
(68%) qualify for free and reduced-price lunch, tyy@cal education proxy for poverty. About a
guarter (24%) are classified as English languagentss and among the ELL students, thirty-four (34)
home languages are spoken.

Like many urban districts in California (and els@md), Long Beach’s student enrollment is
declining. Enroliment reached a high of 97,000 etud in 2003, and each year since, has experienced
a steady downward trend. Currently, the distriselbabout 2,000 students per year.

ThelLong Beach school district maintains 93 schooks#d9 elementary schools, 26 K-8 and
middle schools, 11 high schools, 5 charter schawmid,1 K-12 school. The district counts among its
ranks 13,000 employees, about 4,000 of them teacher

Long Beach is a tight knit community. The majoxfyemployees (as many as 60-70 percent)
live in Long Beach; many have children in the dists schools. This is a community of “stayers.”
Many of the district’'s employees themselves grevinuippong Beach and have deep community roots.

The Long Beach Unified School District has a prbisiory of steadily increasing academic
achievement. Achievement in California is meastmgthe Academic Performance Index (API).
Schools earn a number 200 to 1,000 based on meagawth, or improvement, on statewide testing
results. The State Board of Education establishiadget of 800 to which schools should aspire. Long
Beach’s district score of 729 outpaces many sityikituated urban districts.



More closely examining Long Beach’s achievemewmtlereveals a district with an
increasingly upward trajectory. In reading and natthe elementary, middle, and high school levels,
Long Beach outperforms other California districtsving similar student populations. The districs ha
succeeded in narrowing the achievement gap betiWegranic and white elementary students in high
school reading and elementary reading and math.t@@dchievement gap between African-American
students and their white peers has closed fastesng Beach elementary school math and middle
school reading and math than in other districthestate.

Long Beach makes a substantial effort, with progrand support, to ensure that all of its
students will have access to a college educatiba.Widely-touted AVID (Advancement Via
Individual Determination), a college preparatorggmam for economically disadvantaged students
who often are left out of the press for collegerently operates in 29 Long Beach middle and high
schools. The district also has worked diligentlyncrease enrollment in Advanced Placement courses,
upping enroliment in these classes by 50 percanes2003. Significantly, enrollment for African
American and Hispanic students increased durirggséime period by 75 and 62 percent, respectively.

Long Beach is able to boast high-performing school/ery segment of the district. Its stellar
accomplishments have earned it a number of natlomabrs. The district is the 2003 national winner
of the Broad Prize for Urban Educatfaand is a finalist for Broad’s 2007 prize to be edeal in fall
2008.Newsweelknagazine named six of Long Beach’s high schooist®008 list of top U.S. high
schools.

A five-member school board governs the Long Beatioal district. Board members are
elected by geographic district for four-year terinmng Beach’s school board was fairly stable with a
number of long-serving members until 2002 wheregdn to experience some turnover. The board
was further roiled in 2006 when the local teacharson, the Teachers Association of Long Beach
(TALB), supported three challengers, two of whonsesated incumbents. TALB again supported two
challengers to unseat remaining incumbents in 2008these individuals failed to win election.

Long Beach is a fiscally independent district. @gvto California’s school finance system,
two-thirds (67%) of the district’'s revenue comeamirthe state. Until this year (2008), the district
operated with a budget of approximately $800 milliGalifornia’s historic budget shortfatiesulted
in Long Beach'’s budget being slashed by $44 millitmese cuts are on top of close to $50 million in
cuts the district had been forced to absorb bet8&&2 and 2006 due largely to declines in state—
provided revenue. Earlier budget cuts were madglgiby reducing positions in central office. This
year’s cuts are requiring Long Beach to reducdiorieate programs. The district, however, took a
policy decision to avoid teacher lay offs. Thiseethistory of substantial budget cuts in successiv
years makes Long Beach’s story of improvementallnhore remarkable.

! The Broad Prize is an annual award for an urbsimidi that makes significant achievement gains
while reducing the achievement gap. The Broad Fatioil provides $500,000 in scholarships to
graduating seniors in districts that win the prize.

2 California’s budget shortfall as of May 2008 wa9%illion.



THE LONG BEACH ROAD TO IMPROVEMENT

Long Beach’s steady road to improvement began tghappointment of Carl Cohn as
superintendent in 1992. A long-time district em@eyand Long Beach native, Cohn, was the first
African-American superintendent in the district.nigoBeach historically had had a reputation as a
“good district,” but this reputation had begun tane by the time Cohn assumed office. He found
himself confronting two critical issues.

First, the Long Beach community faced a generadfaconomic uncertainty. A large U.S.
Navy base, the source of much local employmentréeently been closed by the federal government.
In addition, McDonnell Douglas, at the time, theas single largest employer, downsized its Long
Beach operation.

The second issue swirled around the tense issumenaigration. Long Beach had begun to
emerge in the 1980s as a center of immigratiogelgrfor families from Mexico and Cambodia.
Ethnic tensions crescendoed into gang violenceghwépilled over into the schools.

Concomitant with economic uncertainty, rising imnaigpn, and a changing complexion for
the schools came steadily increasing enrolimertiv8en 1982 and 1992, the student population in
Long Beach rose from 57,500 to 96,500. Increasinglrers of these students came from homes where
English was spoken little, if at all, and poversfided students’ lives.

These issues would have presented challenges techoyl district. But they were particularly
hard on Long Beach, a district that had been stoentbrace its urban character. As the world began
to change around it, Long Beach continued to sedf ias “lowa by the sea.”

The superintendent who had preceded Carl Cohn éguanbto make some important changes
in the district. He had replaced many of the lainget“old guard” in the district and had establislzed
good relationship with the powerful local teachemgon, the Teachers Association of Long Beach
(TALB), an affiliate of the California Teachers A&sation and the National Education Association.
But during this superintendent’s watch, studeniasment had remained stagnant.

When Cohn became superintendent, he immediatelgrbegmake changes in the district. In
an attempt to curb gang-related violence, Long B&ad 992 became the first district in the nation t
require school uniforms for all elementary and rfedsthool students. What was important about this
development was not simply the end result, butatag in which it was accomplished, a strategy that
would continue to shape the way in which many efdrstrict’s policies evolved.

Before the uniform policy was implemented, priradgowere given the option of adopting
school uniform requirements at their schools. &tsame time, the district, under Cohn’s leadership,
engaged parents, teachers, and community memberderranging discussions about the efficacy of
a mandatory district-wide K-8 uniform policy. Folng these discussions, the school board enacted
policy requiring Long Beach students to wear umifer Thus, Long Beach’s “pilot and consult”
approach to designing and adopting new policesheas. It is a system that remains in place to this
day.

As superintendent, Cohn set his sights on improstagent achievement, and sought
community partners in this effort. The result wias Long Beach Partnership, a coalition of the sthoo
district, California State University Long Beacinda_ong Beach City College. Financial support for
the early days of the partnership was providecdhieyknight Foundation.

The Knight Foundation dollars funded the Nationatuity, which brought together professors
from major universities across the country to tlasmg Beach teachers on the content of key
standards. This effort served as a motivating feeamove CSU Long Beach and Long Beach
Community College faculty to work with the distriet partnership that continues today.

Under Cohn’s leadership, the district, with thesan of its institution of higher education
partners, initiated a two-year process of engagonyy Beach stakeholders (parents, administrators,
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teachers, and community activists) around the dgveént of academic standards for students. In a
period before such standards existed in Califooniaad become the national norm, this was a new
kind of work for a school district.

Long Beach enacted its first set of content stadwléin English/language arts) in 1995.
Standards for all grades and subjects were conabbstd 998. When California approved its own
academic standards later in 1998, Long Beach adastetandards to align with the state’s standards

Superintendentohn focused his initial efforts on two discret@iagement-related goals:

1) ensuring that every student was reading at graa ey the third grade; and,

2) ending social promotion by the eighth grade.
Says Cohn, “We wanted to make every class one whenrgould put our own children.” Under
Cohn’s leadership, K-8 achievement began to shdstaantial improvement.

Carl Cohn remained Long Beach'’s superintendent 20662 when he was succeeded by
Christopher Steinhauser. Steinhauser had begwateer in the district 26 years earlier as a tadche
aide, and had then moved up the professional laddszcome a teacher, an elementary principal,
deputy superintendent (under Cohn), and then sueedent.

Where Cohn had focused on improving achievemegtades K-8, Superintendent Steinhauser
launched an initiative targeted to the districighhschools. His ambitious program sought to inseea
the academic achievement of all students; closa¢h&vement gap; improve high school culture and
climate; and build high school leadership capatotgesign and sustain improvement efforts. Ninth
grade students reading two or more years belowegeaat!| were singled out for intervention,
including mandatory summer school and special ekss

% The school board had ended social promotion ithrnade in 1999.



Institutionalizing I nstructional | mprovement

Long Beach has, for a decade and a half, beeereghbn maintaining high academic
standards and expectations for all students antihcmmg to improve levels of instructional
performance. The core of the district’s instructibimprovement strategy is the “Essential Elemeits
Instruction.”

Based on the work of Madeleine Hunter, the Esselaleanents revolve around the belief that
teaching is a constant stream of decisions stredtaround a series of “principles of learning” that
guide teachers’ actions. Using these principlestiers establish an objective for each lessonhteac
the lesson, and correct for students’ level of usidading, using diagnostics and assessments.
Effective teachers use strategies that ensurergisides constantly engaged in what they are to be
learning (called “active participation”) and helpdents employ their past experiences to relatkeo
current lesson (called “anticipatory sets”). Motiwa, closure, and reinforcement are also parhef t
Essential Elements of Instruction.

Long Beach adopted the Essential Elements at @dmh@ behest. Early in his
superintendency, Cohn had completed a “listening’ twith school principals who had relayed to
Cohn the dilemma created by the district’'s burgegmrinroliment coupled with the state’s new
requirement that class sizes in grades K-3 be estiteca 20:1 ratid These simultaneous
circumstances resulted in an influx of new hires-8-800 per year—in Long Beach. These novice
teachers were coming to the district from a varddtguite different teacher preparation programs.
Cohn became convinced that these teachers needpddk a common language around lesson
planning and the fundamentals of teaching. TherEsdd=lements of Instruction seemed to fill that
bill.

The Essential Elements are part and parcel of mtiathat Long Beach does. They infuse the
preparation that Long Beach teachers, most of wiemive their certification from California State
University Long Beach, receive. They shape theundgs for new hires, the district-run teacher
induction program, and ongoing professional devaient.

An additional core belief infuses Long Beach'’s agah to maintaining high levels of
instruction: a belief in the capacity of its teacheé\ central theory of teaching and learning tiet
guided many of the changes in Long Beach (propadibgeCarl Cohn and continued by Chris
Steinhauser) is that improving student achievemesis on building the capacity of teachers to
diagnose their students’ needs and help them nddeaic progress. The district’s primary job is to
enhance these efforts by providing appropriate st@nd, where necessary, intervention.

*In 1996, California adopted Class Size ReductiB8R required that all K-3 classes, as well ashnint
grade English classes, be reduced to an averagefs?d students per teacher. The policy had a
number of unintended consequences: Many elemestaigols could not accommodate the additional
required classes and found themselves holding stemsditoriums and portable buildings, on school
playgrounds, and in other space that never wasdet&for classroom use. In addition, districts that
needed to hire many new teachers to staff the hesges often were forced to fill the positions with
uncertified, and inexperienced, teachers.
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Developing L ocal Assessmentsto Enhance the Effective Use of Data

Long Beach focuses considerable efforts on catigctinalyzing, and using student
achievement data. The district makes use of twdskof achievement data: 1) state assessments (the
STAR—Standardized Testing and Reporting—systent, anstandards-based local assessments.

The state assessments are administered in thg sgreach year. However, results are not
available until the following fall, making thesetdaneither timely nor useful for instructional
purposes.

Thus, Long Beach employs local assessments. Cly;réme district has more than 200 end-of-
course exams and benchmark assessments, keyedtifargrade levels and subject areas. Long
Beach uses no off-the-shelf assessments, but thitaigesearch and curriculum offices, works with
teachers to develop the district-relevant locaksssents.

All of the benchmark assessments are alignedtéldistrict’s curriculum pacing guides. The
research and curriculum offices identify the topgiosered by the curriculum, decide how long the
benchmark assessment should be and how many questghould include, and match questions with
pacing guides to determine how much time to coma&neach test on particular topics. The district
also makes sure the local assessments are aligttethesstate assessment.

Local assessments are often field tested befoyeateedistributed widely. Usually, questions
are tested with groups of students, the psychomehtaracteristics of each item is examined, and
district testing experts determine how closely Ienark probes correlate with established content
standards. Local assessments become operatiorfalltf@lowing field-testing.

The frequency of local assessments varies by tégisessments may be given at the end of a
course, quarterly, or every six weeks. The distsi@ommitted to a five-day turnaround for scantron
assessment results, which are transmitted to tesaehd principals. The district uses a “trainer of
trainers” model (with curriculum leaders, departingrairs in secondary schools, and experienced
principals serving as trainers) to help teachedspmcipals interpret the assessment data. Local
assessments are revised on an as-needed basis.

The district makes local assessment data accedhifolugh a home-grown web-based system,
named “LROIX,” an acronym for LBUSD Research Offlogranet® Teachers have access to the data
about their students and principals to data abbwit schools. The district offers approximately 50
different kinds of customized data reports, frorofies of students detailing testing histories to
reports describing where schools are doing wellanére there is room for improvement. As part of
the data system, the district maintains a contisdfeadback loop, gathering information from teasher
and principals about the usefulness of variouskofdeports and making adjustments accordingly.

® The “X” in LROIX does not stand for anything. was simply added after the system went through a
major enhancement.
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1. ACQUIRING TALENT IN LONG BEACH
Long Beach is that rare urban district that bo#tdrically and currently has little difficulty
recruiting teacher and administrator talent. Tabaguisition in Long Beach is not a story of regcent
explosive change, but rather a narrative of stgmdgress and consistency, making the most of
homegrown talent.

Recruiting Talented Teachers

At present rates of enroliment shifts and emplatértion, Long Beach needs to hire
approximately 200 new teachers each year. Thadlifitrds 80 percent of its teacher candidates at
CSU Long Beach (with an additional complement air#®y CSU Dominguez Hills). The district does
not employ the services of “outside partners,” sasfTeach for America or New Leaders for New
Schools, to find teaching or administrative talent.

Long Beach had a fleeting relationship with TeamhAmerica about five years ago, and was
hoping to work with the organization to help thstdct recruit always-in-short-supply math and
science teachers. However, TFA madequal pro quothat, in exchange for helping the district to
recruit these shortage area teachers, Long Beagldweed to hire some of TFA-trained elementary
teachers as well. The district did not need TFAneBtary teachers, so the relationship ended.

One of Long Beach'’s secrets to recruiting taleméaadthers has been for members of the
district’s central administrative staff to beconmeegly involved in and, to a great extent, shape CSU
Long Beach'’s credential programs. All of the didts curriculum specialists, for example, teachhe
teacher credential program, the focus of whiclo isdin teachers to teach in an urban setting. The
Essential Elements of Instruction are woven ints filogram of teacher preparatidn.

An additional component of the CSU Long Beach anédéprogram involves service learning.
Part of the Integrated Teacher Education PrograiaR), this program aspect, required of all teachers
studying for a multiple subjects credenfjmombines the study of academic subjects aligrigd w
California’s K-8 standards with professional pregieon courses and fieldwork. In Long Beach, the
fieldwork translates to work in the district’s sci®, which offers LBUSD yet another opportunity to
acquaint potential teachers with the district aahho pave the way for a successful transitiomfro
credential work to actual teaching in Long Beach.

LBUSD also uses a number of strategies to attratetrpial applicants to teaching. Exploring
Teaching, a course developed in collaboration @it Long Beach, offers high school juniors and
seniors an opportunity to learn about the teachmofession and to have some hands-on experience in
an elementary school.

In addition, the district, in partnership with C&dng Beach and Long Beach City College,
makes a concerted effort to attract Long Beactvesatjor at least residents) to teach in local sishoo
Faculty teams from the CSU campus and the commualtgge make regular visits to district middle
and high schools to encourage students to purdlegeeducations and seek teaching careers. Special
emphasis is placed on encouraging potential minoeanhdidates and individuals interested in teaching
mathematics and science.

® The district previously ran an English Learnertifieation program until all experienced teachers
held this certification. It is now part of thetial credential work.

" Multiple subject credentials typically cover elemtary grades. Teachers in middle school and high
school departmentalized settings must earn singdgst credentials.
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The district’s efforts to recruit able people isahdvantaged by its long-standing, widely
known public reputation as a “good place to woikeachers seek positions in Long Beach and settle
in for a career.

Selecting and Placing Teachers

Unlike many urban districts that do not offer enyph@nt contracts to new recruits until late
summer or even early fall, Long Beach offers carran December for the following September for
individuals who can fill positions in high needgas (science, mathematics, special education)k&nli
traditional teacher employment contracts, theslky eantracts are offered without reference to a
specific assignment. In other words, these cordraie offered with the expectation that there laall
teaching openings in these identified areas, th@ighe time the contracts are offered, the exact
location of the opening is not known.

For teachers who are not in shortage fields anaaireffered early contracts, the district uses
online applications. Teachers submit initial apgien information through the district’'s website.
Minimum qualifications include a Bachelor’s degrappropriate teaching credential (or current
enroliment in a credential program in an area ghhieed), and a passing score on the California
Basic Education Skills Teét.

Within three weeks of applying online for an opeasigion (teachers apply for specific
positions), candidates submit a packet of matettatbe district’s human resources office. The gack
must contain a resume and cover letter; one lefteaference from the applicant’s current principal
supervisor (or if the candidate is a student tegdhem the master teacher); and one copy eacheof t
candidate’s official college transcript and relev@aching credential. The district’'s human resesrc
office reviews all materials and conducts a backgdocheck and an initial screening interview.

Following these initial activities, the candidasesent for an interview to the school with the
opening for which the candidate is qualified. A coittee composed of the principal, teachers at the
school, classified employees, and parents condusttiool-based interview. Principals also use the
Haberman STAR teacher interview tool as part oif ierviewing procest’ The site committee
recommends to the district whether the applicaatssitable fit for the position. The district (ribe
school) makes official job offers.

To recruit in high needs areas, the district wdizeacher websites, such as teachers-
teachers.com and enjoin.org, to advertise, padibufor openings in mathematics, science, and
special education. Using websites allows Long Beaacakach potential applicants in all areas of the
country. According to district officials, this stegy has increased the district’s applicant podiard-
to-staff fields. In addition, Long Beach attendgularly scheduled recruitment fairs. The early
contracts, previously described, makes it posddyléhe district not to lose qualified credentialed
teachers to other districts.

Long Beach offers no special financial induceméortsecruits in high need areas. But the
district does try to bring applicants on board @sstitutes before their contract year begins sp tla@
become familiar with the district and the site toieth they will be assigned.

® This is called an “internship” in California.

® The CBEST, designed to verify basic skills in Estyland mathematics, is required for a California
credential.

19 principals are given training in the Haberman raéthin order to use this system, the Haberman
company requires that it conduct the training. Haldas is a scenario-based interview tool designed to
help districts select teachers who will remainhieit positions and be successful.
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Teachers currently employed in the district whoiaterested in voluntary transfers have the
opportunity to apply for open positions before rfames are considered. Open positions are posted
March 15. Teachers interview with schools that h&meeopenings and are either selected or informed
they are not the right fit. The district makes gwveifort to fill these open positions by the endlod
school year for the following school year.

In addition, the recent budget cuts have resutteéeacher “consolidations,” or involuntary
transfers, at some schools. In accord with the LBU®3\LB contract, these transfers are made on the
basis of seniority, with consolidated teachersrefigoreference for open positions before voluntary
transfers and new hires. “Bumping” another teaftten an already held position is allowed only if
the position is held by a temporary teacher.

Long Beach makes every effort to make the job appbn process user-friendly. The human
resources office has adopted a customer servibe igrientation, and the processes of hiring and
placement seem to work smoothly and efficiently.

Recruiting and Selecting Administrators

Long Beach has had a varied number of open prihpipsitions in the last several years: 8 in
2002-03; another 8 2004-05: 10 in 2005-06: 9 inG200. The number then rose to 17 last year (2007-
08) and dropped down to 4 for 2008-09. All tolce thistrict has replaced half its principal workferc
in the last five years and is likely to replace ¢ileer half in the next five years.

Long Beach works to create its own talent pipeforeprincipals. In order to attract top talent,
the district runs specialized workshops for indbats considering the principalship. These workshops
include tips on writing a cover letter, assembingsume, and having a successful interview.

The district also offers a graduated series of wloops for individuals in various stages of
considering an administrative career: a three darkshop for people interested in becoming assistant
principals (the “aspiring administrators” workshpa)five-day workshop for assistant principals who
seek to become principals (which includes five dafyj®b shadowing a working principal); and a
program for current teacher leaders that, in castjan with CSU Long Beach, provides a fast track to
an administrative credential.

District administrators proudly describe their hgiprocess as “transparent.” The process, they
say, is open and known to all—no secrets, no migstelt is public information, for example, who is
in the aspiring administrators program and whordfoee, is the likeliest to be placed in administe
positions as they become available.

Long Beach had a short-term relationship with Tielac America as part of the pipeline for
administrators? The district identified a pool of approximatelyai TFA potential administrators.

Two of these individuals made it through the destsiinitial screening process. However, due to the
budget collapse, the district determined to brmgnly one outside candidate for potential
administrative positions for the 2008-2009 y&aand that individual was a principal from Los
Angeles.

Long Beach exemplifies the “grow your own” philobgdor administrators. Nearly all
principals are selected from among district empdsydlthough applicants sometimes come to the
district seeking principal positions, and the dtstadvertises through the Association of Califarni

1 TFA is expanding the leadership aspect of its megand pursuing alternative pathways to
administration.

12 The budget dilemma created a reason for Long Beatto accept this group of TFA administrative
candidates. However, according to district off&idTFA pushes too hard, too soon, too early girth
careers for these people to be made principalgugteon’t think they're ready.”
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School Administrators (ACSA), it often is the cdlsat the district considers only internal candidate
One recent exception is high school principals whibendistrict sometimes has difficulty securing and
who, thus, may be recruited from the outsite.

As with teachers, most Long Beach administratorsive their administrative credential
training at CSU Long Beach. District staff has waatlassiduously with the university to “redo” the
Tier 1 training program so that individuals aredye#o apply for an administrative position in Long
Beach when they finish their preparatirCourses in the program, which emphasizes the Bajelr
principles of continuous improvemefit,are taught primarily by LBUSD administrators. Tdfécial
in charge of leadership development for the disgpent halftime for a year at CSU Long Beach
reconfiguring this program and simultaneously dsthing CSU Long Beach’s Ed.D. program that
attracts a number of school administrators.

Twenty people currently are enrolled in CSU Long&®s Tier 1 administrator preparation
program. These individuals likely will return to LEBD in administrative positions.

Selecting and Placing Administrators

Long Beach uses the administrative analog of thledriman tool—the STAR Urban
Administrators questionnaire—to select new prinlspAgain, the Haberman company conducts the
training for this. The Haberman interview proto¢mhly a portion of which Long Beach uses)
composes only one part of Long Beach'’s selectiosgss’.

The district appraises potential administratorsh@nbasis of 10 “power standards” in the areas
of instructional, operational, and public leadepsHihe goal is to select people for administrative
positions who will: 1) create a results-orientettune; 2) reinforce effective instructional praej@)
enhance staff capacity to lead improvement in urcsiton and student achievement; 4) facilitate and
support staff collaboration; 5) use data to setgyaaform decision-making, and track progress; 6)
develop, implement, and evaluate interventionsfodents who are not achieving; 7) maintain
discipline and order; 8) communicate effectivelyhstaff and with students’ families and community
members; 9) use skill in written and oral commutarg and, 10) develop and maintain a management
style that meets the diverse needs of both studentstaff. A panel of current principals scoreshea
applicant’s cover letter and resume on these t@reuisions using a district-developed scoring guide.

When a principal position opens, the district makesry effort to “match” the person best
qualified for the job with the available positiorhis “matching” is enhanced through the school-dase
interview conducted by the prospective principgédachers and community members.

13 When asked why it is hard to find high school pipials, one district official suggested that thetro
of the problem may be that elementary and middd@aicprincipals historically have been allowed to
select their own assistant principals and they n@yalways select individuals who are good prinkipa
material.

14 California has a two-tier administrative servicesdential structure. Administrators receive a
preliminary five-year credential when they have thetbasic requirements. A clear credential
requires the completion of additional requirememtsluding two years of successful service in & ful
time administrative position.

1> Employing the Baldridge system, the organizationduicts regular assessments to evaluate and
improve performance based on criteria that incledeership; strategic planning; student and market
focus; measurement, analysis, and knowledge mareagemorkforce focus; process management;
and, results.

1% In fact, the district does not use the entireqmot, citing some of the questions on it as
“inconsistent” with Long Beach’s culture.
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2. TALENT MANAGEMENT, DEVELOPMENT, AND RETENTION
Recruitment is not a significant issue for Long &eaUnlike many urban districts, the district
has little difficulty recruiting well-qualified tedners or administrators. The district, however,ades
considerable time, attention, and resources toigiray professional development and support to
teachers and administrators who are new to thaalist new to their jobs.

Inducting Teachers

Long Beach was one of the districts selectedltd @ialifornia’s then-fledgling Beginning
Teacher Support and Assessment (BTSA) Program—earciion strategy— in 1984.Building on
this experience, early in the1990s, Long Beachrselca grant from the National Education
Association’s education foundation, the Nationalifrdation for the Improvement of Education
(NFIE). The district used the money to bring togetits professional development and categorical
program leaders with representatives of local tuistins of higher education for the purpose of
continuing to reshape induction and professionaélbgment for new teachers.

The goal of these efforts was to define a commaa obknowledge detailing what teachers
should know and be able to do after three yeatsawhing. The district and its partners used the
Essential Elements of Instruction as a foundatiomvhich to build a standards-based system of
teaching for novices. The program included conéet pedagogical professional development.

Establishing this program proved to be both usafual prescient. With state mandated class
size reduction, increasing enrollment, and the ocomntant requirement to support hundreds of new
teachers each year, Long Beach had a clear neaddoge-scale, focused induction program. The
district adapted what it had learned through ite @xperience and set about building the Long Beach
version of the “new teacher project”

All teachers new to LBUSD are required to atteriverday New Teacher Institute in August
of the year they are hired. The Institute provithese novices with an introduction to the Essential
Elements of Instruction and grade level or subgpetcific information on standards-based curriculum
and assessment. For each of the first two yeafseafemployment, new teachers in Long Beach also
participate in seven release days of professioeatldpment focused on literacy and math for
elementary teachers and subject area contentéondary teachers.

As part of its support and induction program, eaeWw teacher in Long Beach is assigned a
coach'® The coach, a member of the faculty at the newhieras school, knows the school culture, is
familiar with school procedures, and, to the exfmisible, teaches the same grade or subject as the
novice.

Coaches must have at least four years of succedafigroom teaching and receive district-
provided New Teacher Coach training around therEsdd=lements of Instruction, developmental
needs of beginning teachers, understanding theofdgmative assessment in ongoing professional
development, and helping novices to analyze studerkt. Coaches provide support around the
California Standards for the Teaching Professid®TE). Adopted by the state in 1997, the CSTP play
off the standards adopted by the National BoardPfofessional Teaching Standards and include

" BTSA is now a two-year state funded induction paogin which all new teachers must participate
in order to receive a Professional Clear credential

18 Long Beach calls its support program The New Tem€Hhoject. It preceded the national
organization of the same name.

9 The principal selects a site coordinator for ttieo®|; the principal and site coordinator seleet th
coaches.
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engaging and supporting all students in learningating and maintaining effective environments for
student learning; understanding and organizingesilpatter for student learning; planning instrcti

and designing learning experiences for all studessessing student learning; and, developing as a
professional educator.

Teachers and coaches in Long Beach remain togkethvo years, the length of the state-
required BTSA induction program. Coaches meet Wighnew teachers they are supporting one-on-
one for at least one hour each week. They obséagsroom practice, engage the teacher in reflective
conversations around the California Standards heygleach new teacher develop an Individual
Induction Plan, meant to guide the new teacherly gaars of professional growth and development.

One of the state’s BTSA requirements is for a fdimesassessment for all novice teachers.
Long Beach created its own assessment (rathemutiag the state-designed one) and won approval to
use it from the state’s Commission on Teacher Grigaleng. The district’s formative assessment
system includes district-developed rubrics andlief@ each standard. Coaches assist novice tesacher
in rating their practice on each standard as “practot consistent,” “developing beginning practice
“maturing beginning practice,” or “experienced pgre&’. In the spirit of formative assessment, thes
appraisals are not part of evaluation or tenuréstats, but are meant to appraise professional tjrow
over time.

In 2003, school districts in California submittddmns to the state’s Commission on Teacher
Credentialing to enable districts to grant teacliees Professional Clear credentials. Long Beach’s
plan was approved. In addition to support and assest, the district now provides additional tragnin
in the area of equity (including for English learmiand special populations) and requires teachers t
demonstrate application of this knowledge in thwise of improving student learning.

At the end of the two-year program of support ariliction, the district recommends to the
state for clear credentials those who have suadgssbmpleted the program. Long Beach’s teacher
induction program is funded from a combinationtate designated dollars (about $1.5 million a year)
and creatively deployed federal funds.

Perhaps because the district shapes teacher gtiepaaind initial teacher induction so
thoroughly, Long Beach does not face a teachentieteproblem. Most teachers who come to the
district understand what is expected of them wiety tare hired. They are carefully supported and
inducted and, according to district officials, cointa the district long-term because of the distsic
reputation for strong professional developmentsupport and a culture of “family.” As a result, the
district’s retention rate hovers at or above 9@eet for teachers who have been teaching therat for
least three years.

Inducting Administrators

Long Beach goes to considerable lengths to emmweadministrators have the skills and
dispositions to handle their jobs. The districtos leadership training for both new administrait
and for those who aspire to administrative pos#ion

New and aspiring administrators participate in swnmstitutes that include topics such as
teacher conferencing (for evaluation purposes)gbtidg, special education (always complicated
because of the many rules and regulations), arghprg agendas and running meetings.

In addition, six administrator coack&grovide intensive first-year mentoring for new
principals. Coaches are assigned to work with thesees particularly on issues of long-range
planning. Monthly workshops for new principals designed around common issues that arise at their
schools. And new principals receive a district-deped monthly newsletter, the “Newbie News.”

20 The number may change depending on the numbeavoprincipals.
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The “aspiring principals” program was initiated thie theory that, if appropriate administrative
selections are made initially, success is mordylikdnen these individuals become principals. Ad par
of this program, aspiring principals “shadow” memdncipals for five day$*

Once a new principal is named, the district brituggether members of the staff of the
principal’s school to talk with the incoming pripal about school issues and staff expectations. The
district also conducts a school survey and contteysesults to the new principal.

Long Beach is the recipient of a 2008 grant fromBinoad Foundation for leadership
development. The program originally was intendegrtivide a year of fulltime training for selected
principals-to-be who would act as apprentices toeru principals. However, as a condition of the
grant, the district was obligated to provide matghiunds. With the budget decline, Long Beach found
it did not have the requisite dollars for this marg for 2008-2009. Thus, the program was restradtur
with fewer apprentices, all of whom have assumétitak administrative assignments and spend half-
time shadowing experienced principals for a yeaoaB will assume half the cost of this program

As with teachers, retention of principals is ngrablem for Long Beach. Average principal
tenure is more than 10 years.

Continuous Improvement for Teachersand Administrators

The watchwords for Long Beach'’s professional dgwelent for both teachers and
administrators are “continuous improvement.” Th&ritit's continuing education programs are
carefully targeted to ensuring that classroom ahdiaistrative employees are kept abreast of new
developments and effective techniques in theid§el

Professional development for teachers

The guiding principle of teacher professional depment in Long Beach is, to borrow a page
from the National Board for Professional Teachitgn8ards, what teachers need to know and be able
to do at various stages of their career. Embedu@dafessional development are expectations for
teacher learning linked to improving student leagni

The district’s professional development offerimpgnge regularly with foci spanning
enhancing teachers’ content knowledge, becomingtadalifferentiated instruction, and using data to
shape instruction. Underlying principles garneneanf research about the characteristics of good
professional development—including that is clodiglged to classroom practice, is job-embedded,
incorporates content and pedagogy, and involvesriypity for collaboration with colleagues—shape
Long Beach’s professional development program.

Professional development in Long Beach is fundedarily out of Title II** federal dollars, to
the tune of approximately $6 million per year. Oalyery small amount of district general fund
revenues are put toward professional development.

In order to bolster its professional developmentfs Long Beach often submits proposals for
additional funding. Dollars from the federal Reagkirst initiative, for example, have provided
intensive training for teachers in grades K-3 as@Hools on the implementation of the district's
adopted curriculum. A major part of this trainingswon the use of assessments to guide instructional
practice in the classroom. Teachers implementeddbassessments every six weeks and transferred
results to a computer-based program that provided¢hool with extensive data to use in analyzing
student progress. Data from this system becamimtimelation of conversations among teachers, site

|22

21 Mentor principals are both self-nominated and matéd by assistant superintendents. They receive
training from the district in coaching.
%2 This is the teacher and principal training sectbio Child Left behind.
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administrators, and coaches, and shaped agendgistte level meetings. These discussions resulted
in classroom level changes in terms of groupingtsgies, instructional skills, and individual stotle
plans.

At the district level, professional developmentamducted by the curriculum leaders for each
content area and by a team of coaches. At the stshad, site coaches, principals, and department
chairs in secondary schools have responsibilitypfofessional development.

In order to determine what kind of professionalelepment to provide, the district conducts
an annual professional development needs assesament teachers as well as a review of
professional development plans. In addition, cutum specialists visit each high school twice aryea
to hold conversations with teachers and principaldetermine their professional development needs.

In order to let teachers know the professionakttgyment offerings available to them, the
district publishes an online professional developnoatalog three times a year. Teachers can registe
for the district-offered courses online. Long Beaohsistently has waiting lists for its professiona
development offerings.

Long Beach also provides teacher professionalldpreent in the form of specialized
certification. The district runs its own Instituter Advanced Placement to certify teachers to teach
these college level courses. Endorsed by the GoBegrd, the Institute is free for Long Beach
teachers; those from other districts pay a feerebdy, 250 teachers (50 of them from Long Beach)
are enrolled in the Institute.

An additional district-offered certification is fgifted and talented education (GATE). The
focus of this program is on pedagogy, strategiessfaching students who are succeeding
academically and need additional challenges. Teadwwenot need to be assigned to GATE classes to
participate in the 45-hour certification progranta€ses are conducted after school by Long Beach
GATE-certified teachers. Teachers are not paidHertime, but earn salary credit for certification.
More than 300 Long Beach teachers currently arelledrin the GATE certification program.

Finally, the district funds support programs feac¢hers interested in earning advanced
certification through the National Board for Prafiesmal Teaching Standards.

The district offers both a pre-candidate and a ickate support program. The pre-candidate support
program includes five months of preparatory pratess development offered by district Board
Certified teachers. A year’s candidate supporvalable for those who choose formally to pursue
Board Certification. The district pays the fee 8f500 for teachers who complete the pre-candidate
program and move on to candidacy. Long Beach has\Bdional Board Certified Teachers with 20
more in process.

Professional development for administrators

Long Beach continues its tradition of providingenednt professional development for
practicing administrators. For example, elementaigdle/K-8, and high school administrators meet
monthly in their level groups for professional dieygnent that is germane to the time.

In keeping with the district's management focuscmaf the professional development offered
centers on Baldridge principles. Administrators atso select courses on practical issues they face,
such as successfully conducting meetings, assegndlinaster schedule, budgeting, and compiling
adequate documentation for discipline cases. Fsiofieal development choices can be found in the
administrators’ online catalog.

Long Beach often selects a “special focus” for adstiator professional development. This
past year, that focus has been “courageous catiars” and “crucial conversations.”
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Working with the Ukleja Center at CSU Long Be&thhis special study has centered on
enhancing administrators’ ability to have honestvarsations with teachers about performance. The
work focuses on an issue that is not unique to LBeach, but is rarely addressed. That is the isbue
generational leadership, namely, that differenegations of employees hold different expectations
about their jobs and about their relationships wheir supervisors.

These generational differences (teachers in on@osohay be of different generations; the
principal may be of a different generation tharckesis) can create schisms that can impact the
operation of the school. This special trainingddministrators represents an example of how Long
Beach seizes opportunities to make professionaldpment relevant for school administrators.

Perfor mance M anagement

Effective performance management, or evaluatioaniextension of good professional
development. Teacher evaluation is a rare aradnich Long Beach’s system could use an added
dose of rigor and relevance.

Evaluating teachers

State law requires evaluation every year for priobaty teachers, every other year for
permanent teachers. Teachers who have taught stulbefor 10 years can choose to be formally
evaluated very five years, but must conduct aatsearch in the non-evaluation years.

The current teacher evaluation system in Long Bé&ablsed on a 20-year old evaluation
protocol. Under the terms of this (very traditign@aluation system negotiated between the district
and TALB, the principal (or assistant principalhdocts up to three classroom observations, holds a
post-observation conference with the employee pmadides a written performance report that
includes a rating of “satisfactory” or “unsatisfaigt.” Evaluation centers on matters such as teacher
pupil relationships and professional judgment. 8tidest scores not a part of the teacher evatuatio
system.

The district is seeking to change the evaluaty@mtesn so that performance review focuses
more squarely on the California Standards for thaching Profession. A pilot evaluation has been
underway that incorporates the CSTP and rates¢eaels “below basic,” “basic,” or “proficient.” A
joint union-management committee is meeting tddrgeach agreement on such a system for the
district as a whole.

Long Beach also has a peer assistance and revagwam (PAR) for underperforming
experienced teachers. The program, which is goddogea nine-member joint union-management
panel (5 teachers appointed by TALB, 4 administeagppointed by the district), provides intensive
support and professional development for expergneachers who are determined by their principal
to be struggling in the classroom.

Teachers typically are placed in PAR for one yBaring that time, they are closely mentored
by specially selected experienced teachers (c@ltmtsulting Teachers) who are released from their
regular classroom duties for up to three yeargteesfull time in this capacity. At the conclusioh
the year, the Consulting Teacher conducts a foewauation of the teacher in PAR and makes a
report to the PAR Panel. The Consulting Teacher desgrmine that the teacher has improved

3 The center is funded by the Boeing Corporationemased within CSU Long Beach’s College of
Business Administration. The center focuses onieghpthics in business and the professions.
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sufficiently to be released from PAR, may recommadditional support, or may recommend
termination. The PAR Panel makes the final recontaian to the superintendefit.

Evaluating administrators

Administrator evaluation in Long Beach is basedhtan10 “power standards” previously
described in the section on administrator selec#@sistant superintendents conduct appraisalgeof s
administrators based on these standards everyorethie first three years of appointment, everyeoth
year thereafter.

Administrator evaluation is organized as a collative endeavor. The assistant
superintendents set goals for the principals whoey supervise, requesting supporting data that the
school is making progress. Though not requiredalay In Long Beach, this process is repeated
annually.

24 The district currently has only one PAR “coachetitling to invest the dollars in coaches and
specialists who can ensure that those who provigp@t to struggling teachers can be matched by
grade level or subject area.
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3. PAYING FOR TALENT

New forms of compensation, particularly for teashare high on the policy agenda. Long
Beach, however, has not strayed far from tradititeecher or administrator pay structures.

Compensating Teachersand Administrators

Teachers in Long Beach are paid on the singleyatdedule. Salaries increase on the basis of
years of experience and units accrued. With aistpsalary of $49,800 for a teacher with a Bachiglor
degree and a credential, and a top salary of $03@0a teacher with 29 years experience and a BA
plus 75 units, Long Beach’s salaries are competitnth surrounding districts’.

Long Beach offers some modest variation from ifiglity of the single salary schedule. The
district, for example, provides up to 15 yearsigataedit to new hires for fulltime public school
teaching experiené@and up to four years’ credit for “related dutiesyith as private school teaching,
overseas teaching, or running a museum educatagrgom.

The district also offers a small number of payemives. Speech and language specialists, often
in short supply, receive a five percent salary “puhiNew teacher coaches earn $1,000 per year for
each teacher they coach (typically, one to twoyear). An up to 10 percent bonus is awarded to
Board Certified teachers—five percent for becontiogrd Certified, and another five percent for
NBCTs who provide 60 service hours in curriculumelepment, support for student teachers, or
support for struggling experienced teachers. Thrsub is renewable annually for the life of the
certificate. Consulting Teachers in the PAR progedso earn a stipend. These incentives
notwithstanding, Long Beach has not ventured vesgptly into the world of alternative compensation.

Administrators in Long Beach are also paid on glsisalary schedule, analogous to the
teacher pay plan. However, administrators’ salatesary by “rankings” based on the size of the
school. In other words, salaries for school priatspise with the number of certificated staff for
whom the principal is responsible. As with teachkemng Beach has no other widespread pay
incentives for administrators.

%5 Districts in California typically offer seven yeanf credit on the salary schedule for prior
experience.
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4. SUMMING UP LONG BEACH

It would be difficult to classify Long Beach as #éimyng other than a successful urban district—
something of an outlier in itself. The district lstable history of steady improvement in a distri
culture of high expectations for teachers, admiaists, and students.

When Carl Cohn was asked what accounts for the gmess of the operation of the central
administration, why when people change jobs or d&awve the district (a fairly rare occurrence), the
district does not lose a step, Cohn replied, “Taedh strength is always strong. You can go two to
three deep...” In other words, knowledge of how eletmef the system work are not the province of a
single individual, but of a team of colleagues.

While Long Beach does not use outside agenciagsia such as recruitment, it does make use
of community resources in the form of close relagitips with local institutions of higher educatias,
Carl Cohn says, “marrying inside talent to outsdpertise.”

This is a district that sometimes is viewed by mlgs as a “closed system.” It rarely uses
prepackaged programs or outside partner organimatado what Long Beach believes it can do itself,
and not jeopardize its important organizationatunel. Long Beach believes its “do it yourself’
approach is why programs and approaches “stickd i\rs hard to argue with success in the form of
increasing student achievement.

Long Beach is clear about its priorities. Hit hagdCalifornia’s budget cuts this year, the
district accomplished dollar reductions by, in W@ ds of one district official, “cleverly
supplementing not supplanting.” Some programs wetée.g., high school coaches) or curtailed (the
Broad principal internships). But the bulk of thediget reductions were absorbed at central office so
as to impact the students and the classroom kesdgtpossible.

A Quick Word About L abor-Management Relations

Labor-management relations is not a focal poirths case study. However, given the
significance of union-district relations to everyidp from establishing teacher working conditions to
shaping the way in which district resources arecalled, it seems appropriate to devote a paragnaph
two to it here.

Labor-management relations in Long Beach histdsicaére stable and cooperative. Carl
Cohn’s predecessor as superintendent worked hastablish an effective working relationship with
the local TALB leadership. Long Beach, despite 8rmo&labor-management tension, has never
experienced a teachers’ strike.

With a recent shift in local union leadership, tielas have become tenser, less relaxed, less
predictable. However, according to district offlsiarelations with the teachers’ union seem to be
stabilizing. The parties meet and talk regularlgl &y to resolve problems before they blossom. s a
example of improving relations, TALB invited thesttict this year, for the first time in three yedrs
TALB'’s celebration for retiring teachers.

Long Beach’s local union is very traditional in apach. It seems to play no role, for example,
in the induction of new teachers, and has no dasggihreform program of its own, no area beyond the
traditional wages, hours, and working conditionsv/trich it has chosen to involve itself. Any
agreements between the district and the union agipart of the formal contract. TALB, in keeping
with CTA practice, does not enter into extra-cotitie@greements, such as trust agreements,
memoranda of understanding.
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Burnishing Its Reputation

Long Beach has earned a well-deserved reputatiarsascessful urban district. The reasons

for the district’s success are not mysterious:

Long Beach provides a great deal of support aligoetistrict goals for new and continuing
principals and teachers.

The district takes a methodical and consistentagugdr to change and improvement. The
Essential Elements of Instruction lie at the he&these improvement efforts. Pilot programs
of promising practices are first tried out in a feghools, their impact on student achievement
is assessed, and, if the results are favorablgrtigram is taken to scale.

A culture of high expectations (and shared expecta} permeates the district.

The district is not infected by the “siloing” sommon to school district central administrative
structures. Staff work together, and across degantsn

Long Beach does not skimp on communication. Theicigsegularly seeks input from
stakeholders, ensuring that programs authenticadlgct a top down, bottom up hybrid
approach. And communication does not stop withisgekiews. A continuous feedback loop
is a key element of Long Beach’s ongoing improvenediorts.

Long Beach Unified is facing a number of challengestinuing budget cuts; declining

enrollment; ongoing pressure to improve administraaining (compounded by the fact that 50
principals plan to retire within the next five ysarYet throughout the whirl of sometimes
unanticipated or unwelcome change, the districhiaais a singular focus: what is best for students.
Living the district's motto, “Every student, evedgy,” is perhaps the most common expression of
The Long Beach Way.
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