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Approval of September 25, 2007 Minutes
Expert Panel on Compensation and Evaluation
Henry Roman, ProComp Transition Team, Denver Public Schools (DPS)

· DPS has experience with school-level and teacher-level incentives.  

· Increase new teachers starting salaries.

· DPS needs to collect information about market incentives and student growth for at least three years.  Last year was the first year.

· School-level incentives:

· Educators and administrators developed criteria together.

· Includes teachers in every discipline, not only CSAP subject teachers.

· Fosters a focused approach on student achievement and creates teacher buy-in.

· School-level incentives easier to administer than teacher-level incentives.

· Teacher-level incentives:

· Eligible teachers teach in core content areas.

· Requires sophisticated IT systems and dedicated resources to make teacher-level incentives work.

· Challenging for small districts to administer because data has to be analyzed carefully.

· Need to discuss issue of the process surrounding dismissal of an unsatisfactory teacher.

· Due process is arduous.  Is it easier to transfer the teacher to another school?

· How to include binding arbitration in the process?

· DPS employees have two options:

· Follow established due process procedures, or

· Follow a professional review process, comprised of one teacher and one administrator.  This alternative approach expedites the process, saving time and money.

SEE SLIDES

Jack Kronser, Recruitment Director, Douglas County Schools
· Colorado attracts 10%-20% of teacher applicants from out-of-state

· State needs to develop an articulated plan to attract highly qualified teachers.

· Statewide presence would serve all school districts.

· Plan should include a well supported website, print literature, and presence at job fairs/conferences.

· State should encourage recruitment in hard-to-fill disciplines, e.g. speech therapy.  Get from the rust belt.

· Evaluations:

· Current teacher evaluation plan took 12 years to develop, and Douglas County is happy with this evaluation model.

· Evaluation plans need two main components:


· Specific indicators, and

· A progressive discipline plan.

· Performance pay was developed in Douglas County over 10 years ago. 

· Recommendations:

· Provide scholarships and expand loan forgiveness programs, especially for hard-to-fill areas.  LIFT program already exists, but a more ambitious program is needed.  Will require shifting revenues.

· Have “teachers of the year” instruct other teachers and pass on useful skills.

· Need presence of state in diversity issues because diversity is an identified factor in student achievement gaps.

SEE SLIDES

Jason Glass, Human Resources, Eagle County Schools
· Completely abandoned lock-step salary schedule.

· Compensation reform caused by student achievement below the state average, community perceptions of poor performance, and high teacher attrition.

· Performance pay measure tied to 2001 ballot initiative to provide $3.1 million for cost of living allowance and performance pay.

· Implemented Milken Family Foundation TAP Model—every employee on pay for performance based system.

· Four parts to system:

· Multiple career paths,

· Ongoing applied professional development, 

· Instructionally focused accountability,

· Performance based compensation in the form of year-end bonuses (applied to following year’s salary base).
· Successes of performance based compensation:

· Career paths for teachers.

· Data driven focus on student growth.

· Collaborative professional development.

· Challenges for performance based compensation:

· Creating valid and reliable evaluation systems.

· Technical issues in turning assessment scores into money. 

· Lack of transparency in understanding payment schedule.

· Need to customize system to pay different positions.

SEE SLIDES

John Lange, Superintendent, Commerce City Schools
· Commerce City was last district in CSAP scores 10 years ago.

· Reformed pay system to focus on student performance, based 100% on CSAP scores.

· Every employee in district, i.e., teachers, bus driver, cafeteria worker, etc., is eligible.

· This pay system rewards excellence and hard work.

· Data and achievement is discussed with all staff members.

· Performance pay system is celebrated:

· Welcome back rally, pace setter awards, administrative breakfasts, staff meetings, press conferences.

· This performance pay program has been in effect for seven years, and each year CSAP scores have increased.

· Get the money from grants and redirecting funds.

Larry Nisbet, Englewood Public Schools (retired)   
· Steamboat, CO didn’t have enough funding and therefore dropped it.

· Performance pay systems are expensive.  They reward and punish at the same time.

· Need to be cautious in developing performance systems and have enough supporting funds.

· In competition with other school districts, Englewood created a culture in which teachers could thrive and grow.

· Collaboration is an important element of culture.

· Schools can learn how to innovate from business.

· Need to spend time investigating how to move culture through incentive pay and collaboration.  

· Out placement for poor teachers.
Sue Gill, Director of Professional Development, Jeffco Schools
· Existing literature does not provide an answer to the compensation issue.

· Considerations in recruitment:

· Different disciplines.

· How to recognize high quality teachers.

· How to allocate money to high need areas.

· Need to define components of high quality teachers. There is a difference between highly qualified and high quality.

· Just because a teacher has a master degree, that does not mean s/he can create an enduring understanding in students.

· Determination of raises should be left to individual districts, not defined by the state.

· Should expand LIFT program.  Program is currently too restrictive and not applied effectively.  

· Pay for reaching goals – teachers should have a passion for teaching and help all students become successful. 

Peter Hilts, Principal, Classical Academy
· Small public charter school in Colorado Springs, CO.

· Pay system was originally 100% merit pay.

· Merit systems:

· Vulnerable to accusations of subjectivity.  Need to be careful how to collaborate with teachers to minimize subjectivity.

· Special deals were given to teachers for hard-to-fill subjects, e.g., AP Latin.  Need to consider that for every teacher getting a special deal, another teacher does not.

· Created uncertainty in pay.

· Moving system from 100% merit pay to strategic compensation.

· Strategic compensation includes:

· Some aspects of merit pay.

· Considerations of the market and market pressures.

· Consideration of loyalty and experience—teachers become better as they age and glean more experience.

· Pay system criteria:

· Well-defined, fair, and sustainable.

· On-going feedback and recognition of contributions.

· Reflect market incentives and provide varied incentives

· Foster loyalty, improve retention, and motivate teachers.

· Elements of pay system:

· Base pay plus annual increases based on loyalty.

· Premium pay determined by market.

· Merit pay allocated on a tier system.

· In third year of this strategic compensation model.  Offers a degree of certainty and predictability.  Teachers can project their salary over time (which is not possible in merit only systems).

· What is needed at the state level:

· Facilitate transitions. Technical assistance to transition from a lock-step model to something different, which can create fear, uncertainty, and doubt.

· Target innovation.  Can limit the risk by implementing models in smaller universes, e.g., charter schools, which were designed to be nimble and responsive.  Can determine where model works well then scale-up. 

· Fund the base.  Can see what state values in funding directions.

SEE ATTACHED SLIDES

Group Discussion
Recruitment
· Licensing reciprocity with most other states, yet some technical issues exist, e.g., fingerprinting: should use Colorado Department of Education (CDE) not Colorado Bureau of Investigations (CBI)

· Many teachers are being prepared in subject areas that already have surpluses.  The teachers most in demand are least available.

· Colorado loses teachers to other states due to aggressive recruiting and collapsed salary structures.  Texas starting salary approximately $45,000.  Wyoming starting salary $40,000. These states offer more money in the first few years but cap salaries at about $60,000.  In Colorado, teacher cap is between $75,000 and $80,000. 

· New teacher cost is approximately $10,000.  More than half is for recruitment.  The remaining cost is for first year training.

· Colorado needs to compete with other states in starting pay.

· Money is required to compress traditional salary schedules.

· Research is unclear whether new teachers being hired are high quality.

Evaluation
· Effective evaluation plan should include an intervention process for unsatisfactory employees.  State has passed legislation allowing for non-renewal of probationary teacher contracts without cause.

· Strong administrative support, strong structure, and structural leadership helps teachers become successful.

· Defining high quality:

· Deep content knowledge.  Must know how to teach content in different ways.

· Need to define high quality then establish measures for evaluation that include a five-point rubric.  Need reliability and consistency among supervisors performing evaluations. 

Compensation Systems
· Any data on whether implementing different systems has worked?

· Commerce City School District has had tremendous success in student achievement.

· Eagle County data suggests a relationship does exist between teachers performing well on evaluations and student achievement. However, this is a statistically complicated question.  Longitudinal data is needed.

· Classical Academy retaining high quality teachers due to bonus incentive.  

· Each panel member describes a complex compensation system.

· Do performance pay and merit pay systems work to affect student achievement?

· Change in student achievement caused by focus on student performance, not the teacher compensation system.

· Compensation should be a value-based decision.

· Classical Academy focused on teacher quality; student performance is a by-product.

· Commerce City says focus on student achievement, and the money will follow.

· Pay is only one strategy to boost teacher quality.

· Improvement in student performance probably related to introduction of CSAP.  The test forces districts to examine standards.  Compensation is the value-added element.

· Do the different panel members like their existing compensation systems?

· Douglas County likes system but is having difficulty demonstrating the effectiveness of new knowledge.

· Jeffco does not like their traditional system but likes the direction they are headed.

· Classical Academy and DPS desire a better data collection system.

· Commerce City suggests increasing the amount of incentives.  Critique of Commerce City model: if system is oriented toward proficiency, subjects will be taught by teachers that are overly focused.

· Nisbet suggests eliminating the lock-step schedule.  Performance pay is not the system to pursue, differential pay is.
· Eagle County promotes a value differentiated compensation system but is concerned about how to translate system into a transparent, reliable system. 

· Each district has to develop it’s own system.  If compensation is tied to student achievement, need multiple measures and state help with data.

· ProComp—60-70% of earnings are salary increases.  Need to consider compounding effect of salary increases over time.  So far, system is on track to use money appropriately.

Next meeting: formulate recommendations for the Data and Accountability Sub-Committee and discussion of school finance. 
No public comment
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