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HawaiiHawaii’’s Three Cs Three C’’s ofs of
Turnaround at ScaleTurnaround at Scale



#1: Building Capacity#1: Building Capacity
Gates Study:  Organizational TurnaroundGates Study:  Organizational Turnaround
requiresrequires……
 Special expertiseSpecial expertise
 Two-stage process Two-stage process –– fundamental fundamental

transformation and capacity buildingtransformation and capacity building
improvement to followimprovement to follow

 State responsibility to develop a localState responsibility to develop a local
marketplace of partner/providers skilled inmarketplace of partner/providers skilled in
school turnaround, as school districts lack theschool turnaround, as school districts lack the
means and expertise to do so on their ownmeans and expertise to do so on their own

 Integrated approach that aligns outside supportIntegrated approach that aligns outside support
around the turnaround plan, organized by aaround the turnaround plan, organized by a
single single ““system integratorsystem integrator”” partner partner



RestructuringRestructuring
Framework for School ImprovementFramework for School Improvement
 Outlines the system of accountability and supportOutlines the system of accountability and support
Restructuring is a State TakeoverRestructuring is a State Takeover
 Chart Chart –– Determination of Options for Restructuring Determination of Options for Restructuring

 Option #1 Option #1 –– Comprehensive Restructuring Model with Comprehensive Restructuring Model with
Professional Services Provider (external providers)Professional Services Provider (external providers)

 Option #2 Option #2 –– Complex Area Superintendent (CAS) as Complex Area Superintendent (CAS) as
the Restructuring Providerthe Restructuring Provider

•• Comprehensive ModelComprehensive Model
•• Array of ServicesArray of Services

 Option #3 Option #3 –– Conversion to Charter School Conversion to Charter School
•• Governance ChangeGovernance Change
•• Curriculum and Instructional ChangeCurriculum and Instructional Change



Procedures forProcedures for
School ImprovementSchool Improvement

(see handout)(see handout)





A SchoolA School’’s Story s Story –– Comprehensive Comprehensive
Professional Services ProviderProfessional Services Provider

 Conduct Comprehensive Needs AssessmentConduct Comprehensive Needs Assessment
 Initial Introduction with all Edison AllianceInitial Introduction with all Edison Alliance

School TeamsSchool Teams
 Facilitated the development of aFacilitated the development of a

restructuring planrestructuring plan
 Leadership Team TrainingLeadership Team Training

 Coaching and mentoring of schoolCoaching and mentoring of school
administrators and teacher leadersadministrators and teacher leaders

 Time to networkTime to network
 Leadership team meetingsLeadership team meetings
 Instructional leadership conferencesInstructional leadership conferences
 Curriculum coordinator support meetingCurriculum coordinator support meeting



 Long-term planning
 Pacing plans (Reading and Math)
 Companion guides (Reading and Math)
 Benchmark assessments and analysis
 Breaking down the standards
 Classroom walkthroughsClassroom walkthroughs
 Staff development on content of core areasStaff development on content of core areas
 Staff development on instructional strategiesStaff development on instructional strategies

(large group, small groups, or in classroom, etc.)(large group, small groups, or in classroom, etc.)

Professional Services ProviderProfessional Services Provider
(continued)(continued)



Initial ChangesInitial Changes

 Bell scheduleBell schedule
 UniformsUniforms
 Tightening transitioning of studentsTightening transitioning of students
 Teacher articulation meetings Teacher articulation meetings –– developing developing

Professional Learning CommunitiesProfessional Learning Communities



TransformationTransformation

 Principal as a curriculum leaderPrincipal as a curriculum leader
 Confidence of school leadershipConfidence of school leadership

 School Leadership are mentors for other Alliance schoolsSchool Leadership are mentors for other Alliance schools
and complexand complex

 Effective school leadership teamEffective school leadership team
 Assessment system implemented Assessment system implemented schoolwideschoolwide

 Assessment utilized to inform instructionAssessment utilized to inform instruction
 Establishment of Professional Learning CommunitiesEstablishment of Professional Learning Communities
 Standards-based EducationStandards-based Education
 Reduction in disciplinary issuesReduction in disciplinary issues
 Increase in student achievement Increase in student achievement –– made state made state

benchmarks in readingbenchmarks in reading



Transformation (continued)Transformation (continued)

 Focused actionFocused action
 Increased professionalism of teachersIncreased professionalism of teachers
 Student awareness of data and ability to assessStudent awareness of data and ability to assess

their own performancetheir own performance
 Partnership of school, professional servicePartnership of school, professional service

provider, and complex teamprovider, and complex team



Questions of School XQuestions of School X

 Why do we need to change?Why do we need to change?
 Who are you to make us change?Who are you to make us change?
 How can we help buy-in?How can we help buy-in?
 How are pockets of success helpful?How are pockets of success helpful?



Critical QuestionCritical Question

How can we turn around theseHow can we turn around these
test scores, studentstest scores, students’’ attitudes attitudes
and teachersand teachers’’ attitudes as well as attitudes as well as
the public to make them want tothe public to make them want to
send their best children to oursend their best children to our
great school?great school?



Building Capacity of the State to ProvideBuilding Capacity of the State to Provide
Comprehensive Support ServicesComprehensive Support Services

 Training of turnaround specialistsTraining of turnaround specialists
 Entering second yearEntering second year
 Continue to expand the professional servicesContinue to expand the professional services

provider contractsprovider contracts
 Training by state personnel of complexTraining by state personnel of complex

area personnel on conductingarea personnel on conducting
Comprehensive Needs AssessmentsComprehensive Needs Assessments

 Training of complex area personnel onTraining of complex area personnel on
Standards-based EducationStandards-based Education



CAS as Restructuring ProvidersCAS as Restructuring Providers

Another SchoolAnother School’’s Storys Story



#2: Clustering of Support#2: Clustering of Support

Gates Study:  State and districts shouldGates Study:  State and districts should
undertake turnaround in clusters organizedundertake turnaround in clusters organized
around identified needs by school type (e.g.,around identified needs by school type (e.g.,
middle schools or grades 6-12 academies),middle schools or grades 6-12 academies),
student characteristics (very high level ofstudent characteristics (very high level of
English language learners [ELL]),English language learners [ELL]),
feeder patterns, or region.feeder patterns, or region.



Hawaii Clustering the SupportHawaii Clustering the Support

 Example:  Molokai Complex utilized one PSP to provideExample:  Molokai Complex utilized one PSP to provide
comprehensive services to the schools.  Out of fivecomprehensive services to the schools.  Out of five
schools, two made AYP in Spring 2007 and areschools, two made AYP in Spring 2007 and are
anticipated to make AYP for Spring 2008; and oneanticipated to make AYP for Spring 2008; and one
school is unconditional, good standingschool is unconditional, good standing

 Clustering of resources for complex area high schoolsClustering of resources for complex area high schools
with similar needswith similar needs

 SY2008-09 supporting the pilot of a strategic plan toSY2008-09 supporting the pilot of a strategic plan to
reform services to SPED students for secondary schoolsreform services to SPED students for secondary schools
in a complex area.  A PSP is being contracted to partnerin a complex area.  A PSP is being contracted to partner
with the complex area.  Presently, state assistantwith the complex area.  Presently, state assistant
superintendent for instruction is coordinating asuperintendent for instruction is coordinating a
partnership with this complex area initiative with thepartnership with this complex area initiative with the
state resources.state resources.



#3: Changing Conditions#3: Changing Conditions
Gates Study:Gates Study:
 Turnaround requires protected space thatTurnaround requires protected space that

dismantles common barriers to reform.dismantles common barriers to reform.
 Turnaround leaders clearly must have theTurnaround leaders clearly must have the

authority to act.authority to act.
 Decision-making must be freed so that itDecision-making must be freed so that it

revolves around the needs of children, notrevolves around the needs of children, not
adults.adults.

 Each turnaround school cannot be expected toEach turnaround school cannot be expected to
design and manage its own change process design and manage its own change process ––
framework of strong network support andframework of strong network support and
turnaround design parameters established byturnaround design parameters established by
the state, and carried out by districts and/orthe state, and carried out by districts and/or
turnaround partnersturnaround partners



#3: Changing Conditions (continued)#3: Changing Conditions (continued)

Minimum Changes in Conditions by HDOEMinimum Changes in Conditions by HDOE
 Agreement with teacher unions to create ComplexAgreement with teacher unions to create Complex

Administrative Officers who are embedded in the schoolAdministrative Officers who are embedded in the school
to build school leadership and facilitate with the schoolto build school leadership and facilitate with the school
administrator curriculum and instructional reformsadministrator curriculum and instructional reforms

 State assistant superintendent working with SpecialState assistant superintendent working with Special
Education Branch to change the SPED allocationEducation Branch to change the SPED allocation
formula, which presently penalizes schools that areformula, which presently penalizes schools that are
practicing inclusionpracticing inclusion

 Development and Implementation of Framework forDevelopment and Implementation of Framework for
School Improvement School Improvement –– outlines systems of support and outlines systems of support and
pool of Professional Services Providerspool of Professional Services Providers



Procurement Database onProcurement Database on
Lotus Notes WorkspaceLotus Notes Workspace





Lessons LearnedLessons Learned

 Restructuring option based on comprehensive needsRestructuring option based on comprehensive needs
assessmentassessment
 Importance of customization of servicesImportance of customization of services

•• Focused actionFocused action
 Awareness of all levels of the needs of the schoolAwareness of all levels of the needs of the school

 Example:  Special Education AssessmentExample:  Special Education Assessment
 Partnership and commitment of all parties Partnership and commitment of all parties –– state, state,

complex area, and the schoolcomplex area, and the school
 State leadership (state superintendent and complexState leadership (state superintendent and complex

area superintendents) and school administrators whoarea superintendents) and school administrators who
will make the hard decisionswill make the hard decisions



Lessons Learned (continued)Lessons Learned (continued)

 Integrated and comprehensive servicesIntegrated and comprehensive services
 Does the Professional Services ProviderDoes the Professional Services Provider

(external consultant or the CAS and(external consultant or the CAS and
Critical Ally Team) have the capacity toCritical Ally Team) have the capacity to
provide an assessment system, developprovide an assessment system, develop
school leadership, expertise in contentschool leadership, expertise in content
area, knowledge and skills in deliveringarea, knowledge and skills in delivering
standards-based education, parentstandards-based education, parent
involvement strategies, etc.?involvement strategies, etc.?

 Hawaii ResultsHawaii Results



Comparison of ModelsComparison of Models

17%10 schools2 schools0 schoolsArray of Services
Restructuring
Model

50%21 schools13 schools8 schoolsComprehensive
Restructuring
Model

Percentage
Making AYP

or Out of
Status

Not Make AYPMade AYP Spring
2007

Out of NCLB
Status

Models



Lessons Learned (continued)Lessons Learned (continued)

 Rally Support Rally Support –– Getting people ready to act Getting people ready to act
as a teamas a team
 School community councilSchool community council
 Complex area superintendent andComplex area superintendent and

district supportdistrict support
 Strategic planningStrategic planning
 Academic and financial planAcademic and financial plan
 StateState



Lessons Learned (continued)Lessons Learned (continued)

 Embedded servicesEmbedded services
 Skilled and knowledgeable resourcesSkilled and knowledgeable resources
 Schools must have an assessment systemSchools must have an assessment system

 Assessment tool aligned with state standardsAssessment tool aligned with state standards
and high predictabilityand high predictability

 Provides instructional informationProvides instructional information
 Process that engages educators to analyzeProcess that engages educators to analyze

data to inform instructiondata to inform instruction
 Schoolwide implementation ofSchoolwide implementation of

assessment processassessment process



Lessons Learned (continued)Lessons Learned (continued)

 Curriculum and instruction aligned with stateCurriculum and instruction aligned with state
standardsstandards
 Differentiated strategies to reach all childrenDifferentiated strategies to reach all children
 Tiered instructionTiered instruction
 Rigorous lessonsRigorous lessons
 Schoolwide implementation of pacingSchoolwide implementation of pacing

guides/curriculum mapsguides/curriculum maps



Lessons Learned (continued)Lessons Learned (continued)

 Staff development must be scaffold and basedStaff development must be scaffold and based
on needs assessment of the schoolon needs assessment of the school

 Turnaround needs to build professional learningTurnaround needs to build professional learning
communities that will sustain the professionalcommunities that will sustain the professional
growth of the educatorsgrowth of the educators

 Turnaround requires substantial fundingTurnaround requires substantial funding
 Consolidate funds to support the schoolsConsolidate funds to support the schools

 State must develop a marketplace ofState must develop a marketplace of
partner/providers skilled in this disciplinepartner/providers skilled in this discipline
(Gates Study)(Gates Study)
 Pool of PSP contracts accessible to anyPool of PSP contracts accessible to any

public school in Hawaiipublic school in Hawaii



Questions and AnswersQuestions and Answers


