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Executive Summary

School District

Breathitt County
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Area of Review

Recommendation

Evidence

Planning

In order to meet the individualized
needs of the schools in the district
central office and the Advisory Board
of Education need to move from a
compliance mindset to one of
continuous improvement. The Interim
Superintendent, central office staff and
the Advisory Board of Education need
to develop a sustainable system
through systemic change that ensures
decisions are made based on research,
school level data, community needs,
and is flexible to the changing needs
of the district.

Examine and improve the alignment
of central office work and personnel to
develop district goals and strategies to
support schools. Implement a
systematic monitoring process to
review the alignment of central office
work and personnel to ensure effective
support of schools. Alignment must
include accountability for execution
(e.g., Interim Superintendent, central
office staff).

Create a formalized district
communication plan. This plan
should focus on strategies for
communication from the Advisory
board of Education to central office

Persons Interviewed: Interim
Superintendent/Technology/Facilities, All Advisory
board Members, Director of Pupil
Personnel/Federal Programs/School
Safety/Innovation/Family Resource Liaison,
Advisory board Secretary/Personnel
Manager/Assistant to Superintendent, Director of
Special Education/School Based Decision Making
(SBDM) Coordinator/Gifted & Talented/PreSchool/
Response to Intervention/School Health/Title
IX/Kindergarten Readiness/ School Based
Decision Making Council Members, All School
Principals, State Manager

Documents Reviewed: Advisory board Policies,
Advisory board Meeting Minutes, Advisory board
Meeting Agendas, Comprehensive District
Improvement Plan, Comprehensive School
Improvement Plans, Job Descriptions,
Organizational Chart, SBDM Agendas, SBDM
Minutes, School Monitoring Tool, Central Office
Leadership Team (COLT) Agendas, School
Schedules, Survey Data, Non-Resident Contract,
30-60-90 Day Plans, District and School Websites,
Social Media




and from central office to the schools.
It should also include a process so that
schools can communicate their needs
to central office. As part of this
formalized internal communication
plan, there should be accountability
for execution of this plan at all levels
(e.g., Advisory board of Education
Members, Interim Superintendent,
central office staff, school
administrators, teachers).

Operational
Support: Food
Services,
Transportation,
Facilities

Recommendations for improvement
in Food Services:

It is recommended that an
administrative position be added at the
central office level that would allow
for more and better oversight of the
child nutrition programs.

A process for the accurate and timely
completion of production records must
be developed and implemented. In all
situations, the production records must
be completed by the end of the school
day. A backup person at each facility
should be trained to ensure completion
is timely.

It is recommended the district increase
its focus on low participation sites.
School administration should work
with site level food service staff and
central office food service staff to
develop a plan to improve
participation. Specifically, the
scheduling structure at Sebastian
Middle School should be analyzed to
help create an environment that is
conducive to increasing breakfast
participation.

It is recommended that an electronic
file-sharing system be implemented to
disseminate policies and procedures.
This would allow site level staff to
access the most recent policies and
procedures and for the food service

Persons Interviewed for Food Services: Director of
Food Service, Lunchroom Manager, Lead Food
Service Assistants, Principals,

Interim Superintendent

Documents Reviewed:

Expenditure report SY 16-17

Indirect costs collected in SY 16-17

Balance sheet

Meals per labor hour worksheet

Participation percentages by school for SY 16-17
Production records

Temperature logs




director to be able to update policies
and procedures in one location. This
would ensure the most current
information is available to all staff.

Recommendations for improvement
in Transportation:

It is recommended that the
Transportation Department provide
more in-depth training for those
drivers and monitors who transport
special needs students.

It is recommended that the
Transportation Department work with
individual school administrators on
loading and unloading procedures to
eliminate students having to cross
between buses, which causes a safety
concern.

It is recommended that additional
school staff be located at the loading
and unloading sites of students at all
locations and be trained how to
monitor for student safety.

It is recommended that the district
develop and implement a strategic
plan to support a financially feasible
replacement schedule for the bus fleet.

Persons Interviewed for Transportation:
Transportation Director, Interim Superintendent,
Principals, Assistant Principals, Bus Drivers

Documents Reviewed:

Discipline referrals

2017-18 Student Code of Acceptable Behavior and
Discipline.

2013 Transportation Audit

2016 Transportation Review

Recommendations for improvement
in Facilities:

It is recommended the district assign
the duties of District Facility Director
to someone other than the Interim
Superintendent.

It is recommended the district
establish fiscal budget for
maintenance and operation expenses
by facility and function.

It is recommended the district
establish a labor budget for
maintenance and operation by facility
(utilizing School Dude) to better
support budgeting.

Persons Interviewed for Facilities:
Interim Superintendent; District Maintenance
Supervisor, Principals, Custodians, Asst. Principals

Documents Reviewed:

District Facility Plan (DFP) (2013 and 2017)
Sample of cleaning schedules

Guaranteed Energy Savings Contract (GESC) and
Schedule of Values

Policies

School Emergency Procedures Policy Manuals
Sample of Work Orders

Sample of Purchase Orders

2014 Security Assessment




It is recommended the district require
maintenance staff to follow policies
and procedures as indicated on the
district website.

It is recommended the district
establish an equipment inventory and
tracking system.

It is recommended the district develop
a plan to reconcile the conflict
between the designation of buildings
as ‘transitional’, while maintaining
long-term debt service on those
buildings.

Operational
Support:
Financial
Management

Recommendations for improvement
at the district level:

It is recommended the district develop
and implement written policies and
procedures for the usage of district
vehicles.

It is recommended the district develop
and implement policies and
procedures that provide a system for
investigating, monitoring, and
reporting complaints (either at the
school level or the district level).

It is recommended a Disaster
Recovery Plan and Business
Continuity Plan be developed before a
true need arises.

It is recommended the district develop
and implement formal Standard
Operating Procedures, tailored to
Breathitt County, for all policies and
procedures.

It is recommended the district
undertake formal succession planning
for the Finance Officer position.

It is recommended that the district
develop a policy to solicit bank bids to

Persons Interviewed at District Level: Finance
Officer, Payroll Clerk, Accounting Supervisor,
Interim Superintendent, Director of Pupil Personnel

Documents Reviewed:

Advisory Board Minutes

Bank Reconciliations

Investment Policy

Signed Warrant Proof Report

Cell Phone Policy

Travel Reimbursement Policy and Forms
Expense Reimbursement Policy

June & September 2017 Treasurer’s Report to the
Advisory Board

FYE 2015, 2016, & 2017 Financial Audits

FYE 2015, 2016, & 2017 AFR & Balance Sheet
A sample of purchase orders (POs), checks,
invoices, travel vouchers, other relevant back-up
documentation

A sample of grant documentation

Insurance policies

Superintendent’s Annual Attendance Report
(SAAR) 5-Year Trend Report

Non-Resident Contracts




provide best overall value for the
district.

It is recommended that, prior to
budget approval, departmental
requests for budget allocations include
terms by which the funded program
will be evaluated.

It is recommended the district develop
and implement a strategic plan to
maximize Average Daily Attendance
(ADA) in terms of both enrollment
and attendance percentage to
maximize state funding.

Recommendations for improvement
at the school level:

It is recommended that someone at the
school level have an in-depth
understanding of the management of
grants and be able to provide any
supporting documentation relating to
the grants upon request during an
external audit.

It is recommended that annual training
on pertinent Redbook activities be
mandatory for the assistant principals,
teachers, and external entities as it is
not sufficient to educate just finance
staff and principals in this area.
Training must address audit findings
as well.

It is recommended that all monthly
Site Based Decision Making (SBDM)
council minutes posted to the district’s
website contain any supporting
documentation that is presented.

It is recommended that the district
ensure segregation of duties at each
school in recording receipts and
revenues.

Persons Interviewed at School Level: Principals,
Finance Clerks, Secretaries

Documents reviewed:

SBDM Minutes

Purchase Orders and supporting documents
Bank Statements

Bank Reconciliation Reports

General Ledger

Requisition and Report of Ticket Sales
School Activity Reports (July-Sept 2017)




It is recommended that the district
develop and implement Standard
Operating Procedures to ensure school
level financial activities are accurate
and consistent.

It is recommended that the district
implement additional training to
SBDM council members to enhance
understanding of allocations.

Operational
Support:
Personnel
Administration

Recommendations for
improvement:

It is recommended that the district
develop explicit Standard Operating
Procedure documentation for the
Breathitt County version of personnel
administration policies described in
the district’s Policy/Procedure
Manual. All forms utilized in the
Standard Operating Procedures should
be catalogued and incorporated into a
change management process.

It is recommended that the Job
Vacancy Notice form be modified to
formally capture the routing,
signature, and date of approval by
each approver.

It is recommended that the district
take immediate action to mitigate the
appearance of mold in the Records
Room to make the room serviceable
for file storage. It is further
recommended that the district
undertake a project to inventory and
organize the contents of the Records
room in compliance with the state
Records Retention requirements.

It is recommended that the district
establish a single online application
process that is easily identifiable to the
job-seeking public.

Persons Interviewed: Personnel Manager, Interim
Superintendent, Finance Officer, Payroll Clerk

Documents reviewed:

Breathitt County Policies/Procedures-Chapter 3
Advisory board meeting minutes (2017)

Select sample of personnel folders

District Organization Chart

Job Descriptions

New Employee Packet

Time Sheet form




It is recommended that the district
develop an inventory list of mandatory
standard documents to be included in
an employee personnel file and
implement a schedule by which
documents should be added to
employee files. Furthermore, it is
recommended the district develop an
internal audit process to periodically
review personnel files for compliance
with required documents.

It is recommended that the district
implement a process to update the
Employee Handbook and other related
employee information that is
accessible on the website.

Instructional
Management

Recommendations for
Improvement:

District leadership must create a plan
to revise its infrastructure and
strengthen its capacity to deploy key
district initiatives related to
curriculum, instruction and assessment
in order to support schools and hold
them accountable for reaching
rigorous learning goals. Members at
all levels (e.g., interim superintendent,
chief academic officer, district leaders,
school administrators and teachers)
must have the capacity to develop,
deploy and monitor such plan and be
held accountable for its success.

CTE

District Leadership should create
written processes that address data
collection and accuracy, finance,
reviews of program standards by both
the district and schools, and student
scheduling around pathways.

District Leadership should create a
process that ensures advisory councils
meet the member requirements

Persons Interviewed: Interim Superintendent, Chief
Academic Officer, Director of Special Education,
Principals, Assistant Principals, School Based
Decision Making Council Members, Regular
Education Teachers, Special Education Teachers,
Non-Certified Employees, Guidance Counselors,
Educational Recovery Staff, State Manager.

Documents Reviewed: Comprehensive District
Improvement Plan, Response to Intervention Plan,
Professional Development Plan, Progress
Monitoring Tools, 30-60-90 Day Plans, Meeting
Agendas and Minutes, Advisory board Policies,
Curriculum Documents and Resources, Student
Performance Data, District and School Websites.

Persons Interviewed: High School Principal,
Counselor, CTE Teachers, JROTC Instructor,
Educational Recovery Staff

Documents Reviewed: Pathway documents, master
schedules, and student transcripts. Invoices are
reviewed and approved at KDE.

10




outlined in the Perkins Act and are an
integral part of the decision making
process in pathway development.

Conclusions: As a result of analysis of all reviewed Kentucky Department of Education data, Breathitt County
Schools’ data, information gathered during the onsite management audit which occurred November 6-10, and
ongoing oversite of the district while under state management, it is the recommendation of the Interim
Commissioner that Breathitt County Schools remain in state management, pursuant to KRS 158.785.

Pursuant to 703 KAR 3:205(2) (2), the comprehensive audit included an investigation of the district’s
compliance with state and federal statutes and administrative regulations and local advisory board policies.
Deficiencies identified and established may constitute a pattern of a significant lack of effectiveness and
efficiency in the governance and administration of the school district.

Summary of Findings

Regulation 703 KAR 3:205, Section 2 (a)

Findings

(a) Planning - failure to develop, adopt and
implement planning processes that allow for public
review and timely action by the advisory board and
administration regarding management of the
administrative and business activities of the school
district and of the management of the instructional
program

There is not a clear understanding among the advisory
board members as to who is the leader of the
governance and management system. Additionally,
there is not a clear indication about who is accountable
to whom.

Advisory board members stated that they have received
numerous trainings, however it is not evident that the
content of the trainings is being implemented
effectively and consistently.

There is not a district wide communication plan in
place and no one is specifically assigned to update the
district website.

Advisory board members could not clearly articulate
how information was communicated to schools.

Interviews indicate there is not a consistent
understanding on how the district is governed.

Advisory board members and central office staff could
not consistently describe the governing structure of the
advisory board, the interim superintendent and the
central office staff.

11




There is not a protocol in place to ensure that policy
changes are communicated from the advisory board
level to the school level or the community level.

After a review of SBDM minutes for each of the
schools, evidence indicates that minutes are not
consistently posted and agendas are rare.

There is not a clear process or procedure in place to
monitor the effectiveness of district initiatives, policies,
or procedures. Interviews indicated that there is not a
consistent understanding of district initiatives or
resources needed to achieve district goals.

There is not a systematic process in place to review and
change policies and procedures to meet the
individualized needs of the district and its schools

Interviews indicated that there is no process in place to
ensure that policies and procedures continue to be
implemented despite changes in personnel.

Central office utilizes a school monitoring tool that is
intended to provide principals with feedback around
school processes and procedures. However, interviews
and observations indicate that there is little or no
evidence connecting the feedback to long term
systemic improvement at the building level.

(b) Operational support - failure to provide the operational support services required to
operate an efficient and effective school system including:

1. Maintenance and operation of the physical plants - failure of the district to maintain school building

cleanliness and safety including:

Regulation 703 KAR 3:205, Section 2 (b)

Findings

Failure to develop and maintain an accurate record of
the maintenance needs and expenditures

There is no posting on the district website for a Facility
Director. It is recommended the district assign the
duties of District Facility Director to someone other
than the Interim Superintendent to ensure issues are
handled in a timely manner.

The district has implemented an on-line Work Order
system but does not utilize its capabilities to the fullest.

12




It is recommended the district establish a labor budget
for maintenance and operation by facility (utilizing
School Dude) to better support budgeting.

District personnel generally made no reference to
procedural checklists when asked directly if there were
checklists available. It is recommended the district
require maintenance staff to follow policies and
procedures as indicated on the district website.

There is no check-out/ check-in process for district
assets used in maintenance/repair tasks. It is
recommended the district establish an equipment
inventory and tracking system.

Failure to budget and expend funds necessary to
maintain the physical plant

There is an overall district operations budget of
approximately $1,500,000, but it is not broken down by
facility or function. It is recommended the district
establish fiscal budget for maintenance and operation
expenses by facility and function.

Failure to employ maintenance and operation staff No Finding
who provide clean and safe school buildings.

Failure to make efficient use of personnel as indicated | No Finding
by excessive staffing when compared to school

districts of similar size and funding.

Failure to make repairs that prevent costly and No Finding
unnecessary maintenance expenditures.

Failure to ensure that existing facilities are adequately | No Finding

insured

2. Facility construction - failure to manage a school facility construction program that is in compliance with
702 KAR Chapter 4 and is planned, executed, and completed to ensure that public funds are expended in a

responsible manner including a failure to:

Regulation 703 KAR 3:205, Section 2 (b)

Findings

Develop and implement a planning
process for identifying the need for new
or improved facilities

The DFP indicates there are buildings designated as
‘transition’ buildings that will have debt service for the
next eighteen years that is derived from energy savings
in those buildings. This conflict must be resolved
before any capital projects are undertaken. It is
recommended the district develop a plan to reconcile
the conflict between the designation of buildings as
‘transitional’, while maintaining long-term debt
service.

Maintain an up-to-date facility survey or ensure that
regulatory approvals are

No Finding

13




secured.

Develop and implement plans to receive
the allowable benefit from School
Facilities Construction Commission.

No Finding

Follow proper bidding requirements
and develop and maintain accurate
records of expenditures and
authorization of expenditures on
school construction projects

No Finding

Institute an administrative oversight
process to ensure that facility
construction activities are efficient and
accountable for both local and state
funds.

No Finding

3. Maintenance and operation of the transportation system to provide and maintain an efficient transportation

system including a failure to:

Regulation 703 KAR 3:205, Section 2 (b)

Findings

Provide training for personnel responsible for the safe
transportation of children in accordance with Kentucky
Advisory Board of Education administrative
regulations

According to the interviews with bus drivers who
transport special needs students, they have stated that
they are lacking beneficial information and training to
deal with the student’s different disabilities. It is
recommended that the Transportation Department
provide more in-depth training for those drivers and
monitors who transport special needs students.

There is a safety concern with students walking
between buses while the buses are entering or leaving
the loading and unloading area. It is recommended that
the Transportation Department work with individual
school administrators on loading and unloading
procedures to eliminate students having to cross
between buses, which causes a safety concern.

Consistently, there were insufficient school staff
members present at the loading/unloading areas to
monitor students. It was also observed that some staff
at the loading/unloading locations were inattentive to
student safety. It is recommended that additional
school staff be located at the loading and unloading
sites of students at all locations and be trained how to
monitor for student safety.

Develop and implement policies and procedures
regarding the use of district-owned vehicles

See ‘Fiscal Management-District Level’ finding.
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Purchase and maintain equipment to safely and
efficiently transport children to school

No buses were ordered for 2018 due to budgetary
constraints. It is recommended that the district develop
and implement a strategic plan to support a financially
feasible replacement schedule for the bus fleet.

Establish transportation routes that minimize public
expenditure and time children spend in route to
school.

No Finding

Follow bidding requirements for

the purchase of equipment and materials
necessary to conduct the school's
transportation program.

No Finding

4.School food services - failure to develop an efficient system of school food services including a failure to:

Regulation 703 KAR 3:205, Section 2 (b)

Findings

Develop and maintain an accurate record of school
expenditures.

The timely completion of required documentation such
as production records is not consistent. There are no
backup persons trained to complete production records
when management is unable to be present. In all
situations, the production records must be completed
by the end of the school day. A process for the accurate
and timely completion of production records must be
developed and implemented. A backup person at each
facility should be trained to ensure completion is
timely.

Utilize federal and local resources to
operate a nutritious program in a cost
effective manner.

Documentation revealed Sebastian Middle School has a
breakfast participation percentage of 34%. Other sites
in the district have current breakfast participation
percentages as high as 84%. It is recommended the
district increase its focus on low participation sites.
School administration should work with site level food
service staff and central office food service staff to
develop a plan to improve participation. Specifically,
the scheduling structure at Sebastian Middle School
should be analyzed to help create an environment that
is conducive to increasing breakfast participation.

Employ school food service staff
who provide meals in accordance
With federal and state guidelines.

Food service policy and procedure manuals were
present in all facilities although they were outdated. It
is recommended that an electronic file-sharing system
be implemented to disseminate policies and
procedures. This would allow site level staff to access
the most recent policies and procedures and for the
food service director to be able to update policies and
procedures in one location. This would ensure the most
current information is available to all staff.

Make efficient use of personnel as
indicate by excessive staffing when

Physical limitations exist with having the food service
director be solely responsible for all administrative

15




compared to school districts of similar size and
funding

aspects of the programs. An additional central office
administrative assistant for food service would provide
support to site level operators and work with students
to ensure meals offered are of the highest possible
quality and offer food items that students have input in
selecting. The food service budget is healthy, and these
federal funds would support additional administrative
staffing at the central office level that would allow for
more and better oversight of the child nutrition
programs. Implementation of an additional position
requires a comprehensive communication plan to
explain the business case for the additional position and
alleviate public concern.

(c) Fiscal Management — District Level failure to perform the appropriate planning, budgeting, fund
management, and accounting responsibilities required for the fiscal management of the school district including

a failure to:

Regulation 703 KAR 3:205, Section 2 (c)

Findings

Assess the need for expenditures. Recommend use of
available funds according to an established set of
priorities.

There is no policy for usage of non-bus district
vehicles. It is recommended the district develop and
implement written policies and procedures for the
usage of district vehicles.

There is no formal process for employees or the public
to file complaints (a hotline). It is recommended the
district develop and implement policies and procedures
that provide a system for investigating, monitoring, and
reporting complaints (either at the school level or the
district level). An anonymous complaint system is a
necessary part of a healthy district.

The district doesn’t have a formal Disaster Recovery
Plan, nor a Business Continuity Plan should a major
loss of resources (human or physical) occur. It is
recommended a Disaster Recovery Plan and Business
Continuity Plan for all operational departments be
developed before a true need arises.

There is no evidence of formal Standard Operating
Procedures documentation to verify that the district’s
policies and procedures are implemented consistently.
It is recommended the district develop and implement
formal Standard Operating Procedures, tailored to
Breathitt County, for all policies and procedures.

The Finance Officer will be retiring at the end of this
school year (June 30, 2018). It is recommended the

16




district undertake formal succession planning for the
Finance Officer position. Steps must be taken to hire
and cross-train a replacement at least 3-4 months
before June 30, 2018 to ensure as smooth a transition
as possible.

There is concern that the public will respond negatively
if the district uses a bank outside the county. It is
recommended that the district develop a policy to
solicit bank bids to provide best overall value for the
district.

It is not clear that the advisory board has clearly
defined the criteria by which a program will be funded
or terminated. It is recommended that, prior to budget
approval, departmental requests for budget allocations
include terms by which the funded program will be
evaluated.

A decline in enrollment as well as a decline in
attendance percentage negatively impact SEEK
funding. It is recommended the district develop and
implement a strategic plan to maximize ADA in terms
of both enrollment and attendance percentage to
maximize state funding.

Maintain accurate records of expenditures and No Finding
authorization of expenditures as required for auditing

purposes

Comply with purchasing requirements applicable to No Finding
school districts.

Implement investment policies to ensure that all No Finding

public funds are invested safely and productively.

(c) Fiscal Management —School Level- failure to perform the appropriate planning, budgeting, fund
management, and accounting responsibilities required for the fiscal management of the school including a

failure to:

Regulation 703 KAR 3:205, Section 2 (c)

Findings

Assess the need for expenditures.

Recommend use of available funds according to an
established set of priorities.

Finance personnel at the school level did not have a
working knowledge of grants utilized by their schools.
It is recommended that someone at the school level
have an in-depth understanding of the management of
grants and be able to provide any supporting
documentation relating to the grants upon request
during an external audit.
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The assistant principals and teachers do not
consistently receive formal Redbook trainings as
evidenced by interview responses. There was no
evidence of applicable Redbook training for other
entities, such as booster clubs or a PTO, was delivered
consistently. Some findings were repeated from the
previous fiscal year. It is recommended that annual
training on pertinent Redbook activities be mandatory
for the assistant principals, teachers, and external
entities as it is not sufficient to educate just finance
staff and principals in this area. Training must address
audit findings as well

A review of a sample of the SBDM minutes for each
school indicates there are no financial reports attached
to the minutes as documentary proof that the principal
and advisory board members review had substantive
finance discussions during the meetings. It is
recommended that all monthly SBDM minutes posted
to the district’s website contain any supporting
documentation that is presented.

A lack of segregation of duties was routinely noted
throughout Breathitt County schools. A single person
was observed to record the checks in chronological
order, record receipts on a deposit ticket, and record
revenue in the school accounting system and make the
deposit. It is recommended that the district ensure
segregation of duties at each school in recording
receipts and revenues.

There is no evidence of district-wide Standard
Operating Procedures documentation to ensure
consistent business practices across the district. There
was evidence that processes for Purchase Orders,
checks, and bank statements were not followed
consistently. It is recommended that the district
develop and implement Standard Operating Procedures
to ensure school level financial activities are accurate
and consistent.

Principals consistently stated that their SBDM
members did not understand allocations. It is
recommended that the district implement additional
training to SBDM council members to enhance
understanding of allocations.

Maintain accurate records of expenditures and
authorization of expenditures as required for auditing
purposes

No Finding
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Comply with purchasing requirements applicable to
school districts.

No Finding

Implement investment policies to ensure that all
public funds are invested safely and productively.

N/A

(d) Personnel administration - failure to ensure school district staff are prepared to perform the required
professional and staff responsibilities in an effective and efficient manner, including a failure to:

Regulation 703 KAR 3:205, Section 2 (d)

Findings

Develop and implement employment practices and
procedures that ensure the selection and placement of
the most qualified personnel.

The district does not utilize any formal task oriented
Standard Operating Procedure documentation to
execute the tasks related to personnel administration.
There no documented procedure checklist or workflow
documents that provide verification that the hiring
practices of the district are consistently executed in
compliance with the approved policies and procedures
in Chapter 3 of the Policy and Procedures Manual.
Although there is a checklist for the handoff of
information between the personnel and payroll
departments, there is no documented Standard
Operating Procedure to ensure consistency in
processing between Personnel and Payroll. It is
recommended that the district develop explicit
Standard Operating Procedure documentation for the
Breathitt County version of personnel administration
policies described in the district’s Policy/Procedure
Manual. All forms utilized in the Standard Operating
Procedures should be catalogued and incorporated into
a change management process.

There is no designated space on the Job Vacancy
Notice form to formally capture the approval signatures
or dates of approval. It is recommended that the
approval form be modified to formally capture the
routing, signature, and date of approval by each
approver.

The Records Room sustained significant water damage
in past and appears to have black mold on the walls.
The room is in a general state of disarray. It is
recommended that the district take immediate action to
mitigate mold in the Records Room to make the room
serviceable for file storage. It is further recommended
that the district undertake a project to inventory and
organize the contents of the Records Room in
compliance with the state Records Retention
requirements.
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There are two different programs for online application
and it is unclear if they are the same or if one is
preferred over the other. It is recommended that the
district establish a single online application process that
is easily identifiable to the job-seeking public.

The review of a sample of personnel files indicated that
there was no standard content to provide a consistent
employee profile. Furthermore, the review indicated
that in many cases pertinent documents, such as
employment notifications and employee evaluations,
had not been added to employee files for the past one
or two years. It is recommended that the district
develop an inventory list of mandatory standard
documents to be included in an employee personnel file
and implement a schedule by which documents should
be added to employee files. Furthermore, it is
recommended the district develop an internal audit
process to periodically review personnel files for
compliance with required documents.

There is an Employee Handbook dated 2014-15 on the
Breathitt County Schools website that indicates a
section on “Employee Discipline”. The handbook
bears little correlation to the district’s
Policy/Procedures Manual. It is recommended that the
district implement a process to update the Employee
Handbook and other related employee information that
is accessible on the website.

Train and evaluate the professional staff of the district
as required by applicable laws.

Professional development and job-related training is
tracked and monitored at the departmental level
through Excel spreadsheets and is not consistently
reflected in personnel files.

For certified employees, the employee evaluations are
maintained at the school level. The files did not
consistently contain job descriptions to document
employee responsibilities.

(e) Instructional management - failure to develop and maintain district-level instructional policy including a

failure to:

Regulation 703 KAR 3:205, Section 2 (e)

Findings

Maintain a curriculum consistent with 703 KAR 4:060
and applicable laws.

The review of curriculum documents and interviews
found that some documents were nearly blank and
others demonstrated various levels of completion.
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There is evidence supporting inconsistent occurrences
of horizontal curriculum alignment across the district.

Provide the resources necessary to support the
instructional program.

District feedback to schools that impacts student
growth and achievement is limited.

The district and schools have purchased numerous
programs for progress monitoring but it is unclear
which program initiatives have been a direct influence
on student achievement.

Written processes are not in place that address CTE
data collection and accuracy, finance, review of
program standards by both the district and schools, or
student scheduling.

There is not a process in place to ensure CTE advisory
councils meet the requirements outlined in the Perkins
Act.
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Management Audit Methodology

The management audit team utilizes both qualitative and quantitative data collected from the district both onsite
and offsite in the analysis of district and school planning, governance, operations (e.g. financial, transportation,
facilities, personnel) and instructional management. The audit team uses the following guideposts in review of
the data:

APPROACH: addresses the methods the organization uses to accomplish the work; the appropriateness
of the methods to intended outcomes; effectiveness of the methods, the degree to which the activity is
repeatable and based on reliable data and information

DEPLOYMENT: how the approach is applied in addressing values relevant and important to the
organization (performance goals); if the approach is applied consistently and is it executed by all the
appropriate work units (offices, departments)

LEARNING: how the organization refines the approach through cycles of evaluation and improvement
(over time and several data points); encourages breakthrough change to approach through innovation;
shares refinements and innovations with other work units and processes in the organization
INTEGRATION: The approach is aligned with the organizational needs identified in the CDIP or
CSIP or KBE goals and other departments; the measures, information and improvement systems are
complementary across processes and work units; the plans processes, results, analyses, learning and
actions are harmonized across processes and work units to support organization-wide goals
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Audit Report

I. PLANNING

a. Team Members: Kelly Foster, Cassie Blausey, Leesa Moman, Hiren Desali

b. Persons Interviewed: Phillip Watts, Stacy McKnight, Ruschelle Hamilton, John Hollan, Albert Little,
Susan Watts, Wayne Sizemore, George Johnson, Becky Watkins, All Principals, SBDM Members, State
Manager

APPROACH:

Who is the leader of the governance and management system?

The advisory board is made up of 5 members. The range of membership at the time of the audit spans from 5
years to 23 months. As of June 10, 2017 an interim superintendent has been in place. However, there is not a
clear understanding among the advisory board members as to who is the leader of the governance and
management system. For example, interviews indicated that the advisory board members do not have a clear
sense as to if the advisory board or the interim superintendent is the manager of the system. Additionally, there
is not a clear indication about who is accountable to whom (e.g., advisory board members stating that principals
are accountable to the advisory board). Advisory board members stated that they have received numerous
trainings, however it is not evident that the content of the trainings is being implemented effectively and
consistently.

What documents, policies, procedures indicate how the schools are governed?

The advisory board has adopted policies for administration and school governance however there is little
evidence to indicate the tools used to implement those policies are effective (e.g., Homeless data is collected but
the definition is not understood). Central office utilizes leadership meetings (COLT) in an effort to discuss day
to day work. However, there is little evidence to indicate those discussions are tied to or directly aligned to
providing direct support to the schools. Central office utilizes a school monitoring tool that is intended to
provide principals with feedback around school processes and procedures. However, interviews and
observations indicate that there is little or no evidence connecting the feedback to long term systemic
improvement at the building level. Additionally, the effectiveness of the monitoring tool is stifled due to the fact
that the interim superintendent does not routinely participate and only two central office staff members are
regularly monitoring the schools. The interim superintendent has not established a process to ensure that the
information collected is shared with him so that he can hold principals accountable. The district submits and
updates 30-60-90 plans to KDE before each state board meeting. There was little to no evidence of the
integration of these plans into district processes.

What are the organizational structure and job descriptions of the central office?

The advisory board has adopted polices around the hiring process, the duties of the interim superintendent, as
well as compensation and benefits. The advisory board has recently updated the organizational chart and is in
the process of updating job descriptions. There are five employees on the district leadership team and each
covers multiple roles.

23



What are the communication structures in the school district?

Interviews indicated there is not a district wide communication plan in place and no one is specifically assigned
to update the district website. Multiple interviews indicated that communication coming from the central office
is an issue and a major challenge. Advisory board members could not clearly articulate how information was
communicated to schools. Additionally interviews indicated there is not a process in place to engage parents in
the use of Infinite Campus Parent Portal. The district utilizes a variety of social media platforms. However, the
social media presence varies from school to school and within positions in central office. Interviews with
central office staff and advisory board members indicate there is not a process to share positive information
about the district and its schools to parents and the community.

What is the relationship between the central office and the Board of Education?

Interviews indicated that the relationship between the advisory board and central office is positive. Advisory
board members reported they received the materials they needed and central office staff are available to walk
through materials with them. Some advisory board members indicated that data is not presented in ways that is
easy to understand.

DEPLOYMENT:

How far into the organization is the understanding of how the district is governed?

Interviews indicate there is not a consistent understanding on how the district is governed. Advisory board
members and central office staff could not consistently describe the governing structure of the advisory board,
the interim superintendent and the central office staff. While some interviewees indicated that SBDM (School
Based Decision Making) Council members have an understanding of their role and its relationship to the
advisory board others did not (e.g., did not realize schools received staffing allocations).

How do you know?

Advisory board member interviews indicated a variety of answers in regards to how the district is governed.
Some indicated that the principals report directly to, “us”, the advisory board. Interviews with central office
staff demonstrated that there is inconsistency in communication as to who is responsible for initiatives at central
office (e.g., monitoring visits, district webpage). Some interviews with SBDM members indicated an
inconsistent understanding between schools in regards to how the district is governed.

LEARNING:

How are changes in policy and administrative tasks communicated in the organization?

There is not a protocol in place to ensure that policy changes are communicated from the advisory board level
to the school level or the community level. Interviews indicated that principals have recently been required to
attend advisory board meetings but there is not a process in place to ensure that principals share information
with school staff. Interviews indicated that SBDM minutes are uploaded to the website. After a review of
SBDM minutes for each of the schools, evidence indicates that minutes are not consistently posted and agendas
are rare.
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After reviewing central office leadership minutes there is some evidence to indicate that policies and tasks are
being discussed. Communication from central office staff concerning changes in policy and procedure are
communicated via email. However, interviews with school staff indicate that the content in the
communications are disorganized and sometimes incorrect leading to multiple emails on the same topic being
sent to schools.

How do they know that the policies and procedures are working?

There is not a clear process or procedure in place to monitor the effectiveness of district initiatives, policies, or
procedures. Interviews indicated that there is not a consistent understanding of district initiatives or resources
needed to achieve district goals. Interviews and observations indicated that there is not a process in place to
ensure that resources are being used for programs that are providing a return on the investment. For example,
while advisory board members indicated Chrome Books were purchased to close the achievement gap there is
little to no evidence to indicate that there is a monitoring system in place to ensure they are meeting that goal.

What are the processes in place to change the policies and procedures?

Advisory board members indicated that they rely on Kentucky School Board Association (KSBA) policy
updates and that any policy change has to be reviewed by the advisory board twice before adoption. However,
interviews indicated that there is not a systematic process in place to review and change policies and procedures
to meet the individualized needs of the district and its schools. Interviews indicated that there is no process in
place to ensure that policies and procedures continue to be implemented despite changes in personnel. For
example, central office staff indicated that the school monitoring processes have been changed based on
personal preferences rather than the use of data or deliberate conversation.

INTEGRATION:

What evidence is there that the policies and procedures work together for the goals of the school
district/student achievement?

There is limited evidence that policies and procedures have been aligned to meet the individual needs of the
schools and the district. Interviews with advisory board members and central office staff indicate that there is
not a clear alignment between the district improvement plan and resource allocations. The lack of alignment of
policies, procedures, and initiatives by the advisory board of education and the interim superintendent has
resulted in central office ineffectively supporting schools (e.g., lack of quality middle school intervention
program, limited district presence in buildings, lack of district support).
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Planning Recommendation:

e In order to meet the individualized needs of the schools in the district central office and the advisory
board need to move from a compliance mindset to one of continuous improvement. The interim
superintendent, central office staff and the advisory board need to develop systemic change that builds a
sustainable school system that ensures decisions are made based on research, school level data,
community needs, and is flexible to the changing needs of the district.

e Examine and improve the alignment of central office work and personnel to develop district goals and
strategies to support schools. Implement a systematic monitoring process to review the alignment of
central office work and personnel to ensure effective support of schools. Alignment must include
accountability for execution (e.g., interim superintendent, central office staff).

e Create a formalized district communication plan. This plan should focus on strategies for
communication from the advisory board to central office and from central office to the schools. It
should also include a process so that schools can communicate their needs to central office. As part of
this formalized internal communication plan, there should be accountability for execution of this plan at
all levels (e.g., advisory board members, interim superintendent, central office staff, school
administrators, teachers).

Il. OPERATIONAL SUPPORT- Food Services

a. Team Members: Steve Abbott, Kay Kennedy, Hiren Desai

b. Persons Interviewed: Director of Food Service, Lunchroom Manager, Lead Food Service Assistants,
Principals, Interim Superintendent

APPROACH

Who is the leader of the operational systems in the district?

Tabitha Napier is the Food Service Director in Breathitt County. She is responsible for hiring employees and the
evaluation process. She has direct oversight of child nutrition programs operated by the district. Food service
staff in Breathitt County report directly to the Food Service Director.

Each site has a Manager or Lead Food Service Assistant responsible for managing day to day operations in the
facilities. Managers and Lead Food Service Assistants directly supervise kitchen employees at their respective
sites and ensure required documentation is completed.

What processes are in place to ensure they operate appropriately?

Management Audits conducted in 2012 and 2014 indicated that monthly managers meetings did occur and were
adequately documented. The food service director continues to hold monthly managers meetings. An agenda is
prepared, and relevant information is covered by the food service director. After managers attend monthly
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meetings, they return to their respective sites where they train facility staff on pertinent information. Each staff
member signs an attendance sheet/acknowledgement form indicating they were trained on agenda topics.

The director does monthly site visits to facilities. The director meets with a student committee to help provide
healthy, quality, kid-friendly options to the student population. This meeting has occurred only once in the
current school year.

The director completes United Stated Department of Agriculture (USDA) required monitoring reviews
accurately and timely.

What documents and policies are in place to support operations?
Annual staff training is required along with multiple district created training opportunities to ensure staff have
the necessary knowledge to operate the food service program.

Policy and Procedure manuals were present in each facility; however, the manuals have not been updated with
current district policies and procedures.

Production records are maintained by facility operators, but some records were missing at Breathitt County
High School and at Sebastian Middle School. Production records the current school year were found to be
missing for breakfast on 11/1, 11/2, 11/3, 11/6, and 11/7; records were missing for lunch on 11/1, 11/2, 11/3,
11/4, 11/6, 11/7. As a result, 1,995 lunch meals and 948 breakfast meals were disallowed with a total fiscal
impact of $8,584.77. Other required documents were maintained accurately.

The district does participate in the Community Eligibility Provision (CEP) as indicated in the 2012
Management Audit. The district is successful at implementing CEP and documentation is maintained by food
service to support implementation.

In the prior management audits in 2012 and 2014, it was documented that “reviewers could not determine if the
district is charging Food Service for other direct costs in a manner that is consistent with USDA regulations”.
The Administrative Review conducted in School Year (SY) 16-17 by the KDE Division of School and
Community Nutrition revealed indirect costs were not collected properly. The issues with indirect costs have
now been rectified.

DEPLOYMENT

How are operational processes deployed and how do you know they are working.

Operational processes are deployed through multiple outlets by the district. Information is effectively shared
electronically by the director to facility staff when necessary and meetings are documented. Training
documentation reflects processes are being deployed to all food service staff. School food service leadership
staff attend monthly meetings.
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The food service director is solely responsible for administering the program along with monitoring all aspects
of implementation. The Management Audit conducted in 2012 revealed that the Food Service department
previously employed an administrative assistant. The Food Service program no longer has an administrative
assistant solely devoted to the work of the food service program.

The Breathitt County Schools website provides evidence that information about the available food programs is
disseminated to the public including parents, students, and food suppliers. There is a lot of information
available although the site is cumbersome to navigate.

The district also uses the MealVViewer mobile app that allows parents to monitor school menus, nutritional
information for menu items, and other school related informational items.

LEARNING

How do operational systems use data and information to improve?

Trends for participation in child nutrition programs are tracked by the district and used to target site visits and
attempts are made to increase participation at low participating sites. The district has electronic systems to
provide oversight of meal counts.

Documentation revealed Sebastian Middle School (SMS) has the lowest breakfast participation percentage of
34%, currently up 3% from SY 16-17. Other sites in the district have current breakfast participation percentages
as high as 84%. If SMS participation is increased to equal Breathitt County High School’s participation of 56%
percent, this would yield $56,110.23 in additional revenue. SMS’s current breakfast meal service structure is
not conducive to creating the highest potential participation percentage.

The documentation from the Management Audit conducted in 2012 indicated labor expenses were incorrectly
being paid from the food service fund by staffing facilities at non-peak hours. This has been rectified and
facilities are staffed based upon meals per labor hour worksheets as recommended by the KDE Division of
School and Community Nutrition (SCN).

INTEGRATION

What evidence is there that learning is shared throughout the organization?

The food service director attends KDE trainings. Documentation reviewed indicates the food service director
shares this information throughout the facilities. Staff members acknowledge this information sharing by
signing the training documentation that is presented to them.

The district has processes in place to disseminate information to the persons responsible for specific areas of
program operations. Information from the Management Audit conducted in 2012 indicated the superintendent
did not consult with the food service director about decisions made for food service. Operational management is
now more collaborative. The food service director makes decisions and works with the interim superintendent
to ensure decisions comply with local policies as well as state and federal guidelines.
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Operational Support Recommendation:

Although the district has processes in place for implementation and monitoring of child nutrition
programs, limitations exist with having the food service director be solely responsible for all aspects of
the programs. Central office food service staff should be in the facilities frequently to monitor program
documents, meal service, participation, and quality of food. Central office food service staff should be
able to provide support to site level operators and work with students to ensure meals offered are of the
highest possible quality and offer food items that students have input in selecting. The food service
funds are managed separately from the district’s general fund. The food service budget is healthy, and
these federal funds would support additional administrative staffing at the central office level that would
allow for more and better oversight of the child nutrition programs. Implementation of an additional
position requires a comprehensive communication plan to explain the business case for the additional
position and alleviate public concern.

The timely completion of required documentation such as production records is an absolute must. There
are no backup persons trained to complete production records when management is unable to be present.
A process for completion of production records must be developed and implemented. In all situations,
the production record must be completed by the end of the school day. A backup person at each facility
should be trained to ensure completion is timely.

It is recommended the district increase its focus on low participation sites. School administration should
work with site level food service staff and central office food service staff to develop a plan to remedy
participation issues. The scheduling structure should be analyzed at Sebastian Middle School to help
create an environment that is conducive to increasing participation. A review of the breakfast schedule
structure of other sites in the district that have higher participation rates is warranted.

Food service policy and procedure manuals were present in all facilities although they were outdated. It
is recommended that an electronic file sharing system be used to disseminate policy and procedures.
This would allow site level staff to access the most recent policy and procedures and for the food service
director to be able to update policy and procedures in one location. This would ensure the most current
information is available to all staff.

I1. OPERATIONAL SUPPORT- Facilities

a. Team Members: James Bauman, Marcus Highland, Kay Kennedy, Hiren Desai

b. Persons Interviewed: Interim Superintendent; District Maintenance Supervisor, Principals, Custodians,
Asst. Principals

APPROACH

Who is the leader of the operational systems in the district?

The senior maintenance person, James Strong, acts as the head of district maintenance. The interim
superintendent acts as Facility Director as well. There is no posting on the district website for a Facility
Director.
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What processes are in place to ensure they operate appropriately?

The district completed a District Facility Plan (DFP) in 2017 showing a need of over $66,000,000. Facility
surveys as part of the DFP process were completed in 2017.

There is an overall district operations budget of approximately $1,500,000; it is not broken down by facility or
function. Administrative oversight consists of the Finance Officer approving/denying work requests. There is no
separate facility department accountable for its own budget. An amount is set at the beginning of the year and
the district strives to make it work. It is not known if the budget is based on need, financial pressure, or
anecdote.

The district now uses an online work order request system, but it is used only to request; system functionality to
track costs and man hours is not used. Requests are often completed but not closed out in the system.
Maintenance items, e.g. paper towels, cleaners, etc., are ordered and delivered; there is no specific budget nor
cost control. Theft was mentioned as a previous issue, but staff turnover has reduced the problem.

Review of data in Facility Planning and Construction Application (FACPAC) indicates proper procurement
procedures were generally followed for capital projects although information was incomplete; note that several
projects were emergencies.

Processes are largely ad hoc, and issues are responded to on a case-by-case basis.

What documents and policies are in place to support operations?

The district has policies, procedures, and checklists on the district website for building maintenance, safety, and
security.