JOSH GREEN, M.D.
GOVERNOR

KEITH T. HAYASHI
SUPERINTENDENT

STATE OF HAWAI'I
DEPARTMENT OF EDUCATION
KA ‘OIHANA HO‘ONA‘AUAO
P.O. BOX 2360
HONOLULU, HAWAI‘l 96804

OFFICE OF THE SUPERINTENDENT

December 12, 2024

TO:

FROM:

The Honorable Wesley Lo
Chairperson, Human Resources Committee

{

Keith T. Hayashﬂ b Sideeo i K
Superintendent \,@"ﬂ'kmdw

SUBJECT:  Department of Education Update on Strategic Plan Desired Outcome 3.2.2,

1.

Action Item 2, Relating to Organizational Alignment Initiative

EXECUTIVE SUMMARY

In May 2023, the Hawaii State Board of Education (Board) approved the Implementation
Plan of the Board’s 2023-2029 Strategic Plan. The Implementation Plan’s Desired Outcome
3.2.2 states, “All Department of Education (Department) programs, human resources,
organizational structure, and finances are structured to accomplish the strategic plan goals
and outcomes.” The Department initiated an “Organizational Alignment” initiative to address
the organizational structure of state offices, which is an action item for Desired Outcome
3.2.2.

The Department is aligning its state structure and human resources to achieve strategic
education goals, clarifying the tri-level roles and roles of the Department as a State
Education Agency and a Local Education Agency for federal programs, and aiming to
become a flexible learning organization. The aim is to ensure our organizational
structure aligns with our key priorities around high-quality student learning for all, an
effective workforce, and efficient systems of support.

The Department’s “Organizational Alignment” initiative is a multi-phase and multi-year
process. The current phase focuses on state offices and aligning the structure to achieve
strategic goals.

The Department commissioned the Council of the Great City Schools (CGCS), a
national coalition of the nation’s largest school districts, to review our state-level
organizational structures and practices. CGCS’s Executive Director Ray Hart will share
highlights of the report.

The Department recommends that the Board authorize the Department to change the
reporting structure of leadership at the Superintendent, Deputy Superintendent, and
Assistant Superintendent levels.

AN AFFIRMATIVE ACTION AND EQUAL OPPORTUNITY EMPLOYER
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e The Department will be recommending other changes in state office organization
following the formal process of consultation with the unions.

2. BACKGROUND

Update on Strateqic Plan Desired Outcome 3.2.2, Action Item 2, relating to organizational
alignment initiative

In May 2023, the Board approved the Implementation Plan of the Board’s 2023-2029
Strategic Plan. The Implementation Plan’s Desired Outcome 3.2.2 states, “all Department of
Education programs, human resources, organizational structure, and finances are structured
to accomplish the strategic plan goals and outcomes.” The Department has an action item
to address the organizational structure of state offices beginning in the 2023-24 school year.

The Department’s “Organizational Alignment” initiative is designed to align the state
structure and human resources to achieve strategic education goals, clarify the tri-level roles
and roles of the Department as a State Education Agency and a Local Education Agency for
federal programs, and emerge as a flexible learning organization. The aim is to ensure our
organizational structure aligns with our key priorities around high-quality student learning for
all, an effective workforce, and efficient systems of support. The initiative is a multi-phase
and multi-year process. From Spring 2024 to Fall 2026, this phase focuses on state offices
and aligning the structure to achieve strategic goals. Organizational alignment of state
offices includes updating functional statements, job titles, and position descriptions, as well
as reviewing and changing the organizational structure (“reorganization”). Future phases will
address complex area offices and modernization.

Through this initiative, the Department seeks to align its state structure and human
resources to achieve strategic education goals, clarify the tri-level roles and roles of the
Department as a State Education Agency and a Local Education Agency for federal
programs, and emerge as a flexible learning organization. The aim is to ensure our
organizational structure aligns with our key priorities around high-quality student learning for
all, an effective workforce, and efficient systems of support.

Council of the Great City Schools The Department commissioned the CGCS, a national
coalition of the nation’s largest school districts, to review our state-level organizational
structures and practices. This review focused on the Department’s state offices, including
the Offices of Curriculum and Instructional Design; Information Technology Services;
Strategy, Innovation and Performance; Student Support Services; and Talent Management.
Additionally, the review examined the organizational alignment of the Office of the
Superintendent and the Offices of Deputy Superintendents for Academics, Operations, and
Strategy.

CGCS’s team reviewed documents and conducted extensive interviews. During CGCS'’s
onsite visit in June 2024, Executive Leadership, Complex Area Superintendents, Principals,
union representatives, and Department State office staff met with the CGCS team to provide
their perspectives. CGCS produced a report; an executive summary of the CGCS report is
included in this memorandum (Attachment B). CGCS’s Executive Director Ray Hart will
share highlights of the report with the Board during the meeting (Attachment C).
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The CGCS report offers valuable insights and recommendations designed to enhance our
system’s ability to deliver on our shared mission: supporting every student’s success. The
report highlights opportunities to:
e Streamline processes and integrate industry best practices;
e Improve existing procedures, systems, and internal controls;
e Address organizational alignment, reduce redundancies, and strengthen
communication across all levels; and
e Implement actionable strategies to enhance managerial effectiveness and operational
efficiency.

The report underscores areas for growth and informs our continuous improvement as a
learning organization. The Department’s executive leadership is carefully evaluating the
report’s recommendations.

The Department’s executive leadership is leading alignment activities based on CGCS’s
recommendations, as well as their experiences, employees’ feedback, and best practices.
Activities currently underway include updating functional statements, job titles, and position
descriptions across state offices.

Recommended Action on a Change to the Reporting Structure of Department of Education
Leadership at the Deputy Superintendent and Assistant Superintendent Levels and future
proposals to organizational structure The Department is recommending that the Board
approve changes in State leadership structure regarding the reporting structure of the
Superintendent, Deputy Superintendents and Assistant Superintendents. In August 2022,
the Board approved the appointment of the Deputy Superintendent of Operations and the
Deputy Superintendent of Strategy positions to strengthen the Department’s State
leadership team. The recommended changes in the reporting structure of State leadership
address span of control, division of work, and functional alignment related to the functions,
roles, and responsibilities of the three Deputy Superintendents.

Additional realignment proposals to the organization structure (of non-appointed positions)
will follow the formal process of consultation with the unions.

Prior to the December 12, 2024 Board meeting, the Department held meetings with state
office employees and union leaders to provide an update on the organizational alignment
initiative and CGCS report findings and recommendations. A Superintendent’s letter
addressed to Department staff was shared (Attachment D).

We will continue to provide the Board, state office employees, and union leaders with
periodic updates and opportunities to provide recommendations and feedback.

3. RECOMMENDATION

It is recommended that the Board authorize the Department to change the reporting
structure of leadership at the Deputy Superintendent and Assistant Superintendent levels
(Current Organizational Chart: Attachment E; Proposed Organizational Chart: Attachment
F).
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4. RECOMMENDED EFFECTIVE DATE

Upon Board approval.

5. RECOMMENDED COMPLIANCE DATE (if different from the effective date)

Not applicable.

6. DISCUSSION

a.

Conditions leading to the recommendation:

In the current organization, Assistant Superintendents and Deputy Superintendents all
report directly to the Superintendent (Attachment E). The Superintendent has a large
span of control, with 16 direct reports. In practice, since their appointment in 2022,
Deputy Superintendents have been temporarily assigned to oversee Assistant
Superintendents.

The recommendation is based on the executive leadership team’s experiences, the
CGCS review, and best practices. The recommended changes in the Department’s
State leadership team reporting structure are intended to improve accountability,
efficiency, and communication while supporting the implementation of the Department’s
Strategic Plan.

The recommended changes are as follows:

1. All Assistant Superintendents will report to a Deputy Superintendent. The three
Deputy Superintendents will manage designated State leadership team reports,
as follows:

a. Deputy Superintendent of Academics
i.  Office of Curriculum and Instructional Design
i. Office of Student Support Services
b. Deputy Superintendent of Operations
i.  Office of Facilities and Operations
i.  Office of Information Technology Services
c. Deputy Superintendent of Strategy and Administration
i.  Office of Fiscal Services
ii.  Office of Strategy, Innovation and Performance
iii.  Office of Talent Management

2. The Deputy Superintendent of Academics title will be formalized through this
action. The change in title from the Deputy Superintendent of Strategy to Deputy
Superintendent of Strategy and Administration addresses the oversight of the
Department’s strategy, fiscal, and human resources functions.

Consistent with Board Policy 500-2, Plan of Organization, the Department is
recommending that the Board authorize the proposed changes (Attachment G).
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b. Previous action of the Board and the Committee(s) on the same or similar matters:
The Board authorized previous reorganizations including changes to the reporting
structure of the Department’s State leadership.

The most recent action:

e May 17, 2018, Committee on Human Resources, and General Business Meeting,
Committee Action on a Change to the Reporting Structure of Department of
Education Leadership at the Deputy Superintendent and Assistant
Superintendent Levels

e May 17, 2018, General Board Meeting Minutes (Action Item VII C. Board Action
on Human Resources Committee recommendations concerning a change to the
reporting structure of Department of Education leadership at the Deputy
Superintendent and Assistant Superintendent levels)
https://alala1.k12.hi.us/STATE/BOE/Minutes.nsf/a15fa9df11029fd70a2565cb006
5b6b7/25305723d682af090a2582a6006a11887?0penDocument&Highlight=0,Ma

y.17,2018

c. Other policies affected:
None.
d. Arguments in support of the recommendation:

This organizational alignment shift will increase the effectiveness of the State leadership
team, strengthen the lines of reporting, and improve vertical and horizontal
communication.

In addition, it will result in a reduction in subordinate superintendents reporting directly to
the Superintendent. This will help to ensure greater capacity for the Office of the
Superintendent to focus on further developing and refining institutional direction and
priorities and will increase and improve oversight, guidance, and assistance to the state
offices, complex areas, and schools

e. Arguments against the recommendation:

Some may argue that changes to the state office organizational structure should be
presented in its entirety rather than in phases. This would allow the Board and
stakeholders to evaluate the impact of recommendations for revising the entire structure.

Some may argue that the Department is staffed too heavily at the top of the organization
and three Deputy Superintendent positions are not needed.

Some may argue that having Assistant Superintendents report to Deputy
Superintendents instead of the Superintendent directly will slow decision-making
because communications and directions will need to be filtered through multiple layers of
management. However, any effect on decision-making has been thoughtfully considered
and outweighed by the positive outcomes of clearly defined roles, improved
communication, and increased accountability.


https://boe.hawaii.gov/Meetings/Notices/Meeting%20Material%20Library/HR_05172018_Committee%20Action%20on%20a%20Change%20to%20the%20Reporting%20Structure%20of%20DOE%20Leadership%20at%20the%20Deputy%20Supt%20and%20AS%20levels.pdf
https://boe.hawaii.gov/Meetings/Notices/Meeting%20Material%20Library/HR_05172018_Committee%20Action%20on%20a%20Change%20to%20the%20Reporting%20Structure%20of%20DOE%20Leadership%20at%20the%20Deputy%20Supt%20and%20AS%20levels.pdf
https://boe.hawaii.gov/Meetings/Notices/Meeting%20Material%20Library/HR_05172018_Committee%20Action%20on%20a%20Change%20to%20the%20Reporting%20Structure%20of%20DOE%20Leadership%20at%20the%20Deputy%20Supt%20and%20AS%20levels.pdf
https://alala1.k12.hi.us/STATE/BOE/Minutes.nsf/a15fa9df11029fd70a2565cb0065b6b7/25305723d682af090a2582a6006a1188?OpenDocument&Highlight=0,May,17,2018
https://alala1.k12.hi.us/STATE/BOE/Minutes.nsf/a15fa9df11029fd70a2565cb0065b6b7/25305723d682af090a2582a6006a1188?OpenDocument&Highlight=0,May,17,2018
https://alala1.k12.hi.us/STATE/BOE/Minutes.nsf/a15fa9df11029fd70a2565cb0065b6b7/25305723d682af090a2582a6006a1188?OpenDocument&Highlight=0,May,17,2018
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f.

Other agencies or departments of the State of Hawaii involved in the action:
None.

Possible reaction of the public, professional organizations, unions, Department staff,
and/or others to the recommendations:

The Department staff reporting lines will remain unchanged. The change in reporting
structure only affects subordinate superintendents who are not covered under any union
collective bargaining agreement Pursuant to Board action, the Department will inform
the unions of the State leadership change in reporting structure.

Educational implications:

This organizational change will enhance the ability of State leadership to execute the
Department’s strategic plan to support student growth and achievement and address tri-
level needs.

Financial implications:

None.

7. OTHER SUPPLEMENTARY RECOMMENDATIONS

None.

KTH:toc
Attachments: Attachment A - PowerPoint of Strategic Plan Desired Outcome 3.2.2

Attachment B - Council of the Great City Schools Executive Summary

Attachment C - Ray Hart Biography and Council of the Great City Schools
Description

Attachment D - Superintendent’s Letter to Department Employees

Attachment E - Current Organizational Chart

Attachment F - Proposed Organizational Chart

Attachment G - Plan of Organization

c: Office of Talent Management



Attachment A

HAWAIl STATE
Department of Education

Agenda Item lll: Department of Education
update on Strategic Plan Desired Outcome
3.2.2, Action Item 2, Relating to Organizational
Alignment Initiative

Hawai‘i State Board of Education
Human Resources Committee Meeting
December 12, 2024

Keith T. Hayashi, Superintendent

Tammi Oyadomari-Chun, Deputy Superintendent of Strategy

Sean Bacon, Assistant Superintendent, Office of Talent Management

Special Guests: Ray Hart, Executive Director, Council of the Great City Schools

Willie Burroughs, Director of Management Services, CGCS
David Palmer, Consultant, CGCS



- HAWAI'1 STATE

Department of Education

Presentation Overview

e Progress of Department’s “Organizational Alignment” initiative

e Briefing on the Council of the Great City Schools’ organizational review of
state offices

e Recommendation for Board action regarding reporting structure of
Department leadership at the Deputy Superintendent and Assistant

Superintendent levels

. 2023-2029 |
Strateglc Plan, 2023-2029 IMPLEMENTATION PLAN DRAFT g

Desired Outcome 3.2.2: “All Department of
Education programs, human resources,
organizational structure, and finances are structured
to accomplish the strategic plan goals and outcomes.”




W .  HAWAIY STATE

%Wi.<- Department of Education

Organizational Alignment Initiative: Overview

e Objective: To ensure organizational structure aligns with key priorities around
high-quality student learning for all, an effective workforce, and efficient systems

of support.
o Achieve Strategic Plan goals through improved employee resource
management.

o Address employee performance, accountability and retention by
establishing clear roles and responsibilities and providing opportunities for
career growth.

o Maximize state office efficiency and effectiveness by aligning resources
with functions and addressing duplication/overlap of services.

o Optimize performance and service delivery through assessment and
redistribution of human resources, including span and layers.

o Modernize the organization by addressing current and future labor
market conditions and artificial intelligence advances.
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Organizational Alignment Initiative: Update

Current phase (Spring 2024 to Fall 2026) — Focused on state offices

e Commissioned external organizational review @
e Reviewing and revising functional statements, job titles, position descriptions, a
and organizational structure, as appropriate

e Clarifying tri-level roles and responsibilities “)
e Communicating with employees and union leaders a
e Soliciting suggestions from state, complex area and school employees \/D

Future phases

e Modernization including review of classification and compensation

e Alignment of complex area staffing and organization structure

e Annual routine of reviewing and revising functional statements, job titles, position
descriptions and organizational structures 4
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Organizational Alignment Initiative: External Review

The Department commissioned the Council of the Great City Schools (CGCS) to
review our state-level organizational structures and practices. The following offices
were included in the review:

Office of Curriculum and Instructional Design

Office of Information Technology Services

Office of Strategy, Innovation and Performance

Office of Student Support Services

Office of Talent Management

e Office of the Superintendent and Office of the Deputy Superintendents

*In 2019, former Superintendent Christina Kishimoto requested CGCS to review HIDOE's financial operations and facilities.



Hawaii Department of Education

Council of the

Organizational Review Great Ciy Schools

Strategic Support Team Overview

Presented by the Council of the Great City Schools
Ray Hart, Executive Director

Willie Burroughs, Director of Management Services
David Palmer, Consultant

December 12, 2024




Strategic Support Team Overview

Great City Schools

Findings from the Council of the Great City Schools (CGCS)
Strategic Support Team (SST) visit June 17 - 21, 2024.

The SST focused on the following offices:
Office of Curriculum and Instructional Design
Office of Information Technology Services
Office of Strategy, Innovation and Performance
Office of Student Support Services
Office of Talent Management
Offices of the Superintendent and Deputy Superintendents

Special Thank You




Presentation Overview

Hawaii Department of Education (HIDOE)
Context

CGCS Commendations
CGCS Findings and Recommendations

Discussion: Questions and Answers




HIDOE Context

Hawaii Department of Education (HIDOE) is the 12th largest
school district among the 78 member districts in the Council of
the Great City Schools (and 12th largest in the nation) with a
student enrollment of 169,754 in the 2022-23 school year (Source:

NCES Common Core of Data)

HIDOE has 15 Complex Areas; for comparison, Chicago Public
Schools (Enrollment - 323,251) is divided into 18 Networks across
the city. Unique to HIDOE is that these complex areas are spread
across islands which introduces unique geographical challenges to be
considered.

HIDOE is similar to the Puerto Rico Department of Education (PRDE)
in that the Department of Education serves as State Education
Agency (SEA) and a Local Education Agency (LEA).




HIDOE Context

Great City Schools

HIDOE must function as a consolidated large school district which
means the structure needs to centrally support schools as an LEA
while also maintaining SEA functions (e.g., government reporting,
interaction with the state legislature and governor).

It is the Council’s assessment that HIDOE should be organized to focus
on supporting schools in service of improving student outcomes. As
such, our observations and recommendations are based on our
assessment that HIDOE is primarily a large school system (LEA)
with offices that have SEA functions. Most large districts are
organized around a central office that supports networks (complex
areas) who in turn support schools. To improve student outcomes,
HIDOE should be organized to support complex areas who in turn
support schools with a few additional staff to support the SEA functions
of the organization where needed.

10



Commendations




Notable Commendations

« Superintendent Keith Hayashi was consistently praised at all levels of
the organization for his leadership and vision for improving the HIDOE.

« Staff throughout OCID stated that the leadership created more strategic
opportunities for collaboration and coordination across teams for
alignment and more effective support to complex areas and schools.

* A landscape analysis of instructional materials was conducted across the
HIDOE to begin analyzing the correlation between materials used and

student growth data.

« HIDOE has developed and implemented a state-wide review process
to ensure all schools are selecting and using high-quality instructional
materials and implementing a guaranteed viable curriculum in

all schools.

12



Notable Commendations g .

Great City Schools

« The student information system support (including staff and
infrastructure) is structured appropriately and provides necessary
support and services to the central offices and schools.

« The OTM recently migrated from “pool” job postings to specific job
postings as a strategy to decrease the time to fill a position.

« The Leadership Institute demonstrates a commitment to recruiting,
retaining, and growing instructional leaders across the state to continue
and sustain instructional quality and raise student achievement.

13



Notable Commendations L

Great City Schools

The following charts indicate that over past two decades, HIDOE students have
demonstrated steady improvements on the National Assessment of Educational
Progress (NAEP). For example, in 4th grade reading, more of Hawaii's students
are proficient than the nation, and Hawaii ranked 10th among states on the NAEP
in 2022.

However, Hawaii's disadvantaged students have significantly lower
performance than their advantaged peers (achievement gap). For example,
the percentage of Hawaii's disadvantaged students’ who were proficient on
NAEP fourth grade mathematics in 2022 is less than half that of their
economically advantaged peers.

While the state’s performance over the last two decades is commendable, the
findings and recommendations shared here are designed to address the
persistent challenge across the state of educating traditionally marginalized
students (e.g. low-income students, students with disabilities).

14



Council of the
Great City Schools

Percentage of Students
At or Above Proficient
on the National
Assessment of
Educational Progress in
Fourth Grade Reading
by Hawaii, National
Public and Large City
Schools, 2003-2022

SOURCE: U.S. Department of Education,
Institute of Education Sciences, National Center
for Education Statistics, National Assessment of
Educational Progress (NAEP), 2022 Reading
Assessment.
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Council of the
Great City Schools

Percentage of Students
At or Above Proficient
on the National
Assessment of
Educational Progress in
Eighth Grade Reading
by Hawaii, National
Public and Large City
Schools, 2003-2022

SOURCE: U.S. Department of Education,

Institute of Education Sciences, National Center
for Education Statistics, National Assessment of

Educational Progress (NAEP), 2022 Reading
Assessment.
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46.0

Council of the
Great City Schools 40.0-

Percentage of Students
At or Above Proficient
on the National
Assessment of
Educational Progress in
Fourth Grade
Mathematics by Hawaii,
National Public and
Large City Schools,
2003-2022

SOURCE: U.S. Department of Education, 20.0p0.4

Institute of Education Sciences, National Center 2003 2005 2007 2009 2011 2013 2015 2017 2019 2021
for Education Statistics, National Assessment of

Educational Progress (NAEP), 2022 Reading Year of Administration
Assessment.
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Council of the
Great City Schools 30.0-

Percentage of Students
At or Above Proficient
on the National
Assessment of
Educational Progress in
Eighth Grade
Mathematics by Hawaii,
National Public and paad
Large City Schools,
2003-2022

SOURCE: U.S. Department of Education, 16.4
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Council of the
Great City Schools

Percentage of Students
At or Above Proficient on
the National Assessment
of Educational Progress
in Fourth Grade Reading
by Economic Status for
Hawaii, National Public
and Large City Schools,
2003-2022

SOURCE: U.S. Department of Education,
Institute of Education Sciences, National Center
for Education Statistics, National Assessment of
Educational Progress (NAEP), 2022 Reading
Assessment.
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Council of the
Great City Schools

Percentage of Students
At or Above Proficient on
the National Assessment
of Educational Progress
in Eighth Grade Reading
by Economic Status for
Hawaii, National Public
and Large City Schools,
2003-2022

SOURCE: U.S. Department of Education,
Institute of Education Sciences, National Center
for Education Statistics, National Assessment of
Educational Progress (NAEP), 2022 Reading
Assessment.
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Council of the
Great City Schools

Percentage of Students
At or Above Proficient on
the National Assessment
of Educational Progress
in Fourth Grade
Mathematics by
Economic Status for
Hawaii, National Public
and Large City Schools,
2003-2022

SOURCE: U.S. Department of Education,
Institute of Education Sciences, National Center
for Education Statistics, National Assessment of
Educational Progress (NAEP), 2022 Reading
Assessment.
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Council of the
Great City Schools

Percentage of Students
At or Above Proficient on
the National Assessment
of Educational Progress
in Eighth Grade
Mathematics by
Economic Status for
Hawaii, National Public
and Large City Schools,
2003-2022

SOURCE: U.S. Department of Education,
Institute of Education Sciences, National Center

for Education Statistics, National Assessment of

Educational Progress (NAEP), 2022 Reading
Assessment.
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Council of the
Great City Schools

Percentage of Staff that
are Teachers, 2022-23

SOURCE: U.S. Department of Education,
Institute of Education Sciences, National Center
for Education Statistics, Common Core of Data,
2024.
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Council of the
Great City Schools

Pupil to Teacher Ratio
(All Teachers), 2022-23

SOURCE: U.S. Department of Education,
Institute of Education Sciences, National Center
for Education Statistics, Common Core of Data,
2024.
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Council of the
Great City Schools

Pupil to Total
Administrative Staff
Ratio, 2022-23

SOURCE: U.S. Department of Education,
Institute of Education Sciences, National Center
for Education Statistics, Common Core of Data,
2024.
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Overall System Findings




HIDOE System Findings and

Council of the

Recommendations

« Establish, implement, and monitor a systemic framework

balancing complex area/school autonomy with system-wide
consistency, ensuring equitable education for all HIDOE
students. Develop clear structures, processes, guidelines, and
standards for essential practices while preserving local decision
making. Communicate this framework clearly throughout the
organization.

- Implement an extensive data management strategy to
consolidate and streamline the HIDOE's fragmented data

systems.

27



HIDOE System Findings and

Council of the

Recommendations

Establish a comprehensive, multi-year program to develop and
implement key performance indicators (KPIs) and other
relevant performance metrics. Implement regular review cycles to
assess the new structure's effectiveness and make necessary
adjustments. This long-term initiative will drive data-informed
decision-making, improve educational outcomes, and enhance
operational efficiency across the HIDOE.

Review and streamline HIDOE's administrative structure and
workflows to enhance efficiency and responsiveness. Reduce
the number of hierarchical layers to eliminate bottlenecks and
simplify decision-making processes from the state level to the local
level, enabling more agile and responsive management practices.
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HIDOE System Findings and

Council of the

Recommendations

- Leverage state-of-the-art technology to automate routine
tasks, improve communication, and track progress
effectively across the organization.

« Charge the deputy superintendent of Academics along with the
assistant superintendent, the content and career readiness experts,
and a team of the HIDOE’s expert teachers with defining what
high quality, rigorous, standards-based instruction looks like
and what it does not look like at each grade level (this can be used
to create the portrait of a high school graduate). Articulate what
student work should look like when instruction meets HIDOE
expectations independent of the materials used.
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HIDOE System Findings and

Council of the

Recommendations

All levels of the organization (e.g., HIDOE staff, CAS staff,
school staff, teachers, and support staff) should use student
data and root cause analyses to improve student learning
outcomes. State office work should be directly relevant to CAS
needs and address leadership, teaching, and learning challenges.

Establish SMART goals for improving student outcomes
across the state and regularly measure and report progress

toward accomplishing those goals throughout the
organization.
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HIDOE System Findings and

Council of the

Recommendations

Create and invest in a research, evaluation, and strategic
planning branch in OSIP designed to help evaluate programs'
implementation or effectiveness and help aid the HIDOE in
strategically examining questions from leadership and the board, or
in support of other offices.

Move towards a common HIDOE-wide formative
assessment.

Implement the recommended organizational change
strategies to ensure an efficient and effective reorganization of
HIDOE offices, prioritizing student success, operational excellence,
and employee-centric practices.
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HIDOE System Findings and

Council of the

Recommendations

Implement the recommended organizational change
strategies to ensure an efficient and effective reorganization of
HIDOE offices, prioritizing student success, operational excellence,
and employee-centric practices.

Reduce the number of direct reports to the Superintendent
to achieve a streamlined structure that allows the superintendent
to focus on high-level strategic decision-making and system-wide
challenges.
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%Wi.<- Department of Education

Organizational Alignment Initiative: Recommended
Action and Next Steps

e Recommended Action: Change to the reporting structure of Department
leadership at the Deputy Superintendent and Assistant Superintendent levels.
e Next Steps:

o Spring 2025: The Department will recommend changes to the plan of
organization (of non-appointed positions) to the Board, following the
formal process of consultation with the unions.

m Program alignment
m Functional alignment
m Span of control

o Spring 2026 (tentative): The Department will recommend additional

changes to the plan of organization to the Board, following the formal

process of consultation with the unions. s



Attachment B

Council of the Great City Schools

THE NATION’S VOICE FOR URBAN EDUCATION

Council of the Great City Schools

Organizational Review of Selected State Offices in the Hawaii Department of Education
Executive Summary, November 2024

Executive Summary

Introduction and Purpose

Keith Hayashi, Superintendent of the Hawaii Department of Education (HIDOE), requested that
the Council of the Great City Schools (CGCS) provide a high-level review of the HIDOE’s Office
of Curriculum and Instructional Design; the Office of Information Technology Services; the
Office of Strategy, Innovation, and Performance; the Office of Student Support Services; the
Office of Talent Management; and direct reports to the superintendent and deputy
superintendents. Specifically, the superintendent asked that the CGCS:

e Identify opportunities to streamline processes, implement industry best practices,
improve existing procedures, systems, and internal controls within the offices reviewed,
and strengthen internal and external communications.

e Examine the offices' organizational structures to identify and address scopes of
responsibilities, alignment, redundancies, and duplication of efforts across all levels.

e Develop actionable recommendations to achieve greater clarity, enhance managerial
effectiveness, increase operational efficiencies, and enhance the system's ability to
address and support all students.

Methodology and Team Composition

Keith Hayashi was tapped to serve as Hawaii’s interim superintendent in August 2021 and the
state Board of Education appointed him as permanent superintendent beginning July 1, 2022.
Over the past three years, the state has faced recovery from the pandemic and the devastating
August 2023 wildfires in Maui During this period, Superintendent Hayashi rightly focused on
stabilizing the education system, implementing a successful return to in-person learning during
the pandemic, and addressing the tragic impact of the state’s wildfires.

With the request for this review, the superintendent is intentionally and strategically turning his
attention to improving the long-term outcomes for students statewide by addressing the
organizational and structural changes needed to position Hawaii’s public schools for success
over the course of the next decade and beyond.



In response to this request, the CGCS assembled a Strategic Support Team (SST/CGCS
Team) of senior managers with extensive experience in public education from other state and
city school systems across the country.

Overview of HIDOE and its Functions

State Education Agency and Local Education Agency

The HIDOE operates uniquely as both a State Education Agency (SEA) and a Local Education
Agency (LEA), similar to the Puerto Rico Department of Education (PRDE). This dual role
means HIDOE functions as a consolidated large school district while simultaneously maintaining
SEA responsibilities, including federal government reporting and interactions with the state
legislature and governor.

The CGCS's assessment emphasizes that HIDOE, like all large school systems, should
prioritize supporting schools to improve student outcomes. Our analysis views HIDOE primarily
as a large school system (LEA) with additional SEA functions. To optimize student outcomes,
we recommend that HIDOE structure itself to support complex areas effectively (i.e., coherent
system wide curriculum; talent management support, operational support), and allow complex
area staff to support individual schools, while ensuring adequate resources for SEA
responsibilities.

The CGCS Team recognizes that the recommendation to shift the HIDOE structure to focus on
supporting complex areas that, in turn, support schools will require a significant shift in culture
and mindset across the state. As stated in the current strategic plan, the HIDOE currently
operates as a “system of schools” rather than a coherent school system. This mindset has
fostered a historical culture in the state of schools having significant autonomy in their
educational practices and strategies. Similarly, HIDOE offices and branches have mirrored that
autonomy by often operating in silos with limited collaboration and cross functional teaming
focused on improving student outcomes.

Data demonstrate that schools operating independently have not produced high academic
outcomes for all students, including the state’s traditionally marginalized students who continue
to struggle academically. The CGCS Team’s experience and research have shown that large
systems improve academically when the entire system moves in the same direction. In these
systems (e.g., Miami-Dade County Public Schools, Dallas Independent School District, Boston),
a central vision for what students should know and be able to do helped significantly improve
student outcomes for all students.

Therefore, the CGCS Team provides recommendations for improving the organizational
structure below, but these changes in organizational structure will also require a shift in the
culture and mindset of HIDOE staff at all levels of the organization to maximize the
effectiveness of the structural changes. The CGCS team observed and heard that
Superintendent Hayashi is highly respected by HIDOE staff, school principals, and others. His



rapport with staff and his history in the HIDOE positions him well for leading the staff across the
state through the culture and mindset shifts needed to improve student outcomes. Changing the
culture and mindset of the system will take several years, but the system is now poised to move
in that direction under the superintendent’s leadership. These recommendations are designed to
help the superintendent and his leadership team focus on the future possibilities for the
organizational structure and improved student achievement.

To conduct this review, the CGCS assembled a cross-functional CGCS Team of academic,
finance, human resources, organizational, information technology, and operations specialists
from other major urban school systems and state departments of education. While the CGCS
Team found a wealth of talent and considerable experience in many HIDOE offices, they also
identified an organizational structure and practices that were redundant, incoherent, and not
sufficiently focused on student outcomes. Furthermore, the CGCS Team observed that roles
and responsibilities across the three-tier system, which operates at the state-level, complex
area-level, and school-level, were not clearly defined.

Unique Challenges

The review revealed organizational and operational challenges, including unclear roles and
responsibilities, fragmented data systems, ineffective communication, misalignment between
state and local levels, inefficient administrative processes, and a lack of strategic planning and
performance metrics. These issues cause coordination difficulties, silo behavior, and a lack of
common purpose. HIDOE lacks a coordinated, system-wide approach to program evaluation
and organizational performance management, impeding its ability to improve student
achievement and fulfill its educational mission efficiently.

While HIDOE improvements have exceeded the performance of national public and large city
schools over the last two decades, student achievement gaps have stubbornly persisted. This is
consistent with schools across the country; however, the Council of the Great City Schools has
studied how some of our large school districts overcome the impact of low socioeconomic,
English language learner, and special education status for our students.

CGCS findings and recommendations draw on lessons learned and our experience operating
from large school districts that excel at closing achievement gaps and improving learning
outcomes for traditionally marginalized students. CGCS acknowledges the achievements that
HIDOE has made while simultaneously considering the HIDOE’s need to better serve students
who have persistently remained behind their peers with greater urgency.

Review of Selected State Offices
Functions, resources, and organizational structure of offices reviewed:

Office of Curriculum and Instructional Design (OCID)

The Office of Curriculum and Instructional Design is committed to equitable access to
quality education for all students. OCID’s primary responsibility is to develop, coordinate,
and implement high-quality practices and systems that embrace student voice, choice, and



needs to effectuate the priorities of the Board of Education and the Department’s strategic
plan. The office provides strategic program support, technical assistance, and collaborative
networks to scale effective instruction and the progression of learning from Pre-K to grade
12. OCID works to remove barriers that perpetuate an opportunity and achievement gap to
promote learning and growth for each student.

Office of Information Technology Services (OITS)

The Office of Information Technology Services (OITS) administers and manages the public
school system's information and telecommunication systems, facilities, and services to
support the department’s mission of improving student achievement. OITS ensures that
information technology and telecommunications support are provided efficiently and
effectively and in accordance with state laws, policies, and management principles.

The scope of OITS includes voice, data, video, information technology infrastructure, and
support services for schools, complex areas, and state administrative offices. OITS
provides the public school system with leadership and support in the management and use
of information, telecommunications, instructional technologies, and related resources;
develops strategic plans, policies, procedures, and standards for information and
telecommunication services; plans, implements, and maintains the information and
telecommunication systems infrastructure, local and wide area networking, and statewide
connectivity to provide training and technical support in use of voice, video, data, and
information systems; and provides direct consultative services to schools through the
assignment of staff to school sites.

Office of Strategy, Innovation, and Performance (OSIP)

The Office of Strategy, Innovation, and Performance (OSIP) is charged with policy
development and analysis, promoting a culture of data-driven decision-making,
administering statewide assessments, and federal and state accountability for schools.

The OSIP also oversees the systemization and support of student and school improvement
efforts related to statewide assessments, strategic planning, program evaluation, data
governance and analysis, and collaboration with public and private partners.

Office of Student Support Services (OSSS)

The Office of Student Support Services (OSSS) primary responsibilities are to ensure each
branch provides evidence-based frameworks for effectively integrating multiple systems
and services to address students’ academic achievement, behavioral, social-emotional,
and physical well-being. Services from OSSS ensure that every student receives culturally
responsive and equitable academic, behavioral, and other health-developmentally
appropriate support and interventions. This office provides special education services,
special needs services, student support services, student health services, and alternative
learning programs.



Office of Talent Management (OTM)

The Office of Talent Management (OTM) administers a comprehensive personnel program
for certificated, classified, and casual employees of the public school system within the
framework of established laws, policies, and accepted principles of personnel
management. OTM develops and administers administrative rules and regulations;
publishes operational guidelines; and provides centralized employment and personnel
administration services to schools, complex areas, and state administrative offices to
ensure that the support is provided efficiently and effectively.

Full Report Scope

This report will:

1.

Provide recommendations to organize and structure HIDOE to improve outcomes for
students from traditionally marginalized populations noted earlier, based on CGCS
lessons learned from research and studies conducted on large school districts that have
significantly improved student outcomes.

Identify strengths the HIDOE can draw on as it moves forward.

Address systemic barriers to the coherence of guidance and the cohesion of the three-
tiered structure to support students and schools.

Identify overarching concerns with the current administrative structures and spans of
control.

Provide a high-level analysis of HIDOE'’s staffing levels.

Identify risk and related management and operations issues that surfaced during the
CGCS Team’s interviews with staff.

Offer recommendations to restructure offices and realign functions to support the HIDOE
in achieving greater operational efficiency, effectiveness, and alignment across
instructional leader and support roles, establishing a more student — and school —
centered structure and meeting its strategic mission.

Overarching Findings

The following are some examples of the findings and recommendations regarding current
organizational and administrative structures.

Overarching issues in the HIDOE’s organizational and administrative structures that surfaced
during the CGCS Team’s interviews with staff members included:

There were many conversations where it was apparent that individual staff did not
understand how their work impacted student outcomes, or where there were no systems
of accountability that ensured the work was getting done effectively to improve students'
achievement.

The HIDOE has too many disparate technological systems, duplication of efforts, lack of
cohesive guidance, lack of effective progress monitoring, and lack of collaboration



across offices to ensure streamlining of practices that would help schools focus on
improving student outcomes.

Inconsistent or inappropriate spans of control.

Complementary functions that were dispersed across multiple locations may result in
staff working at cross-purposes since they either do not have a shared understanding of
their functions or are not coordinating with each other. For example, the team heard that
the HIDOE staff and complex area staff had been deployed to the same schools, often
sharing divergent recommendations with teachers and administrators. This phenomenon
reportedly occurs in other offices as well.

Several job descriptions that the team reviewed had not been updated in over two
decades, were generic and failed to capture current needs and skills needed for current
demands. Job descriptions fostered role confusion (e.g., Educational Specialist I,
District Educational Specialist II) where expectations at the SEA level are to “provide
technical and advisory services to districts and schools” while staff in complex areas are
charged with “assist[ing] teachers and principals.”

Functional misalignments identified in the organizational structure suggested a lack of
clarity about where decision-making authority resided.

There appear to be functions within an office in the organization that would be better
served if placed in other offices within the HIDOE.

Roles and responsibilities are not clear across the divisions. This lack of clarity can
result in incomplete work or redundancy.

There appears to be an overlap in the work, functionality, and systems for reporting and
visualizations used among units.

Federal grants and programs are scattered across the HIDOE under several different
sections/branches, resulting in a lack of efficiency, support, oversight, and coordination
for monitoring.

As a result of organizational misalignments, decision-making and accountability
structures are compromised, leading to inefficiencies in task allocation, unclear
responsibilities, and potential delays in project execution and completion.

Functional misalignments in this area hinder effective communication channels, reducing
the responsiveness and agility needed to address operational and instructional
challenges promptly and increasing the risk of strategic misalignment.

There is a lack of consistency in priorities across different levels and areas, leading to
conflicting goals and initiatives. This misalignment creates further challenges in
achieving a cohesive and unified approach to educational objectives.

Board policy 500-2 requires the Board's approval for organizational plans, including
structure and functions of various offices, with an organizational chart. However, the
reorganization process has not been carried out in a consistent cyclical manner.
Instances of inefficient organizational structures within the HIDOE, for example:

o The HIDOE organizational structure does not reflect coherence or focus on
student outcomes. The structure is too tall with too many layers of oversight,
which slows down the efficiency and decision making of the office and increases
costs;



o Ineffective resource allocation as human and financial resources may not be
optimally distributed to areas of greatest need or impact; and

o The CGCS Team identified reporting relationships throughout the reviewed
offices with very small spans of control. These types of reporting relationships
are generally recognized as:

m Limiting organizational collaboration, knowledge sharing, and cross-
functional communication;

m Hindering timely decision-making; and

m Silo building and the development of information islands limiting or
inhibiting communication within or across divisions.

o Conversely, the CGCS Team found large spans of control in offices reviewed
that ranged from 1:10 up to 1:40. These types of reporting relationships are
generally recognized as:

m Fostering operational silos where processes, systems, business units,
management styles, or employees cannot, or do not, interact effectively;

s Overwhelming managers, potentially leading to inadequate supervision
and support for employees;

m Reducing the quality and frequency of performance feedback and

coaching;

m Hindering effective communication with leadership and within the work
group; and

m Increasing the risk of inconsistent policy implementation across different
HIDOE teams.

Recommendations for Organizational Efficiency and
Improving Educational Outcomes

This document provides a multitude of high-level recommended realignments to the HIDOE
organizational office structures to help the HIDOE achieve greater operational efficiencies and
effectiveness in meeting its strategic mission.

All state-level offices should be organized to support all complex areas and schools.
Organizational charts should be reviewed and adjusted to ensure each office is structured to
provide direct support to schools through the complex areas.

Systemic Recommendations

The Council of the Great City Schools Strategic Support Team proposes the following systemic
recommendations to enhance each office's strategic value to improving HIDOE student
outcomes:

1. Establish a systemic framework to optimize the balance between complex area/school
autonomy and system-wide consistency, ensuring equitable educational delivery for all
HIDOE students. To achieve this, clear standards for essential practices must be



developed while preserving local decision-making capacities. Furthermore, institute a
mechanism for developing and disseminating best practices across HIDOE and systemic
support for local leaders to make effective decisions within HIDOE goals. Finally, regular
reviews should be conducted to maintain this delicate balance, continuously promoting
equity and effectiveness.
Implement an extensive data management strategy to consolidate and streamline the
HIDOE's fragmented data systems, focusing on the following key actions:
a. Conduct a thorough audit of existing data collection, reporting, assessment, and
visualization systems to identify redundancies and inefficiencies;
b. Develop and enforce coherent data governance policies to ensure consistent
data quality, standardization, and interoperability across all offices and schools;
c. Consolidate overlapping data/assessment systems into a unified, centralized
platform that can serve multiple purposes and stakeholders;
d. Establish a cross-functional data integration team to oversee the migration of
data from disparate systems into the new centralized platform;
e. Implement a robust data warehouse solution to facilitate comprehensive
reporting and analysis across schools and offices;
f. Provide extensive training to staff on the new unified system and data
governance policies to ensure smooth adoption and compliance; and
g. Regularly review and optimize the consolidated system to maintain effectiveness
and adapt to changing needs.
Establish a comprehensive, multi-year program to develop and implement key
performance indicators (KPIs) and other relevant performance metrics. Implement
regular review cycles to assess the new structure's effectiveness and make necessary
adjustments. This long-term initiative will drive data-informed decision-making, improve
educational outcomes, and enhance operational efficiency across the HIDOE.
Recognize that developing and rolling out a valuable KPI program may take several
years to realize its full potential.
Review current HIDOE administrative practices to identify bottlenecks and simplify
workflows. For example, streamline processes by empowering a dedicated committee to
oversee language changes and document approvals that formerly required multiple
office reviews and approvals. This committee would be responsible for wordsmithing,
finalizing, and approving documents. Additionally, identify opportunities to leverage
state-of-the-art technology to automate routine tasks, enhance communication, and track
progress.
Implement the following organizational change strategies to ensure an efficient and
effective reorganization of HIDOE offices, prioritizing student success, operational
excellence, and employee-centric practices:
a. Ensure that individuals in leadership positions in the new organization have the
appropriate skills, expertise, experience, and ongoing training to be successful;
b. Initiate a comprehensive staffing study of all offices/sections/units to verify
appropriate staffing levels. Evaluate current structures and workflows to explore
repurposing positions for enhanced operational efficiency and effectiveness.



Conduct skills gap analysis and provide necessary training or recruitment to
address identified gaps or weaknesses;

Fill positions, as necessary, in the new organization with individuals who are able
and willing to accomplish required goals. Provide staff with autonomy and the
opportunity to perform their work. Routinely recognize staff when they display
quality work products and hold all staff accountable for results. Implement a
performance management system that aligns individual goals with HIDOE’s
organizational objectives;

Develop concise reporting relationships with clearly defined job titles, roles, and
job descriptions. Provide a realistic portrayal of duties, responsibilities,
expectations, accountabilities, and reporting lines representing the organization's
core functions. Ensure that all roles and structures maintain a focus on student
outcomes and customer service; and

Implement organizational change strategies to address and manage adverse
employee impacts from altering organizational structures (reorganization) and
changing processes. Develop a comprehensive communication plan to keep all
stakeholders informed throughout the reorganization process. If needed, provide
resources for employee well-being and support during the transition period.

6. Develop succession planning and cross-training within all offices to ensure knowledge
transfer and the orderly transition of responsibilities. Avoid creating organizational
dependence on any individual by designing workflow sharing and cross-training to
ensure continuity of service in the event of employee unavailability or absenteeism.

7. Cultivate or hire leaders who lead by example to champion a culture of open
communication practices throughout HIDOE complex areas, schools, and offices to
overcome the current silo mentality. Ensure regular staff meetings occur at all levels to
promote knowledge sharing, collaboration, and inclusion. Solicit agenda items, in
advance, from meeting participants, with documented minutes of discussions, decisions,
and follow-up activities, so employees at all levels know:

a.

b.

The HIDOE's overarching goals, as well as specific objectives for each complex
area, school, and office, and how they will be achieved;

That collaboration is taking place across HIDOE offices, between complex area
offices, among schools within complex areas, and between schools and their
respective complex area offices, with all appropriate stakeholders and subject
matter experts at the table;

How personnel in HIDOE offices, complex area teams, and school staff will be
held accountable and evaluated using performance monitoring metrics aligned
with the superintendent’s goals and the HIDOE's strategic plan;

Why changes are being made that may impact their school, complex area, office,
or team, along with expected outcomes and how these outcomes align with the
HIDOE's mission;

That leadership at all levels of HIDOE (central offices, complex area offices, and
schools) is held responsible for ensuring that information and feedback are
disseminated vertically and horizontally within and between offices, complex
areas, and schools; and



8.

9.

f.

Employee feedback and suggestions from all levels of HIDOE are welcomed and
considered, fostering an ongoing process improvement program that encourages
innovation across the HIDOE.

Implement comprehensive employee development and retention strategies across
HIDOE offices, regions, and schools that include:

a.

Conducting regular compensation studies considering Hawaii's unique setting.
Use findings to adjust salaries and benefits, ensuring HIDOE remains
competitive in attracting and retaining talent across all organizational levels;
Monitoring turnover rates, conducting exit interviews, and tracking reasons for
departures across HIDOE. Use this data to develop policy changes addressing
retention challenges specific to Hawaii's educational landscape;

Promoting collaboration, teamwork, and open communication across HIDOE.
Break down silos between organizational units, encouraging cross-functional
cooperation. Foster a culture valuing diversity and inclusion, reflecting Hawaii's
multicultural society;

Investing in ongoing education and clear advancement pathways for all HIDOE
employees. Offer cross-training and leadership programs that prepare staff to
innovate and excel in improving educational outcomes across offices, complex
areas, and schools;

Supporting participation in professional organizations and attendance at relevant
conferences to enhance professional learning opportunities for staff. Encourage
individuals and teams to research, observe, and deploy educational and
operational best practices from across the world to improve student outcomes.
Implement systems for sharing and applying best practices across HIDOE,
enhancing overall educational and operational effectiveness; and

Implementing a culturally aligned recognition program celebrating achievements
that directly improve student outcomes. Acknowledge innovative teaching
practices, successful student programs, and impactful administrative initiatives.
Foster pride in measurably advancing Hawaii's education quality.

Implement an all-encompassing program to measure and enhance HIDOE's service
delivery, prioritizing student and stakeholder needs. Utilize surveys, assessments, and
focus groups to identify areas for improvement. Actively solicit input from diverse
stakeholders, including parents, students, school site staff, and central office personnel.
Use this input to establish future priorities, development opportunities, and process
improvements. Regularly review and adjust measures to align with HIDOE's evolving
goals and Hawaii's unique educational landscape.
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Biography
Dr. Raymond C. Hart, Executive Director
Council of the Great City Schools

Dr. Raymond C. Hart is the Executive Director of the Council of the Great City Schools. Ray,
who has more than 30 years of experience in research and evaluation, was previously the
Director of Research for the Council, and his work has spanned policy areas such as
post-secondary success and college readiness, professional learning communities and school
improvement, teacher effectiveness and value-added analysis, early childhood education, and
adult and workforce literacy. He has worked with clients from a number of federal agencies,
including the U.S. Department of Education, the U.S. Department of Housing and Urban
Development, the U.S. Department of State, the National Science Foundation, and many state
and local departments of education.

Ray recently led the Analytic Technical Support Task for the Regional Educational Laboratory -
Mid Atlantic. He served as the Executive Director of Research, Planning and Accountability for
Atlanta Public Schools, President and CEO of RS Hart and Partners, which is an evaluation and
assessment consulting firm, and an Assistant Professor of Research, Measurement, and
Statistics at Georgia State University. Prior to his work as a consultant, Ray served as the
Director of the Bureau of Research Training and Services at Kent State University. His career
began in 1989 as a program director for African American, Hispanic, and Native American
students in Engineering and Science.

Ray holds a Ph.D. in Evaluation and Measurement from Kent State University, a M.Ed. with a
focus on Curriculum and Instruction - Educational Research from Cleveland State University,
and a bachelor's degree in Industrial Engineering from the Georgia Institute of Technology.



Council of the Great City Schools

The Council of the Great City Schools (CGCS) brings together 78 of the nation’s largest
urban public school systems in a coalition dedicated to the improvement of education
for children in the inner cities. The Council and its member school districts work to help
our school children meet the highest standards and become successful and productive
members of society.

The Council keeps the nation’s lawmakers, the media, and the public informed about
the progress and problems in big-city schools. The organization does this through
legislation, communications, research, and technical assistance.

The organization also helps to build capacity in urban education with programs to boost
academic performance and narrow achievement gaps; improve professional
development; and strengthen leadership, governance, and management. The Council of
the Great City Schools accomplishes its mission by connecting urban school district
personnel from coast to coast who work under similar conditions. Staff with
responsibilities for curricula, research and testing, finance, operations, personnel,
technology, legislation, communications, and other areas confer regularly under the
Council’s auspices to share concerns and solutions and discuss what works in boosting
achievement and managing operations.

In addition, joint efforts with other national organizations, corporations, and government
policymakers extend the Council’s influence and effectiveness outside member school
districts to the larger, interdependent world that will ultimately benefit from the
contributions of today’s urban students.

Since the organization’s founding in 1956, geographic, ethnic, language, and cultural
diversity has typified the Council’'s membership. That diversity propels the coalition
forward to see that all citizens receive an education that will equip them with the skills
and knowledge to compete successfully in the world marketplace and to enhance the
quality of their lives in a society changing with phenomenal speed. The wellspring of
accomplishments and innovations rising from our inner cities testifies to the resounding
benefits of investment in the nation’s urban centers and in their public schools.
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GOVERNOR

STATE OF HAWAI
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OFFICE OF THE SUPERINTENDENT

December 6, 2024

Dear Hawai‘i State Department of Education Employees:

Ne‘epapa: In Hawaiian, ne‘epapa conveys the spirit of moving and working together
as one. It is a reminder that unity and collaboration are essential as we work to
elevate public education in Hawai'i.

At the Hawai‘i State Department of Education (HIDOE), we want all of our students to achieve
world-class academic standards while upholding Hawai‘i’s traditions of stewardship, community,
and mutual responsibility. Guided by this mission, we engaged the Council of the Great City
Schools (CGCS) to review our organizational structures and practices as part of our
commitment to continuous improvement.

This review focused on the HIDOE's state offices, including the Offices of Curriculum and
Instructional Design; Information Technology Services; Strategy, Innovation and Performance;
Student Support Services; and Talent Management. Additionally, the review examined the
organizational alignment of the Office of the Superintendent and the Offices of Deputy
Superintendents for Academics, Operations, and Strategy.

Part of our dedication to advancing education and improving outcomes for all students includes
commissioning this report and reflecting on its findings to strengthen our effectiveness and
efficiency in providing quality education statewide. The recently issued report by the CGCS
offers valuable insights and recommendations designed to enhance our system'’s ability to
deliver on our shared mission: supporting every student’s success.

The report highlights opportunities to:

Streamline processes and integrate industry best practices;
Improve existing procedures, systems, and internal controls;
Address organizational alignment, reduce redundancies, and strengthen communication
across all levels; and

e Implement actionable strategies to enhance managerial effectiveness and operational
efficiency.

AN AFFIRMATIVE ACTION AND EQUAL OPPORTUNITY EMPLOYER



Hawai‘i State Department of Education Employees
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Page 2

While the findings underscore areas for growth and improvement, they also reflect our shared
potential to achieve meaningful, systemic improvement. | am deeply committed to this process
and recognize the importance of thoughtful planning and collaboration. Some changes will
require phased implementation due to fiscal considerations and system modernization needs.
With my executive team, we are carefully evaluating the recommendations and exploring
alignment proposals that prioritize student outcomes and strengthen our collective impact.

Change can evoke a range of emotions, from anticipation to uncertainty. This review is about
building a stronger, more effective organization for the benefit of our students, employees, and
communities. It focuses on organizational systems and reflects our collective responsibility for
improvement. Please join me in embracing this opportunity to grow together; ne‘epapa for the
benefit of our students and our state.

Mahalo for your dedication to Hawai‘i’'s students and the public school system. Together, we will
continue advancing toward a future where our schools exemplify excellence, and our graduates
remain globally competitive and deeply rooted in local values.

Sincerely,

MW :

Keith T. Hayashi
Superintendent

KTH:toc
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POLICY 500-2

PLAN OF ORGANIZATION

The Department shall present to the Board for its approval a plan of organization outlining the
structure and functions of its various offices, which shall include an organizational chart.

[Approved: 04/19/2016 (as Board Policy 500.2); amended: 06/21/2016 (renumbered as Board
Policy 500-2)]

Former policy 1100-4 history: approved: 08/1970
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