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Our Charge

• Finance

• Governance

• School Improvement

• Instructional Delivery

• College, Career, and Life Readiness

• Community Voice

FourPoint was asked to engage 
community and assess needs 
in a way that complements 
other Division reviews and 
data collection efforts. We 
focused on six domains.



Our Charge • Reviewed extant data, including system audits

• Facilitated discussions during two meetings of strategic 
planning committee

• Conducted 175 classroom walkthroughs, across all ACPS 
schools

• Conducted 15 focus groups w/105 ACPS participants at 
community sites representing all segments of the 
community, including non-English speakers, special 
programs, partners, faith-based organizations, and parents

• Conducted 6 focus groups with 38 middle and high school 
students

• Interviewed City officials and school and division 
administrators

We engaged community 
and assessed needs in a 
variety of ways.



Our Charge

• Review findings across six domains

• Review recommendations

• Begin to set goals and objectives for 
the strategic plan

What follows is a summary of a 
report currently in draft and 
that is being reviewed by 
Division leadership. 

Along with the strategic 
planning workbook, this will 
serve as the basis for strategic 
planning, which begins now.



1. ACPS is a well-resourced Division.

• Local funding far exceeds state 
requirements

• City increases to education mirror overall 
increases to City budget

• Low student-per-teacher ratios

• ACPS salaries rose by 2.6% in FY 2019

FINANCE FINDINGS

FY 2019



2. The ACPS budget includes a high percentage of 
local funds.

• 82.8% of budget from local revenues and 16.7% from 
state funds

• On average across Virginia, school divisions receive 
55% from local revenues and 45% from state funds

3. Staff salaries and benefits (88%) are a higher 
proportion of the budget than average (80% 
nationally).

FINANCE FINDINGS
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16.7%
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4. Structural deficit based on student population growth & facilities needs

FINANCE FINDINGS (continued)



5. School staffing based on student counts, with additional staff to support English 
learners, students with disabilities, & talented and gifted (TAG) students.

FINANCE FINDINGS (continued)



6. Beyond targeted central office staff support for special programs and populations, 
ACPS’ current resource allocation process does not ensure that the highest need 
schools receive additional funding support.

• This means that some schools with higher proportions of students receiving free 
or reduced price lunch  (FRPL) are receiving less funding support.

• An alternative would be for ACPS funding formulas to take into account the 
proportion of students in poverty, to offset the need for additional support with 
the additional resources to meet their needs.

FINANCE FINDINGS (continued)



1. ACPS strategic planning is happening at an opportune time.

• Department of Community and Health Services and Department of Health (with Partnership 
for a Healthier Alexandria) both working on plans due in Spring

• City leaders welcome continued collaboration

• Regional growth as a high-tech hub creates partnership opportunities

GOVERNANCE FINDINGS



2. There is widespread agreement among City & Division leaders about priorities.

• Equity and mental health are shared top priorities, w/strong collaboration potential

• Other priorities (from Comm. Health Assessment) incl. poverty & affordable housing

• ACPS School Board priorities for next school year are…

GOVERNANCE FINDINGS (continued)



3. The school board can improve its focus on ensuring that all students succeed by:

• Working with the Department of Accountability to review formative data, to better anticipate 
and inform changes in student achievement

• Helping the Division stay focused on a clear theory of action for school improvement

• Asking questions about implementation of a few strategic initiatives

• Not getting distracted by non-essential issues

GOVERNANCE FINDINGS (continued)



FINANCE & GOVERNANCE F INDINGS

What, if anything, did you find surprising?

What, if anything, did you disagree with?

What, if anything, would you add, 
particularly on behalf of the community 

group(s) with which you identify?



School divisions organize themselves along a continuum of school management 
approaches.

• At one end of the continuum—a centrally managed approach—the central office 
controls many inputs required for an excellent education, including hiring of staff, 
resource allocation, curriculum and assessment, and professional development.  

• At the other end of the continuum—a school-based management approach—the 
central office empowers schools to make most decisions related to how an 
excellent education is delivered to students. 

SCHOOL IMPROVEMENT FINDINGS



1. All ACPS schools are fully accredited for the first time in 20 years, and some 
student achievement gaps have narrowed.

SCHOOL IMPROVEMENT FINDINGS



2. Significant gaps in achievement by school, race/ethnicity, and program persist.

• Gaps between White and Hispanic and English Learner students’ SOL pass rates and on-time 
graduation rates have widened. 

3. Student outcomes other than achievement also differ by race/ethnicity and program.

• Hispanic students disproportionately chronically absent

• Multiple instances of disproportionate suspensions, especially among Black students

• Worrisome numbers of students of color and culturally/linguistically diverse referred to specialized 
instruction, esp. high rates of Black students being labeled w/an emotionally disability

• Disproportionately high rates of White students identified for TAG and participating in Honors

SCHOOL IMPROVEMENT FINDINGS (continued)



SCHOOL IMPROVEMENT FINDINGS (continued)

% of Students at each School: Eligible for FRPL, Proficient or Advanced Reading, TAG Identified

School % of Students 
Eligible for FRPL

% of Students Proficient or 
Advanced in Reading

% TAG 
Identified

Elementary and K-8 Schools

Lyles-Crouch 18% 85% 23%

Charles Barrett 30% 80% 15%

Matthew Maury 30% 74% 27%

George Mason 31% 71% 24%

Douglas MacArthur 35% 72% 24%

Mount Vernon 52% 57% 13%

Samuel Tucker 62% 74% 9%

Jefferson-Houston (K-8) 63% 61% 11%

John Adams 67% 64% 7%

James K. Polk 72% 67% 11%

Patrick Henry (K-8) 75% 74% 11%

Cora Kelly 85% 56% 5%

William Ramsay 87% 43% 5%

Middle Schools

George Washington 45% 73% 33%

Francis C. Hammond 77% 61% 11%

High School

T.C. Williams 58% 77% 12%



4. The Division would benefit from a clear theory of action for school and instructional 
improvement, with aligned systems and structures.

• Efforts are underway to provide more direction to schools.

• Meanwhile, new initiatives incl. common curriculum, Balanced Literacy, MTSS, PBIS, cooperative 
learning, English learning strategies, restorative practices, PLCs, & social emotional academic learning.

• Administrators unclear on which are required & implementation varies greatly across schools.

• Also newly introduced: instructional framework & common definition of instructional leadership.

• Key central office systems and structures to support schools also in early implementation, incl. PD, 
evaluation, principal coaching & supervision, school consultations, integrated teams.

SCHOOL IMPROVEMENT FINDINGS (continued)



5. The Division’s recent decision to maintain a single comprehensive high school will 
enable ACPS to continue providing many opportunities to students, without 
contributing to segregation.

• Community values the 400 different courses available to students at T.C. Williams HS

• Opportunities for students expected to expand through economic developments increasing the 
area’s profile as a high-tech hub.

SCHOOL IMPROVEMENT FINDINGS (continued)



1. ACPS classrooms are well managed and safe learning environments but more could be 
done to promote student engagement and high-level thinking. 

• Teachers communicate high expectations for behavior and participation in most classrooms, resulting in 
well managed classrooms, despite lack of observable behavior management system

• Teacher action to ensure students’ emotional engagement in learning is needed 

2. Limited evidence that planning and delivery of instruction is guided by ACPS Teaching 
and Learning Instructional Framework (Plan-Teach-Assess-Adjust) designed to support 
all students in learning curriculum standards through engaging, high-level thinking tasks

• Teachers delivered lessons aligned to Virginia Standards of Learning (SOLs) and communicated 
learning objectives/targets aligned to standards. 

• Some provided immediate, specific feedback on learning objectives/targets.

INSTRUCTIONAL DELIVERY FINDINGS



2. Classroom walkthroughs, cont.

• Teachers were observed using Universal Design for Learning (UDL) principles 
or best practice strategies aimed to promote engagement and learn at high 
levels inconsistently. 

• Teachers empowered students to engage with few strategies that have been 
found to have a high effect size for increasing student achievement but used 
strategies that accelerate learning infrequently. 

INSTRUCTIONAL DELIVERY FINDINGS



3. Classroom instructional tasks require low levels of cognitive rigor for students. 

• The types of student thinking and depth of knowledge were consistently low. 

INSTRUCTIONAL DELIVERY FINDINGS (continued)



3. Student engagement in classroom instructional tasks, cont. 

• Students experienced limited opportunities to participate in learning tasks designed to engage 
students at high levels of thinking. 

• Students experienced limited opportunities to demonstrate learning. 

INSTRUCTIONAL DELIVERY FINDINGS (continued)



SCHOOL IMPROVEMENT & INSTRUCTIONAL DELIVERY F INDINGS

What, if anything, did you find surprising?

What, if anything, did you disagree with?

What, if anything, would you add, 
particularly on behalf of the community 

group(s) with which you identify?



1. The Division lacks a shared definition and 
understanding of the profile of an ACPS 
graduate.

• Affirmed by interviews with stakeholders from 

central office to schools and students

• No reference to Profile of a Virginia Graduate 

nor of any particular skill sets in ACPS Program 

of Studies, nor awareness by stakeholders

• Contributes to uneven expectations and 

experiences for student groups

COLLEGE, CAREER, AND LIFE READINESS FINDINGS



2. Families’ social capital plays an outsized role in students’ participation in TAG and 
other advanced and specialty programming in middle and high school.

• Early, disproportionate identification of students for elementary school TAG programming provides 
unique advantages to social networks familiar with pathways to MS/HS academic programming

• Parent empowerment programming needed to offset repercussions of current TAG 
disproportionality: White students 4X more likely than Black students, 6X more likely than Hispanic 
students and students at economic disadvantage, and 8X more likely than English learners to be 
identified for TAG programming

COLLEGE, CAREER, AND LIFE READINESS FINDINGS



3. Counseling and postsecondary advising resources are well designed but unevenly 
implemented.

• Parent focus groups confirm that counseling is not widely available and makes navigating transitions 
and the many choices in high school very difficult.

• Counseling staff and resources meet standards for best practice, but like middle school honors classes, 
much of student advising defaults to an ‘opt in’ approach.

• Best practices, such as those in the AVID (Advancement Via Individual Determination) elective for 
promising ‘First Gen’ students, have not been implemented broadly to ensure common understanding 
of HS options to prepare for various career and college pathways.

COLLEGE, CAREER, AND LIFE READINESS FINDINGS (continued)



4. Teachers need support in building capacity around cultural awareness and 
responsiveness to ensure all students feel welcome and supported to explore and 
pursue pathways of interest.

• 63% of staff participants agreed with the negative statement, “There is a noticeable relationship 
between student demographics and rigorous classes.”

• Only 40% of students disagreed that there are tensions in school between students with different 
backgrounds and identities.

• Underrepresented students report feeling unwelcome in challenging programs and courses. This was 
also reiterated by parents in the focus groups, not only for advanced courses, but even more 
generally in schools.

COLLEGE, CAREER, AND LIFE READINESS FINDINGS (continued)



5. ACPS focuses minimal attention on ensuring a smooth and successful transition 
from middle to high school.

• Gr. 9 is one of the most challenging transition periods; social-emotional factors often play a 
greater role than academic preparedness.

• Gr. 9 success correlates directly w/on-time graduation; better support in Gr. 9 for student groups 
w/high dropout rates can help improve graduation rates.

6. ACPS should capitalize on emerging developments to ramp up work-based 
learning and career readiness outcomes.

• Students find Career and Technical Education (CTE) programs engaging; adding more industry-
recognized credential opportunities can capitalize on this.

• Increasing work-based learning for more students (not just those in CTE) can increase the value 
of the HS experience.

COLLEGE, CAREER, AND LIFE READINESS FINDINGS (continued)



1. Parents and community members believe schools have many high-quality 
teachers and staff; they are pleased with the range of programs and supports 
available for students with unique needs (e.g., AVID, dual language, TAG, Young 
Scholars, specialized instruction, Chance for Change).

2. Parents and community members believe public perception of ACPS and 
individual schools has improved greatly over the last several years.

COMMUNITY VOICE



3. Parents and community members cited challenges that need to be addressed.

• Communication: Need to visit communities more often and consistently, to build trust and 

dependence on reliable information for equitable awareness of programs and opportunities. 

Non-English speaking parents cited communication as an issue at the school and Division 

levels; reported not always feeling welcome by the staff at their children’s schools.

• TAG: Parents not well informed on qualifications for program and process from year to year; 

they identified a lack of communication from central office. Focus group attendees indicated 

favoritism and ‘pushiness’ by parents seem to be the only ways to be accepted into TAG. Also 

perceive that the quality of TAG is inconsistent from elementary to middle school.

• Transportation: Safety concerns with bus stop locations, overcrowding, and behaviors; as well 

as late arrivals and late communication about routes and delays.

• Safety and Security: Focus group members who are recent immigrants expressed a strong 

concern about the safety of their children and the security of the schools. 

COMMUNITY VOICE



4. Parents and community members generally support the idea of equity but 
recommend ACPS take important nuances into consideration.

• There is a lot of work to do before the ACPS vision of equity is realized.
• Parents who speak Amharic and Arabic believe that they are “third-class citizens,” behind White, 

Black, and Latino families.
• PTAC members noted that “equity costs money” and that “equity can’t be achieved by taking away 

resources from some kids and giving them to others.”  PTAC members added that choices need to be 
made. As one member put it: “ACPS can’t do everything that needs to be done. How are we going to 
decide on priorities?”

• According to some parents, the current way that equity is defined does not address students’ 
interests or social and emotional needs.

COMMUNITY VOICE



COLLEGE,  CAREER,  AND L IFE READINESS &
COMMUNITY VOICE F INDINGS

What, if anything, did you find surprising?

What, if anything, did you disagree with?

What, if anything, would you add, 
particularly on behalf of the community 

group(s) with which you identify?



To improve outcomes related to the final KPIs, FourPoint proposes that ACPS promotes 
equity throughout the system by ensuring that five key elements are in place:

RECOMMENDATIONS: FOCUS ON EQUITY

1. Systemic Coherence means that the Division’s approach to school improvement is aligned with a clear theory of 

action. 

2. Instructional Excellence means that all teachers should be ensuring that all students—regardless of background—

should feel welcomed and cared for and receive equitable access to rigorous teaching and learning. 

3. Student Accessibility and Support means that students’ ability to participate in a program, and actual enrollment 

proportionality among students, should be determined by clearly defined criteria and not by their race/ethnicity, 

country or language of origin, disability, or family’s socio-economic status. 

4. Strategic Resource Allocation means that schools should receive the staffing, instructional materials, and 

resources they need to ensure that all their students succeed. 

5. Parent and Community Involvement means that all stakeholders feel welcomed in schools, that caregivers are 

viewed as teachers’ and administrators’ partners in the education of their children, and that the community are 

viewed as resources that can help ensure that all students are successful.



Ref lect  and Respond

Does an equity focus make sense for organizing the 
strategic plan?

If so, do the five elements in the framework serve as a 
good outline for the key buckets of work to be addressed 

by the strategic plan?

What, if anything, would you change?



Next Steps

• Full needs assessment report forthcoming via e-mail

• Individual feedback on your preferences for work group assignment

• Wednesday, 12/11 - 4:30-6:30pm

• Work groups will begin by reviewing feedback from this evening.

• Work groups will begin to define high-level objectives and measures.

• Work groups will begin thinking about potential key performance indicators 
(KPIs).


