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We are pleased to present the final report of the Transition Team to Dr. Kevin 
M. Maxwell, Chief Executive Officer of Prince George’s County Public Schools, 
for the purpose of sharing recommendations focused on four critical areas: 
Communications and Community Engagement, Teaching and Learning, Operations 
and Finance, and Organizational Efficiency and Effectiveness. The following charge 
was simple yet complex in its intent to assess surety of mission and focus on the 
continued journey toward a great public school system:

• Assess how the system currently engages the community and the relationship 
to national best practices; 

• Determine the current status of efforts to ensure all children have access to 
a high quality instructional environment in preparation for college and the 
workforce;

• Assess the current state and effectiveness of operations and finance, including 
fiscal needs, human resources, facilities, transportation, and information 
technology;

• Analyze the current organizational structure to determine whether the current 
status provides the opportunity to achieve the system’s desire to be one of the 
best in the country and identify additional efficiencies that require additional 
study.

The Transition Team, consisting of community stakeholders, school staff, parents, 
higher education professionals, union leadership, and business/industry 
representatives, adopted an approach of collaboration, cooperation, and candor in 
gathering information and crafting recommendations. The recommendations are 
designed to foster an environment of opportunity for the students served by the 
system; administrators, educators, and support staff engaged in facilitating and 
supporting learning; and the key stakeholders charged with leading change efforts.

The report reflects a sense of purpose and a determination to be definitive in the 
culminating recommendations that form the outcomes of our work. The report 
is clear and resolute in its commitment to children, to educators, and to the 
community.

On behalf of the Transition Team, we thank you for the opportunity to serve.

Charlene M. Dukes, Ed.D. Lillian M. Lowery, Ed.D. 
President State Superintendent of Schools
Prince George’s Community College Maryland State Department of 
Education

A Note from the Co-Chairs

Charlene M. Dukes, Ed.D.

Lillian M. Lowery, Ed.D.
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n	Executive Summary

 
To fulfill Goal 5 of his Entry Plan, Dr. Kevin M. Maxwell, Chief 
Executive Officer for Prince George’s County Public Schools 
(PGCPS), brought together a group of experts to form his Transition 
Team representing diverse sectors, including educators from P-12, 
as well as community and four-year colleges and universities; local 
and state government officials; representatives from private and 
non-profit organizations; union leaders; parent and community 
members; and a broad range of PGCPS staff representing schools 
and offices. Dr. Charlene Dukes, President, Prince George’s 
Community College, and Dr. Lillian Lowery, Maryland State 
Superintendent of Schools, co-chaired the Team.  

Transition Team members conducted a thorough review of various 
departments and offices in the system in order to determine its 
current status and then formulate recommendations to guide 

the CEO’s actions toward improving the system. Using the CEO’s Entry Plan as a starting point, four subcommittees were 
formed to review the following areas in depth: Teaching and Learning; Communications and Community Engagement; 
Organizational Efficiency and Effectiveness; and Operations and Finance. 

After meeting with focus groups, conducting numerous personal interviews, and examining multiple documents to 
gather input, the Transition Team members found many existing strengths across departments and offices, as well as 
energy and momentum toward improving the system. A number of important tasks to improve teaching and learning 
and finance and operations have already been implemented or started, and progress has been made toward improving 
college and career readiness by preparing and motivating students to pursue post-secondary opportunities. 

Despite these successes, significant challenges remain in the areas of: Strategic Focus and Leadership; Organization and 
Staffing; and Processes and Protocols. Specific challenges noted by more than one committee report were the need for: 
 
• a strategic focus and compelling vision to unite the system as one; 
• centralized processes and protocols to create efficiency and reduce duplication of effort; 
• new organizational and management efficiency structures that can provide improved support to the schools; and 
• improved communication tools and processes, so that the system is transparent to its stakeholders, and all staff 

members remain informed and able to collaborate with one another.

Forty-six recommendations were generated by the four committees to address the challenges the District is facing; some 
recommendations are intended to be implemented immediately and during a short term, and some are to be considered 
for implementation over a longer period of time. They are intended as a road map to guide Dr. Maxwell’s actions in the 
future.

There is no doubt that the challenges the system is facing are multi-faceted and inter-connected; to address them 
will require a great deal of focused effort and strategic use of resources. The school system will need to continue to 
collaborate with local, state, and national organizations to help increase efforts toward ensuring that each student in 
PGCPS receives a high quality education. This will not only bolster the success of individual students and local Prince 
George’s County communities, but the entire state of Maryland.
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n	The CEO

The new Prince George’s County Public Schools Chief Executive Officer, Dr. Kevin M. Maxwell, 
began his tenure on August 1, 2013. He came to the position of CEO with an extensive 
background in school administration and a documented commitment to ensuring that all 
students are taught well and receive the education and skills needed to succeed in the future. 
His knowledge of Maryland and Prince George’s County, where he began his career, coupled 
with his passion for creating opportunities for children, led him to 
the position.    

Dr. Maxwell linked his vision to action and wasted no time in 
developing a plan to guide his early days on the job by creating 
the “Entry Plan,” a document that contains five specific goals for his 
first six months on the job. The goals signaled his intentions to not 
only maintain momentum, but to significantly increase success in 
teaching and learning for all students in the system. 

Dr. Maxwell linked his vision to action and 
wasted no time in developing a plan…

n	The Entry Plan

 
The Five Goals as stated in Dr. Maxwell’s Entry Plan are:

Goal 1: Ensure Teaching and Learning Produces College-Prepared 
and Career-Ready Students
To continue ensuring that all graduating students are prepared for college and their 
careers 

Goal 2: Transform Community Trust Through Transparent 
Communication and Building Relationships
To create opportunities to listen broadly and deeply to a diverse group of 
stakeholders in an effort to transform community trust and build relationships 

Goal 3: Create an Organizational Structure Staffed with a Skillful Team 
Centered on Enhancing Teaching and Learning
To establish an organizational structure with a skilled team focused on teaching 
and learning

Goal 4: Align Resources to System Priorities
To align resources to strategic goals and priorities of the school system 

Goal 5: Establish a Transition Team to Conduct a Thorough 
Review of the System
To select and convene a transition team of educational administrators, policy experts, PGCPS 
practitioners and stakeholders to help the CEO determine the district’s next steps as it relates to key 
areas of school operations

The latter goal that established the Transition Team, acknowledged “…that PGCPS has been 
through a transition period over the last decade.”  Therefore, it was an appropriate time to 
conduct a thorough analysis of the current status of the system utilizing the expertise and 
intuition of a group of education experts. The team, composed of both internal and external 
volunteers, identified strengths and areas needing improvement in four major areas aligning to 

Chief Executive Officer’s Plan for the First Six Months
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Goals 1 through 4, and then set about the work of researching and discussing how to address 
the challenges they found.

The present report documents the deliberations and outcomes of the Transition Team and 
contains recommendations intended to improve Prince George’s County Public Schools and 
address the challenges facing the system. It is through the eyes of these experts that the 
system has been revealed in a new light – a light to guide Dr. Maxwell’s path into the future.

n	The Landscape
  

Prince George’s County Public Schools ranks among the largest school districts in America with 
approximately 126,000 students. Dr. Maxwell inherited a system working hard to improve and 
to implement a variety of innovative programs and initiatives to boost student achievement.

Yet, despite sincere efforts on the part of the schools and community, the data indicate that 
performance on the Maryland School Assessments (MSA) remains largely stagnant and, in 
some areas, including reading and math, has decreased at grades 3 and 5 since 2011.  
(See Table 1.)

Table 1. Percentage of students scoring Advanced and 
Proficient on MSA and passing HSA1

In 2013, PGCPS graduated 74.127% of its students, based on four-year cohort data released by 
the Maryland State Department of Education (MSDE). Maryland’s 2013 statewide performance 
was 84.97%. None of the student subgroups for the district met the state performance level, 
and the graduation rates for Limited-English Proficient (LEP), Hispanic/Latino, and special 
education students are 63.03%, 60.81% and 54.3% respectively. The data reveal there is a range 
of students from 27% to 44% who are not meeting the state’s goal.

There are, however, positive signs for the school system in the area of college and career 
readiness – a 20% increase in Hispanic/Latino students taking the SAT and AP exams, which was 
reported in The Washington Post (Dec 5, 2013), and 78% of the PGCPS Class of 2013 graduates 
self-reported that they planned to attend college directly after high school. The progress 

12013 Maryland Report Card

PGCPS State 

2011 2012 2013 2011 2012 2013 

Grade	  3	  MSA	  Reading 79.1 78.6 75.7 85.1 85.0 82.6 

Grade	  3	  MSA	  Math 78.0 80.0 76.3 86.3 87.8 82.2 

Grade	  5	  MSA	  Reading 83.9 84.1 81.5 90.2 89.9 88.4 

Grade	  5	  MSA	  Math 72.6 75.5 68.1 82.3 85.3 80.9 

Grade	  8	  MSA	  Reading 70.8 69.6 71.4 82.7 80.8 81.0 

Grade	  8	  Math 43.7 50.4 51.8 66.1 69.3 67.0 

HSA	  English 70.5 73.7 72.9 81.7 83.1 83.0 

HSA	  Algebra 67.8 67.7 67.7 83.6 83.9 84.2 

HSA	  Biology 63.8 65.7 65.5 81.3 81.7 82.6 
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toward preparing and motivating students to pursue post-secondary opportunities is to be 
celebrated.

Nonetheless, Prince George’s County students lag behind their 
peers in the state of Maryland in college and career readiness, so 
this has become one of Dr. Maxwell’s top priorities for his tenure 
as CEO.

In addition to academic performance, one cannot consider the 
current status of the school system without also being aware of 
some of the history of its leadership. Dr. Maxwell is the eighth leader to head the schools in 14 
years, and the transitions at the top have, at specific times, left the system leaderless, resulting 
in instability for the district. These facts, coupled with serious budget reductions in recent years 
that have created major organizational shifts, changes in personnel due to staff reductions, and 
new reporting structures, have all created challenges for the system.                                   
                             
 

n	The Transition Team Committees

 
The main purpose and intent of the Transition Team was to examine the system’s current status, 
identify its existing strengths and challenges, and craft well-defined recommendations that can 
propel the schools forward in the future. The team sought to support Dr. Maxwell’s top priority 
of delivering an outstanding public education to the students of PGCPS, through collaborative 
and transparent processes.

Transition Team members represented various education sectors including P-20 educators, 
both current and retired; local and state government officials; the private sector and non-profit 
organizations; union leaders; parent and community organizations; and a broad range of 
PGCPS staff representing diverse offices and departments, both at central offices and in schools. 
The group also included the PGCPS Teacher of the Year, a former National Superintendent of 
the Year, and a former governor, who now heads an education non-profit.  

Dr. Charlene Dukes, President, Prince George’s Community College, and Dr. Lillian Lowery, 
Maryland State Superintendent of Schools, co-chaired the Team.  

Using the CEO’s Entry Plan structure to establish work groups, committees were organized 
around the first four goals (1-4). The task of the committee members was to review each area 
assigned, in depth, using various means of inquiry and analysis, and then report the findings. 

Methods of investigation used by members of the four committees included, but were not 
limited to:

• 34 separate Focus Group sessions;
• more than 30 individual interviews;
• online research;
• webinars;
• collection and analysis of relevant data;
• review of multiple documents;
• consultation with field experts;
• comparison to national benchmarks and best practices;
• collection and review of numerous related research articles; and
• multiple discussions and conversations with stakeholders.

...Prince George’s County students lag behind 
their peers in the state of Maryland in college 
and career readiness...
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Three meetings of all members of the entire Transition Team took place and numerous smaller 
group meetings were held to develop investigation protocols, analyze and discuss findings, 

and formulate recommendations. It should be noted that because 
respondents involved in the focus groups and interviews were 
self-reporting their opinions, committee members conducted a 
verification process to ensure accuracy, which involved a review 
of documents and relevant data, as well as fact checks with 
appropriate sources.     

The cross-disciplinary work of the committees resulted in 
dynamic input and reports that were rich in detail and depth. The reports provided a 
comprehensive view of the school system, which included a thorough analysis of the strengths 
and challenges existing in the four goal areas addressed.

n	Teaching and Learning Committee

Goal 1: Ensure Teaching and Learning Produces College-Prepared and 
Career-Ready Students

The Teaching and Learning (TL) Committee focused on Goal 1 of the Entry Plan, and members 
were charged to: determine the current status of PGCPS efforts to ensure that all students 
have access to a high-quality instructional environment that prepares them for college and the 
workforce. The committee’s deliberations were based on the goal that PGCPS will provide 
students who graduate from the school district with educational experiences that prepare 
every student for success in college and careers.

Background and Current Status

Historically, PGCPS has been nationally recognized for its innovative programs, initiatives, and 
partnerships with businesses and institutions of higher learning.  Enrollment in Advanced 
Placement (AP) courses continues to improve, and the SAT participation rates are at record-high 
levels. Graduates have received millions in college scholarships based on academic merit and 
other talents. Under the leadership of Dr. Maxwell, PGCPS has the opportunity to build on these 
and other strengths while also addressing challenges that accompany the increased demands 
of the Common Core State Standards (CCSS) and equipping students with 21st century skills 

and knowledge. 

The Teaching and Learning Committee examined research 
and professional literature to answer the question: What do 
students in PGCPS need to know and be able to do in order to be 
college-prepared and career-ready? The committee’s conclusion 
was that students not only need to be academically prepared, 
but must also possess other essential skills that employers and 
colleges have identified as necessary for success, such as: 

• critical thinking; 
• problem solving; 
• creativity; 
• good communication;   
• ability to collaborate and innovate; and
• technological literacy.  

...Committee members conducted a 
verification process to ensure accuracy…
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Critical life and career skills, such as resilience, psychological flexibility, perseverance, and self-
motivation are also important.

In order for students to receive the high-quality education that prepares them to succeed 
in post-secondary opportunities, staff members must have instructional resources and 
professional learning opportunities to build their capacities to deliver high-quality instruction.

Strengths and Challenges

The work of this committee was guided by the essential question: How is the school district 
developing its curriculum, providing professional development, and monitoring consistent 
implementation and student mastery of the Common Core State Standards? After conducting 
focus groups and document reviews, the members compiled 
findings in four core areas: Written, Taught, and Assessed 
Curriculum; Technology; Professional Development; and 
Specialty Programs and Other Focus Areas. 

Area I: Written, Taught, and Assessed Curriculum 
Several tools are in place to promote effective teaching and 
student learning in PGCPS. The Danielson Framework for 
Teaching is used to assess and support teachers, Universal 
Design for Learning has been implemented, and programs 
exist in the high schools (i.e., Middle College Programs experiences, Career Academies, AP 
courses, etc.) to promote college and career readiness. The district has created a three-year plan 
outlining the revised curriculum to align with the Common Core State Standards, including 
training for teachers and administrators.  

Several challenges remain in the implementation of CCSS. Some courses are not yet aligned, 
and time for professional development and collaborative planning around the Standards 
is lacking. Curriculum, instruction, and assessments do not fully reflect the rigor of CCSS 
and 21st century demands; there is a need for improved student engagement practices 
and opportunities for students to develop essential skills such as resilience, flexibility, 
communication, collaboration, and other life and career skills.  Additionally, the district should 
ensure that a clear definition of college and career ready, based on local, state, and national 
guidelines, is clearly communicated and utilized.

Area II: Instructional Technology
PGCPS has been on the cutting edge of technology integration. 
A comprehensive multi-year technology plan has been 
implemented, and professional development is available to 
support the integration of technology into daily instruction. 
However, there remain concerns around instructional 
technology: access to technology is inconsistent within and 
across buildings; teacher skills and knowledge of technology 
limit effective usage; student engagement with technology is 
limited; infrastructure restrictions continue to be problematic; 
and available support and professional development resources 
are under-utilized by staff.

Area III: Professional Development
A year-round professional development (PD) plan for teachers 
and administrators is outlined, and an effective mentor 
program is in place for new and resident teachers. However, several significant challenges 
reduce the effectiveness of staff training. Too often, it is voluntary or scheduled at inconvenient 

...Staff members must have instructional 
resources and professional learning 
opportunities to build their capacities to deliver 
high quality instruction…
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times, and schools lack sufficient time to plan and collaborate around PD initiatives. Limited 
central office staff cannot provide adequate services, especially in specialty areas, and too 
often, there is no on-going support after training. Professional development sessions and 
initiatives are not carefully evaluated to determine what is effective, and competing initiatives 
across different offices send mixed messages to schools and teachers.  

Area IV: Specialty Programs and Other Areas
The committee found that specialty programs provide rigorous and engaging academic 
opportunities for a select group of students. PGCPS has great partnerships with local 
institutions of higher learning, and dual enrollment programs are available for students to 
experience college-level courses. Financial resources support college and career readiness; 
for example, PGCPS offers free opportunities to take the SAT during the school day and the 

district’s Education Foundation provides scholarship funds for 
some college-bound students.

There are many opportunities to improve access to specialty 
programs. Currently, there are a limited number of programs; 
these do not meet the high demand for enrollment, which 
results in some families withdrawing from the public schools. 

Enrollment and accessibility barriers prevent some students from engaging and contribute to a 
perception that specialty programs are only for the “smart” kids.

Other challenges facing the school system involve the recruitment and retention of highly 
qualified teachers. A number of factors have contributed to challenges with recruitment and 
retention including salary and benefits that may not be competitive enough with surrounding 
districts, and limited supports available to teachers to implement high quality instruction. 
Additionally, inconsistent teacher evaluation procedures do not produce useful feedback or 
data.  

Finally, there are concerns with programs that include special populations. Service delivery 
models and transition plans for ESOL and special education students need to be strengthened. 
These students also need support to increase technology proficiency and access to general 
education settings. Interventions and supports do not currently meet the multiple and diverse 
needs of students.

Recommendations

Based on the initial evidence from focus groups and 
document reviews, the Teaching and Learning committee 
members composed recommendations that emphasize the 
improvement of teaching and learning in the following areas:

• supports to schools that are organized, coordinated, focused, 
and aligned to well-articulated, systemic priorities to meet 
the needs of the schools;

• curriculum, instruction, and assessments that are aligned 
to CCSS and 21st century skills and implemented in ways 
that engage and challenge every student to think critically, 
communicate, collaborate, and demonstrate their learning in 
various ways;

• professional development that is focused on prioritized 
initiatives and delivered, monitored, and evaluated in a 

manner that ensures staff have learned and applied the concepts, which impacts student 
learning; and

There are many opportunities to improve access 
to specialty programs.
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• access to programs and services so that all students receive an education that prepares 
them to be college-prepared and career-ready.

Key recommendations are summarized below. 

TL1. Develop a plan, in collaboration with school-based staff, to transform the central 
office to meet the needs of principals and other leaders in building their capacity as 
instructional leaders.

TL2. Conduct an internal audit of the revised written and assessed curriculum and district-
developed instructional resources to determine their alignment to the CCSS and 
reflection of the demands of the 21st century skills and 
knowledge.

TL3. Secure an external partner to conduct a 
comprehensive teaching and learning audit that 
focuses on the alignment of curriculum, instruction, 
and assessment to the CCSS, 21st century skills, 
delivery of instruction, and the engagement of 
students in the learning process. Use audit findings 
to drive professional development for central office, 
principals, and teachers.

TL4. Develop and communicate a district-level 
understanding of the characteristics of college-
prepared and career-ready, with benchmarks for 
students in Pre-K to Grade 12. Explicitly show the 
alignment of these targets to assessments to monitor 
students’ progress.

TL5. Review the professional development audit 
recommendations conducted by Learning Forward, 
and then prioritize and implement a professional development plan based on what 
students and staff need to do to produce college-prepared and career-ready students.

TL6. Investigate the acquisition or development of an assessment tool to evaluate teachers’ 
and students’ technology literacy proficiency and 21st century knowledge and skillset.

TL7. Provide an update on the infrastructure needs in schools and at central office and the 
plan to address the needs.

TL8. Study access and components of the Specialty Programs. Focus on analysis of student 
enrollment to address geographic, socio-economic, and other demographic factors 
that may be barriers for underrepresented groups of students.

TL9. Determine the feasibility of expanding Specialty Programs to other geographic areas.
TL10. Explore expansion of the Pre-Kindergarten program and/or alternatives to increasing 

preschool education for more students.
TL11. Assess or clarify the issues around the hiring and retention of highly qualified and 

high-performing teachers.
TL12. Review staffing allocations, service delivery models, and key positions that impact or 

improve teaching and learning and student access to courses or programs.

                                 

n	Communications and Community Engagement Committee

Goal 2: Transform Community Trust Through Transparent Communication 
and Building Relationships 

The charge of the Communications and Community Engagement Committee was to assess 
how Prince George’s County Public Schools currently engages the community and compare it 
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to national best practices. The committee was guided by the essential question: How are school 
system priorities conveyed among all PGCPS community members? The members also reviewed 
internal and external communication protocols to identify upgrades in practices. 

Background and Current Status

School district communications must not only focus on keeping staff, students, and parents 
informed, it must also ensure that taxpayers and the greater community are knowledgeable 
about the return on the investment they are making in public education. In PGCPS, the 
Office of Communications performs a wide range of activities for both internal and external 
stakeholders. The Acting Director of Communications leads four teams in the office: Public 
Information, Television Services, Web Services, and Community Outreach and Engagement. 
These teams handle many tasks, including updating school and district websites, maintaining 

television services in every school, producing internal 
and external newsletters and press releases, planning 
events, managing social media, and producing television 
programming, among other things. 

In addition to the public relations work done by the 
Communications office, several departments and programs 
work to promote parental and community engagement. Such 
work is in compliance with district and federal mandates, 

such as School Board Policy 105, Parent, Family and Community Involvement (adopted in 1997, 
amended most recently in 2012), 
Title I, and No Child Left Behind. Personnel in departments such as State and Federal Programs, 
Special Education, and Curriculum and Instruction engage parents and community members 
to facilitate communication and promote the success of students.

The Community Outreach Assistants are perhaps the most visible presence of parent-
school-community collaboration and they serve 33 of the 67 Title I schools. They support 
families in a variety of ways, including filling out school forms, registering new students, 
impromptu interpreting services for students, parents and/or school staff, addressing pupil 
needs as requested by teachers, conducting home visits with Pupil Personnel Workers, and 
assisting parents during school meetings. Other services are offered by the Parent and Family 
Involvement Specialist in the Office of Interpreting and Translation, who plays an integral 
role in accomplishing initiatives focusing on parental involvement and increasing student 
achievement for ESOL and international students.

Strengths and Challenges

The committee found that there are both strengths and 
weaknesses in the current communication and community 
engagement efforts. The district has a team of 18 full-time 
personnel in the Office of Communications, and teams work 
to promote PGCPS positively in public media. The school 
system has been successful in using social media and tools 
such as the Daily Dispatch, e-newsletters such as Education 
Matters, website updates, and automated calls to communicate 

information and engage parents. However, it was noted that many good things happening 
in the district go unreported and, therefore, unrecognized by the community. Furthermore, 
the district is challenged by its poor reputation and lack of adequate “branding.” The quality 
of work produced has also been an issue: out-of-date websites impede the ability of parents 
to navigate the school system, and error-ridden emails and newsletters contribute to a poor 
public perception of the school system.   

…It was noted that many good things 
happening in the district go unreported and, 
therefore, unrecognized by the community.

The Community Outreach Assistants are perhaps 
the most visible presence of parent-school-
community collaboration…
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Over the past decade, the Office of Communications has experienced several challenges. 
Frequent changes in reporting structures, instability in leadership, confusion about job titles 
and responsibilities, and the perception that the office has been ineffective in promoting a 
positive image of PGCPS, have contributed to a challenging 
work environment for the current staff. In addition, the lack 
of a strategic plan has hindered the office’s ability to identify 
the human capital needed, focus its resources effectively on 
district priorities, ensure production of the highest quality 
work, and develop clear systems and processes for managing 
and monitoring its work.

The committee members found that many programs 
contribute to positive family and community engagements. 
The Community Outreach Assistants, the Title I Office, 
the Office of Interpreting and Translating, and the Special 
Education Department are among those who work to involve 
parents and community in creating a positive learning 
experience for each child. Some schools do a wonderful job 
of prioritizing engagement and welcoming parents. However, 
there is a great disparity in parental engagement efforts 
amongst the various schools, with some lacking leadership, resources, and emphasis in this 
area. Another strength is the district’s use of tools such as SchoolMax, Education Matters, and 
“robo” calls to keep parents up-to-date on school happenings and student progress. It was 
noted that these tools are not always used in timely or efficient ways, and Spanish translations 
are not always available.

Although there is good work being carried out to engage families and community, the overall 
impact suffers due to instability in leadership, lack of a unified vision, and organized processes 
and protocols. Because there is no department coordinating all family and community 
engagement efforts, the school system works hard to meet its requirement under Title I to 
have district-sponsored parent engagement. In addition, with the changing demographics of 
the county and the growing number of Spanish-speaking parents whose needs are not being 
met, the absence of a strong, active department is adversely impacting the district’s ability to 
support school administrators’ efforts to engage all families. The elimination a few years ago 
of Parent Liaison positions in schools prompted an outcry from both families and partnering 
organizations. As a result of changes in leadership and financial constraints, several other 
initiatives to engage families have evolved, stopped, or stalled while the academic demands on 
students continue to increase.

Recommendations

Overall, the committee recognized three key areas in which 
to focus improvement efforts. First, a clear vision needs to be 
outlined and supported though strong leadership and strategic 
focus. Second, issues around staffing and organization need 
to be addressed to improve productivity and efficiency, and 
also to foster a more positive work environment. Finally, a clearly-articulated set of processes 
and protocols must be developed to guide the work of Communication and Community 
Engagement staff. Policies regarding quality control, work flow, training, and accountability 
must be developed and implemented.

First, a clear vision needs to be outlined and 
supported through strong leadership and 
strategic focus…
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To address these challenges, the committee suggests the following actions:

CCE1. Designate a Chief Communications Officer position and fill with the most qualified 
individual in a permanent capacity.

CCE2. Develop a strategic communications plan, including key metrics, that aligns to district 
goals and priorities and includes strategies to improve the image of the school system 
through a concerted “rebranding” effort.

CCE3. Review current organizational structures, staffing, and roles and responsibilities in 
the Office of Communications. Identify positions needed to align with the strategic 
communications plan and determine if current individuals are the best fit for those 
positions.

CCE4. Develop clear processes and procedures, including 
editorial processes and calendars, for creating, 
publicizing, reviewing, and distributing district 
communications.

CCE5. Evaluate the district website and develop a plan to 
ensure that it is easy to navigate, content is relevant, 
and that there is a plan for keeping it up to date.

CCE6. Evaluate equipment needs and current technology in 
Television Services to ensure the department has up-
to-date capacity to align its work with the strategic 
communications plan.

CCE7. Establish clear strategic priorities and support for the 
Officer for Diversity and Latino(a) Affairs.

CCE8. Review Board of Education Policy 105 and 
Administrative Procedure 4217, Parent, Family and 
Community Involvement, to ensure that they align 
with research-based best practices.

CCE9. Evaluate whether a Department of Family Engagement and Community Outreach is
 needed and where in the organization it belongs; develop a district-wide plan for 

family and community engagement.

n	Organizational Efficiency and Effectiveness Committee

Goal 3: Create an Organizational Structure Staffed with a Skillful Team 
Centered on Enhancing Teaching and Learning

The Organizational Efficiency and Effectiveness (OEE) Committee had as its charge to: analyze 
the current organizational structure of PGCPS to determine whether the district is structured to 
achieve its desire to be the best school district in the country. Also, identify any organizational 
efficiencies that could be studied further to streamline operations to better support schools. The 
charge implied considering existing models for organizational efficiency that can best support 
schools, so that they can operate at maximum levels and deliver a high quality education 
to students. Therefore, this committee’s work was oriented to answering the question: Is the 
district organized to provide sufficient support to schools so they can effectively collaborate with all 
constituents?

Background and Current Status

A review of longitudinal, student achievement and performance data suggests a need to 
closely evaluate the organizational structures and efficiency of the district’s central office, given 
the continued stagnant performance of both the elementary and middle schools on national 
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and state assessments prior to Dr. Maxwell assuming the role of Chief Executive Officer. A 
downsizing of the system several years ago due to budget constraints resulted in a diminished 
central office which may be inadequate to meet the needs of a very large school system such 
as PGCPS. This reduced, and seemingly, less efficient system has created poor communication 
among the various departments and offices, left fewer individuals with increasing 
responsibility, and created instability in the organization due to shifts in key personnel.  

The Organizational Efficiency and Effectiveness Committee conducted an in-depth review of 
a range of documents, examined research and professional literature, as well as conducted 
a number of interviews and focus groups to determine the quality of the effectiveness and 
efficiency of the current organizational structure and the extent to which this structure 
meets the needs of the schools and the system. Through this investigation, four main themes 
emerged:  

• Communication 
• Consistency 
• Support  
• Collaboration

It was determined by the committee’s members that the above 
areas must be functioning well in order for the system to 
operate at peak performance.

Strengths and Challenges

Once again, the work of the Organizational Efficiency and 
Effectiveness Committee was guided by the essential question: 
Is the district organized to provide sufficient support to schools so 
they can effectively collaborate with all constituents? 

In the area of communication, stakeholders generally noted that communication has improved 
significantly since Dr. Maxwell’s return to PGCPS, especially between central office executives 
and the schools. Dr. Maxwell’s “in-person,” collaborative style and visibility, and that of his senior 
staff are welcome changes. However, issues remain between the schools and central office. 
Some principals have expressed that they feel burdened by too many communications with 
compliance requests and inquiries. Since standardized protocols do not currently exist for how 
and when to communicate with the schools, and some messages arrive too late for action, the 
principal’s ability to respond to important directives is often hampered. Furthermore, important 
information, dates, and priorities are not always communicated to the schools, due to the lack 
of a system-wide, comprehensive calendar. 

When the committee members examined consistency, they determined that in the past, the 
vision of “Children Come First” acted as a powerful vehicle to unite employees toward achieving 
the goals of the district. With the recent shifts in the system, the message has been lost, and 
stakeholder support of this ideal is not as strong as before.

A major concern voiced by all groups is that schools are attempting to implement a multitude 
of initiatives and goals that have been inconsistently monitored and supported, partially 
because school improvement targets are not clearly understood by all stakeholders. The school 
improvement process varies from school to school and is carried out inconsistently.

Regarding support, again, the instructional director model, with each director servicing 15-
18 schools, has increased the presence of central office support to the schools, according to 
stakeholders. It was reported that there are some departments in PGCPS that provide high 
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quality service and support to schools that should be emulated by other departments, and the 
Human Resources and IT Departments have significantly improved their customer service and 
support to schools.

Despite these significant efforts, the budget cuts in recent years have impacted the system’s 
ability to provide direct support to schools, and coordinate the sharing of information and 
collaboration to strengthen the work. Several departments and offices that support schools 
have been affected and while high accountability and expectation of target attainment among 
the schools have caused the district to place heavy emphasis on compliance, schools cannot 

meet the targets without appropriate supports. And even 
though the new position of Professional Development Lead 
Teacher (PDLT) was created to assist with the implementation 
of the Common Core State Standards directly in the schools 
and to provide positive support, major challenges remain 
involving the time, structures, and resources needed to 
support schools as they work to implement the standards; 
only two professional days were built into the master calendar 
to provide staff development to teachers. (Note: additional 

days for PD have been added to the 2014-15 school calendar). Teachers have been offered 
“voluntary” training after the regular work day which has been poorly attended. Currently, 
there are minimal job-embedded systems in place to build capacity within the organization to 
implement the Common Core. Especially concerning is the need to access and interpret data in 
order to make informed instructional decisions.

Finally, in the area of collaboration, principals communicated their satisfaction with the 
monthly meetings that have been established by Dr. Maxwell. These meetings provide a forum 

to receive consistent messages and to interact and share ideas 
with each other and executive staff members; however, focus 
and collaboration are made difficult due to the large number 
of initiatives in the system and low levels of support to schools 
to implement initiatives properly. “Initiatives overload” makes 
focus and collaboration difficult, and the lack of an existing 
model for organizational efficiency leads to scattered efforts. 

It was also generally noted that budget cuts and related personnel shifts have changed the 
dynamics of central office departments and offices. Multiple offices currently exist with similar 
responsibilities, and others are not aligned to their functions as noted on the organizational 
chart.

Recommendations

Following are recommendations developed by the OEE Committee, based on its analysis of the 
findings:  

OEE1. Establish communication protocols with executive staff to minimize the amount of 
communication that directly goes to principals.

OEE2. Utilize technology to have a one-stop data warehouse for all system communications 
and data. A district-level calendar can be located there for major planning and 
communication.

OEE3. Evaluate the span of control of key administrative executive personnel to determine 
if additional positions are needed or should be redeployed to increase accountability, 
support, and communication in the area of school supports and teaching and learning.

...Schools are attempting to implement a 
multitude of initiatives and goals that have been 
inconsistently monitored and supported…

“Initiatives overload” makes focus and 
collaboration difficult…
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OEE4. Revisit the July 7, 2012, Education Resource Strategy (ERS) Report to determine 
whether recommendations regarding the reorganization of central office have been 
implemented with fidelity. 

OEE5. Investigate existing models for efficiency, such as “lean” 
organizations for potential new ideas. 

OEE6. Evaluate the current school improvement planning 
process and consider adopting a model that can be 
applied and monitored consistently throughout the 
school district.

OEE7. Conduct a central office audit to determine where 
services are being duplicated and personnel can be 
eliminated or re-assigned; analyze where positions are 
needed or might be eliminated or redeployed to other 
offices.

OEE8. Consider adding administrative assistant positions 
that support executive staff and direct reports to 
the superintendent to help manage the flow of 
communication throughout the school system and to 
monitor the implementation of school level supports.

OEE9. Analyze whether a network approach to supporting 
schools is feasible with existing resources and clarify 
how supports are provided, given the relationship between offices that directly 
supervise schools, curriculum and instruction, professional development, and 
operations; identify a more streamlined process for services to be provided and 
monitored for quality control.

n	Operations and Finance Committee 

Goal 4: Align Resources to System Priorities

The Operations and Finance (OF) Committee had as its charge to: Assess the current state of 
operations and finances in PGCPS, including efficiency and effectiveness of fiscal, human resources, 
facilities, transportation, and information technology. The committee was aware that to provide 
excellent support to the schools and a high quality education for all students in PGCPS, 
resources need to be aligned to the goals of the system and operations and finance must 
operate at peak efficiency. Therefore, this committee’s work was oriented to answering the 
question: What are the processes and procedures used to ensure 
fiscal integrity and accountability?

Background and Current Status

While there has been change, upheaval, and instability at the 
top of the departments that comprise the operations and 
finance departments of the system, some of the offices within 
the OF configuration are among the most highly regarded in terms of service to the schools 
and use of state-of-the-art practices. There has been a commitment among these offices to 
continuous improvement, and despite numerous challenges and staff members new to the 
system, especially in administrative roles, there are noticeable improvements in support to the 
schools.  

...There are noticeable improvements in 
 support to schools…
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The Operations and Finance Committee members carried out an extensive investigation 
which included conducting eight focus groups and twelve interviews, reviewing numerous 
documents, and holding more than ten meetings in order to assess the current status of the 
operations and finance departments. This in-depth investigation involved the divisions of 
Business Management Service, Technology, Human Resources, Maintenance and Facilities, and 
Transportation.
 
Strengths and Challenges

The work of the OF Committee was guided by the essential 
questions of efficiency and effectiveness and the extent to 
which there is accountability for the services provided by these 
departments to the system, particularly the schools.   

There are many strengths across the departments that make 
up the Operations and Finance configuration. For example, 
Business Management Service staff members appear to 
possess good business intelligence and have a strong level 
of institutional knowledge which benefits the system in a 
number of ways. This department has won awards for Budget 
Presentation, and the purchasing function has consistently 
met or exceeded performance indicators established in-house 
to monitor its own progress.   

In the area of technology, there is a comprehensive technology 
plan in place guiding actions. Upgrades to the network infrastructure at 160 schools and 
school-wide networks have been completed and funding allowed schools to purchase new 
equipment which has brought them to more current levels, thus benefitting students. 

The Human Resources department has been redesigned to align with best practices in the 
field, and there exists a strong commitment to a continuum of human capital supports for the 
district and a vision of retaining the best staff that can provide a high quality education for 
students. Likewise, best practices are evident in the system’s use of “Green Cleaning” techniques 
for buildings that are used extensively by community groups and organizations. Also, there is 
a data-driven process in place that provides periodic reports, data and audits that reflect the 
current performance levels throughout the transportation department.
 
Despite the above significant strengths, PGCPS currently has a multitude of paper-driven 
processes that waste staff time. There is a need to take on value-added activities such as 
conducting targeted data or process analysis and programmatic reviews. There is also a need 
to automate processes and integrate various applications so they can communicate with one 
another in the HR and IT areas. In general, the integration of technology across departments 
needs to be accelerated to ensure effective and efficient processes. The number of updated 
websites and platforms also needs to be increased.

Several departments reported challenges with the employee evaluation system, stating the 
concern that the structure, process, implementation, and use of evaluation instruments varies 
from office to office, with some being effective, while others are in need of updating and 
more consistent use. Such inconsistency may be allowing for ineffective staff to not receive 
appropriate support or a true assessment of their abilities, thus compromising quality in the 
workplace.

Other challenges facing the system in the OF departments have to do with the severe budget 
cuts that have taken place over the last several years. The system needs a plan to deal with 
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The system needs a plan to deal with the loss of 
250 positions in maintenance and facilities areas 
due to budget cuts.

the loss of 250 positions in maintenance and facilities areas due to budget cuts. This loss of 
positions is placing an undue burden on the schools and the staff. Additionally, the system 
may need a Northern Area maintenance section to ensure appropriate supervision of staff, 
professional development, and deployment of resources.

Recommendations

Following are recommendations developed by the committee, 
based on its analysis of the findings derived from various offices 
within the area of Operations and Finance:

OF1. Review hiring and employee placement procedures 
to include increased local recruitment, principal input into teacher hiring, recruitment 
of teachers to challenging schools, creation of new teacher cohorts, and increase in 
Latino staff.

OF2. Complete an analysis of all technology used in Human Resources and develop a plan 
to upgrade or replace certain applications, and shift more employee services and 
benefits to an online platform.

OF3. Implement Professional Development for Administrators that occurs throughout the 
year that is aligned with the current evaluation cycle.  

OF4. The Division of Performance Management should be utilized more by the CEO to 
monitor and report performance of the organization and to assure the integrity of 
performance monitoring.

OF5. Overhaul the current approach to employee evaluation, particularly central office staff. 
Current evaluation instruments are outdated and ineffective. 

OF6. Review purchasing of major investments in IT projects and equipment, consultants, 
and approval levels needed to make large purchases.

OF7. Conduct an independent benefits audit, review healthcare coverage, and examine 
controls for effective management of the sick leave banks.

OF8. Institute purchasing card (p-card) to reduce number of purchase orders issued and 
processed and revise the purchasing manual and procedures to conform to board 
policies, state laws, etc.; increase training in automated 
purchasing tools.

OF9. Establish a monthly case management review team 
to examine internal practices and problems and 
help streamline risk management and worker’s 
compensation processes, provide more options for 
online payments at schools, implement student 
activities accounting and reporting software, and 
implement paperless Medicaid.

OF10. Eliminate all paper checks, expand e-payables system 
(pay vendors electronically). 

OF11. Continue to implement best human capital strategies 
as benchmarked from other successful school districts.

OF12. Continue to improve automated processes in HR and 
implement a new applicant tracking system; integrate 
technology solutions to improve the use, collection, 
archiving and analysis of HR-related data points.

OF13. Use financial review process to redirect funds to 
support instructional outcomes.

OF14. Institute technology improvements in the budget planning module to increase 
financial reporting capability and improve budget decision-making.
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...PGCPS needs to develop a unified vision 
[and]…must become one complete system, as 
opposed to a group of loose departmental silos...

n	Themes for Improvement

The cross-disciplinary work of the committees allowed for diverse input as well as a broad 
view of the school system. By studying and reporting on the current status and examining 
closely the strengths and challenges across major departments and offices in the system, a 
comprehensive profile of Prince George’s County Public Schools emerged.  

Based on the preliminary findings in the committee reports, transition team leaders 
determined that Strategic Focus and Leadership; Organization and Staffing; and Processes and 
Protocols were the overriding themes for improvement that were common across all reports. 

Strategic Focus and Leadership

Overall, while the committees found significant strengths in the 
system and a great deal of energy and effort being expended 
on addressing key challenges, PGCPS needs to develop a 
unified vision to guide collaborative and focused improvement 
efforts. It also must become one complete system, as opposed 
to a group of loose departmental silos operating independently 
of each other, providing an operating structure for offices and 
departments.

The system needs to engage in intensive organizational development that includes emphasis 
on:

• alignment of all offices and departments to a central, core mission;
• clarity of roles and responsibilities within each office and department;
• development of a strong vision, mission, goals, and values; and
• changing the culture to one that is focused on supporting schools and on impacting 

student achievement.

Furthermore, district-level initiatives need to be prioritized, limited in number, and aligned 
to the vision that is clearly communicated, understood, and embraced by everyone. A major 
concern voiced by a number of groups is that schools are attempting to implement too many 
initiatives without adequate support and monitoring, and school improvement targets are not 
clearly understood by all stakeholders. PGCPS would benefit from a more standardized school 
improvement process, which now varies from school to school and undermines the overall 
improvement efforts of the district. It is imperative that PGCPS identifies and communicates 
specific goals and data points for schools, and sets realistic and measurable outcomes and 
performance targets for all new programs in order to gauge efficacy, and ensures that benefits 
can be realized and reported.

OF15. Institute cost savings initiatives and actively challenge account managers to revise 
spending approaches; consider implementing “lean” organization systems.

OF16. Increase staff training in Oracle modules, especially in financial report writing, use of 
data warehouse, document management, and Student-Based Budgeting (SBB).
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Organization & Staffing

The committees also found that the current central office organization – in which multiple 
offices and departments work in relative isolation, report to several different administrators 
with competing priorities, and have limited job-embedded supports – does not maximize 
efforts toward delivering a high-quality education to students.

It is important for the district to carefully evaluate whether additional human resources are 
needed in Curriculum and Instruction Office and Talent Development to support the needs of 
schools as they implement the Common Core State Standards with an emphasis on reading 
and mathematics, Special Education, and English Language Learners.

Staffing needs in other departments of the system also should be examined closely for 
increases, reductions and/or redeployments of staff. An analysis 
of work functions and roles must be performed to reduce 
duplication of work and effort across offices and departments. 
New protocols for organizational efficiency can provide more 
clarity and consistent communication about the responsibilities 
of various departments, including teaching and learning, area 
offices and human resources.

Given the high priority to improve teaching and learning in 
the system, there is also a need to study and potentially realign the Office of High School 
Performance, Area 1 School Performance K-8, and Area 2 School Performance K-8 into multiple 
K-12 area patterns to increase vertical articulation, communication, and K-12 collaboration 
around school system goals.

Human Resources should increase the number of Latino staff in central office, among the 
principals, and in the teaching ranks and also examine placement of individuals currently in 
leadership roles to ensure their backgrounds, credentials, and expertise match the functions of 
the job.

Processes and Protocols

Due to its effectiveness challenges, the system would benefit 
from adopting a performance excellence management system, 
such as the principles of “lean” organizations, that has a strong 
training component on quality management methods. In lean 
organizations, people work together to solve problems, perfect 
processes, and search continually for the best way to deliver 
value to their stakeholders. This means that:

• activities of offices and departments become aligned to 
the stated mission and goals of the system;

• interdepartmental cooperation and collaboration are 
standard operating procedure;

• there exists increased cross-functional team work;
• system-wide standards and simplifying processes and 

procedures are in place for delivery of services to schools, 
students, and families;

• staff are supported in their work by standardized methodologies and “tool kits;”
• the system operates on a continuous improvement culture; and
• human capital programs have been instituted that develop people and foster discipline 

building.

Human Resources should increase the number 
of Latino staff in central office, among the 
principals, and in the teaching ranks...



 24  |  Transition Team Report • February 2014

n	Conclusions

To fulfill Goal 5 of his Entry Plan, Dr. Maxwell brought together a group of experts from diverse 
education sectors to form the CEO’s Transition Team. The Team carried out a thorough review of 
various departments and offices in the system in order to determine its current status and offer 
recommendations to guide the CEO’s actions toward improving the system. 

The Team members, after conducting numerous focus groups and personal interviews 
and examining multiple documents to gather input, found many existing strengths across 
departments and offices, as well as energy and momentum toward improving the system. A 
number of important tasks to improve teaching and learning and operations have already been 
implemented or started. However, a number of challenges remain, chiefly, the need for:

• a strategic focus and compelling vision to unite the system as one; 
• centralized processes and protocols to create efficiency and reduce duplication of effort; 
• new organizational and management efficiency structures that can provide improved 

support to students and the schools; and 
• use of better communication tools and processes, so that all staff members remain 

informed and able to collaborate with each other, and the system is transparent to its 
stakeholders.

The experts who formed the Transition Team provided 
snapshots of progress being made in the school system, and 
although the challenges varied slightly from committee to 
committee, all noted that if challenges are not addressed, they 
will erode the goal of providing an environment conducive to 
high quality teaching and learning for the children of Prince 
George’s County.  The system must operate with a sense of 

urgency to reduce challenges and increase best practices, and several key obstacles must be 
addressed to achieve the goals as stated in the Entry Plan.

First, the deep and far-reaching effects of student low performance in PGCPS have been 
explored by internal and external experts alike for the past decade. While many initiatives 
have been implemented, they are either not the right ones, or processes are not in place to 
implement them correctly or consistently enough to produce good results. Better preparation 
for college and careers must continue to be the system’s top priority, and appropriate supports 
need to be in place to ensure success for all students.

A second issue of major importance is the lack of communication, coordination and 
collaboration to strengthen the work of all employees. Departments and offices of the system 
currently operate in “silos,” carrying out their own protocols without being cognizant of 
protocols that exist in other areas.

The system must operate with a sense of 
urgency to reduce challenges and increase best 
practices...

In addition, there is a need to increase the use of technology to deliver professional 
development, improve communication, link various departments through tech platforms, and 
increase efficiency in the district through electronic processing, filing, servicing, etc.

There is too much inconsistency in the use of evaluation tools across the system. Policies need 
to be strengthened and communicated in order to more effectively and consistently supervise, 
evaluate, and develop staff at all levels of the organization and in all departments. The 
evaluation process in any organization is the key to employee development and improvement 
– one cannot improve the organization without improving the people.
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A third area is the confusing and debilitating effect of “initiatives overload,” which is impacting 
the ability of the schools to focus and carry out their mission. Due to the large number of 
initiatives in the system, low levels of support to schools to implement them properly, and the 
lack of an existing model for organizational efficiency, school 
improvement efforts are scattered. If improvement targets are 
not clearly defined, this will continue to diminish the school 
system’s ability to be accountable for student achievement.  

Finally, the financial difficulties and accompanying cuts in staff 
faced by the system in recent years will need to be studied 
and addressed. Some individuals are doing the job that three 
or four people performed previously, which is eroding morale 
and causing employee stress. There may be some possibilities 
for judicious restoration of staffing through redeployment, 
redistribution, or change in job descriptions, particularly in 
high-priority areas such as Teaching and Learning.

The growing Latino presence in the county-at-large will be a 
critical part of the school system’s success in the future and 
demands more attention than it is currently receiving. The fact 
that there are few Spanish-speaking personnel at the central office, or individuals dedicated 
solely to reaching out to Spanish-speaking parents, is a serious omission. Efforts also need 
to be directed toward Latino student college and career readiness, since Latinos are among 
the lowest in achievement and graduation, highest in dropout rates, and represent the fast-
growing segment of the PGCPS student population. The system is to be commended for recent 
increases in Latino students taking the SAT and AP exams, and successful best practices should 
continue to be implemented. 

There is no doubt that the challenges the school system is facing are multi-faceted and 
inter-connected; to address them will require a great deal of focused effort and strategic 
use of resources. PGCPS will need to continue to collaborate with local, state, and national 
organizations to help increase efforts toward ensuring that each student in the district receives 
a high-quality education. This will not only bolster the success of individual students and local 
Prince George’s County communities, but the entire state of Maryland. u
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