MR. FERGUSON: It's about 1:30 and we've got a packed
agenda this afternoon, so in the interest of staying on
time, we want to get started.

The first session is Montgomery County,
they have five presenters who come from the district,
representing different roles that they play. They are
going to go for about 45 minutes, as a group, and then
we'll have the discussants and the discussion.

So, I guess Frieda Lacey, are you going to
go first? You can introduce the others.

MS. LACEY: All right, thank you.

Good afternoon. I'm Frieda Lacey, Deputy
Superintendent of Montgomery County Public Schools and
we are just delighted to be here with you this
afternoon. You are going to hear from me first, then
you are going to hear from Dr. Heath Morrison, a
Community Superintendent. Dr. Morrison has 36 schools
that he is charged with oversight for. After that, you
are going to hear from Mr. Adrian Talley, he has 39
schools in our district.

You are going to hear from Mr. Jamie Virga. We were tal
we think it's critical, as was stated this morning, that
we have that in place in any school district. And then
you are going to hear from Mrs. Carole Working, one of
our stellar principals, high school principals, in
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I'm going to rush through this because I
have a lot of say and a short period of time.
Montgomery County has 200 schools, we have approximately
138,000 students and it's the sixth largest district in
the country, the sixth largest. Now, a lot of people
think that we are a wealthy school district, and yes, we
are, but we also have a lot of poverty and a lot of
diversity. I came to Montgomery County in 1971, so you
look up there, you can see what it looked like in 1971
and you can see how it's changed over a period of time.

So what do you do when you have something
that looks like this and it's changing rapidly? When
you see that the poverty is increasing? That you are
seeing that you are getting more African American and
Hispanic students? You can't do the status quo, you
have to do something drastically different, and so what
we did was to divide up our district into the red and
green zones. Take a look at that, that's reflective of
our elementary schools. In the red zone you see
approximately 29,000 kids, 80 percent minority, 50
percent FARMs, 28 percent ESL. The green zone, you can
see what's on the chart.

So we knew we had to do something
differently, if we were going to make a difference, it
was like we had two districts in one.

FROM THE FLOOR: Can you tell us what the
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MS. LACEY: Free and reduced lunch, sorry
about that. You can see, from 1990 to 2007, what the
free and reduced price meals program looked like, what
it looked like then and what it looks like now. When
you look at our ESL enrollment, when you look at where
it was in 1990 and where it is today, looking at our
elementary schools because we have a lot of youngsters
coming into Montgomery County that don't speak English
or English isn't spoken in their homes, so you can see
how that has changed over a period of time.

One of the things in any school district,
you want to have a very tight strategic plan and we have
just that. We have a strategic plan, we have
initiatives, we have data points, we have milestones.
We have so much data that you have to have some type of
coherence as it relates to the data because we give it
to our principals, they get the strategic plan, what do
they know to really concentrate on? So our
superintendent, I'm sorry he isn't here because he is
quite a unique individual.

(Laughter)

MS. LACEY: If you haven't met him, you are
in for an experience. He said we have to, we owe our
schools some way of letting them know what's important.
How we are college ready, how we shoot for the North
Star, so he started with seven key data points and

you'll see them reflected here. I'm going to rush



through this very quickly because I really want you to
hear from the folks that have come with me, but we
started with the reading bench marks in grades K through
two, and one of the things Dr. Weist did was he put all
the energy in the red zone. How do you do that?

When I say he put the energy in the red
zone, we went from half day kindergarten to full day
kindergarten, in the red zone. We went from a class
size of 28 to a class size of 15. We phased in 15
schools and we put the energy there, that's where we
started. Did it make a difference? Yes, it did. Look
at the data. We heard Tom Payzant talking about
standards-based reform and we said that we wanted kids
to read in kindergarten. That was unheard of in
Montgomery County in 1999.

Kindergartners are supposed to develop
social skills, social gkills, and Jerry Weist said they
will learn to read, so 93 percent of our kids are
engaged in text reading, they are reading books. We
talked about the achievement gap, 87 percent of our
kindergartners that are engaged in text reading are
Hispanics, 90 percent for African American and 93
percent for the district. We call it level three
benchmark reading, we are so high that we have to change
the benchmark this fall to level four because one of the

things we have found out is that you always have to



push, not over the brink, but you can never be
satisfied.

We also, one of the data points you saw
listed was rigorous math, fifth grade. A couple of
years ago we had 196 kids taking higher level math,
today we have close to 5,000. We had to train the
teachers because they didn't know how to do it. And if
you look at this, we disaggregate a lot by race and
ethnicity but we also do it by red zone/green zone,
because we have a benchmark and we want to at least get
all kids to a standard, but we have to also have the
rigor there.

We have a benchmark, by 2010, 80 percent of
our kids will be successful in Algebra I at the eighth
grade. You see where we were in 2000-2001 and you see
where we are today, 2007-2008, that is, 68 percent of
our kids are taking Algebra I or higher and they are
being successful.

Here it is disaggregated and you see the
gap. What we look for are incremental gains over a
period of time and when we see it leveling off or
starting to go down, what do we do? We have to do
something different, we have to diagnose and problem
solve, we have to have a strategy. So as long as we see
the incremental gains, we are reasonably comfortable
with what we are doing. Our superintendent likes to say

we are the cream of the crap.



(Laughter)

MS. LACEY: They're his words, not mine.
(Laughter)

MS. LACEY: But I think it conveys a
powerful message because we can never be satisfied with
the work that we are doing.

AP exams, when Dr. Weist first came, kids
of color, not African American and Hispanic kids, were
in those classes and we had teachers to tell us they
can't do it. Well, we put more kids of color into AP
classes. And so we don't pay for the AP exams but if
you look at the data, you see 60 percent of our kids
take one AP exam.

Look at how we compare, African Americans
and Hispanic kids compare to the rest of the nation.
And, oh, yes, we put race on the table. There is no way
you can close the achievement gap in the 21st Century
without talking about race, you can't do it. More than
triple the national average in terms of scoring three or
better, six of our high schools were in the top 100. We
have 25 high schools, six of them were in the top 100,
but that's not good enough because next year we need to
have eight. Again, you see our data.

We have many, many challenges, we can never
be satisfied. We have to have a passion about the work

that we are doing. We have to talk about race, we have



to disaggregate the data, we have to have initiatives
and we have to have tools.

At this time, I'm going to have Dr. Heath
Morrison to come up and talk to you about many of our
challenges and some initiatives and strategies and tools
we put in place in Montgomery County Public Schools.

MR. MORRISON: Thank you, Dr. Lacey.

MS. LACEY: Thank you.

MR. MORRISON: Okay, as Dr. Lacey soO
eloquently stated, we have a very high performing school
district and we are very, very fortunate to have that,
that comes with a lot of work. But how do we sustain
that culture of continuous improvement? How do we
remain committed to making sure that we constantly look
at data to inform our instructional practice, our
teaching and learning and our professional development?
And then how do we ensure that we are not a school
system that is about closing the achievement gap but
that we are a school system deeply and fundamentally
dedicated to the idea of eliminating the achievement
gap, as our diversity in our school district is getting
increasingly more diverse, and we want to do that by
raising the bar.

And so we constantly look for new ways to
go about doing our business and what we want to share
with you today is our work and something that we call M-

Stat. ©Now, M-Stat, I'm very pleased to say, actually go



its roots in Montgomery County through our partnership
with Tufts and a team that Dr. Lacey was involved with
came to Harvard and came back with some fantastic
learnings where they had been exposed to a particular
way of looking at data through the New York City Police
Department that they called COMSTAT, looking at trends,
looking at data through their different precincts,
trying to figure out where they were doing a good job
and where they could do better.

This really excited us as a way to take our
work to the next level and we reinvented it and labeled
it M-Stat, and it really is a way for us to continue
that work, to engage in open, honest conversations, to
look at our data and put race clearly on the table. It
is not about gotchas, it is not about finding out who is
not doing it to blame, it's about finding out who is not
doing it to support. But it's also about finding out
who is getting the results that really can yield best
practices to inform all of our schools within the
district.

We were having a conversation at lunch,
around lunchtime today, and we were having a
conversation with some folks in the audience about how
school districts don't share from school district to
school district. Well, it's a truism that many schools
within a school district don't share and M-Stat is a way

for us to really glean who has a story to tell and how



do we translate that and scale up, as we talked about
today in the conference so far. And it is really an
exciting work because it involves our central office, it
involves our executive staff, it involves our
outstanding principals and we have brought teachers to
the table, so that whole conversation about listening to
teachers, we have listened to our teachers and they have
truly informed our work.

So why do we use M-Stat? In Montgomery
County Public Schools we use M-Stat really as a way to
take our work to the next level. As we look at our
data, compared to state and national results, as Dr.
Lacey said, our superintendent does refer to our results
as the cream of the crap. He is absolutely opposed to
two words, good enough. He hates the word complacency,
it is all about doing our important work because as we
have increases, we are truly doing good things for
students.

And so we look at our data versus the state
and nation and we are very fortunate, it often looks
better than the state and the nation, and so what gets
us to do the work at a higher level? As we look at our
MCPS trend data over time, it is very fortunate and
through the hard work of our employees and our business
partnerships that our data looks better year to year,
and definitely the data from before Dr. Weist became

superintendent to now is just extraordinary. But M-Stat



allows us to compare our data to our rigorous data
points and that is where we see our work, that is where
we look at it and we are not pleased to say we still see
a prevalent achievement gap that we are committed to
absolutely doing something about.

Our MCPS data points are all about rigor,
and Dr. Lacey was absolutely 100 percent accurate when
she started talking about kindergarten. Today we are
going to share with you some of our M-Stat work through
the data team that I lead on PSATs and SATs and my
friend and colleague, Mr. Talley, does with honors AP,
but we could take these data points all the way down to
kindergarten because that's really where it really
belongs. When we go to kindergarten benchmark reading
to level four next year, it's because that's what's
going to lead our students, particularly our minority
students, to be college ready, to point to that North
Star.

We know that as we get more students in to
take the PSAT, that that will give us better data to get
more and more students, particularly African American
and Latino students, into honor and IB courses. That
will raise our SAT scores and that will allow us to have
more students walking across the stage to have colleges
and options. M-Stat really allows us to aspire to

create a school system where student achievement will no
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longer be predicted by race. That sounds so lofty but
that is what we are absolutely committed to.

And it's the difference between where we
are, which is a high performing school district, and
where we want to be, and where we want to be is where we
can show this graphic and have you not be able to say
that the bars on this graph you can identify by race.
Now, right now I would say what does this graph mean to
you and right now you would say it's a bar graph but if
I said this is for a school in our district and it's for
SATs, and each of the bars represents one bar per
African American, one for Latino, one for white, one for
Asian, I think we can all probably do a good job of
saying which two bars represent white and Asian and
which represent Latino and African American.

That is true in our school district, which
I said it wasn't but it is, and I'm sure it 1is
absolutely true in your school district as well. If we
reverse that and say these data are about suspensions,
then you also will be able to do a pretty good
guesstimate about which of these bars represents what
group. M-Stat is about trying to change that. Make no
mistake, it is about the elimination of the achievement
gap.

In the interest of time, I want to take you
right to what we do with M-Stat and what we do with M-

Stat, we have different M-Stat teams based around our
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data points. And we start again this graphic from one
of our more recent M-Stats on PSAT/SATs, it shows how we
are comparing with districts across Maryland. There is
no nationwide PSAT data for tenth grade. Again, we are
doing much better than all other districts in Maryland.

When we compare our trend data over time
for PSAT participation, again we are doing much better
than we were and we are having a fast acceleration with
our African American and Latino students. Again, that's
great, but it's when we compare our data to our targets,
and in this case, our PSATs, we had a goal this year of
having 93 percent of our students taking the PSAT this
year and a target goal of having 17 schools meet that
benchmark district, then we look at it through our M-
Stat process and we find out that we didn't get there,
we only had 13 of our schools reach that target, only
seven reach it in African American participation and
seven in Hispanic. We can and must do better.

This is our premier way that we display our
M-Stat data to our schools, this lists every Montgomery
County Public School and it looks confusing but it's
really not. We put the data out there and we put race
on the table. We say how are you in with all African
American, Hispanic, white and Asian? And we say it's
only a success 1f all students are doing well, we are
not going to hide behind averages in Montgomery County

Public Schools. And so as we look at these data, it's
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color coded. If you are color coded in green, you met
this year's benchmark for 93 percent.

If you are coded blue, you actually met
next year's benchmark target of 95 percent. If you are
color coded yellow, it means you met last year's target
and if you are color coded red, you are two years
behind. And what we find out, again, remember, when you
use M-Stat to base our work on targets, we have
substantive work to do, particularly with our African
American and Hispanic students. We put out there the
schools that meet and exceed the targets, we talk about
the schools that are doing it with African American
students, schools that are doing it with Hispanic
students, but then we also put out the schools that are
doing well, but then we also point out the schools that
have work to do.

Again, not to embarrass, not to put out a
negative stigma but to say what are the schools, getting
back to the earlier conversation, where we can grant
some autonomy? Who has best practices to share that we
can share and scale up systemically across 200 schools?
And who has schools that we must support for them to
reach our targets?

Here are the four schools used in our M-
Stat last year that we identified that needed to
improve. And as you can see, compared from last year to

this year, we had substantive improvement in each of the
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groups. Yes, they still may not all be making the
target but there is improvement. And then two schools,
Northwood and Sherwood, went from the worst performing
schools on our PSAT initiatives to two of our best
performing schools.

What I would like to do now is to bring up
my colleague and friend, Mr. Adrian Talley, who will go
through more of the M-Stat process, particularly as it
relates to AP/IB participation.

MR. TALLEY: Dr. Morrison talked about the
process of M-Stat, I want to talk about the power of M-
Stat with you today. And the power of M-Stat gives us
the opportunity to have conversations with our
principals, Dr. Morrison talked about that. 1It's not a
gotcha, it's the opportunity to talk with principals
about what's happening in the schools. 1It's to
determine what we are doing well and also to determine
where we need to improve. It's also to create
opportunities for open and honest dialogue and it's also
to use data as an entry port about discussions about
race and equity within our schools.

In December, we held an M-Stat on honors
and AP enrollment. Enrollment is one of our targets
that we have and, at the time, we had targets as well
for all of our schools. At the time though we had only
twelve schools that met or exceeded our county's target

for enrollment of all students in an honors or AP course
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and our target is enrollment in at least one honors or
AP course. We had only one school that met the target
for African American students and we had five schools
that met the target for Hispanic students. Remember
again, as Dr. Morrison said and Dr. Lacey said, our
target is higher than the national target.

We had principals discussions in December,
principals met, they talked with each other about how
they can improve enrollment of their African American
and Hispanic students. And the reason we chose December
was there was still time to affect change, because you
go into the second semester in January, therefore, you
could go ahead and move more children into honors and AP
based upon some of the strategies that were discussed at
our December M-Stat.

In your PowerPoint you'll see some of the
questions that were discussed and asked of the
principals during the discussion section of the M-Stat.

And then we had the answers that the
principals were able to take from the M-Stat meeting and
then take back to their schools and their leadership
team and you can see some of the responses that they
provided. What happened? We now have a June M-Stat
coming up in two weeks which I'm looking forward to.

Are we making target across the board? No, but we did
see improvement. What we have now are fifteen schools

that are making target for all students, we have three
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schools that have shown improvement or are making target
for African American students and seven schools that are
making target for Hispanic students in enrollment.

But what's also important, Dr. Lacey talked
about continual improvement and what we saw or what we
have seen is we have twelve schools that show double
digit increases in the enrollment of students in honors
and AP, of African American students, and we have eight
schools that show double digit improvement in the
enrollment of Hispanic students in honors and AP
courses. Again, we are not making the target, but we
are seeing the improvement and we put this on the table.

And one of the things that's most important
in the school improvement plans, one of the things that
we really stress with our principals, you need to set a
goal that's specific for African American and Hispanic
students. If you aren't making the target, that should
be a goal put in your school improvement plan. Another
thing that's important is to look at the schools over
time that are showing improvement because those are your
benchmark schools and we put that out there for everyone
to look at. Because if I'm a principal, I need to know
who are the schools that are doing it.

Another thing that's important is if I'm a
principal, I want to know what are the schools that are
similar to me and so we've also included scatter plots

to help us understand what are the schools that are
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doing it, and therefore, if I'm a school with 20 percent
enrollment in African American students, I can then see
where I am and where schools are above the line, and
those are the schools I need to speak with.

But if I'm also a school with, for example,
we have one school here, Whitman, which is less than 10
percent enrollment of African American students, and you
can see that they are way below the line, but we have
Poolesville way above it. As a Principal of Whitman,
you know exactly where I'm going to go, I'm going to
Poolesville to find out what they are doing and how they
are doing it.

The other side of it is not only enrollment
because we not only have to put the children in, we have
to have them perform very well. We have to have them
take the exam. There was an article in the paper about
a principal in New Jersey who is forcing every child to
take the AP exam and the controversy that has created.
And so we also have targets for participation and
targets for performance on the exam. What have we
found? Well we have ten schools that have met the
target for participation on the exam for all students
and only seven schools have met the target for
performance, that's scoring a 3 or higher on AP and a 4
or higher on the IB exam.

What about for our Hispanic students? We

have sgix schools that have met the target for
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participation and we have four schools that have met the
target for performance. Our African American? We have
zero schools that have met the participation target and
zero schools that have met the performance target that
we are looking for.

In our June M-Stat, this is what we are
going to spend our time talking about. We are setting
time aside for principals to come together to look at
what they can do because they have their leadership team
meetings this summer to plan on how to address the issue
of African American students' performance on exams,
Hispanic students' performance on exams and also test
participation.

What we are hoping for in our county
because what we have is, if you look at us from the
standpoint of national average, we are looking at high
enrollment, high test participation and high
performance, the upper box but when we think about it
for ourselves, we are really not there yet. And for our
African American students, we really are low enrollment,
low participation and low performance. We want to move
back up to the top box and that's going to take, that's
where the M-Stat is coming in and it's seeing a
difference with what we are doing.

The power of M-Stat leads to reflection on
instructional practices. What are they doing in the

classrooms? What are they doing to help the children
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achieve? It also leads to discussions about what is and
is not working, it leads to staff development, to
broaden skills and aptitudes because if they have low
expectations, then they aren't going to do what they
need to do, and it leads to change in expectations and
behaviors.

Now coming up is Jamie Virga who is our
Director Associate Superintendent for the Office of
Organizational Development.

MR. VIRGA: Thank you, Adrian.

As Adrian said, one of the keys is staff
development. We are gathering all this information, how
do we move from data, to information, to knowledge and
then to action that will produce results? So our
overall strategy for professional development in MCPS is
that it needs to be based on compelling student data and
the needs of staff and we have to be very strategic, we
can't do everything, we have to focus. We really
believe in job embedded professional development and one
of the first things Dr. Weist did when he came to the
district was put a full-time staff development teacher
in every school.

I can tell you, being a principal at that
time, it changed my life. 1It's ongoing and it's agile
because we have to respond to the different needs of our
students. We are going to come back to this slide again

because this really is the focus and as Associate
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Superintendent for Organizational Development, I have to
be able to connect the dots between all the training and
all the professional development that we are doing in
helping students to meet these targets. To do that, we
really see that our work is with teachers, it's with
administrators, it's with our support professionals.

We've really taken a focus in the last
couple of years in working with teams, schools and
offices as a group and as individuals, but it's about
that knowledge sharing and best practices and how can we
take knowledge that we've gained in schools that have
been successful and use it to help the district. One of
Dr. Weist's ideas a couple of years ago, going back to
2004 or so, was he noticed in the data analysis of
schools that there were three elementary schools, very
different schools, that had gotten student results and
been able to sustain them over time.

At that time, I was Principal at Viers Mill
Elementary School and you can imagine coming to a
principals meeting and saying were your ears burning? I
said no. Well Dr. Weist was just talking about you and
your school, and the idea was to use, again, borrowing
from PELP, to use a case study process to do a case
study on these schools and then use that as a
professional development tool for the district. That's
where the Professional Learning Communities Institute or

PLCI came from.
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This is ongoing professional development
for school leadership teams. When we say the team, it's
a big team, we are talking 15 to 18 people from each
school because it's the principal, the assistant
principal, the staff development teacher, the reading
specialist, grade level team leaders, support services
staff, parents. It's the folks who are empowered at the
school to go back and actually make change happen and
the goal of PLCI is to eliminate the achievement gap in
the schools that are participating, so how do we do
that?

Well, it's kind of a three-pronged
approach. First, it's structured professional
development using a case study approach. So what
happens is the PLCI schools, the teams from the PLCI
schools come out five or six times a year, the morning
is structured professional development, case studies,
working on what is a PLC, how do we work together, how
do we create collaborative teams, how do we do data-
driven decision making. And then the afternoon is their
time to do their school improvement work and that's been
a critical element of this.

Then, following that structured
professional development, there is follow-up from people
in my office to go in and meet with the leadership team,
to meet with the whole staff, to do presentations to

parents, whatever is needed for that individual school
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to make the next steps in their journey. And we do
provide schools for the two years that they are in PLCI,
as you mentioned, that this is a two year commitment, to
support interventions for students or to create
collaborative planning time for teachers but then after
the two years, they have to be able to sustain that
without that extra funding.

I don't have time to show you a clip here
from PLCI and the participants but if you go to our
website, you can see that. And it's part of, again, of
our overall strategy about supporting teams, schools and
offices, we also have staff development specialists who
work to support the staff development teachers that are
in each school. We have a kind of a mini PLCI called
School Leadership Institute that's more focused on
particular topics and we are really committed to
Baldridge guided school improvement. Because we believe
if we build the capacity of staff and the teams, and the
entire schools, that's going to lead to increased
student achievement.

But the proof is in the pudding. Did it
work? Well, this is data for PLCI and you can see that
when, in terms of baseline data, when we first started
with PLCI, the gap that existed in the cohort one
schools, this was the eleven schools that were our
original cohort, the gap was around 22 points between

African American, Hispanic and white and Asian students
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and over the two years in the program, that gap
narrowed. At the same time the performance for white
and Asian students was increasing, the performance of
African American and Hispanic students was increasing,
but at a greater rate, and we see the same thing not
only in reading but also in mathematics.

So, the work is not done but it's
promising. The work tells us that if you empower school
teams, that they can make differences happen in student
achievement. And I think, you know, thinking about some
of the comments this morning, one of the things that
we've really learned through PLCI is the importance of
teacher leadership and what we've seen in the two years
that the schools are participating, that teacher
leadership really emerges. And through the time and the
training that we give the teams, we really see teachers
empowered and then they go back and make actual things
happen in their schools.

We've seen schools really modify their
master schedule so that there is collaborative planning
time for teachers. We've seen them change their
approach to what interventions are for students and
increase their parent outreach, so we are very excited
by a lot of the work that's happening and we have
focused a lot of the work on our leaders.

In a moment you are going to hear one of

our wonderful principals but I would, as an introduction

23



of Ms. Working, I would say one of the other things
we've done as a systems strategy is we have
superintendents A and S meetings, which is all
principals, all central office directors five times a
year.

For the last three years, the content of
those meetings has been race and equity. We've had
Pedro Nogero, we've had Glen Singleton, we've really
focused on courageous conversations because we believe
we have to get the leaders to do it first before we can
ask everything to happen at the school level. You can't
lead where you haven't been, so we are working on
individual transformation of those leaders and that's
going to be individual transformation of our system.

So, with that, I will turn it over to Ms.
Working, who is going to tell you the story of Quince
Orchard High School.

MS. WORKING: So now that you've heard all
that, how do we at the school level get our teachers to
really embrace with their hearts and their minds this
work that you've just heard talked about and how do we
get them to roll up their sleeves and really engage in
trying to close the achievement gap in our schools?

I have been at Quince Orchard High School
for two years and when I walked in the door --. There

we go.
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Quince Orchard is a comprehensive high
school, a four-year high school of about 1,750 students
and it had done a pretty good job of maintaining the
status quo for the last few years and while that was
going on, it was becoming increasingly diverse.

When I first began researching the school,
it had a school improvement plan that wanted to improve
school climate and it actually had, as its second goal,
that it would identify and monitor the 40 lowest
performing students in the school. And that was the
springboard for me. In my first meeting with leadership
team, I asked them to tell me about Quince Orchard and,
in doing so, I had put all around our leadership room a
lot of data that I had studied and at the end of t