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Welcome to
Gwinnett County
»=ublic Schools

| remember when | was young, my father told
me that everyone deserves a fair wage, and
that those individuals who perform at the
highest levels deserve to be rewarded for their
performance. Nothing is more important for
student success than having quality teachers
in the classroom, and our work to improve our
compensation system will help ensure Gwinnett
can attract and retain the teachers it needs.

— J. Alvin Wilbanks

CEO/Superintendent

Alvin Wilbanks, CEO and superintendent of

J Gwinnett County Public Schools, stood before

@ . crowd of teachers and administrators in July

2015 and, with the above words, announced that the district

would embark on a three-year process to implement a

fair, flexible compensation system that would reward and
recognize employees for exceptional performance.

»”

Gwinnett County Public Schools (GCPS), located in the
Atlanta metro area, is the largest school system in Georgia.
Under Wilbanks’ continuous leadership since 1996, GCPS
has achieved a level of academic success rare for a large,
diverse urban school district. The district twice was awarded
the prestigious Broad Prize for Urban Education for its
progress in raising student achievement and reducing
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achievement gaps, and in 2018, Wilbanks and the Gwinnett
County Board of Education were named Governance Team
of the Year by the Georgia School Boards Association.

Wilbanks and his team have long believed that attracting,
developing, and supporting a high-quality teaching
force was critical to continuing the district’s trajectory of
improvement and high performance—and that revising
GCPS’ compensation system was a key part of that effort.
Following the July 2015 announcement, Wilbanks and GCPS
leadership immediately set to work to craft a compensation
plantoreward performance rather than just years of service.
During Wilbanks’ long tenure, many key building blocks
already had been put in place that allowed the Gwinnett
team to move quickly and methodically.

The new teacher compensation system Wilbanks and his
team designed was approved by the Gwinnett County
Board of Education on February 16, 2017. It features
two components designed to be phased in separately:
a performance-based salary schedule implemented in
SY2017-18, and a performance-based awards program
implemented in SY2018-19.

While GCPS is still in the midst of implementing its
performance-based compensation system and recognizes
that much work still lies ahead, Wilbanks and his leadership
team are engaged in transformational work that few
districts have even attempted. The new compensation
system has the power to further strengthen the district’s
ability to attract and retain the best teachers and to deliver
positive results for its students. GCPS’ work will likely
serve as a model for other districts, not only in the state,
but across the nation.

Developing a New Compensation
System: Setting the Stage

Wilbanks and his team believe that GCPS is engaged in
a never-ending competition for the brightest and best
teachers, and that a performance-based compensation
plan is essential to attracting, developing, and supporting
the high-quality teaching force necessary to continue the
district’s trajectory of improvement and performance.
GCPS had started investigating teacher compensation
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A performance-based
compensation plan is
essential to attracting,
developing, and supporting
the high-quality teaching
force necessary to continue
the district’s trajectory of
improvement and high
performance.

systems as early as 2007. These specific discussions were
put on hold in 2010 when, as a designated Race to the Top
(RT3) district, GCPS shifted its focus to teacher and leader
effectiveness and evaluation.

In fact, defining teacher and leader effectiveness was
an essential precursor to implementing a performance-
based compensation system. From 2010 to 2014, GCPS took
advantage of RT3 grant funding to implementlong-planned
improvements to its teacher and leader evaluation systems.
RT3’s focus areas prioritized great teachers and leaders,
turning around low-achieving schools, building data
systems to support instruction, and adopting standards
and assessments that prepare students to succeed.

These areas of focus were well-aligned with the district’s
goals to expand leadership development programs, focus
personnel evaluation on performance rather thanbehaviors
or attributes, continue to focus on student achievement,
improve technology for teaching and learning, and
align with Common Core standards. In addition, the RT3
partnership allowed GCPS to be at the table as state and
federal policy were made. As part of the state’s RT3 efforts,
26 of Georgia’s 180 local school districts, including GCPS,
participated in a one-year pilot of performance pay

2010 & 2014
Winner

BROAD PRIZE

for Urban Education

Governance
Team of the Year:

2018

Source: The Promise of Gwinnett, Gwinnett County Public Schools Fast Facts, November 2018.
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models, none of which was adopted by the state. With all
of this work, GCPS had been putting in place important
building blocks for establishing a performance-based
compensation system.

InJanuary 2015, Wilbanks and his team saw an opportunity
to resume the district’s work on performance-based
compensation when Georgia Governor Nathan Deal
established an Education Reform Commission to conduct
a statewide review of education funding and explore
the implementation of new local compensation models
to replace the state teacher salary scale. In the summer
of 2015, months before the commission issued its
recommendations, Wilbanks and the Gwinnett Board of
Education began work to develop a new compensation
model, which they hoped would inform the state’s work
and be adopted by other districts in Georgia.

Launching a Three-Year Process

Wilbanks and his leadership team engaged District
Management Group (DMGroup) to assist in their research
and development of the new model. Together, the GCPS
team and DMGroup designed a methodical three-year
process to develop and implement a new compensation
model (Exhibit 7). While many important building blocks
werealreadyin place, GCPS decided to dedicate two years to
researching and designing the new compensation model,

placing priority on research, planning, stakeholder input,
and communication. Implementing the new compensation
model across the district would begin in the third year, with
further refinements continuing thereafter.

Leveraging the District’s Strengths:
Project Leadership and Stakeholder
Engagement

At the helm since 1996, Wilbanks provided strong, stable
leadership for the district. During hislong tenure, Wilbanks
had cultivated a cadre of strong and capable leaders within
the district upon whom to draw for this challenging work.
He also had forged a strong working relationship with
Gwinnett’s five-member Board of Education; in fact,
when the board and superintendent received the 2018
Governance Team of the Year, the Georgia School Boards
Association noted that the GCPS district leaders “have
exemplified what a high-functioning board of education
and superintendent look like.”

To lead the work on the new compensation model,
Wilbanks formed three project teams to engage district
and school-level leadership and teaching staff:

* Core Project Team: Wilbanks, the Associate
Superintendent of Human Resources, the Chief

Exhibit ] DEVELOPING A NEW COMPENSATION SYSTEM AT GCPS

Year 1
(SY2015-2016)

Research and Design

Year 2

(SY2016-2017)

Develop model and prepare

Years 3-4

(SY2017-2019)

Implement and refine

1. Convene working teams and 6.
establish goals

2. Perform a diagnostic analysis of the
existing evaluation systems 7.

3. Conduct external research to
identify compensation system
innovations and best practices 8.
across other districts

system

4. Gather input and engage staff in
the work

5. Develop performance pay
compensation system configurations
that GCPS district leadership can
evaluate and pursue

Source: District Management Group.
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Incorporate Georgia Teacher 9.
Evaluation Legislation and Student
Assessment Changes 10

Prioritize and select the optimal
performance pay compensation

Implement the performance-based
salary schedule (2017-2018)

. Implement performance-based
awards (2018-2019)

Strengthen existing systems and
engage stakeholders on the
proposed performance pay
compensation system



Financial Officer, the Assistant Superintendent of
Leadership Development, and the Chief Strategy
and Performance Officer.

* Project Leadership Team: The Core Project Team
plus the executive directors for HR Staffing,
Accountability, and Assessment, Research and
Evaluation, and HR Systems; the directors
of HR Staffing and Evaluations; an assistant
superintendent; and a Georgia education expert
and consultant. This team provided content
expertise to aid model-design decisions and to
provide input and support in organizing project
activities.

* Steering Committee: The Core Project and Project
Leadership teams plus individuals recognized
in the district for their leadership, including
the Chief Information Officer, the Chief of
Staff, the associate superintendents of School
Improvement and Operations and of Curriculum
and Instruction, three assistant superintendents,
one elementary principal, one middle school
principal, one high school principal, two
elementary teachers, one middle school teacher,
and one high school teacher.

To make sure that the voices of staff across the district
were heard, Wilbanks and the teams leveraged the
district’s robust internal communications capabilities,
which they had built over many years. For example, the
district has established leadership groups to identify and
communicate with stakeholder groups when developing,
rolling out, and refining significant new initiatives and
programs. These include GCPS principal groups, which
have over 130 participants; another leadership group
comprising assistant principals; and the Teacher Advisory
Council, which includes a teacher representative from
each school. This highly structured communications
infrastructure allows the district to deliver consistent
communications across all schools.

Creating Focus Through a Clear Articulation
of a Theory of Action

Wilbanks and the project teams developed a clear theory
of action to guide the work. The theory of action reflected
three primary objectives and outcomes for instituting the
new compensation system:

GCPS is engaged in a
never-ending competition
for the brightest and best
teachers.

[wainnett County Public Schools, with the intention
of continuing to improve student outcomes, institutes a
compensation system that

* compensates every teacher based on fair measures of
their effectiveness and exemplary student outcomes,

* creates an environment that facilitates effective
collaboration within schools, and

* ensures the application of effective innovation and
transformation,

then GcpS will be able to

* advance the district’s work toward instituting a teacher
effectiveness system based on performance,

« increase the district’s capacity to recruit and retain
effective teachers, and

* build the capacity of teachers by emphasizing

professional development and preparation.

Year 1(SY2015-16): Research and
Design

The project teams and DMGroup quickly began the
research-and-design phase of the revised compensation
system, with a focus on several key strategic questions:

* What performance measures should be used to
evaluate individual performance?

o Are the existing evaluation systems robust
enough for the new compensation system?

* Who should be part of this new compensation
system, e.g., only classroom teachers or everyone
in the school?
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* How will this new compensation system
promote individual excellence as well as group
collaboration?

* What should be done to help teachers embrace
a performance-based system, given the
longstanding practice of compensating teachers
based on experience and degrees earned?

* How can Gwinnett ensure the long-term financial
sustainability of this new system?

Key First Step: Analyzing What Is in Place

GCPS and DMGroup began by conducting a detailed
assessment of the district’s current compensation and
evaluation systems to understand what could be leveraged,
what might need adjustment, and what might be lacking.

Existing Compensation System: Like many districts in the
United States, GCPS based its existing salary schedule for
teachers on level of educational attainment and number
of years of experience—commonly called “steps and lanes.”
At GCPS, there were 10 lanes determined by certifications
and advanced degrees and 29 steps determined by years
of teaching experience. Under the step-and-lane salary
schedule, teachers saw automatic increases in pay based on
longevity, regardless of performance, with a few exceptions
as required by the state.
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Dr. Sid Camp, Dr. Frances E. Davis, Dr. Shanna Ricketts, and Rick Cost

Existing Evaluation System: The existing five-part teacher
evaluation system at GCPS covered approximately 11,000
teachers. Over the years, GCPS had invested significant
work into its evaluation system, which was considered by
observers and other districts to be comprehensive and well
designed. Its measures included:

* Teacher Assessment on Performance Standards
(TAPS): An observation-based evaluation system
that assessed research-based teacher-practice
performance standards. TAPS was developed by
the state with some implementation components
unique to GCPS. Most district staff believed
TAPS was clear and easy to understand, and that
evaluators were effective.

¢ Student Growth Percentile (SGP) scores: Annual
student achievement data from state assessments
generated SGP scores that measured relative, as
opposed to standards-based, rankings. The state-
assessed SGP scores were perceived as reliable,
given that they were pulled from a large data set.

¢ Student Performance Goals (SPG) scores:
Developed by GCPS in SY2013-14, SPG was the
district’s own district-level proprietary student
performance measure. This system covered many
more teachers than SGP, including high school
elective teachers, elementary specials teachers, and



some special education teachers. With piloting
completed, the reliability and accuracy of the
assessments had been improving.

* District Assessment (DA) scores: DA scores were
internal assessments developed by the district
that had been in place for several years. They were
used to assess student growth in courses for which
no state test or SPG assessment was available.

» Weighted School Assessment (WSA): WSA was a
summative assessment at the school level that
combined measures of student achievement,
customer satisfaction, and school management.
WSA contained four weighted categories of
standards: student achievement (70% of score);
school improvement (12%); school climate (8%);
and school management (10%). Schools with high
poverty rates earned additional points. WSA was
a component of Results-Based Evaluation System
(RBES), an accountability system developed by
GCPS for improving schools. RBES fairly and
systematically measured a school’s progress,
providing a process that clearly communicated
expectations; reviewed, monitored, and supported
school performance; and evaluated that
performance.

GCPS and DMGroup performed close analyses of
these existing systems to assess their effectiveness in
providing an accurate reflection of teacher performance
and their suitability for use in a compensation system.
Although GCPS had developed a robust, thoughtful, and
comprehensive teacher evaluation system, the Project
Leadership Team’s deep analysis of the data, combined
with stakeholder feedback from focus groups and aJanuary
2016 staff survey, led the team to raise several concerns.

For example, although TAPS was tied to an established
feedback process, there was substantial variation in how
evaluators determined ratings for teachers at each school.
Overall, 99% of teachers were assessed as “Proficient”
or “Exemplary,” but evaluators in higher-performing
schools were more likely to give “Exemplary” ratings
than evaluators at lower-performing schools. Staff
survey responses and feedback heard during focus
groups confirmed concerns about inter-rater reliability.
The Project Leadership Team determined that principals
and other observers needed more training to ensure that
teachers considered observation data to be reliable.

Similar challenges arose in the measurement of student
growth. The district’s efforts at engaging stakeholders
revealed that many did not understand the methodology
for calculating growth measures. DMGroup analysis
suggested it was difficult to compare and understand
SGP scores across years because state tests had changed
frequently. In addition, SGP measured growth differently
from WSA, one of GCPS’ key measures, and assessment data
were not available until November of the following year.
Meanwhile, the district’s own SPG scores lacked clarity
regarding how tests should be administered and reviewed.
Some teachers perceived that they were disadvantaged in
both SGP and SPG scoring because they taught students
with more needs, and results for teachers who had fewer
students were not reliable using either measure. Analysis
revealed that the state-assessed SGP was much more likely
to consider a teacher “Proficient” or “Exemplary” than the
district-assessed SPG.

WSA—the district’s oldest performance metric, which
enjoyed a long record of accomplishment—also had
drawbacks. WSA was designed to evaluate schools and
not the performance of individual teachers. In addition,
WSA could unintentionally provide a higher score to
schools with less poverty. For the Core Project and Project
Leadership teams, ensuring that all staff were given an
equal chance to demonstrate excellence was important.
The team determined that WSA, already undergoing
updates to reflect changing guidance from the state, could
require further adjustments to avoid bias against higher-
poverty schools.

Learning from Others: Researching Lessons
Learned and Best Practices

While evaluating GCPS’ existing systems, the Steering
Committee also wanted to research national best practices
and innovations related to performance-pay systems.
DMGroup conducted a thorough review of compensation
models across different types of school systems nationwide
and interviewed superintendents and district leaders
from these systems. Research focused on the following
dimensions: (1) identifying award recipients, (2) defining
performance pay metrics and weights, and (3) designing
the pay amount and distribution.

Compensation models examined included those of
Denver Public Schools (CO), which began its performance
pay system in 2005 and provides awards for numerous
different metrics; Houston Independent School District
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(TX), whose program was implemented in 2007 and is
notable forits focus on student assessment data; Baltimore
City Public Schools (MD), which implemented its model in
2010 and distinguishes itself for its differentiated teacher
career pathways; and Dallas Independent School District
(TX), which implemented its program in 2015 and bases
teachers’ entire salary on performance.

GCPS and DMGroup also examined how these systems
communicated and implemented change in order to benefit
from lessons learned. Findings confirmed and fleshed
out many of the issues the Project Leadership Team and
stakeholder engagement efforts had already identified:

¢ Connecting performance pay to existing human
capital structures can result in improved recruiting
and retention efforts. Several of the other districts
increased retention among their highest-performing
and most-valued teachers.

* Strengthening the training and monitoring of
evaluators and the evaluation of teacher observations
builds trust as a new system is rolled out. Baltimore
and Denver consider improving reliability across
evaluators to be the most important stream of work.

* Several districts note the difficulty of designing one
system for both teachers and non-teaching staff,
such as related service providers, who often have
different market salary rates. Districts cited the large
amount of attention non-teachers demanded despite
comprising a relatively low number of FTEs.

* Running extensive scenarios helps identify
unintended incentives. For example, several
districts found that initial drafts of their respective
compensation systems inadvertently advantaged
teachers in high-performing schools, teachers of
certain tenure levels, or other groups.

* Communicating early and extensively with internal
stakeholders is critical. Nearly every district wishes it
had communicated about the ongoing compensation
work with stakeholders even more often, and earlier
in the process.

* Embedding the new system and building acceptance
requires understanding that implementation is
an ongoing improvement process rather than a
one-time effort. Denver has continually refined its
system through renegotiations with the union and
by improving implementation of component pieces
(outside of negotiations).

DISTRICT MANAGEMENT GROUP | www.dmgroupKl12.com

Wilbanks and his team incorporated the lessons learned
from other districts as they proceeded to design GCPS’
compensation system and make plans for implementation.
Based on these findings, they decided to invest even
more effort into extensive stakeholder involvement and
communication planning.

Allaying Fears and Seeking Engagement

One of the challenges other districts had run into—and that
critics of pay-for-performance systems often raised—was
that some staff ended up with lower compensation under
the new scheme. To preserve fairness and avoid turmoil,
Wilbanks early in the process articulated a critical design
feature: all staff would be held “harmless,” meaning no
one’s compensation would go down as a result of the new
performance-based plan. This declaration helped to allay
some potential concerns and encouraged engagement.

The project teams actively pursued engaging stakeholders
and soliciting input. Starting in August 2015, the Project
Leadership Team met with district-level leadership
groups, principal groups, assistant principal groups, and
the Teacher Advisory Council. GCPS also launched an
informational webpage to provide all district staff with
an overview of the process.

As the process moved forward during SY2015-16, the
Steering Committee invested inbroadening and deepening
engagement with staff through multiple focus groups and
an online survey. The 35 focus groups included over 245
participants comprising randomly selected classroom
teachers, special education teachers, ELL teachers,
reading teachers, testing coordinators, counselors, media
specialists, coaches, and other staff from across the district’s
19 school clusters. Focus-group participants were asked
about their perceptions of the district’s current evaluation
systems and about the potential of a new compensation
system based upon these evaluation systems. In January
2016, GCPS launched an online survey to gather feedback
from every category of instructional staff; the survey was
distributed to 12,259 staff and received a 70% response rate.
These efforts resulted in a general feeling that the district
was invested in hearing from its staff.

Guiding the Design of the New Compensation
System

Starting in the spring of 2016, the Project Leadership
Team turned its attention to designing and developing
performance-pay-system options for GCPS. The team
began to wrestle with key issues identified during its
research phase:



* Award recipients: Which teachers (core classroom
teachers, elective classroom teachers, special
education teachers, intervention teachers) will be
included in the new schedule and awards?

* Pay type: Will the pay be in the form of salary or
additional compensation?

* Metrics and weights: Which metrics will be
included, and for which years? How will each
metric (Training, Experience, Observations, Student
Growth, School Performance, Teacher Attendance,
Hard-to-Staff Positions, High Needs Schools, etc.) be
weighted? Which roles will have different weights
because available metrics differ?

* Pay distribution: How much money will be distrib-
uted? What percentage of staff will be paid at each
compensation level?

DMGroup presented GCPS with nine distinct models for
meeting the district’s needs. In many respects, the models
were similar—their differenceslay more in their emphasis
than in their goals. For example, one model placed greater
emphasis on collaboration by heavily weighting WSA.
Another option set a predetermined performance level and
had modest rewards for alarge number of staff. Yetanother
had a higher predetermined performance level and granted
larger awards to a smaller number of staff. Some models
prioritized student growth scores, while others rewarded
staff for working in hard-to-staff positions and/or high-
needs schools.

Selecting and Tailoring the Model

GCPS had three design criteria that it kept at the forefront
to help it decide upon a model:

* Ensure that compensation model options support the
district’s objectives as stated in its theory of action:
to advance the district’s work toward instituting a
teacher effectiveness system based on performance,
increase the district’s capacity to recruit and retain
effective teachers, and build the capacity of teachers
by emphasizing professional development and
preparation;

* Leverage current structures, e.g., existing evaluation
structures, state guidelines, and staff perceptions; and

* Ensure that the new model is easily understood by all
staff members.

The Core Project Team reviewed each of the nine options
developed by DMGroup to determine which ones were most

J. Alvin Wilbanks

CEO/Superintendent

Since March 1996, J. Alvin Wilbanks has been serving
continuously as chief executive officer and superin-
tendent of Gwinnett County Public Schools. Under
his leadership, Gwinnett County Public Schools has
earned a reputation as one of the most successful
school districts in the country. Wilbanks was named
Georgia’s Superintendent of the Year in 2005 and,
under his leadership, the district won the prestigious
Broad Prize for Urban Education in both 2010 and
2014. GCPS has also garnered other national
attention: under Wilbanks' leadership, the district
was one of the first school systems to join the Large
Countywide and Suburban District Consortium,
which seeks to significantly advance systemic
education improvement and innovation in policy and
practice to benefit all students. Wilbanks has served
as co-chair of the Consortium, which includes 16 of
the most successful school systems in the nation.

Since 2000, two Georgia governors and the United
States Secretary of Education have called on
Wilbanks' expertise in crafting significant education
reform legislation at the state and federal levels.
Wilbanks serves as chairman of the Board of Trustees
for the Georgia Teacher Retirement System and was
elected the first chairman of the Georgia Education
Coalition, formed in 2006 to give school districts a
unified voice with the state’s legislature on funding
and educational policy issues. Wilbanks and the
Board of Education were named 2018 Governance
Team of the Year by the Georgia School Boards
Association for exemplifying “what a high-functioning
board of education and superintendent look like.”
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0%

of teachers are likely to
receive awards annually

compatible with the prevailing views expressed in focus
groups and surveys, provided a transitional foundation,
and offered transformational compensation opportunities.
Two of the options, taken together, provided the full
scope of components that the team considered essential
for the development of a viable compensation system.
Other options were ruled out for a variety of reasons. For
example, the team did not wish to include metrics relating
to attendance, which is an expectation for all teachers, nor
hard-to-staff positions or high-needs schools, which are
not measures of performance but rather are matters of
securing qualified teachers to fill the positions.

GCPS crafted a hybrid of two of the options presented. The
following components were included:

* A performance-based teacher salary schedule with
steps and lanes;

» Performance-based awards in addition to the
salary schedule;

* Metrics for awards that include professional
growth, teacher evaluation, student growth, and
whole-school assessment of effectiveness;

» Weights that place greatest emphasis on teacher
evaluation and student growth metrics;

* Performance-based awards for 20-30% of eligible
teachers; and

* Awards in the range of $1,000 to $5,000 or higher.

External Complications

While the Project Leadership Team had been evaluating
various compensation models, the Georgia State Legislature
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passed Senate Bill 364, which would become effective July
1,2016.! The bill introduced a new professional growth
performance measure for teachers; modified the state’s
annual student assessments so that the teacher’s student
growth performance data included only test scores of
students who attended atleast 90% of days in the teacher’s
course; and changed science and social studies annual
testing from grades 3 through 5 to grades 5 and 8.

At the same time, the Georgia Department of Education
was discontinuing the practice of calculating teacher
assessment data for all subject areas. Instead, individual
districts would be accountable for calculating assessment
data beginning in SY2015-16. Collectively, these changes
increased the administrative burden on the GCPS team
to evaluate teachers’ performance and caused concern
among teachers because measures were changing
amid simultaneous conversations about changes to
compensation. In addition to facing these new hurdles,
GCPS had to add to its to-do list the task of calculating
assessment data.

Year 2 (SY2016-17): A New
Compensation System for GCPS

In August 2016, Wilbanks and his team proceeded to
develop the initial framework for the compensation
system. To ease adjustment to the new compensation
model, the team decided to proceed with a two-phase
implementation plan:

* The first phase would be to implement a
performance-based teacher salary schedule
in SY2017-18. This new salary schedule would
acknowledge performance—not just years on
the job—as a criterion for advancement. Under
the new schedule, employees advance one
“performance step” for the next contract year upon
achieving a rating of “Proficient” or higher on the
TAPS or equivalent annual evaluation tool.

* The second phase would be a performance-
based awards system, which would provide top
performers with financial awards. This system,
to be implemented in SY2018-19, would require
eligible teachers to have scores on four metrics
(Professional Growth, TAPS, Student Growth, and
WSA). In the first year of implementation, teachers
with scores on all metrics except Student Growth
would be eligible for the same level of awards
on a separate path (i.e., a three-metric path). The
first iteration of the performance-based awards



initially would apply only to classroom teachers
and would exclude staff such as speech language
therapists, coaches, and others.

The extra time for the second phase would allow the Project
Leadership Team and Steering Committee to review and
refine the district’s performance metrics, particularly
relating to student growth data.

Throughout SY2016-17, the Project Leadership Team
was organized into discrete working groups to identify
outstanding issues and risks for each component metric
(Professional Growth, TAPS, Student Growth, and WSA)
and to propose recommendations for improvement. These
working groups held weekly conference calls to share
updates, troubleshoot issues, and develop recommendations.
Principal and teacher leadership groups that had been
involved from the start responded favorably enough
that the project leadership felt comfortable moving its
recommendations forward to the Gwinnett County Board
of Education.

Transformational Change Ahead: Proposed
Compensation Model Approved

The new proposed compensation model was approved
on February 16, 2017, by the Gwinnett County Board
of Education. “Our move to a performance-based
compensation system has been years in the making,” said
Wilbanks. “We’re excited about the progress we’ve made

.“\'I

Gwinnett district leaders discuss the performance-based awards system

and the favorable reactions from our teachers and leaders.
One of the most exciting aspects of this new system is
that it will allow us to reward those who have proven to
be our most effective teachers. That will give us a distinct
advantage both in recruiting great teachers and in retaining
the very best in Gwinnett County Public Schools.”

Year 3 (SY2017-18): Salary Schedule
Implementation and Refining
Performance-Based Awards

In August 2017, GCPS transitioned all teachers and
certified staff compensated on the district’s teacher
salary schedule to a performance-based teacher salary
schedule. The new schedule acknowledges a teacher’s
current education level and advanced degrees as they are
earned. Like the previous schedule, the new schedule has
29 steps, but annual performance as opposed to time on
the job determines movement to the next step. A teacher
advances one performance step for the next contract year
upon achieving a rating of “Proficient” or higher on TAPS
or an equivalent evaluation tool. An employee earning
a TAPS rating of “Needs Development” or “Ineffective”
remains on the current step for the next contract year
instead of advancing a step. The amount associated with
a step increase can change from year to year, based on
the budget, but the amount would be the same for each
step within a level. As with the current salary schedule, a
teacher could move only one step per year.
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Exhibit 2 is the transition guide to the performance-based
teacher salary schedule that was provided by the
district to all affected staff. The guide reflects, for example,
thata teacher in the “T4” certification level who is earning
$42,690 annually in FY2017 under the salary schedule for
thatyear would be considered a “Level 1” teacher for whom
thebase salary would be $43,493 if the performance-based
teacher salary schedule were in effect for FY2017. In the
first year of implementation, FY2018, the teacher’s salary
would be $44,364 if they remained in Level 1 but did not
advance a performance step.

Each “performance step” in Level 1includes an increase in
base salary of about $900 per year, provided the teacher
receives a “Proficient” rating or higher on TAPS. Previously,
the same teacher would have automatically received a
raise of about $500 for staying on the job, regardless of
evaluation results.

The first phase of the plan (the performance-based teacher
salary schedule)included approximately 12,300 certificated
staff paid on the teacher salary schedule (more than 10,000
classroom teachers as well as other instructional support
staff). Asaresult, even a small change in the salary schedule
could have significant financial impact.

The Project Leadership Team and the district’s finance team
calculated that moving from its traditional salary schedule

to the performance-based salary schedule would cost the
district an additional one-time amount of $9 million to
ensure that no staff would receive alower base salary under
the new schedule. GCPS planned to fund this one-time
increase from departmental budget savings accumulated
over multiple years, which were earmarked for this specific
purpose. The finance team also ran multiple scenarios to
ensure that total annual performance-based step increases
would be within the regular budgeted amounts.

The rollout of the performance-based teacher salary
schedule went smoothly. The district clearly communicated
information about the new schedule, and the program was
well received because every teacher was held harmless and
given an initial increase in pay.

Developing the Performance-Based Award
System

With implementation of Phase 1 underway, the district
intensified its work on Phase 2. The cornerstone of the
work is built upon five key messages that the district
believes in and adopted early in the process. These key
messages are:

1. There are great teachers in every school in the
district.

Exhibit 2 TRANSITION GUIDE TO NEW SALARY SCHEDULE

Current Teacher Salary Schedule Performance-Based Teacher TRANSITION Proposed FY2018 Performance-Based
for 2016-17 (FY2017) Salary Schedule Based on 201617 Pay Teacher Salary Schedule

Pay T4 T5 T6 17 Performance| Level 1 Level 2 Level 3 | Level 4 Performance | Level 1 Level 2 Level 3 | Level 4
Step | Certificate | Certificate | Certificate [Certificate Step iT\‘vTBiIT-' (T5&B5) | (T6&B6) | (T7&B7) Step i""'&-E-JT“ 5485 | (TeaBs) |(T74&B7)
0,1,2 56,551 0 41,840 | 46,767 56,551 0 ; 47,703 52,110 57,682
3 57,117 1 47,748 57,835 1 48,704 3,204 58,992
4 A 57,687 2 , 3 59,119 2 . Plo 70! 60,302
5 58,264 3 : 60,403 3 45,203 61,612
6 8,847 4 ; 61,687 4 46,042 2,922
7 $42, 690 182 5 i 543, 493 2,971 5 46,881 $44, 364 232
8 890 6 5 . 4,255 6 47,720 542
9 44810 Current 777 i 47,603 Transition E 530 7 48,559 Performance- 852
10 45,139 748 8 48,425 6,823 8 . Based h
1 46,720 6,719 9 49,247 68,107 9
12 48,327 69,024 10 50,069 69,391 10
13 50,171 B ; 71,681 11 50,891 70,675 1
14 51,000 | 58,519 924 73,009 12 51,713 71,959 12
15 51,950 | 59,501 67,015 74,212 13 52,535 73,243 13
16 52,720 | 60,394 68,041 75,358 14 53,357 74,527 14
17 53,610 | 61,410 c 76,608 15 54,179 75811 15
18 54,405 | 62,333 70,233 77,791 16 55,001 77,095 16
19 55,331 63,388 71,408 79,087 17 55823 | 63,444 70,808 78,379 17
20 56,152 | 64,342 72,504 80,309 18 56,645 | 64,425 71,968 79,663 18
21 57,113 | 65436 73,723 81,655 19 57,467 | 65,406 73,128 80,047 19
22 57,960 DI 74,854 82,019 20 58,280 | 66,387 74,288 82,231 20
23 58,957 | 67,556 76,120 84,317 21 59,111 CE 75,448 83,515 21
24 50,502 | 68,190 76,847 | 85120 22 59,933 66,349 76,608 84,799 22
25 61,510 | 70,488 79,426 £ 23 60,755 | 60,330 77,768 86,083 23
26 61,982 | 71,018 80,011 88,623 24 61,577 | 70,311 78,928 87,367 24
27 62,484 | 71,580 80627 | 89,207 25 62,399 | 71,202 80,088 é 25
28 62,883 | 72,027 81,116 80,833 26 63,221 72,273 81,248 ; 26
29 63,250 | 72,440 81,578 90,327 27 64,043 | 73,254 82,408 91,219 27
30 64,865 | 74,243 83,572 92,510 28 54,865 | 74,243 83,572 92,510 28

Source: GCPS.
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“One of the most exciting aspects of this new system is
that it will allow us to reward those who have proven to

be our most effective teachers. That will give us a distinct
advantage both in recruiting great teachers and in retaining
the very best in Gwinnett County Public Schools.”

CEO/Superintendent

2. Schools have different characteristics and
clientele that make them unique.

3. Recognizing the top-performing teachers at
every school acknowledges that, despite their
differences, all schools have teachers who deserve
to be celebrated.

4.Rewarding outstanding teachers will help us with
teacher recruitment, retention, and morale, all of
which impact student achievement.

5. Incentivizing top performance in every school
will go along way in helping us improve the
education we provide across the district.

With these key messages in mind, the GCPS team
critically reviewed and revised each component of the
performance-based awards program before adopting it
for implementation in SY2018-19.

Performance Metrics

Four performance metrics are included in determining
teacher effectiveness and deriving a score for each teacher.
They are:

1. Professional growth: The teacher shall participate
annually in a minimum of 20 hours of approved
staff development that align with the district’s
vision, mission, and goals. Validation of this
requirement is an integral part of the teacher
evaluation system (TAPS).

2. Annual performance evaluation: The teacher must

complete the Teacher Assessment on Performance
Standards (TAPS), which is conducted by evaluators
to measure the teacher’s performance on 10
standards.

. Student growth: The teacher must administer

pre- and post-tests for all courses taught. One

of two tests developed by the district is used to
determine growth: either Student Performance
Goal (SPG) assessments or District Assessments
(DA). The following steps represent the process for
determining teachers’ student growth metric scores.

a. Pre-test scores from each assessment are
organized by course number into quartiles
ranked from lowest to highest.

b. The change in each individual student score
from pre-test to post-test is calculated.

c. In each quartile, the district median change
from pre-test to post-test is calculated.

d. The change in each individual student score
is compared to the district median change for
the student’s quartile.

e. For each teacher, the percentage of student
score changes (identified in Step b) that are
equal to or greater than the district median
score change (Step d) is calculated. This
percentage is the teacher’s student growth
metric score.
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To strengthen validity and reliability, teachers must
have a minimum of 15 matching pre- and post-test
scores to receive a student growth score and be
eligible for a four-metric path award.

4. Weighted School Assessment (WSA): WSA is
a summative assessment of a school’s annual
performance. Teachers are the critical element in
determining the school’s effectiveness and must
work collaboratively to ensure the school’s success.

Weights

Wilbanks and his team extensively discussed and debated
the relative weighting of each measure, as the weighting
reflects and communicates the district’s priorities. For
example, whether the district more heavily weights
WSA than TAPS in the compensation system is seen to
communicate the relative importance the district places
on school-level performance over individual teacher
performance and effectiveness. After much consideration,
the following weights were adopted:

- Professional Growth: 15%

TAPS Evaluation: 40%
- Student Growth: 35%

WSA: 10%

Teacher Eligibility

Akey question in designing a performance-based teacher
compensation system is determining which types of
teachers are included in the plan. After much discussion
and analysis, GCPS defined eligible teachers as classroom

Performance pay
was weighted

5%

toward student growth
and assessment on
performance standards

DISTRICT MANAGEMENT GROUP | www.dmgroupKi2.com

teachers who provide direct instruction to students and
who meet the following requirements:

» Teacher must be an employee of the district and
paid on the GCPS teacher salary schedule;

* Teacher must complete the TAPS evaluation
process and receive a score;

e Teacher must have course sections scheduled for
atleast 50% of the school day;

* Teacher must be employed full-time;

* Teacher must be in “non-leave” employment
status for a minimum of 120 of 190 contract days
in the school year; and

* Teacher must administer all required designated
student assessments.

However, this definition meant that teachers with fewer
than 15 students, such as special education teachers, had
no student growth assessment metrics. Wanting to ensure
more teachers had the opportunity to be eligible for the
performance-based award, GCPS had to devise a solution.

Creating Two Award Paths

To ensure that more teachers would be eligible for the new
compensation system, GCPS came up with the solution of
creating two paths for the first year of implementation:

¢ The Four-Metric Path is for eligible teachers who
have scores on the four metrics (Professional
Growth, TAPS Evaluation, Student Growth, and WSA).

¢ The Three-Metric Path is for eligible teachers with
scores on all performance metrics except Student
Growth. Teachers with pre- and post-test scores
for fewer than 15 students were excluded from
consideration for the Four-Metric Path. Many of
these teachers are special education teachers who
serve fewer than 15 students or who have no Student
Growth assessments. The Three-Metric Path is
temporary, with adjustments anticipated after
SY2018-19. A much smaller number of teachers is
expected to be on the Three-Metric Path districtwide,
and the numbers will vary greatly from school to
school. Therefore, the awards in this path will go to
the top 30% of teachers at the elementary, middle,
and high school levels. Every school will have
teachers awarded on the Four-Metric Path, but not
necessarily on the Three-Metric Path.



Whether assessing teachers using the Four-Metric Path or
the Three-Metric Path, the underlying rubrics are scaled
and weighted into a single summative number.

Throughout the year, district leaders made sure to commu-
nicate about the progress being made and shared general
information about eligibility and the metrics for determining
the awards. Presentation materials and FAQs were provided
to principals for them to share with teachers and staff.
This information also was placed on the school district’s
webpage for others who were interested in learning more
about Gwinnett’s performance-based compensation
system.

Performance Categories: District-Level or School-Level
Awards, the Award Amount, and the Number of Awards?

As the GCPS team and DMGroup previewed the plan with
various stakeholders, many groups expressed lingering
concerns about whether the compensation model would
favor the already highest-performing schools and inhibit
collaboration within schools if only top teachers across
the district were to receive awards. This feedback, along
with the core beliefs that there are great teachers in
every school and that individual schools have different
characteristics and clientele that make them unique,
convinced Wilbanks to structure the performance-based
awards to recognize not only the district’s top performers,
but also the top performers in each school. He and his
team proposed establishing three categories of teacher
performance. Category 1 targets district-level awards,
while Categories 2 and 3 are specifically designed to
provide awards for at least 20% of eligible Four-Metric
Path teachers at each school.

Category 1: District-Level Awards

Among eligible teachers, the top 10% at each level
(i.e,, elementary, middle, and high school)—as
determined by the total score on the metrics—
will receive a district-level award. The Category
1award will equal 10% of the average GCPS
teacher salary for the fiscal year in which it was
earned. Teachers on both the Three-Metric and
Four-Metric paths are eligible for the Category
1district-level awards. Award recipients are
calculated separately by path.

Categories 2 and 3: School-Level Awards for Four-
Metric Path Recipients and District-Level Awards
for Three-Metric Path Recipients

Performance-based
awards recognize not
only the district’s top
performers, but also
the top performers in
each school.

Category 2 recognizes eligible teachers who score
in the highest 10% at each school (excluding those
in Category 1) for teachers in the Four-Metric Path
and the second-highest 10% at each school level
for those in the Three-Metric Path. The teachers
in Category 2 will receive an award equal to 6% of
the average GCPS teacher salary.

Category 3 recognizes eligible teachers with

the second-highest 10% of scores at each school
(excluding those in Category 1) for those in the
Four-Metric Path and the third-highest 10% at
each level in the Three-Metric Path. The monetary
award for teachers in Category 3 will equal 3% of
the average GCPS teacher salary.

With this structure, top performers in the district and
in each school would receive recognition. And, it met
Wilbanks’ and the team’s desire that a significant portion
of classroom teachers receive performance-based awards:
30% of teachers were likely to receive awards annually.
The team wished to establish awards that would be
large enough to provide an incentive to teachers and
determined that 10%, 6%, and 3% of the average district
teacher salary would meet the test at the three award levels
(the average district teacher salary for FY2019 is $61,627).
Exhibit 3 contains the model for Phases 1 and 2 of the
performance-based teacher compensation system.

Financial Sustainability

Throughout the development process, the district’s
finance team examined the cost and sustainability of
the compensation model. The Project Leadership Team,
working with DMGroup, created a financial model to
test several alternatives and tradeoffs for each option.
Extensive scenario analyses were runregarding the second
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Exhibit 3 PERFORMANCE-BASED TEACHER COMPENSATION SYSTEM

Gwinnett County Public Schools

Performance-Based Teacher Compensation System

PHASE 1: SY2017-2018

February 15, 2018

Performance-Based Teacher Salary Schedule

Salary Schedule

Performance Steps

Degree Levels

Salary schedule that
reflects base salary and
step and level increases

Step increases that are based on Teacher
Assessment on Performance Standards
(TAPS) evaluation rating of Proficient or

higher

Level 1 — Bachelor’s; Level 2 — Master’s;
Level 3 — Specialist’s; Level 4 — Doctorate

NOTE: All levels require specific Georgia
Professional Standards Commission certification.

PHASE 2: SY2018-2019

Performance-Based Awards: Metrics, Scores, and Weights
Weighted scores of the four metrics or three metrics, as appropriate, will be combined each year

to determine a total score for each eli

sible teacher.

. Weight — Weight —
Metric Raw Score Scale Score Four Metrics Three Metrics
Professional Growth 0 or 100 0 or 100 15% 23%
TAPS Evaluation 0-30 0-100 40% 62%
Student Growth 0-100 0-100 35% N/A
Weighted School
Assessment 0-100 0-100 10% 15%

Performance-Based Awards: Categories and Compensation (Based on Total Weighted Score)

eligible teachers
at EACH SCHOOL

eligible teachers
by ES/MS/HS level

Performance Award Ranges — | Award Ranges — | Compensation Pavment Method
Category Four-Metric Path | Three-Metric Path Award Y
Highest Highest 10% of average | Lump sum payment
Category 1 10% of scores for 10% of scores for GCPS Teacher based on prior
gory eligible teachers eligible teachers salary school year’s
by ES/MS/HS level | by ES/MS/HS level | (FY18 - $60,716) performance
Highest Second Highest 6% of average Lump sum payment
10% of scores for 10% of scores for based on prior
Category 2 - L GCPS Teacher R
eligible teachers eligible teachers 1 school year’s
at EACH SCHOOL | by ES/MS/HS level salary performance
1004 of scoresfor | 10% ofscopes for | Joofaveruge | IR EREEN
Category 3 ° ’ GCPS Teacher P

salary

school year’s
performance

Eligible teachers are classroom teachers who provide direct instruction to students and who were employed full-time for at least 120
days during the school year. Teachers are awarded in either the four-metric path or the three-metric path, as follows:

Four-Metric Path — Eligible teachers have scores on all four performance metrics.

Three-Metric Path — Eligible teachers have scores on all performance metrics except Student Growth, for which a score cannot be
calculated because no District Assessment or Student Performance Goal assessment is available for courses taught by the teacher

or fewer than 15 eligible student pre-and post-test scores* are available for the teacher.
* Eligible student pre- and post-test scores are those to which the growth calculation method can be applied.

Teachers may receive only one Performance-Based Award annually.

Source: GCPS.
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phase of the plan (the performance-based awards). Under
the plan, the district expected to award approximately
3,000 teachers per year for their outstanding work,
and the award size would be in the range of $3,000 to
$5,000 per teacher per year, which GCPS expected to cost
a maximum of $12 million dollars annually. GCPS was
able to accumulate and reserve this amount annually
over the three-year implementation period. Savings
of budgeted salary dollars from unfilled positions and
employee turnover allowed them not only to accrue
the annual amount required to fund the performance-
based awards within the current operating budget, but
also to accumulate a small reserve earmarked for future
sustainability of the awards program.

Asthe GCPSteamdeveloped the model, theyalso considered
how they would respond in the event of a severe economic
downturn. Wilbanks pointed to the district’s long-term
planning process, which includes a three-year rolling
budget as a means for projecting sustainability. Should
state appropriations and local revenue in any given year
not be sufficient to maintain the performance-based
compensation system, consideration could be given to
reducing the scale of the program.

Year 4 (SY2018-19): Phase 2 -
Performance-Based Awards
Implementation

Wilbanks is pleased that he and his team decided to phase
in the new compensation system over two years. Taking
the time to phase in the new program and to work with
stakeholders has facilitated its implementation and
enhanced the level of support for the program. Wilbanks
is intent on ensuring that the performance-based salary
and awards create the rightincentives to achieve the goals
established for the system: advancing the district’s work
toward instituting a teacher evaluation system based on
performance, increasing the district’s capacity to recruit
and retain effective teachers, and building the capacity
of teachers by emphasizing professional development
and preparation. While much work must still be done and
there are many more questions to be answered, Wilbanks
is excited to be implementing the performance-based
awards during this school year.

To launch the performance-based awards in SY2018-
19, the district is going to great lengths to ensure that
each of the tasks associated with implementation is
initiated effectively and in a timely manner. For the fall

The district expected
to award approximately

3,000

teachers per year

3,000 -°5,000

for their outstanding work.

of 2018, a procedure was established for ensuring that
all front-end activities were completed on time. These
included the initial requirements related to annual TAPS
evaluations, assurances that teacher course assignments
were accurate, and assurances that student pre-tests
were administered within the test windows established.
The approximate number and teaching assignments of
teachers on the Three-Metric Path for SY2018-19 were
determined with the goal of migrating as many as
possible to the Four-Metric Path and providing alternative
qualifying criteria for those who remain without an
adequate number of student growth scores to migrate.
Job codes for teachers are under review with the goal of
ensuring that all teachers are assigned appropriate codes.

GCPS, in collaboration with IBM, began development
of an application that will create the business rules and
calculation methodology for processing all data related
to the performance-based awards program and preparing
award information for payroll at the end of the year. All
work must be completed in time to make the awards in
December 2019 based on performance in the classroom
in SY2018-19. The district estimates that approximately
3,000 Gwinnett teachers will be rewarded this year and
every following year for their outstanding work.

The Core Team continues its work to refine the compen-
sation system, conducting bi-weekly conference calls
with DMGroup to identify and resolve issues as they
arise and to use newly acquired data to make decisions
about potential modifications to the awards program
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Recognizing strong teachers and compensating them
for their work has the power to deliver results for students
and transform the way public education functions.

““What we are doing in the area of teacher compensation
is revolutionary...and few districts have the capacity to

do revolutionary work."”

CEO/Superintendent

for future years. The team also meets weekly to address
issues and to assist in development of FAQs for staff. It is
a work in progress, but GCPS is excited to be doing such
transformational work.

Looking to the Future

Wilbanks and his team are still in the midst of implement-
ing the performance-based awards program this year and
know that much work remains. As is best practice, the
GCPS team has a mindset of continuous improvement
and will continue to make refinements to the system.
In addition, they know that for this new compensation
system to be a success, those in the district must have a
good understanding of how the system works and have
confidence in it. Stakeholder engagement and communi-
cation efforts, therefore, will remain a priority.

In designing and implementing a performance-based
compensation system, GCPS has achieved what few
districts in the country have even attempted. While the
work is ongoing, Wilbanks and his team at GCPS have
reason to be proud. With a belief in the power of good
teachers and a passion for improving outcomes for
students, Wilbanks and the team took on a tremendous
challenge. The performance-based compensation model
has the power to be transformative for the district and
will likely be a model for others in the state and beyond.
Recognizing strong teachers and compensating them for
their work has the power to deliver results for students
and transform the way public education functions.
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“What we are doing in the area of teacher compensation
is revolutionary and few districts have the capacity to do
revolutionary work,” says Wilbanks. “I believe we can in
Gwinnett County Public Schools, because we have great
teachers and leaders who are not afraid to give such an
innovative idea a try, and a chance to succeed. We will
continue to make improvements to our compensation
system as we implement it in the years ahead. But we must
start sometime, and now is the time.” ¢
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NOTES

1. Georgia General Assembly, “2015-2016 Regular Session — SB 364 ‘Quality Basic
Education Act’; Annual Teacher, Principal, and Assistant Principal Evaluations;
Revise Provisions,” 2016, accessed March 1, 2019, http://www.legis.ga.gov/
legislation/en-US/Display/20152016/SB/364.





