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Introduction
In February 2017, Hartford Public Schools (HPS) received a sobering report from the State
of Connecticut’s Office of the Child Advocate (OCA). The report summarized findings and
recommendations from its investigation of district policies and practices regarding
mandated reporting of suspected abuse or neglect as well as prevention, identification,
and effective response to concerns of sexual discrimination, harassment, or abuse within
the school community. OCA’s investigation stemmed from a request from Mayor Luke
Bronin in April 2016 following the arrest of a high-ranking HPS administrator for felony
Risk of Injury to a child.
In response to the OCA report, HPS created a detailed action plan to address the
concerns, which included:
1) Failure to exercise appropriate diligence in the review of and action on allegations
against Eduardo Genao.
2) Staff failure to comply uniformly with mandatory child abuse and neglect
reporting requirements.
3) Failure to comply with certain legal obligations and best practices related to child
abuse and neglect prevention and reporting.
4) Failure to hold some staff members accountable for inappropriate conduct,
whether or not abuse is substantiated.
5) Special vulnerability of children with disabilities to possible abuse or neglect.
6) Failure to comply with legal obligation to update and disseminate board policy on
reporting suspected child abuse and neglect.
7) Inadequate understanding and potential non-compliance with Title IX obligations
by teachers and administrators.
8) HPS may currently lack the internal capacity to implement and monitor this action
plan.
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9) HPS must prioritize family engagement and community partnerships to assure
transparency and accountability.
Dr. Leslie Torres-Rodriguez—who was named HPS interim superintendent in December
2016 and superintendent in April 2017—publicly stated that her goal for the action plan
was to go beyond addressing these concerns and complying with critical State and
Federal laws intended to protect children and youth. She vowed that the OCA report and
district action plan would serve as an impetus for creating a culture in which all students
feel safe, valued, and empowered to learn and grow.
To ensure HPS achieves these goals, the district hired the education-consulting firm
FourPoint Education Partners (formerly named Cross & Joftus) to serve as an independent
monitor. FourPoint, which is contracted from October 2017 through June 2018, has been
tasked with monitoring HPS’ implementation of the action plan. To support the district in
achieving its larger goals for culture change in central office and schools, in addition to
monitoring fidelity of plan implementation, FourPoint will also provide HPS leadership
with guidance and support in establishing structures and routines that will set the district
up for success in these areas.
The monitoring team will communicate their findings and recommendations to HPS staff
and school board, the City of Hartford and its Department of Children and Families, the
Connecticut Department of Education, and the greater Hartford community in a series of
three reports:

1. Context and Methodology (December 2017)
This report takes a broader look at how well the district is positioned to reach its
goals. Specifically, it considers the extent to which action plan implementation is
likely to improve HPS’ prevention, identification, reporting, and response to
incidences of child abuse and neglect as well as sexual discrimination, harassment,
or abuse within the school community. It outlines factors that will be critical to the
district’s success and describes the extent to which those factors are in place. This
initial report also includes high-level indicators of success and several
recommendations to help focus HPS’ implementation work.
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2. HPS Action Plan Implementation (March 2018)
This report will document specific steps that the district has taken to carry out its
action plan and assess its progress in accomplishing indicators of success. In this
report, the monitoring team will also make recommendations regarding revisions to
the action plan or areas that require further attention or support.

3. From Compliance to Culture Change: Creating and Sustaining School
Environments where Students Feel Safe and Prepared to Learn (June
2018)
The final report will describe additional steps that HPS has taken to implement its
action plan since the March review and assess the degree to which the district has
fulfilled action plan goals and accomplished indicators of success. In addition, the
monitoring team will analyze the extent to which HPS has achieved its larger goal of
creating environments where all students feel safe and ready to learn.
This report represents the first of the three. The following sections summarize how the
monitoring team approached an assessment of the district’s context, findings related to
how HPS has approached action plan development and implementation from the delivery
of the OCA report through the end of October 2017, and a methodology that will be used
to monitor implementation of the district’s action plan in future reports.
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Report One Methodology
Prior to monitoring HPS’ compliance with specific steps in its action plan, FourPoint
wanted to understand the context in which the action plan is being implemented and
how the district is approaching implementation. Specifically, the monitoring team
wanted to understand:
1) Will activities lead to change? To what extent will implementation of the action
plan responding to the OCA report improve HPS’ prevention and reporting of child
abuse and neglect within the school community?
2) What district factors must be in place for HPS to implement the action plan
successfully?
3) To what extent are those factors currently in place?
4) What are some preliminary steps that HPS can take to ensure effective
implementation of the action plan?
5) What are some high-level indicators of success that HPS and its stakeholders can
use to assess progress in preventing and reporting child abuse and neglect?
To address these questions, a FourPoint team visited HPS on October 25-27, 2017 to
gather qualitative data from approximately 30 staff members and stakeholders. During
this initial visit, interviewees primarily included district leaders (including board
members), staff, and key community partners (see Appendix A for a list of those
interviewed).1 The team also collected relevant information and documentation from
staff before, during, and after the visit. Combined, these data have been used to develop
the findings in this report.
It should be noted that in planning for and hosting the site visit, HPS responded quickly,
effectively, and transparently to all of FourPoint’s requests for meetings and information.
Staff and stakeholders openly shared their varied and important perspectives on the work
– pointing out areas of district strengths, as well as concerns and challenges that must be
overcome for HPS to meet its goals. Without exception, staff and stakeholders view
student safety and improved culture in schools as critical issues that must be addressed
systemically for Hartford students and schools to thrive.

Future reports will be informed by conversations with an expanded stakeholder base, including parents, schoolbased leaders and staff, and additional community partners.
1
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Findings Related to District Context and Early Implementation of
the Action Plan
Findings related to the potential efficacy of the action plan as well as contextual factors that will
impact its implementation were culled from conversations with district staff and stakeholders.
These, as well as considerations for strengthening implementation and measuring impact, are
detailed below.

Question 1 - To what extent will implementation of the action plan
responding to the OCA report improve HPS prevention and reporting of child
abuse and neglect within the school community?
Shipman & Goodman law firm, which regularly handles labor-related grievances and complaints
for the district, developed an initial draft of the action plan in response to the OCA report. HPS
finalized and released the plan in February 2017. According to stakeholders, district leaders
wanted to address the Office of the Child Advocate report swiftly and soundly, intentionally
timing the release of the action plan with that of the OCA report. Both were posted to a
dedicated page on the district’s website along with additional information related to student
safety at the time of their release.
A FourPoint review found that the action steps in the plan appropriately address the concerns
identified in the OCA report. Similarly, most stakeholders interviewed—including OCA
leaders—agree that the action steps, if implemented effectively, will address the report’s
concerns. A few stakeholders – particularly those heavily involved in implementation –
reported that while the plan is comprehensive, its organization makes it somewhat challenging
to manage. For example, though largely managed by one or two staff members, training
requirements are scattered throughout the action plan.
Several stakeholders also shared a concern that the action plan may be too focused on
compliance activities and may not fully address systemic issues that affect school and district
culture and operations. While acknowledging the importance of compliance with laws and
processes to protect students, these stakeholders fear that a compliance orientation will not
significantly improve the district’s culture with regard to student safety and learning. Also,
given the other major initiatives taking place in the district, stakeholders communicated a belief
that the success of the action plan will depend in large part on its integration with the district’s
other priorities.
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These concerns point to a need to consider competing priorities falling outside the OCA report
scope that will have a significant impact on whether or not the district will be able to achieve its
goals related to student safety and a strong, supportive culture.

2 - What district factors must be in place for HPS to implement the action plan
successfully?
FourPoint has identified a set of critical success factors that must be in place for the district’s
action plan to be implemented successfully and for HPS to ensure that all students are safe and
protected from abuse, neglect, or discrimination so that they may focus on learning.
Figure 1. Critical Success Factors for Effective Implementation of the HPS Action Plan

Critical Success
Factor

Rationale

1) All staff members
acknowledge that a
problem related to
preventing and
reporting child abuse
and neglect exists.

Recognizing that a problem exists is the first step
in addressing any problem.

2) There is a high-quality
plan for addressing the
problem with clear
indicators of success.

To address a complex problem in a big system, clear
action steps—with timelines and responsibilities
assigned—are needed.
Indicators of success are also needed to help keep
the goal front and center and enable an
assessment of progress.

3) The plan is integrated
into the work of the
district.

Districts manage many initiatives and processes in order
to serve students and families. If streams of work are
disconnected, implementation is difficult and intended
impact is unlikely.
Coherence—the alignment of district structures,
systems, culture, and use of resources with a clear and
appropriate theory of action—is critical.
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4) Staff and resources are
dedicated to
implementing the plan.

The best plan will not be implemented effectively unless
there is someone responsible for ensuring its success
and sufficient resources are made available.

5) Stakeholders support
the goals and action
steps of the plan.

Stakeholder support is another critical element of
coherence. Engagement and buy-in facilitate the
implementation and sustainability of the plan.

6) The culture of the
district shifts to ensure
child safety and
preparedness to learn.

Compliance with a plan is a necessary but not sufficient
condition for success. To achieve sustained success, the
goals and strategies of the action plan must be
internalized within district and school culture so that
child well-being becomes a regular part of “doing
business.”

7) A performance
management process is
in place to monitor
implementation and
foster a continuous
improvement process.

Setting clear indicators of success, collecting data aligned
with the indicators, and engaging stakeholders in
regularly analyzing the data are key steps of a
performance management process.
This process enables leaders and team members to
identify successes and challenges quickly and make
adjustments as appropriate.

3 - To what extent are these district factors currently in place?
Conversations with district staff and stakeholders suggest that these factors are in place at
varying degrees and levels. The table below includes specific findings, again based on the
collective input of district stakeholders and staff who participated in interviews for this report.2

Interviewees for this initial report primarily included district leaders (including board members), staff,
and key community partners (see Appendix A for a list of those interviewed). Future reports will be
informed by conversations with an expanded stakeholder base, including parents, school-based leaders
and staff, and additional community partners.
2
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Figure 2. Findings Related to Critical Success Factors

Critical
Success
Factor
1. All staff
members
acknowledge
that a problem
related to
preventing and
reporting child
abuse and
neglect exists.

“The bandwidth
to accomplish
the action plan is
smaller because
of all the other
things going on
in the district.”

Findings
•

Leadership team members reported that they are working
hard to improve systems and structures related to the OCA
report and that they view this work as a top priority.

•

While everyone is taking the OCA report seriously and sees
the need for improvement, there is some disagreement as
to the pervasiveness of “child abuse and neglect.” Several
interviewees shared a belief that the substantiated cases are
unique and isolated. Others indicated that the problems
have more to do with neglect (e.g., students with disabilities
not receiving services called for in their Individualized
Education Program, poor supervision that results in a safety
incident, inadequate facilities, or poor instruction). Several
stakeholders indicated that the biggest problem related to
abuse facing the district is staff handling of students with
significant disabilities who require seclusion or restraint
and/or the use of restraint as a behavioral intervention for
all students.

•

There is a danger that the problems outlined in the OCA
report will become “one more challenge” facing a leadership
team and staff already beset with many other enduring
problems, including a need to reduce expenses, close
schools, and improve instructional quality in a decentralized
school system. As a result, the ability to focus on solving the
problem in a substantive and systemic way may be
degraded.

•

The district tasked Shipman & Goodman law firm with
developing an action plan to address the OCA report, which
was released in conjunction with the report.

•

The plan addresses all of the concerns identified by the OCA

- District
administrator

2. There is a highquality plan for
addressing the
problem with
clear indicators
of success.
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report. The plan, however, is organized in a way that
exacerbates implementation: Common components (e.g.,
training staff) are split across various sections of the plan
and staff responsibilities, timelines, and indicators of
success are not defined.

“The action plan
may not be
aligned with how
we actually
operate.”
- District
administrator

“The OCA report
and response to
it are technical
pieces that have
to be done to get
us part of the
way.”

•

Some stakeholders indicated that the plan places a heavy
emphasis on systems related to reporting and
communicating about child abuse and neglect and deemphasizes the importance of prevention and helping
victims after incidents occur (i.e., through trauma-informed
practice and positive behavioral interventions and
supports).

•

The action plan includes several activities that could be
viewed as “low-hanging fruit” (e.g., communications and
training), but it is clear that implementing the plan in full will
take more than one year. In particular, required shifts in the
way special education services are provided have been
identified by stakeholders as particularly challenging to
implement in a short period of time.

•

Several stakeholders noted a concern that the plan may be
too compliance-focused and questioned whether even full
implementation will result in necessary shifts in culture,
which one described as a “longer, heavier, and more
complicated lift.”

•

The leadership team understands that, for it to be
successful, the action plan must be integrated into the work
of the district.

•

At this point, however, leaders and staff expressed some
worries that while the OCA report has garnered appropriate
levels of concern and represents an opportunity to shift
culture and practice in schools, the related action plan is but
one of multiple and perhaps competing priorities in the
district.

- District
administrator

“We are missing
the boat if we
make this a
compliancedriven exercise.”
- District
administrator
3. The plan is
integrated into
the work of the
district.
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•

Stakeholders repeatedly pointed to the District Model for
Excellence initiative as a competing priority for district
leaders, staff, and stakeholders. The District Model for
Excellence, which does not have an explicit link to the action
plan, is a significant initiative to improve education delivery
district wide by identifying and implementing new school
models. Because approving and implementing a plan will
involve school closures and consolidations, this is a highly
nuanced and political process that is drawing energy and
attention from leaders, staff, and the community at large.
HPS expects that its Model for Excellence will allow “all
schools to become centers of teaching and learning
excellence, while addressing community priorities and
maintaining financial sustainability.” To achieve these goals,
the district has set an ambitious timeline to design and
implement the new models within one academic year.

•

The Whole Student Framework (WSF) is a tool that HPS is
developing to shift culture within its schools. The WSF’s
theory of change is: “If we, the stakeholders of HPS (staff,
families, community members, and students) treat each
student with dignity in a physically, emotionally,
intellectually, healthy, and safe environment with
collaborative, community building experiences supported by
culturally responsive teaching and learning and engagement
all stakeholders to cultivate equity and excellence; then,
each student will experience wellbeing; have positive and
supportive relationships; have voice and agency; and be
prepared for college, career, and civic life.” The WSF is the
district’s attempt to go beyond the action plan to address
schools’ learning environments and student wellbeing in a
comprehensive way. There is concern among some
stakeholders, however, that the Framework does not
represent input or buy in from schools, which would
seriously undermine implementation efforts.
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“It’s a crapshoot
as to whether
students’ (with
disabilities) IEPs
are appropriate
or are getting
implemented.”
- District
administrator

4. Staff and
resources are
dedicated to
implementing
the plan.

•

This academic year (2017-18), HPS cabinet members are
working in groups to develop the WSF and train all staff in
the approach. This will include “Trauma Sensitive School
core practices” that will be implemented district-wide and
also “proactive behavioral systems that are restorative and
support students needs.” Once the framework is created,
work groups will reportedly create tools to help schools
implement WSF.

•

Beyond these initiatives, the district is also – and rightfully
so – focused on a host of activities to improve teaching and
learning, including providing interventions and supports to
students who need them. The action plan includes activities
intended to safeguard students with disabilities from
potential abuse or neglect. Stakeholders expressed
significant concerns regarding the extent to which students
with disabilities are receiving appropriate services and the
way in which students requiring seclusion or restraint are
treated. While leaders from these divisions (one who is new
to the district) noted connections between their work and
action plan activities, they and other stakeholders
emphasized that the provision of special education services,
including seclusion and restraint practices, needs to remain
a significant area of focus for the district over the short and
long terms.

•

An iSight system was created and implemented in early
October to track incident reporting. This represents an
investment in technology that will help to resolve several of
the issues identified in the OCA report.

•

While specific activities in the action plan have been
assigned to various cabinet members and staff, there does
not appear to be shared ownership for the action plan
overall, and many activities appear to be implemented
autonomously and without collaboration among cabinet
members.
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•

From the time the action plan was released until her
departure from the district in early October 2017, HPS’ Chief
of Organizational Development, Partnerships and
Communications led plan implementation with support
from staff responsible for communications, community
partnerships, and human resources. A new project manager
(Sandra Ward) was recently tasked with managing the
implementation of the action plan. While she is a very
competent administrator and has been involved in action
plan implementation since its inception, she may not have
the cabinet-level authority required to ensure followthrough and a level of urgency and accountability for
implementation. And she does not have a budget for
completing the work.

•

Almost all of the steps required by the action plan will have
to be accomplished by the current staff, many of whom
reported feeling overwhelmed and several reporting that
they felt they currently lack clarity on or authority to
complete their job duties. It is an open question whether
the staff has the capacity to fulfill more than the compliance
pieces of the action plan, particularly without a coordinated
approach among staff whose work is directly affected by
implementation.

•

The District Model for Excellence is on a very aggressive
timeline and will require many staff members’ time,
attention, and energy. It also has the potential to divide the
community as last year’s Equity 2020 Plan did.

•

These issues are likely exacerbated by the district’s current
organizational structure and staffing of roles directly related
to action plan implementation. For example:
− The future of cabinet-level staff is in question. HPS’
chief of staff was recently selected as the new
superintendent of New Haven Public Schools. Two
additional cabinet members – the chief of academics,
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−

−

−

−

student supports and professional learning and chief of
finance, have recently tendered their resignations and
will leave the district January 2018. Other cabinet
members are operating on limited-term contracts. It is
not clear who will retain their positions once those
contracts expire in Summer 2017 or when new staff
members will be brought on board.
Special education as well as other student interventions
and supports are housed within the academic division.
While this is not uncommon, given the district’s
challenges related to student interventions and
supports, it is arguable that these should be the sole
responsibility of a cabinet-level team member.
Talent management is no longer represented by a
cabinet-level position—reporting instead to the district’s
chief of staff—though the head of this division holds an
assistant superintendent title. Given the importance of
talent management in relation to the action plan and
district operations generally, the district would benefit
from having this function also represented on cabinet.
Responsibilities for family and community engagement
and crisis response are divided among multiple divisions,
primarily operations and the chief of staff’s office.
Communications and partnerships began reporting to
the chief of staff following the departure of a cabinet
member responsible for a Department of Organizational
Development, Partnerships, and Communications and
the eventual dissolution of that office. The current chief
of staff’s departure from HPS provides an opportunity to
re-think this structure.
One staff member is responsible for school climate and
culture in HPS, including training and support for school
staff related to student behavior, school culture, positive
behavioral interventions and supports, aspects of crisis
prevention and response, restorative practices, restraint
and seclusion, student attendance, student suspensions
in grades K-2, code of conduct, bullying, and other
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related issues. While some of these responsibilities are
shared with members of the special education
department, there is an acknowledgement that the size
of this portfolio limits central office’s capacity to fully
train and support staff and schools and, in turn, respond
effectively to concerns identified by the OCA report.
− School-based staff (behavior technicians, comprehensive
intervention specialists, and social workers) are directed,
trained, and supervised by a combination of central
office staff and principals, which may lead to a lack of
coordination around directives, expectations, and
supports for their work.
− The district has an appointed ombudsman who also
serves as the director of family services. While she is
dedicated to securing needed resources for students and
families in the district, she does not play a typical
ombudsman role, i.e., receiving and investigating reports
of child abuse or neglect or school or district malpractice
from families, community members or staff.
5. Stakeholders
support the
goals and action
steps of the
plan.

•

There is overwhelming support for the goals of the plan.
While many support its action steps, as well, there appears
to be some confusion about how those steps translate to
practice, as well as who is accountable for ensuring that
prevention and response mechanisms are in place. Some
stakeholders, for example, applauded the district’s recent
efforts to discipline administrators who failed to report
abuse properly. Others, however, shared a perception that
principals fear they are at risk of being scapegoated and not
properly supported by district administrators as they work
to resolve issues at school sites, possibly resulting in being
terminated from their positions as school closure and
consolidation decisions are made. This seems to be
complicated by a history of school-site autonomy within the
district, which some fear will limit a systematic approach to
plan implementation.

•

Stakeholders were also somewhat unclear about what

“There is a great
deal of overreporting at this
time. Many
people are
reporting
because they are
scared of the
consequences of
not reporting.”
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successful implementation would look like or how they
might measure it.

- District
administrator

6. The culture of
the district
shifts to ensure
child safety and
preparedness to
learn.

“[Internal and
external] trust is
made more
complicated
because of the
model schools
restructuring.”

•

Several stakeholders noted that after some initial
communications following the release of the OCA report,
they have not received much information describing
specifically what the district is doing to fulfill the action plan.

•

The broader culture of the district will likely impact its ability
to ensure child safety and overall wellbeing. While the
monitoring team did not directly assess the district’s culture,
conversations with employees and community members
suggest a need to improve several areas that undergird a
high-performance culture necessary for any successful
change effort to take root. These include trust, a focus on
student outcomes and wellbeing, transparency related to
classrooms and schools, individual and shared accountability
tied to support, a sense of urgency, the use of data to
inform subsequent action, and establishing high
expectations for students and staff.

•

An improvement in culture will help ensure that the action
plan is implemented in a way that makes a real difference
for student safety and wellbeing. At the same time, the
integration of the action plan with the other substantive
work of the district will help build a strong culture.

•

Respondents reported that principals do not trust central
office to support them in issues related to reporting of child
abuse and neglect. Moreover, respondents noted that
principals are likely to report on child abuse or neglect
concerns out of fear of disciplinary action.

•

Respondents also noted that trust needs to be improved
among central office administrators. This includes
cultivating trusting relationships between the
superintendent –HPS’ third in three years – and cabinet
members and staff.

- District
administrator

“When going into
schools, parents
and community
members are
‘confronted’
rather than
‘received.’”
- Community
partner
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“The district and
schools are not
as sensitive to
parents who
have had trauma
themselves.”

•

Community-based service providers reported that teachers
do not appear to want them in their classrooms (supporting
children with trauma) out of concern that service providers
are evaluating the teachers negatively. Several also shared
a perception that, in at least some district schools, parents
are viewed and treated as a nuisance rather than as valued
partners in ensuring students’ safety and success.

•

While staff members have developed a project management
tracker that includes which district leader is ultimately
responsible for specific activities and documents progress to
date (currently updated through July 2017), the tracker does
not specify individuals directly responsible for
implementation or include timelines, performance metrics,
or areas for coordination. Further, an ILAT team,
established to coordinate plan implementation, appears to
meet irregularly and without adequate structures, routines,
and clarity around roles and responsibilities to move the
work forward in a substantive or coordinated way.

•

A new Monitoring Advisory Group, with members
representing the district, city, and state, as well as parent
and community advocates, is being formed. This group will
serve in an ongoing monitoring capacity, focusing on actions
the district and its partners are taking to ensure the safety
of children enrolled in HPS during and beyond FourPoint’s
engagement as independent monitor. Similar to ILAT, it will
be important for the MAG to clearly define its role, develop
working norms and routines, and use data to assess district
progress. It will also be critical to clearly delineate the roles
and responsibilities among the ILAT, MAG, and board of
education, especially since there will be overlapping
membership.

- Community
partner
7. A performance
management
process is in
place to
monitor
implementation
and foster a
continuous
improvement
process.
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•

With the exception of the District Model for Excellence
work, which relies heavily on cost/benefit analyses related
to model adoption, data do not appear to be used
systematically in district decision making.

•

Chiefs have had the autonomy to implement the action plan
as they see fit. While there has been some general
reporting about their work to support the action plan, there
has been little accountability for the accomplishment of
specific actions and activities that are integrated in a larger
implementation plan.

4 - What are some preliminary steps HPS can take to ensure effective
implementation of the action plan?
HPS has been implementing its action plan since February 2017, with Dr. Leslie TorresRodriguez formally stepping into the superintendent role in April 2017. The monitoring team
recognizes that the district is very much in its early stages of implementation. Furthermore,
FourPoint has not yet fully assessed implementation, as this work begins officially in January
2018. Nonetheless, based on a review of district context and work to date in responding to the
OCA report, the monitoring team has several recommendations for how HPS can improve
implementation of the action plan.
1. Revise district organizational structure
•

HPS’ current organizational structure does not sufficiently support the work that must
be accomplished for the district to achieve its goals related to student safety and school
culture. To ensure appropriate levels of leadership and capacity to carry out its plan
effectively and shift culture in central office and schools, HPS should consider:
− Establishing or elevating a leadership role focused on student interventions and
supports, including the provision of special education services to students with
disabilities. While student interventions and supports should remain tightly linked
to the academic division, establishing a cabinet-level staff member would give this
division the authority and attention needed to complete related action plan
components and affect change in programs and practices to better serve HPS’ most
vulnerable students.
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− Including a talent management position on the senior leadership team. Talent
management is an enormous job in any district and has an especially critical role to
play in action plan implementation. This includes not only navigating and directing
labor-related issues and training, but also ensuring that the district is selecting and
retaining staff with the necessary skills to support the safety and wellbeing of HPS
students.
− Consolidating family and community engagement functions into one division led by
a senior team member. This would enable the district to establish a strategic and
coordinated approach for engaging community partners and families in support of
action plan implementation, as well as student safety and wellbeing.
− Including communications leadership on cabinet and assessing where the
communications function should live within the organization. For example, a
communications chief could oversee a family and community engagement division.
Alternately, a communications leader could report to a chief of staff role or similar.
Given the district’s need to continue to communicate with internal and external
stakeholders regarding action plan implementation and related issues, having this
person be a part of a senior leadership team is critical.
− Reconfiguring the ombudsman role, including by creating a specific description of
ombudsman duties and articulating linkages between the ombudsman function and
district policies and procedures related to child abuse and neglect and harassment
within the school community. Given the district’s current focus and action plan, it
should also consider making this a full-time position reporting directly to a chief or
the superintendent.
2. Clarify roles
•

Several staff members are unsure what their role is in fulfilling the various steps in the
action plan.
− Of particular importance is clarifying the organizational structure and chain of
decision-making for HR-related issues and actions, including the decision-making
process related to placing someone on administrative leave.
− As roles are defined, HPS should consider whether individual staff members can
reasonably fulfill their responsibilities, or if alternate staffing structures are needed.

•

In addition to staff roles, HPS should articulate roles and responsibilities for ongoing
monitoring, oversight, and accountability for the plan among HPS senior leaders, the
board of education, and the Monitoring Advisory Group.
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3. Assign a new project manager to implement the action plan
•

Consider someone with project management experience and who has the cabinet-level
authority that is required for follow-through and ensuring a level of urgency and
accountability.

•

Ensure the action-plan project manager has the resources to ensure successful
implementation of the action plan.

4. Create a specific implementation plan
•

Create a more specific implementation plan with detailed steps, timelines, individuals
responsible for each action, and clear indicators of success (see Appendix B for
example).

•

While the implementation plan should specifically address all of the activities in the
action plan, it can be reoriented to focus on specific work streams to ease
implementation, reporting, and tracking.

5. Identify key indicators of success
•

Identify a limited number of key indicators of success to which actions will be aligned
and for which the district and specific departments or people will be held accountable
(see section 5 below).

6. Establish performance management routines in ILAT to drive forward movement of the
plan
•

This should include regular meetings with agendas and facilitation that prompts team
members to review relevant data, report on action items, discuss and identify new ones,
and problem solve around any implementation challenges.

7. Identify leverage points among the district’s priorities and key actions
•

Outline all the key steps that have to be taken in order to meet all of the district’s
priorities for this year, and identify leverage points so that the action plan will be
integrated into the district’s work in reinforcing ways.
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8. Develop a communications plan
•

Outline in detail how the implementation plan and all key actions will be communicated
both internally and externally. The communications plan should include various media
(website, emails, Facebook, other social media, notes from the Superintendent, etc.)
and the various stakeholder groups the district is trying to reach.

•

Continue to communicate about the urgency of improving the district’s prevention and
reporting of child abuse and neglect.

9. Continue to engage stakeholders
•

Continue to engage partners to support communications, staff training, and services for
student victims of abuse and neglect.

The action plan is comprehensive and will require follow through on numerous tasks, close
coordination among multiple departments, and strong integration with the other initiatives in
the district. Many leaders are already feeling overwhelmed, and there is some confusion as to
who is responsible for action plan activities and who is ultimately responsible for making the
decisions to accomplish various components and the plan overall. The recommendations above
are provided to help the district implement the plan effectively and in a way that will leverage
this opportunity to shift the culture of the district.

5 - What are some high-level indicators of success that HPS and its
stakeholders can use to assess progress in preventing and reporting child
abuse and neglect?
Based on a review of the OCA report, HPS action plan, and interviews with HPS leadership and
key stakeholders, FourPoint proposes the following high-level indicators of success be used by
the district and its stakeholders:
1) The number of incidents in which mandatory reporters fail to report suspected child abuse
or neglect as required by district guidelines and regulations is fewer than ____ for the 20172018 school year. It is fewer than ____ for the 2018-2019 school year.
2) The number of substantiated reports of child abuse or neglect by district employees is
fewer than ___ for the 2017-2018 school year. It is fewer than ___ for the 2018-2019
school year.
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3) By 1 January 2018, 95% of all employees have been trained on child abuse and eglect and
employee obligations per Conn. Gen. Stat. Section 17a-101i(f) within 30 days from the start
of the school year or from the first day of employment. The percentage increases to 100%
by 1 November 2019.
4) In a survey of employees conducted prior to 30 June 2018, 80% of those surveyed agree or
strongly agree that the district is taking comprehensive and appropriate steps to keep
children safe from abuse and neglect. That percentage increases to 95% by 30 June 2019.
5) In a random survey of district stakeholders conducted prior to 30 June 2018, at least 80% of
those surveyed agree or strongly agree that the district is taking comprehensive and
appropriate steps to keep children safe from abuse and neglect. That percentage increases
to 90% by 30 June 2019.
6) The number of substantiated reports of child abuse or neglect regarding improper use of
restraints by district employees is fewer than ___ for the 2017-2018 school year. It is fewer
than ___ for the 2018-2019 school year.
7) In a random review of 50 active student IEPs conducted in June 2018, students received
95% of the service hours outlined in the IEPs.
HPS should create or adapt existing processes that enable the district to collect, analyze, and
track data tied to these indicators. HPS leadership should use these data to assess progress in
implementing the action plan and to report regularly to stakeholders.
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Proposed Methodology to Monitor HPS Implementation of Its
Action Plan
Beginning in January 2018, FourPoint will assess implementation of the action plan responding
to the OCA report. FourPoint’s findings related to HPS implementation will be summarized in
its second of three reports, to be delivered in March 2018. To assess implementation,
FourPoint will address the following questions:
1) To what extent has HPS addressed each of the nine overarching concerns identified by
OCA?
2) To what extent has HPS implemented each of the 59 action steps supporting the nine
concerns?
3) To what extent has HPS demonstrated progress on each of the high-level indicators of
success developed by FourPoint?
To address these questions, FourPoint will conduct a site visit to HPS in January 2018. As with
the site visit in October 2017, the FourPoint team will collect district data and information and
conduct interviews and focus groups with key stakeholders. Unlike the October 2017 site visit,
FourPoint analysts will focus specifically on the implementation of each action step and concern
outlined in the action plan and the progress towards achieving the seven high-level indicators
of success developed by FourPoint for this report.3
To assess implementation of the action steps and concerns in the HPS action plan, FourPoint
developed the tool shown in Appendix C. It contains three parts for each of the nine OCA
concerns:
1. A table outlining each of the action steps developed by HPS for the concern along with:
• Indicators of implementation for each action step
• Space for evidence of implementation collected by the monitoring team
• Space for the monitoring team to rate HPS implementation status

3

FourPoint is willing to revise the indicators based on feedback from stakeholders.
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2. A five-point rubric demonstrating how the monitoring team will rate the extent to which
HPS has addressed the OCA concern overall. It should be noted that full implementation of
the action steps comprising the OCA concern will earn the district a rating of a three on the
five-point scale. To earn a four or five on the rubric, HPS will need to go beyond full
compliance by changing school and district culture and incorporating performance
management into its routines. Although it is unlikely that HPS will earn a four or five at this
early stage of implementation, FourPoint chose to include these elements in the rubric as a
way to highlight the district’s ultimate goal and to enable the district to assess progress
towards this goal into the future.
3. A table summarizing the OCA concern along with FourPoint’s rating (on the five-point scale)
of the extent to which HPS has addressed the concern.
Once completed, the tool along with the assessment of the high-level indicators (see findings
section) will present an overview of HPS implementation of the action plan it created in
response to the OCA report. If the district creates an implementation plan with an alternate
organizational structure prior to FourPoint’s January 2018 visit, FourPoint will revise the tool in
Appendix C accordingly. The completed tool, assessment of the high-level indicators, and
FourPoint’s related findings related to action plan implementation will be included in the report
to be submitted in March 2018.
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Appendix A: Report Interviewees
•
•
•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Aldwin Allen, Senior Director of Community Programs, The Village for Families and Children
Ann Smith, Executive Director, AFCAMP - African Caribbean American Parents of Students with
Disabilities
Beverne Cordner, Parent advocate
Carol Birks, Chief of Staff, Hartford Public Schools
Catherine Carbone, Chief of Elementary and Middle Grades Education, Hartford Public Schools
Catherine Corto-Mergins, Director of Training and The Village Collaborative Trauma Center, Village
for Families and Children
Christine Lau, Regional Administrator – Region 4, Connecticut State Department of Children and
Families
Don Harris, Member, Connecticut State Board of Education
Dr. Denise Stone, Psychologist, Child Advocacy Center, Saint Francis Hospital and Medical Center
Dr. Leslie Torres-Rodriguez, Superintendent, Hartford Public Schools
Guillermo Garcia, Director of Information Management, Hartford Public Schools
Isaac Lawson, Christian Activities Council
Janelle Linarez-Ortiz, Mental Health Clinician, Saint Francis Hospital and Medical Center
Joanne Tremblay-Jackson, Director of Student Support Services – Special Education Department,
District Title IX Coordinator, Hartford Public Schools
Jonathan Swan, Chief of Secondary Education, Hartford Public Schools
Jose Colon Rivas, Chief of Operations, Hartford Public Schools
Julia Wilde, Corporation Counsel, City of Hartford
June Sellers, Executive Director of Special Education, Hartford Public Schools
Karen Taylor, Member, Hartford Public Schools Board of Education
Kathleen England, Chief of Academics, Student Supports and Professional Learning, Hartford Public
Schools
Mario Florez, Director of School Climate, Hartford Public Schools
Marisa Halm, Director, TeamChild Juvenile Justice Project, Center for Children’s Advocacy
Marta Bentham, Senior Director of Family Services and Ombudsman, Hartford Public Schools
Michelle Puhlick, Executive Director of Policy and Innovation, Hartford Public Schools
Natalie Langlaise, Parent advocate
Pedro Zayas, Director of Communications, Hartford Public Schools
Peter Dart, Assistant Superintendent of Talent Management, Hartford Public Schools
Regina Dyton, Director of the Children’s Advocacy Center at Saint Francis Hospital and Medical
Center
Sabrina Tavi, Senior Staff Attorney, Child Abuse Project, Center for Children’s Advocacy
Sandra Ward, Director of Community Partnerships, Hartford Public Schools
Sarah Eagan, Child Advocate, State of Connecticut Office of the Child Advocate
Tauheedah Jackson, Hartford Partnership for Student Success
Tiffany Glanville, Vice-Chair, Hartford Public Schools Board of Education
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Create child safety dashboard

Person responsible

L. Torres-Rodriguez

NLT Date

Specific steps

L. Torres-Rodriguez

C. Birks/S. Ward

8-Nov-17

C. Birks

L. Torres-Rodriguez

15-Nov-17

P. Dart

8-Nov-17

15-Nov-17

P. Dart

30-Oct-17

30-Aug-17

P. Dart

Assign a project manager

15-Dec-17

30-Aug-17

Develop detailed project implementation
plan
Clarify roles and chain of decision-making
for each area of the plan
Brief cabinet and key executives on the
plan, metrics, and responsibilities
Brief school leaders and teacher leaders on
the plan, metrics, and responsibilities
Design and implement a plan to ensure all
employees participate in the DCF training
Review processes and software to track
employee completion of training
Conduct training

30-Apr-18

P. Dart

P. Dart

P. Dart

15-Sep-18

30-Apr-18

Conduct training

L. Torres-Rodriguez/
C. Birks

Work with DCF to strengthen the child
abuse and neglect training to include
scenarios
Review processes and software to track
employee completion of training

f

15-Dec-17

G. Garcia

g

30-Sep-17

J. Sellers

P. Dart

K. England

15-Dec-17

28-Feb-18

J. Sellers

P. Dart

30-Mar-18

K. England/J. Sellers

30-May-18

30-Apr-18

L. Torres-Rodriguez/
C. Birks

J. Sellers

30-May-18

G. Garcia

15-Nov-17

30-Sep-17

G. Garcia

J. Sellers

30-Dec-17

C. Birks/P. Zayas

K. England

1-Feb-18

15-Dec-17

1-May-18

15-Dec-17

P. Dart

G. Garcia

Analyze child abuse and neglect incidents,
including those involving improper
restraints, by SPED teachers/paraeducators
Review all student IEPs and assess
alignment of services and quality of IEPs
Publish a report analyzing SPED services by
school
Analyze resource and professional
development needs as a result of the
various analyses
Develop a detailed plan to improve the
delivery of SPED services and that will hold
people accountable
Identify specific data that should be
portrayed in a child safety dashboard for
staff and one for the community
Create repository and platform for child
safety data
Create child safety dashboard
Use dashboard to inform staff and public,
grow transparency, and monitor progress

30-Nov-17

15-Sep-17

a
b

c
d
e
a

c

b

d
e

f

g

a
b

Research and acquire an incident
management platform
Design platform to support district goals
with regard to child safety and to provide
rigorous data collection and reporting
Disseminate information on how and why
to use iSight and provide training as
necessary
Include iSight as a necessary part of the
reporting procedures
Conduct random survey of 60 employees to
determine employee use of iSight and their
capacity
Identify specific data to collect, analyze,
and report
Gather and report baseline data

Publish and disseminate changes to board
policies and regulations regarding child
abuse and neglect

e

d

c

b

a

e

d

c

b

Item
letter
a

Sample Implementation Plan -- Leverage Points

Conduct review of Special
Education Services provided to
students at the classroom level

Implement incident
management platform (iSight)

Train all staff on child abuse
and neglect

Create a project
implementation plan

Leverage point

Appendix B: Sample Implementation Plan
Item

1

2

3

4

5

c
d

Item

1

2

3

4

5

Performance metrics

Action plan items addressed

Sample Implementation Plan -- Leverage Points

implement and monitor this action plan

Notes

Develop or acquire a rubric to use to assess quality of IEPs
and alignment with student services

Pass by the independent monitoring team

Ensure use of iSight is placed in regulation and also in
employee handbook

Make the training more than just a compliance exercise

Differentiate training for administrators

Have only one or two people conducting the briefings so
that the message does not confused

Superintendent should do this face-to-face

In a review of the implementation plan conducted in
December 2017, the independent monitoring team
Get input from cabinet and key stakeholders
determines that the plan meets criteria of an effective project
management plan and has a high probability of enabling the
Concern #8: The Hartford Public Schools may
District to meet its key performance metrics
currently lack the internal capacity to
All the cabinet members and key executives understand their
role and responsibilities as assessed by the independent
monitoring team during interviews in January 2018

Concern #3: Failure to comply with certain
legal obligations and best practices related
to child abuse and neglect prevention and
reporting

Concern #2: Staff failure to comply uniformly
with mandatory child abuse and neglect
reporting requirements

Concern #4: Failure to hold some staff
members accountable for inappropriate
conduct, whether or not abuse is
substantiated
Concern #6: Failure to comply with legal
obligation to update and disseminate Board
policy on reporting suspected child abuse
and neglect

Concern #3: Failure to comply with certain
legal obligations and best practices related
to child abuse and neglect prevention and
reporting

By 1 January 2018, 95% of all employees have been trained on Concern #2: Staff failure to comply uniformly
child abuse and neglect within 30 days from the start of the
with mandatory child abuse and neglect
school year or from the first day of employment
reporting requirements

By 1 October 2018, 95% of all employees pass the revised
training on child abuse and neglect

In a random survey of 60 employees conducted by the
HR Department in May 2018, 90% of the employees
demonstrate the capacity to use iSight to report child
abuse or neglect

The number of substantiated reports of child abuse or
Concern #2: Staff failure to comply uniformly
neglect regarding improper use of restraints by District
with mandatory child abuse and neglect
employees is fewer than ___ for the 2017-2018 school
reporting requirements
year. It is fewer than ___ for the 2018-2019 school year

Concern #9: The Hartford Public Schools
must prioritize family engagement and
community partnership to assure
transparency and accountability

Concern #5: Special vulnerability of children
with disabilities to possible abuse or neglect

Concern #3: Failure to comply with certain
legal obligations and best practices related
to child abuse and neglect prevention and
reporting
In a random survey of 50 active student IEPs conducted Concern #4: Failure to hold some staff
in June 2018, students received 95% of the service hours members accountable for inappropriate
outline in the IEPs
conduct, whether or not abuse is
substantiated

Data from the dashboard is used in purposeful ways at
least twice a month at a cabinet meeting,
Superintendent meeting, or Board meeting.
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Item

6

Leverage point

a

Item
letter
Specific steps

30-Oct-17

NLT Date

P. Zayas

Person responsible

1-Jun-18

L. Torres-Rodriguez/
C. Birks/P. Zayas

Develop a detailed communications plan to
support action plan implementation

Sample Implementation Plan -- Leverage Points

Create and implement a strong
communications plan
b

Implement the communications plan (to
include various media -- website, emails,
Facebook, other social media, notes from
the Superintendent, etc. -- and the various
stakeholder groups the district is trying to
reach.

Item

6

Performance metrics

Sample Implementation Plan -- Leverage Points
Action plan items addressed

In a survey of employees conducted prior to 30 June
2018, 80% of those surveyed agree or strongly agree that
the district is taking comprehensive and appropriate
steps to keep children safe from abuse and neglect. That
Concern #9: The Hartford Public Schools
percentage increases to 95% by 30 June 2019.
must prioritize family engagement and
community partnership to assure
In a random survey of district stakeholders conducted
transparency and accountability
prior to 30 June 2018, at least 80% of those surveyed
agree or strongly agree that the District is taking
comprehensive and appropriate steps to keep children
safe from abuse and neglect. That percentage increases
to 90% by 30 June 2019.

Notes

Outline in detail how the implementation plan and all of
the key actions will be communicated both internally and
externally. The communications plan should include
various media (website, emails, Facebook, other social
media, notes from the Superintendent, etc.) and the
various stakeholder groups the district is trying to reach.
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Appendix C: Monitoring Tool
OCA Concern 1
Strand: Human Resources & Labor

4

5

FourPoint Rating of HPS
Implementation

3

HPS has implemented action
steps in a way that moves
beyond compliance and has
changed district culture

(Red, Yellow, Green)*

Assessed Status

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

1. Failure to exercise appropriate diligence in the review of and action on allegations against Eduardo Genao.

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Systematic review process used
Report completed
Report disseminated widely
Relevant individuals disciplined or trained as appropriate

Evidence of
Implementation^

HPS regularly assesses the
impact of its strategies and
makes additional and
appropriate adjustments to
policies, systems, and
structures to sustain strong
implementation and
continuous improvement

•
•
•
•

Indicators of Implementation

•

•

Mandated reporters who were aware of Mr. Genao’s
conduct and did not report on such conduct identified and
held to account
Responsibilities for investigating and responding to
allegations against Mr. Genao identified, and individuals
neglecting these held to account

Evidence Informing the Rubric Rating
Action Step
1. Review handling of allegations
against Mr. Genao in 2016 and
hold those failing to fulfill their
required reporting duties to
account.
2. Outside review of
administrative actions and
decision-making regarding
allegations against Mr. Genao in
2007, including:
• Identify mandated reporters
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who were aware of Mr.
Genao’s conduct and did not
report on such conduct, and
hold those responsible to
account.
• Identify responsibility for
failures to exercise due
diligence in investigating and
responding to allegations
against Mr. Genao, and hold
those responsible to account.
• Identify responsibility for
failure to appropriately
document findings
concerning Mr. Genao’s
conduct, and hold those
responsible to account.
• Identify responsibility for
providing the superintendent
and the board of education
with relevant information
concerning the findings as to
Mr. Genao’s conduct, and
hold anyone failing to do so
to account.
•

•

Responsibilities for failure to appropriately document
findings concerning Mr. Genao’s conduct identified, and
individuals neglecting these held to account
Responsibilities for providing superintendent and the
board of education with relevant information concerning
the findings as to Mr. Genao’s conduct identified, and
individuals neglecting these held to account

^Include timeline and/or date completed as appropriate
*Red=not started or off track; Yellow=started and on track; Green=completed
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OCA Concern 2
Strands: Professional Development, Policy & Compliance

4

5

FourPoint Rating of HPS
Implementation

3

HPS has implemented action
steps in a way that moves
beyond compliance and has
changed district culture

Status (Red,
Yellow, Green)*

Assessed

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

Indicators of Implementation

Evidence of
Implementation^

HPS regularly assesses the
impact of its strategies and
makes additional and
appropriate adjustments to
policies, systems, and
structures to sustain strong
implementation and
continuous improvement

2. Staff failure to comply uniformly with mandatory child abuse and neglect reporting requirements.

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Evidence Informing the Rubric Rating
Action Step

• Inappropriate conduct defined using high-quality
references
• Definition communicated widely

1. Research and obtain outside expertise to
• Research conducted on outside expertise
develop more comprehensive understanding of • Outside expertise hired
“abuse,” including grooming behavior, and of
“neglect,” including failure to provide
appropriate supervision.
2. Define and publicize what conduct between a
staff member and a student is prohibited,
including contact through social media.
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3. Publicize disciplinary rules applicable to all staff,
including administrators, for engaging in
abusive or neglectful behaviors, or failing to
report suspicion of abuse or neglect, with clear
consequences.
4. Establish mechanisms for assuring that
appropriate contact with student is not
exploited for inappropriate purposes.
5. Assure compliance with training obligations and
refresher course completion for all school
employees as provided by Conn. Gen. Stat.
Section 17a-101i(f), including refresher course
completion at least every three years.
6. Review and, as necessary, revise training to
assure that it is effective and that it
incorporates current best practices as
recommended in the literature.
7. Provide monthly reminders at faculty meetings
or by email.
8. Audit and monitor reports quarterly and followup with individual schools.
9. Identify and eliminate organizational
impediments to assuring that staff members
understand and fulfill their responsibilities as
mandated reporters.

10. Identify and eliminate cultural impediments to
assuring that staff members understand and
fulfill their responsibilities as mandated
reporters.

• Disciplinary rules developed using high-quality
references
• Clear consequences for breaking rules developed
• Rules and consequences communicated widely
• Rules and consequences implemented consistently
• Mechanisms drawn from high-quality references
are established
• Mechanisms communicated widely
• Mechanisms implemented consistently
• High-quality training developed
• All school employees participate in training
• Participants perceive training as being informative
and helpful
• Training is evaluated
• Training revised based on evaluation results and
literature
• Reminders provided monthly
• Reports audited and monitored quarterly
• Follow ups with schools held as appropriate based
on findings
• Staff members assessed about their responsibilities
• Organizational impediments to staff member
understanding and implementation identified
• Identified impediments addressed
• All staff members report understanding and
fulfilling responsibilities
• Cultural impediments identified through
engagement with community
• Identified cultural impediments addressed

^Include timeline and/or date completed as appropriate
*Red=not started or off track; Yellow=started and on track; Green=completed
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OCA Concern 3
Strand: Professional Development, Policy & Compliance, Human Resources & Labor

4

5

FourPoint Rating of HPS
Implementation

3

HPS has implemented action
steps in a way that moves
beyond compliance and has
changed district culture

(Red, Yellow, Green)*

Assessed Status

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

3. Failure to comply with certain legal obligations and best practices related to child abuse and neglect prevention
and reporting.

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Evidence of
Implementation^

HPS regularly assesses the
impact of its strategies and
makes additional and
appropriate adjustments to
policies, systems, and
structures to sustain strong
implementation and
continuous improvement

• Plan in place for supporting students
• Relevant students identified
• Relevant students receive appropriate support

Indicators of Implementation

1. Provide support to affected students after a
staff member is reported for suspected abuse
or neglect to assure safety and emotional wellbeing.

• Repository established consistent with Section
10-220(f)

Evidence Informing the Rubric Rating
Action Step

2. Establish a central repository for DCF reports as
required by Conn. Gen. Stat. Section 10-220(f)

• HPS program defined in writing and supervised
appropriately
• Activities defined by program description are

• Guidance maintained in repository
• Process in place for any new guidance to be
handled properly

3. Maintain all guidance from the State
Department of Education concerning child
abuse and neglect reporting in said central
repository
4. Continue to implement and monitor the sexual
abuse and assault awareness program required
by Conn. Gen. Stat. Section 17a-101q
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5. Review compliance with statutory duties
regarding restraint and seclusion, including
compliance with limitations on use of restraint
and seclusion and compliance with recordkeeping and parental notification requirements
6. Assure compliance with the statutory
requirement that all employees receive a copy
of the board’s policy on reporting suspected
child abuse or neglect each year, as required by
Conn. Gen. Stat. Section 17a-101i(e).
7. Assure compliance with the statutory
requirement that principals certify annually
that staff members in their schools have
received training in compliance with statutory
requirements and related report by the
Superintendent of such certifications to the
State Department, as required by Conn. Gen.
Stat. Section 17a-101i(f)(3).
8. Disciplinary action, including termination, for
any district employees who fails to comply with
these statutory duties

School staff trained
Staff believe training to be of high quality
Principals certify staff training
Superintendent reports on principal certifications
to State

being implemented effectively
• Systematic process in place for monitoring
performance of program
• Review of policies and procedures conducted
• Corrective action outlined by review and
implemented in timely manner
• Training provided for relevant educators and staff
• Record-keeping and parental notification
requirements met
• Board policy up to date and consistent with
statute
• All employees have received copy of policy
• Employees knowledgeable about policy
•
•
•
•

• Staff failing to comply with statutory duties
identified
• Identified staff disciplined appropriately

^Include timeline and/or date completed as appropriate
*Red=not started or off track; Yellow=started and on track; Green=completed
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OCA Concern 4
Strands: Human Resources & Labor, Policy & Compliance

4

5

FourPoint Rating of HPS
Implementation

3

HPS has implemented action
steps in a way that moves
beyond compliance and has
changed district culture

(Red, Yellow, Green)*

Assessed Status

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

Indicators of Implementation

Evidence of
Implementation^

HPS regularly assesses the
impact of its strategies and
makes additional and
appropriate adjustments to
policies, systems, and
structures to sustain strong
implementation and
continuous improvement

4. Failure to hold some staff members accountable for inappropriate conduct, whether or not abuse is substantiated.

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Evidence Informing the Rubric Rating
Action Step

• Outside review of HR conducted
• Change in HR as recommended by review
• Outside review of decision-making regarding staff
accused of abuse or neglect
• Change in decision-making as recommended by
review
• Protocols for coordinating investigations in place
• Protocols reviewed and report completed
• Actions responding to review implemented as
appropriate

1. Outside review of organizational structure to
• Outside review of org structure conducted
identify and, where necessary, change
• Change in org structure as recommended by
structure to assure compliance with child abuse
review
and neglect reporting requirements, including
training and appropriate documentation
2. Outside review of the district's human resources
function and decision-making regarding staff
accused of abuse or neglect

3. Review protocols for coordinating internal
investigations with DCF and police
investigations in accordance with Conn. Gen.
Stat. Section 10-221s
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4. Retrain administrators, as necessary, on
standards of acceptable conduct and the
difference between substantiation and
acceptable professional conduct

5. Follow through with disciplinary action for any
deviations from reporting and training
requirement, including termination, retraining
and monitoring
6. Dissemination to all staff members of the Code
of Professional Responsibility for Teachers and
the Code of Professional Responsibility for
Administrators
7. Weekly review of DCF reports and/or
outstanding investigations at OTM meetings
(beginning week of 1/3/17)
8. Ongoing review of DCF reports by M. Ramos and
Supt

• Assessment of administrators requiring retraining
conducted
• Relevant training provided to identified
administrators
• Administrators attend and report on training
effectiveness
• Administrators deviating from reporting and
training requirements identified
• Disciplinary action pursued for identified
administrators
• Code disseminated to all teachers
• Code disseminated to all administrators

• DCF reports and/or outstanding investigations
reviewed weekly at OTM meetings
• DCF reports reviewed regularly by M. Ramos and
Superintendent

^Include timeline and/or date completed as appropriate
*Red=not started or off track; Yellow=started and on track; Green=completed
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OCA Concern 5
Strand: PD, Special Education/Vulnerable Populations, Human Resources & Labor, Policy & Compliance

•
•
•
•
•
•
•

4

5

FourPoint Rating of HPS
Implementation

3

HPS has implemented action
steps in a way that moves
beyond compliance and has
changed district culture

Status (Red,
Yellow, Green)*

Assessed

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

Indicators of Implementation
Outside experts identified and consulted
Programmatic deficiencies identified
Identified programmatic deficiencies addressed
Programmatic deficiencies resolved
Appropriate community partners identified
Identified community partners provide TA
Community partners report impactful relationship
with district

Evidence of
Implementation^

HPS regularly assesses the
impact of its strategies and
makes additional and
appropriate adjustments to
policies, systems, and
structures to sustain strong
implementation and
continuous improvement

5. Special vulnerability of children with disabilities to possible abuse or neglect.

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Evidence Informing the Rubric Rating
Action Step
1. With the advice and assistance of outside experts,
identify and remedy programmatic deficiencies that
contribute to injuries, including deficient training or
inadequate personnel or inadequate supervision
2. Work on an ongoing basis with community partners to
obtain technical assistance to provide support to
children who have experienced trauma and children
with special needs
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4. Require that the supervising special education
administrators review all reports of restraint and
seclusion to assure statutory compliance, to monitor
frequency and quality, and to identify any need for
further training and/or disciplinary action

3. Require that the supervising special education
administrators review all child abuse reports that
involve children with disabilities, identify any failure to
comply with child abuse reporting requirements, and
take appropriate disciplinary action if such failures are
identified

• Superintendent reviews SPED administrators work
on quarterly basis and identifies systemic
problems as appropriate
• Superintendent takes appropriate remedial action
as appropriate
• Outside agency reviews reports on semi-annual
basis

• SPED administrators review reports on a regular
basis
• As part of review, administrators identify need for
further training and/or disciplinary action
• SPED administrators feel empowered to conduct
review, provide training, and take appropriate
disciplinary actions

• SPED administrators review reports on a regular
basis
• As part of review, administrators identify failure to
comply with requirements
• Administrators take appropriate disciplinary
actions
• SPED administrators feel empowered to conduct
review and take appropriate disciplinary actions

• Reports made as appropriate

5. Superintendent review, including legal counsel, on a
quarterly basis of all such reports, as well as of any
program concern letters from DCF, to identify possible
systemic problems and to take appropriate remedial
action
6. To assure transparency, review all such reports and
program concern letters on a semi-annual basis with
outside agency (e.g., the Office of the Child Advocate,
the State Department of Education, the Department of
Children and Families, the Office of Protection and
Advocacy for Disabled Persons [being phased out]
7. Require that reports concerning suspected abuse or
neglect of students aged 18 through 21 be made (1) to
DCF, (2) internally in accordance with the new
procedure described below, (3) to the Office of
Protection and Advocacy (or successor agency), and (4)
where appropriate, law enforcement

^Include timeline and/or date completed as appropriate;
*Red=not started or off track; Yellow=started and on track; Green=completed
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OCA Concern 6
Strands: Policy & Compliance

5

FourPoint Rating of HPS
Implementation

4

6. Failure to comply with legal obligation to update and disseminate board policy on reporting suspected child abuse and
neglect.

3

HPS has implemented action
steps in a way that moves
beyond compliance and has
changed district culture

(Red, Yellow, Green)*

Assessed Status

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

Evidence of
Implementation^

HPS regularly assesses the
impact of its strategies and
makes additional and
appropriate adjustments to
policies, systems, and
structures to sustain strong
implementation and
continuous improvement

• Board consults with superintendent regarding
procedure
• Board establishes procedure
• Board implements procedure as relevant

• Board committee reviews policy with legal
counsel
• Board committee proposes changes to full board
as appropriate
• Full board takes action as appropriate
• Board committee proposes augmentation to
policy to full board
• Full board takes action as appropriate

Indicators of Implementation

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Evidence Informing the Rubric Rating
Action Step
1. The board policy committee will review
current policy on reporting suspected child
abuse and neglect with legal counsel to
assure statutory compliance
2. The board policy committee will augment
the current policy on reporting suspected
child abuse and neglect to add reporting
requirements concerning suspected abuse
of students aged 18 through 21
3. In consultation with the superintendent, the
will establish a procedure for annually
monitoring legislative changes and
promptly updating board policies to
conform to such legislative changes
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4. In its oversight role, the board will monitor
compliance with statutory duty to
distribute annually the board policy on
reporting suspected child abuse and
neglect to all employees, as required by
Conn. Gen. Stat. Section 17a-101i(e)
5. In its oversight role, the board will monitor
compliance with the requirement that all
employees have completed the training
and refresher training programs, as
required by Conn. Gen. Stat. Section 17a101(c)
6. The superintendent will inventory activities
of the central harassment prevention team
and report to the board policy committee
on a quarterly basis to assist the board in
fulfilling its oversight role

• Board policy distributed to all employees
• Board assures distribution

• Board receives regular updates about employee
training, including attendance and quality
indicator

• Superintendent conducts inventory
• Superintendent reports to board policy
committee on quarterly basis

^Include timeline and/or date completed as appropriate
*Red=not started or off track; Yellow=started and on track; Green=completed

40

OCA Concern 7
Strand: PD, Policy & Compliance

5

FourPoint Rating of HPS
Implementation

4

7. Inadequate understanding and potential non-compliance with Title IX obligations by teachers and administrators.

3

HPS has implemented action
steps in a way that moves
beyond compliance and has
changed district culture

(Red, Yellow, Green)*

Assessed Status

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

Evidence of
Implementation^

HPS regularly assesses the
impact of its strategies and
makes additional and
appropriate adjustments to
policies, systems, and
structures to sustain strong
implementation and
continuous improvement

• Schedule established
• Reports made to superintendent and board per
schedule

• Training designed and planned
• Outside experts retained to support training
• Administrators receive training
• Administrators report training to be effective
• Team given description of responsibilities
• Team reviews reports, identifying problems and
recommendation as relevant
• Recommendations acted upon as appropriate

Indicators of Implementation

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Evidence Informing the Rubric Rating
Action Step
1. Train administrators on Title IX
obligations, as necessary, including
retention of outside experts to provide
high-level training
2. Charge the central harassment
prevention team with responsibility for
reviewing all school-based harassment
investigation reports to identify systemic
problems and recommend solutions
3. Establish a schedule for required reports
from the central harassment prevention
team to the superintendent and the
board of education
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6. Include training of teachers on Title IX
obligations in the Hartford Public Schools
professional development plan

5. Review and revision of board policies and
administrative documents, including staff
and student handbooks to assure legal
compliance and consistency in defining
harassment and establishing
grievance/complaint procedures

4. Assure that non-discrimination policies
are widely disseminated

• Training of teachers on Title IX obligations added to PD
plan

• Board policies and administrative documents reviewed
• Changes to policies and administrative documents
made based on review as appropriate

• Policies widely disseminated

^Include timeline and/or date completed as appropriate
*Red=not started or off track; Yellow=started and on track; Green=completed
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OCA Concern 8
Strands: Policy & Compliance

5

FourPoint Rating of HPS
Implementation

4

8. HPS may currently lack the internal capacity to implement and monitor this action plan.

3

HPS has implemented action
steps in a way that moves
beyond compliance and has
changed district culture

(Red, Yellow, Green)*

Assessed Status

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

Evidence of
Implementation^

HPS regularly assesses the
impact of its strategies and
makes additional and
appropriate adjustments to
policies, systems, and
structures to sustain strong
implementation and
continuous improvement

• Outside experts contacted
• Process established for measuring
implementation of action plan

• Appropriate agencies contacted
• Agencies provide TA and monitoring as
appropriate

Indicators of Implementation

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Evidence Informing the Rubric Rating
Action Step
1. Reach out to appropriate state and federal
agencies (State Dep of Ed, Dep of Children and
Families, OCA, Office of Protection and
Advoacy for Persons with Disabilities, OCR of
USED) for technical assistance and monitoring
2. Confer with outside experts including the
Office of the Child Advocate to establish a
framework and expectations for an
independent monitor (or monitors), including
a process for establishing criteria and
benchmarks for measuring successful
implementation of this action plan
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• Effectiveness of monitor assessed

3. Appoint an independent monitor(s) in
• Independent monitor appointed
accordance with such framework and
• Monitor oversees progress in implementing
expectations to oversee progress in
action plan
implementing this action plan, who will
• Monitor provides progress reports
provide periodic public progress reports to the
board of education, the State Department of
Education and the Department of Children
and Families
4. Assess function and effectiveness of
monitor(s) after one year
^Include timeline and/or date completed as appropriate
*Red=not started or off track; Yellow=started and on track; Green=completed
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OCA Concern 9
Strands: Family & Community Engagement

4

9. HPS must prioritize family engagement and community partnerships to assure transparency and accountability.

3

HPS has revised policies,
systems, and structures to
be aligned to a clear strategy
and goal tied to family
engagement and community
partnerships

FourPoint Rating of HPS
Implementation

5

(Red, Yellow, Green)*

Assessed Status

HPS regularly assesses the
impact of its strategy and
makes appropriate
adjustments to policies,
systems, and structures.

Evidence of
Implementation^

All action steps are fully
implemented, and
stakeholders agree that
implementation was high
quality with few exceptions

Indicators of Implementation

Superintendent directs principals
Principals convene emergency meetings
School plans are developed
Plans are high quality
Plans are implemented
• Superintendent proposed action plan to
board
• Board adopted and endorsed action plan
• Board and superintendent scheduled

•
•
•
•
•

• Superintendent distributes letter
• Information posted in easily accessible
fashion
• Information accessed by stakeholders

Most action steps are fully
implemented at acceptable
levels of quality, or all action
steps are implemented but
questions remain about
quality

Rubric for Rating of HPS Implementation
1
2
Few or no action steps are
fully implemented and/or
significant questions remain
about quality of
implementation

Evidence Informing the Rubric Rating
Action Step
1. The superintendent will distribute a letter to all
families regarding the report and the draft action
plan providing information about how to access
more information and share concerns through a
special information resource line and email (Note:
if callers are reporting suspected child abuse or
neglect or sexual assault, they will be directed to
the DCF Care Line).
2. The superintendent will direct principals to
convene emergency staff meetings to discuss and
develop plans to support students and families
and ensure every student is and feels safe.

3. The superintendent will bring this draft action plan
to the board of education for input, adoption and
endorsement at its next meeting.
4. The board and superintendent will promptly
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5.

6.

7.

8.

schedule a number of community forums to hear
parent and community concerns regarding the
report and related issues.
The superintendent will report on progress in
implementing the action plan at regular public
meetings of the board of education.
The board of education will post the progress
reports of the independent monitor on the district
website.
The board of education and the superintendent
will establish protocols for sharing of information
with families when reports are made to DCF and
when investigations of such reports are
completed.
The superintendent will work with experts and
community partners to develop and implement
informational and educational programs for
parents/families and students regarding suspected
child abuse and neglect and suspected sexual
abuse.

9. HPS will create a communications plan and followup to provide updates and engage families and
the community during the implementation of the
draft action plan.

community forums
• Community forums held
• Participating community members indicate
forums were useful
• Board receives regular updates about Plan

• Reports from independent monitor posted
on district website
• Protocols established
• Information shared as per protocols

• Experts and community partners are
engaged
• Programs developed
• Programs implemented
• Parents and students participate in programs
• Parents and students report programs to be
of high quality
• Communications plan drafted
• Families engaged and updated per action
plan
• Families report satisfaction with engagement

^Include timeline and/or date completed as appropriate
*Red=not started or off track; Yellow=started and on track; Green=completed
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