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Executive Summary

The Queen Anne's County Board of County Commissioners established the Queen
Anne’s County Education Task Force through County Commissioners’ Resolution #03-
81. The County Commissioners asked the Task Force to report and provide
recommendations on six issues:

1) How the County could improve retention of qualified teachers in Queen Anne’s
County Public Schools.

2) How the County could attract qualified teachers to Queen Anne’s County Public
Schools.

3) How the County could pay for new schools, with new or enhanced revenue
sources.

4) A policy of determining the location and building design of new schools.

5) The size of the administration of Queen Anne’s County Public Schools,
compared with other school systems.

6) The potential for an elected school board, and a structure for an elected board.

The Task Force met thirty times between October 2004 and November 2005. It did
wide-ranging research on the six issues, invited a number of County officials to make
presentations and conducted extensive deliberations. This report includes summaries of
much of the Task Force’s research and the recommendations that the Task Force is
making to the County Commissioners based on its findings.

Following is a summary of the Task Force’s findings and recommendations. Issues 1
and 2 were combined into one set of recommendations, based on recognition by the
Task Force that policies required for an effective teacher recruitment program are
closely linked, and in many cases identical, to those needed for retention of qualified
teachers.

Issues 1 and 2 Recruitment and Retention

The recruitment and retention of qualified teachers is a national problem and will
expand in scope over the next few years, as baby boomer teachers reach retirement
age. On average, the Queen Anne’s County School system loses 40% of the teachers it
hires by the end of the fifth year of teaching.

Attracting and retaining good teachers will require a combination of financial incentives,
improved working conditions, and development of community support for educators.
The Task Force identified five areas that must be addressed to improve retention rates:

1. salary levels,

2. the cost of living in Queen Anne’s County (particularly the availability of
affordable rental property and the cost of buying a home),

3. student discipline,
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4. support for teachers (particularly new ones)
5. and employee recognition.

The Task Force makes 13 recommendations to improve teacher recruitment and
retention as follows:

1) Upgrade Queen Anne’s County Public School's Web site to make it more user
friendly and attractive for potential job applicants.

2) Remove barriers to recruiting teachers from other systems.

3) Offer starting bonuses for new teachers.

4) Establish and maintain a salary scale for teachers so that Queen Anne’s
County ranks no lower than seventh in teacher salaries among local
jurisdictions.

5) Provide the same package of health benefits to retired school employees as is
currently received by County employees.

6) Seek additional sources of revenue to finance the new salary scale and other
school improvements.

7) Form a task force to come up with recommendations for generating work force
housing for teachers.

8) Annually, designate one of the teacher in-service training sessions as focusing
on discipline.

9) Initiate a community education process with the goal of instructing parents on
discipline issues and gaining their support for strengthening discipline in the
schools.

10) Expand the current mentoring program so that all new teachers have access to
a mentor on site in their schools when they need one.

11) Establish a countywide classroom volunteer program, to be coordinated by a
school system employee, for all the schools in the county.

12) Explore the feasibility for providing child care for system employees.

13) Continue the school system’s program of employee recognition.

Issue 3 Paying for New Schools and an Improved School System

Queen Anne’s County must link improving its educational system to economic
development. To this end, the County should pursue three interlocking strategies:
e create an ongoing partnership between the County government, Queen Anne’s
County Public Schools, and the business community.
¢ enhance local revenues through economic development.
e generate more work force housing.

The Task Force also recommends that the current Transfer Tax be increased from 0.5%

to 1% to help pay for the maintenance of existing school buildings and the construction
of new schools in the County.
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Issue 4 Planning for New Schools

The Task Force concludes that the current process in place for planning and building
new schools in Queen Anne’s County does not need to be changed. It recommends,
however, that the County Commissioners develop ways to inform the citizens of the
importance of their participation in the County’s Comprehensive Plan process, given
that the Plan is the foundation for determining the need for new schools and where they
will be located.

Issue 5 Size of School Administration

The Task Force reviewed statewide data, comparing Queen Anne’s County Public
Schools to other systems. It concludes that the size of Queen Anne’s County School
administration is not unusually large for its student population, and that the share of the
school budget allocated for administration is one of the lowest in the state.

Issue 6 Elected School Board

There is a nationwide debate as to whether elected or appointed school boards are
more effective at overseeing school systems. The trend, however, both nationally and in
Maryland is toward elected school boards.

The Task Force recommends that the County Commissioners provide county voters
with the opportunity to decide if their school board should be elected or not via a
referendum question to be placed on the ballot at the time of the next general election. If
the voters decide that they want an elected school board, the Task Force recommends
that it consist of seven members, five to be elected and two to be student non-voting
members. The Task Force recommends further that the terms be staggered and that
one voting member be elected from each of the four Commissioner districts by the
voters of that district and one voting member elected at-large countywide.
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Preface

On May 19, 2004, the Queen Anne's County Commissioners announced the formation
of an Education Task Force to provide recommendations to the Commissioners on
education issues: specifically attraction and retention of qualified teachers as outlined in
County Commissioner's Resolution #03-81. Mr. Mike Clark, Director of Queen Anne's
County Community Partnerships for Children and his staff were given the charge of
coordinating the selection of Task Force members and staffing the Task Force, once
established.

County citizens with an interest in education were encouraged to apply for membership
on the Task Force. The County Commissioners expressed a preference for the Task
Force to have a membership that would include five members “at-large” representing
the citizens of Queen Anne’s County; one representative each from the Republican and
Democratic Central Committees; a representative from the Parent Teacher Association;
a representative from the Student Government Association, and a representative from
the Board of Education. The County Commissioners agreed to appoint the five “at large”
citizen representatives at their meeting on August 17, 2004; however, several other
member positions remained unfilled for the next month. During that timeframe, Mr. Clark
worked diligently to finalize committee membership and to come up with a convenient
date for members to meet.

The first Education Task Force meeting was held on October 4, 2004 with six of the
proposed ten members in attendance. Prior to the October 4™ meeting, the PTA
representative indicated to Mike Clark that he would not be able to participate on the
Task Force due to health reasons. Also a representative from the Student Government
Association had not yet been named by the date of the meeting. Unfortunately, both of
these positions remained unfilled over the course of the Task Force’s tenure.

At the Task Force's meeting on October 4, Mr. Paul Comfort, County Administrator for
Queen Anne's County, provided a thorough explanation of the purpose of the Task
Force and the issues delineated in the County Commissioners’ Resolution #03-81,
establishing an Education Task Force. The mission of the Task Force was to study
current data and make recommendations to the County Commissioners on ways to
provide cost-effective and high quality education programs in Queen Anne’s County,
including ways to attract and retain qualified teachers. Mr. Comfort shared several
charts with the committee, emphasizing that over 50 % of the County budget is currently
dedicated to education related activites. Based on input from the County
Commissioners, Mr. Comfort suggested that the Task Force focus on the following
areas:

1. Ways to retain qualified teachers;

2. Ways to attract qualified teachers;

3. How to pay for new schools and school construction projects in the county; and
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4. The size of Queen Anne’s County school administration in relation to other
comparable school systems

Mr. Comfort also noted that some of the County Commissioners would like a
recommendation on an elected school board with an action plan to accomplish this. He
noted that this request was not recommended by all of the County Commissioners and
left it up to the Task Force members to determine if they were to work on that issue. Mr.
Comfort emphasized that the committee should be aware of timelines for the State
legislative session and the County budget process so that preliminary recommendations
could be made by those deadlines. Mr. Clark then shared some specific requests
received from four of the County Commissioners regarding the areas outlined by Mr.
Comfort.

The Task Force determined that it would address the various issues in the following
order and established a timeline for completed work on each issue:

1. Retention of Qualified Teachers

2. Attraction of Qualified Teachers

3. Recommendation on How to Pay for New Schools

4. Size of the Administration

5. Determining School Locations

It was projected that work on Issues #1 and #2 would be completed by March or April of
2005; Issue 3 by June 2005; and Issue 4 and 5 by September 2005. The Task Force
agreed to hold meetings on the first and third Monday of every month at the Queen
Anne's County Community Partnerships for Children’ Office from 5:30 p.m. to 7:30 p.m.

During the October meetings the Task Force selected Executive Committee members,
nominating Dr. Carol Amoia to serve as the Task Force Chairperson, Mr. Thomas Rider
as the Vice Chairperson, and Ms. Karen Ehatt as Secretary. As indicated above, two
positions on the Task Force remained unfilled, and one of the Task Force members has
had to limit her involvement due to health reasons.

Since October 4, 2004, the Task Force has met a minimum of twice a month. The
members have devoted considerable time outside of the formal meetings to do research
and read and digest the multiple hand-outs and data provided to the Task Force from
various sources. The sources included guest speakers, Community Partnership for
Children staff, individual committee members and the Board of Education. The Task
Force developed a survey and distributed it to teachers who have left the County school
system in the last five years. The Task Force also drafted reports for the County
Commissioners and followed up on many aspects of Task Force business.

At the end of November 2004, the members of the Task Force had already begun to
realize the scope of the project that was before them and the volume of information that
they would need to review and evaluate to complete their responsibilities. The
committee, therefore, requested permission from the County Commissioners to hire a
consultant to assist in the writing of the Education Task Force’s Report to the County
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Commissioners. After approval of the County Commissioners and a RFP process, Mr.
James Macgill, an independent consultant, began working with the committee in May
2005 to assist in drafting the committee reports on the various issues and helping guide
committee members on finalizing their report efforts.

The committee originally agreed that once the reports had been completed for the five
issues identified by the County Commissioners it would consider whether it would
address the issue of the elected school board. In the spring of 2005, The County
Commissioners requested that the issue of an elected school board be given higher
priority. The Task Force began work on the issue of an elected school with an
anticipated targeted completion date of August/September 2005. This change in the
schedule required that the Task Force revise its deadlines for a number of the other
issues and move into a second year of operation.

The members of the Education Task Force would like to thank Mr. Mike Clark and Ms.
Mary Ann Gleason for all their hard work and endless support in assisting the Task
Force in gathering information, compiling data and providing us with a viable space in
which to do our work. We hope that the efforts of the committee and the
recommendations put forth in this report will be accepted and used by the County
Commissioners in conjunction with the Board of Education, the Superintendent of
Schools, the Queen Anne’s County Education Association and the broader community
to build a strong school system to support our children who are the future of Queen
Anne’s County.
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October 4, 2004
October 18, 2004
November 1, 2004
November 15, 2004
November 29, 2004
December 6, 2004
December 28, 2004

January 21, 2005
January 30, 2005
February 2, 2005

February 28, 2005
March 14, 2005

April 4, 2005
April 25, 2005
May 5, 2005
May 9, 2005
May 23, 2005
June 16, 2005
June 20, 2005
July 11, 2005
July 26, 2005
August 8, 2005

September 12, 2005
September 26, 2005

October 17, 2005

October 24, 2005
November 3, 2005

November 7, 2005
November 8, 2005
November 14, 2005

November 28, 2005

Meeting Dates and Key Education Task Force Activities

First Task Force Meeting

Revised Executive Committee membership

Work Session

Work Session

Work Session

Work Session

Developed Teacher Survey to be disseminated to teachers
who have left the county in the last five years

Work Session

Work Session

Presentation to the County Commissioners on status of
Issues 1 and 2

Work Session

Dissemination of Teacher Survey to teachers who have left
the system in the last five years

Task Force review of zoning maps and potential growth

in Queen Anne’s County

Presentation by Mr. Robert Lathroum, Supervisor of
Instruction

Mr. James Macgill joined the Task Force to assist in report
writing

Review of final data collected from teacher surveys
Business Education Partnership

Work Session

Work Session

Work Session

Presentation to the County Commissioners on status of
work on an Elected School Board

Revised draft report and recommendations on an

Elected School Board for County Commissioners

Work Session

Presentation by John Borders, Queen Anne's County
Director of Finance

Presentation by Ms. Suzie Eakle, Manager, Office of
Economic Development

Work Session

Presentation by Mr. Walter Geggis, Queen Anne’s County
Elections Board

Work Session

Presentation to the County Commissioners on costs
related to Issues 1 and 2 and further revisions regarding
an Elected School Board

Compile Education Task Force Final Report for County
Commissioners

Finalize Task Force Report and presentation to County
Commissioner
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Issues 1 and 2:

Teacher Recruitment and Retention

School systems across the country are facing a growing shortage of qualified teachers.
As the generation of teachers which came into the profession in the 1970’s and 1980’s
enters retirement, local school boards face the challenge of recruiting new teachers and
retaining experienced ones.

State and Federal policy makers have further complicated the situation by mandating
upgrades in teacher credentials. The No Child Left Behind Act, in particular, is requiring
that teachers and paraprofessionals meet a standard of being “highly qualified,”
meaning that they need to have more advanced training and credentials than
previously. In the long run, these requirements may lead to improvements in classroom
teaching. In the short term, however, they may create an incentive for experienced
teachers without the proper credentials to leave the profession, generating staffing
shortages.

The National Commission on Teaching and America’s Future estimates that school
systems will need to recruit as many as 200,000 new teachers a year through the end of
the decade. ' These formidable numbers have caused experts with a wide range of
perspectives to weigh-in with numerous studies, analyses and policy recommendations.
Recommendations may be divided into two categories: how to bring new teachers into
the classroom and how to retain qualified teachers, once recruited.

Overview: Recruitment Strategies

For the most part, recruitment and retention cannot be separated. A school system and
the community of which it is a part are likely to be appealing to new and veteran
teachers for the same reasons. There are some recruitment strategies, however, that a
school system and a county can apply which may give them an edge over the
competition.

To some extent, teacher recruitment is dependent upon State policy and resources, and
beyond the control of a county like Queen Anne’s. Traditionally, Maryland’s system of
teacher education has not provided sufficient graduates to meet the need of local school
systems. Until recently, many school systems in Maryland were able to fill this gap by
recruiting from other states, like Pennsylvania, which had a surplus of graduates from
teachers’ colleges. With the advent of No Child Left Behind, and the shrinking of the
teacher pool, states which formerly had surpluses no longer have them and have joined
in the search for qualified teachers. To increase the pool of teachers, State Boards of
Education may need to consider a variety of strategies, such as creating alternative
paths to teacher certification, or advocating for an increase in funding for teacher's
education programs.
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Assuming that the State is doing its part, local jurisdictions must come up with their own
recruitment strategies. The following strategies are some of the most common practices
being put in place by schools and communities across the country to address teacher
shortages:

e Encouraging students in local schools to choose teaching as a profession
through organizations like Future Teachers of America;

e Launching marketing campaigns to improve the image of the local school
system, with the goal of attracting more interest from teacher candidates;

e Partnering with universities with education programs to establish a channel for
recruiting graduates;

¢ Creating programs for assisting personnel within the school system who are not
certified teachers to upgrade their credentials. Such personnel could include
paraprofessionals, substitute teachers, and even volunteers; and

e Establishing mechanisms to reinstate retired teachers in the school system.

Recruitment in Queen Anne’s County

All the strategies mentioned above require resources. Queen Anne’s County Public
Schools (QACPS) is budgeting $15,000 for recruitment in Fiscal Year 2006. Although
this is an increase over previous years, it is still not enough to build a strong recruitment
campaign. QACPS should consider increasing the recruitment budget and working on
some short and long term plans for strengthening the effort. In addition, the citizens of
Queen Anne’'s County, led by the County Commissioners, should become more
involved in trying to attract qualified teachers to the county, recognizing that better
teachers strengthen the county as a community and support overall economic
development.

There are several short and long range recruitment strategies the County government
and the school system should consider. Perhaps the easiest of these is to improve the
QACPS Web site. The QACPS current Web site is a very basic “plain vanilla” site
(http://www.qacps.k12.md.us). Candidates for school system jobs can find out what
positions are open, but they cannot apply on line. Moreover, the site does not try to
“sell” a prospective candidate on Queen Anne's County as a school system or the
county as a community. A more appealing and user friendly site, with links to county
attractions, and an on-line teacher application process might help recruitment efforts.

A more complex issue is the need to improve incentives for teachers from other
jurisdictions to re-locate to Queen Anne’s County. At present, an experienced teacher
wishing to teach in Queen Anne’s County only gets limited credit for years of experience
in another system. He/she can receive a starting salary in Queen Anne’s no higher than
Step 10 in QACPS'’s salary scale. The system should remove this cap.

The school system may also want to explore the potential for bonuses or incentives for
new teachers. Such a program might be initiated in cooperation with local businesses or
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the Chamber of Commerce. It could include cash bonuses for new teachers, discounts
on home or car loans, and/or free laptops.

National Overview: Retention of Qualified Teachers

Recruitment efforts are not likely to help reduce teacher shortages if teachers are
leaving faster than a system can replace them. Federal statistics indicate that 15.7% of
teachers leave the profession annually.?

This exodus of teachers has important implications in terms of cost (the teachers that
replace the departing ones must be oriented and trained) and quality (less experienced
teachers are likely to be less effective in teaching than veteran ones). As a result,
retention of qualified teachers should be a major focus of local school systems.

There has been considerable research on the subject of teacher retention. A review of
the literature indicates that teacher retention strategies fall into three categories:

e Providing supportive employment and learning environments, particularly
for new teachers. Recommendations along these lines include formal induction
and mentoring programs for new teachers, more opportunities for professional
development, reduction of school and classroom sizes, more time allocated for
planning and preparation and improved safety and discipline within schools.

e Recognizing of teachers as professionals both within the school system
and in the larger community. In this category, frequently cited ideas include
inclusion of teachers in school-based decision-making, recognition events by
community organizations such as Chambers of Commerce, creation of
community partnerships to support education and better communication with
parents.

e Providing financial incentives for teachers. These include establishing
payment for performance plans and, market-based compensation concepts,
particularly for difficult to fill subject areas such as math and science. They also
encompass bonus programs, giving teachers financial rewards for obtaining
advanced certification or for taking on leadership and mentoring roles. They also
may include, housing subsidies, tax credits, assistance with tuition, and/or
additional retirement benefits.

Teacher Retention in Queen Anne’s County

Beginning with the 1994-5 school year, Queen Anne’s County Public Schools began to
track its retention rate of teachers hired in a school year. The data, accumulated over
the last decade, shows that on average, the Queen Anne’s County School system loses
40% of the teachers it hires by the end of the fifth year of teaching. Approximately 26%
leave within the first two years. The rate of attrition then slows down, but continues at a
fairly steady rate for the following years (See appendix1).
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Any organization, including a school, can expect to have a certain amount of turnover. A
significant number of new teachers will leave the profession at the end of their first few
years, as they find out that the actual work in a classroom does not match their
expectations, or capabilities. Some winnowing of less committed or incompetent
teachers is clearly desirable. A loss of 40% of those recruited, however, seems to
indicate that something more than normal attrition is at work.

Several local surveys provided data that helped define the retention problem. In the
spring of 2004, Queen Anne’s County Public Schools contracted with Harris Survey to
conduct a Faculty Climate survey. Harris Survey has administered this particular
questionnaire in a number of school systems across the country; it is designed to
ascertain the most important factors affecting job satisfaction among school staff. The
survey was sent to 953 Queen Anne’s teachers and staff and had a 73% return rate.
73% of the respondents indicated a concern about the level of their salary, the largest
single response to any question in the survey. Other issues identified included lack of
time to help individual students, concerns about workload and student behavior. Harris
ranked issues according to a methodology which prioritized concerns by a combination
of how important they were to the respondents and to what extent the respondents
thought there was room for improvement. Based on the methodology, Harris cited four
issues that it recommended Queen Anne’s County Public Schools address:

Concerns about disorderly students

Lack of student support for each other

The effectiveness of school rules, and

Employee recognition

At the beginning of 2005, the Task Force sent a questionnaire to 167 Queen Anne’s
County teachers who had recently retired or resigned. Thirty percent (63 respondents)
of those who received the mailing returned a completed survey. The respondents gave
a number of reasons for leaving the system. The top four were:

e Personal issues

e Salary

e Another school system

e Cost of living
When asked what the system should do to retain teachers the responses that were
given include:

e Better salary and benefits

¢ Need for more support for new teachers

e Cost of living and affordable housing

If we consolidate the Committee’s and the Harris Survey, we can identify five concerns
that must be addressed to improve retention. These are
1. Salary level,
2. The cost of living in Queen Anne’s County (particularly the availability of
affordable rental property and the cost of buying a home),
3. Student discipline,
4. Support for teachers (particularly new ones)
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5. and Employee recognition.
We will look at each of these issues, in turn.
Salary levels

Queen Anne’s County is one of the wealthier counties in Maryland. In 2002, per capita
personal income in the county ranked sixth in the state. This ranking has remained
constant over the past few years.3

Queen Anne’s County teacher salaries, however, have not kept pace with the rest of the
county’s economy. In 2003, the average teacher’s salary in Queen Anne’s County was
$45,621 compared with a statewide average of $50,303. Queen Anne’s County ranked
21% out of Maryland’s 24 local jurisdictions in terms of average teacher salaries. *

Queen Anne’s County ranked last when its average teacher salaries are compared with
those local jurisdictions adjacent to it (Anne Arundel is included in this calculation since
it is immediately across the bay from Queen Anne’s). Below is how Queen Anne’s
compared with its neighboring jurisdictions:

County Average Teacher’s Salary
Kent $50,222
Anne Arundel | $47,622
Talbot $47,044
Caroline $45,747
Queen Anne’s | $45,621

The median of a statistic array (as opposed to the mean or average) is the midpoint of
the array. The median salary for a teacher in Queen Anne’s County is $42,460. In 2003,
half the teachers in Queen Anne’s County made more than $42,460, and half made
less. The Statewide median was $48,557. In 2003, Queen Anne’s median salary for
teachers was the lowest of any jurisdiction in the State. Below is a table showing how
Queen Anne’'s County’'s median teacher's salary compared with its neighboring
jurisdictions:

County Median Teacher’s Salary
Kent $52,667
Anne Arundel | $48,277
Caroline $47,235
Talbot $44,850
Queen Anne’s | $42 460

In the ten years ending in 2003, instructional salaries in Queen Anne’s County grew at a
slower rate than comparable salaries statewide. For Maryland as a whole, instructional
salaries increased by 25.2%; the corresponding rate in Queen Anne's County was

Education Task Force p. 15



23.6%. For the most part, Queen Anne’s instructional salaries were increasing at a
lower rate than the jurisdictions around it:

County % Increase for Instructional Salaries 1993-2003
Kent 33.7%
Caroline 28.5%
Talbot 31.4%
Queen Anne’s | 23.6%
Anne Arundel | 17.8%

Other statistics present a somewhat more complex picture of Queen Anne’s County’s
teacher salaries, compared with those in other jurisdictions. In the 2005-6 year, Queen
Anne’s is offering beginning teacher with a bachelor's degree a salary of $37,000, the
eleventh highest in the State for this category. Queen Anne’s neighboring counties, with
the exception of Talbot County, all offered lower beginning teacher’s salaries.

It is when we compared salary ranges in mid-career that Queen Anne’s begins to fall
behind. In 2005-6 a Queen Anne’s Teacher at Step 10 in the pay scale (Master’s level)
makes $47,655, eighteenth in the State when compared with other jurisdictions.
Teachers’ salaries at comparable levels in Anne Arundel, Talbot, Caroline and
Dorchester are higher. The top of the teacher salary scale for Queen Anne’s County this
year is $71,700, placing Queen Anne’s eleventh in the State, and back in second place
behind Anne Arundel in its immediate region.®

The combination of these sets of figures suggests the following:

e Queen Anne’s County beginning salaries for teachers are in the top half of local
jurisdictions in the State. As a result, if compensation is the only consideration for
new teachers, the system should be able to compete successfully for them.

e Queen Anne’s County teachers begin to fall behind their counterparts on a
statewide basis, as they move toward the midpoints of their career. However, the
County still remains in the middie of the compensation ranges for the State.

e The low ranking of the County in terms of average salaries and median salaries
compared with its relatively positive salary ranges suggests that the County may
have a higher proportion of teachers at the lower levels of the compensation
scale than other counties ( i.e., younger and less experienced).

The combination of statistics suggests that Queen Anne’s County is attracting beginning
teachers and then losing them as they gain experience. This rate of attrition may be due
in part to the fact that the County’s salary scale becomes less competitive in the upper
ranges, or it may be that a teaching career in Queen Anne’s County becomes less
satisfying after the first few years.

Another factor affecting the salary statistics may be that Queen Anne’s County Public
Schools requires that a teachers’ salary be capped at the fifth year of employment,
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unless that teacher has obtained a Master's degree or a Standard Professional
Certificate (SPC). At his/her fifth year of teaching, a teacher without these additional
credentials will see his or her level of pay stagnate. A teacher at that point or somewhat
earlier in his/her career may weigh if it makes sense to take advanced courses and
remain in the Queen Anne’s County school system. Obtaining a Master's degree
provides less of a salary boost for a teacher in Queen Anne’s County than in other
jurisdictions. As a result, a teacher faced with the fifth year ceiling, instead of enrolling in
a Master's program and staying with the County, may choose another option. He/she
may opt to move to another school system, leave teaching for a more lucrative career
elsewhere, or take a second job.

Other compensation issues that could be affecting retention include the rising cost of
health care, and retirement packages. At a minimum, school system employees should
have comparable benefits in these areas as County employees. The school system is
moving toward providing its employees the same health benefits package received by
County employees. Retired school employees, however, do not receive the same health
benefit support as retired County employees. Parity for retirees could make a difference
for a teacher considering whether to commit to a long term career in Queen Anne’s
County.

Cost of Living and Housing Affordability

The cost of living (particularly its real estate component) is making it more difficult for
teachers and other professional public employees to reside in fast growing suburban
jurisdictions like Queen Anne’s County.

In 2004 the average price of a home sold in Queen Anne’s County was $377,900, and
the median price was $305,000. This compares with an average price in 1999 of
$208,512 and a median price of $164,438. The average price has increased by 81% in
five years, and the median price has increased by 85%. ° While comparable figures for
teacher’s salaries during the same period are not available, in the ten year period
ending in 2003, instructional salaries in Queen Anne’s County rose by just 23.6%.
Given the caveat that real estate values have increased at unusually high rates during
the last few years, it is still not unreasonable to conclude that the cost of buying a home
in Queen Anne’s County is rising more than four times faster than a teacher’s salary.

To look at this problem another way, if we take the average price of a county home in
2004 ($377,900), assume a 20% down payment and assume that the buyer obtains a
30 year mortgage at 6%, the monthly mortgage payments (excluding taxes and
insurance) come to $1,812 a month or $21,744 per annum. This amount would
constitute 48% of the average teacher’s salary in Queen Anne’s County, well above the
one third of income that lenders typically believe makes for an affordable mortgage.

The County has recognized that the problem of work force housing is a serious issue for

a growing number of public employees in Queen Anne’s County. It created the Critical
Workforce Mortgage Program to provide second mortgage financing to professionals
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deemed “critical to the safety and well being of our county residents.” Teachers, law
enforcement officers, volunteer firemen and emergency medical technicians are eligible
for the program. Limited funding, however, restricts the number of employees who can
obtain loans under the program. In addition, applicants’ household income cannot
exceed 80% of the median income for the Baltimore Metropolitan Statistical Area, which
narrows the pool of eligible applicants. As of the end of April 2005, only fourteen people
had been approved for loans under the program; seven of these were teachers.’

Student Discipline

The Harris Survey and the Committee’s survey indicated that Queen Anne’s County
teachers feel that student behavior and the way school rules are administered in Queen
Anne’s County Public Schools are matters in need of significant improvement. Recent
stories in the national media about disruptive students indicate that the concerns of
Queen Anne County teachers about discipline are not unique. Many teachers face
growing difficulty controlling a classroom and maintaining a learning environment in the
face of uncooperative students and parents.

Examined more closely, the issue of student discipline has at least three dimensions:
the ability of a teacher to manage his/her classroom, the role of the school
administration in administering discipline and supporting a teacher, and the attitude of
parents. While there are no easy strategies for addressing these issues, it seems
apparent that Queen Anne’'s County Schools should examine the discipline problem in
greater depth. First steps might be to provide more training for teachers in administering
discipline, and opening dialogues about discipline with participation by teachers,
administrators and parents.

Support for Teachers

Improving support for teachers, particularly beginning ones, is a matter which has
received considerable attention at the local, state and national level over the past few
years. Improving the working conditions of teachers, allocating more planning time and
implementing team approaches to teaching are all strategies that appear to improve
morale and performance.

An approach which appears to be especially promising is to establish a one-on-one
mentoring program in which a more experienced teacher provides feedback, advice,
and technical assistance to a new teacher. Queen Anne’s County Public Schools has
developed a mentoring program, but limited resources restrict full availability of mentors
to new teachers when they need them. The Task Force believes that this promising
approach should be explored further, and provided the support needed to make it
consistently available to new teachers within their own schools.

The potential of volunteers is often overlooked when school systems are seeking to find

support and more resources for teachers. Large numbers of parent volunteers are
active in Queen Anne’s County elementary schools, but volunteer involvement is
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minimal at the middle and high school level. The school system could find that a more
systematic volunteer recruitment effort on a countywide basis could bring new help into
the classroom. Other counties have found that retiree volunteers, in particular, are a
valuable community asset for teachers.

A final issue which deserves more attention is the matter of child care. Employees with
young families everywhere struggle with the problem of affordable quality child care.
Queen Anne’s County Public Schools should examine to what extent child care is a
problem for its employees and explore the potential for providing on-site child care
programs for teachers with young children. These programs while primarily for
employees could be opened up to other county residents as slots become available.

Employee Recognition

The famous author James Michener once turned down an invitation by President
Eisenhower to come to dinner at the White House. Michener wrote to the President,
explaining that he had another engagement: he was to speak at a banquet honoring the
teacher who taught him how to write. President Eisenhower understood. He responded
to Michener's regret by writing to him "in this lifetime a man lives under 15 or 16
presidents, but a really fine teacher comes into a lifetime far too rarely.”

Michener’'s regret and President Eisenhower’s eloquent response remind us of a time
when teachers were held in higher esteem than today. To keep good teachers in the
classroom will take more than salary upgrades, and classroom support, although these
types of initiatives will help. It will take a return to a time when teachers are recognized
not only for the difficult nature of their jobs, but their importance as community figures.

In the past year, in accordance with its Master Plan, Queen Anne’s County Public
Schools has implemented a number of teacher recognition events, both within the
system and in the community. The Task Force believes that the school system has
made a strong beginning and supports the continuation and expansion of these
programs.

Summary of Recommendations on Teacher Recruitment and Retention

Following are the Task Force’s recommendations to improve the recruitment and
retention of qualified teachers in Queen Anne’'s County Public Schools. Each
recommendation includes a cost estimate for implementing it, based on analysis
conducted by members of the Task Force.

1) Web Site Queen Anne’s County Public Schools should upgrade its Web site to
make it more user friendly and attractive for potential job applicants. The site
should include the potential for applying on-line. Cost Estimate: $13,500
(Continue the intern provided by the County: $10,000. Cost of developing
an on line application: $3,500).

2) Recruiting teachers from other systems The Board of Education with the
support of the Queen Anne’s County Education Association, should remove the
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3)

4)

5)

6)

7)

8)

9)

Grade 10 ceiling on starting salaries for teachers with more than 10 years
experience. Cost Estimate: $140,800 based on 12 teachers hired during FY
2005 who would have been paid at a higher scale and one potential teacher
not hired. _

Starting bonuses The Board of Education, with the support of the County
Commissioners and the Chamber of Commerce, should initiate a program of
cash bonuses and other incentives designed to attract new teachers. Cost
Estimate: $74,000 (74 new teachers @$%$1,000 per teacher; a $2,000 bonus
would cost $148,000).

Salary scales The Board of Education and the Queen Anne’s County Education
Association, with the support of the County Commissioners, should establish and
maintain a salary scale for teachers so that Queen Anne’s County ranks no lower
than seventh in teacher salaries among local jurisdictions. The Board and County
Commissioners should seek to achieve this ranking at all levels or steps of the
salary scale, not just the lower steps, as is the case now. Cost Estimate:
$2,200,000 (based on comparison of salary scales of QACPS with other
school systems: 600 certified staff).

Retirement The Board of Education, with the support of the County
Commissioners, should provide the same package of health benefits to retired
school employees as is currently received by County employees. Cost Estimate:
$375,000 (160 people cost for one year)

Financing The County and Queen Anne’s County Public Schools should seek
additional sources of revenue to finance the new salary scale and other school
improvements. Possible revenue sources could include impact fees/excise taxes
on new developments, transfer taxes, and corporate sponsorships for school
functions and materials. The County government should continue to explore the
potential for economic development to generate additional revenues for local
education. The County should also insure that all new development in Queen
Anne’s County is revenue positive, and does not create further unfunded
demands on the school system.

Housing Affordability The County Commissioners should form a task force to
explore ways of addressing the need of work force housing for teachers and
other public employees in Queen Anne's County. This task force should include
representatives from teachers’ organizations, lending institutions, the real estate
industry, the Board of Education, and the Queen Anne’s County Department of
Housing and Community Development.  The task force should review the
County’s Critical Workforce Mortgage Program and similar programs in place or
being proposed in other jurisdictions. Cost Estimate: $15,000 ( based on costs
of similar task forces)

Discipline/ln Service Training Each year, Queen Anne’'s County Public
Schools should designate one of the teacher in-service training sessions as
focusing on discipline, allowing for training of teachers and dialogue between
administrators and teachers on discipline issues. Cost Estimate: $5,000
(Materials/Speakers for 13 schools).

Discipline/Community Education Queen Anne’s County Public Schools should
initiate a community education process with the goal of instructing parents on
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discipline issues and gaining their support for strengthening discipline in the
schools. Cost Estimate: $2,000 ($500 for flyers and $1,500 for building level
meetings).

10)Support for Teachers/Mentoring Queen Anne’s County Public Schools should
expand the current mentoring program so that all new teachers have access to a
mentor on site in their schools. QACPS should also consider establishing
incentives to encourage more teachers to enroll as mentors. Cost Estimate:
$112,000 ($80,000 to maintain current program, $32,000 to initiate in-school
mentors: $600 per teacher).

11)Support for Teachers/Volunteers Queen Anne’s County Public Schools should
establish a countywide classroom volunteer program, to be coordinated by a
school system employee, for all the schools in the County. Cost Estimate:
$4,000: Web page no cost, $500 for flyers, $3,500 for promotion).

12)Support for Teachers/Child Care Queen Anne’s County Public Schools should
explore the feasibility for providing child care for system employees. Cost
Estimate: $152,400 (cost of three portables installed at regional sites: one
portable per site. Some or all cost to be covered by participants. Staff costs
to be covered by participants).

13)Employee Recognition The Queen Anne’s County Board of Education should
continue its strong program of employee recognition begun this year. Cost
Estimate: $10,000 (Teacher of the Year, Employees of the month, yearly
gala, certificates, flowers, pins, luncheons, awards).
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Issue 3:

Paying for New Schools and an Improved Educational
System

Current Financing

Queen Anne’s County’s options for funding new schools and improvements to
education are limited. Approximately 44% of the County’s General fund ($38,037,413 in
FY 2006) is allocated to the Board of Education. In addition, County funds pay for debt
service related to the Board of Education ($4,807,588 in FY 2006).

As the cost of education rises, the County finds that its traditional revenue sources are
not keeping pace. In addition, the Governmental Accounting Standards Board (GASB)
has recently ruled that public agencies must begin to reflect the liability presented by
Other Post Employment Benefits (OPEB, such as health insurance paid for retirees) on
their balance sheets. GASB will require that in the future, agencies accrue the
actuarially determined OPEB liability and begin to fund it as well. This new standard will
require Queen Anne’s County Board of Education to find additional revenue to finance
these future obligations.

Funding specifically dedicated for building new schools is also restricted. The School
Impact Fee fund pays for the construction of some schools. Revenue forecasts indicate,
however, that this fund will be depleted in early FY 2007.

Like other counties, the Queen Anne’s obtains State funding through the Interagency
Committee on School Construction to assist in constructing schools. The funding
formula for this program is 55% State and 45% local. The State, however, will not pay
for certain capital items, including architectural and engineering services or for furniture
and equipment. As a result, when the total cost of a school capital project is calculated,
the State contribution is closer to 25-30% of the project, requiring the County to address
those costs through local funds.

On a more positive note, the County Transfer Tax is showing a steady rise in revenues.
At 0.5% the revenue from the Tax has risen from $1.8 million collected in FY 2003, to
$2.3 million collected in FY 2005.2

Strategies for Expanding the Tax Base

To find the funds to build new schools, and to finance needed improvements in the
educational system, Queen Anne’s County will need to pursue two strategies. First, it
will need to expand its tax base. Education will be a major part of this effort. Second, it
will need to enhance existing sources of revenue, without creating negative economic
consequences.
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