
© International Center for Leadership in Education 1 
   Successful Practices Network 

Butler Technology and Career Development Schools 
Fairfield Township, Ohio 

Prepared by International Center for Leadership in Education 
 

A Model of 
Rigor and relevance 
Data-driven school 
Collaboration with 

community/business leaders 
9th and 12th grade transitions 

Rigor/Relevance Framework By the Numbers 
14,250 secondary students 

14% minority 
14.5% students with IEPs 

96% attendance rate 
99% graduation rate 

5% free or reduced lunch 
 

 
Executive Summary 

 
Butler Technology and Career Development Schools (Butler Tech) adhere to the philosophy of 

“Education Beyond Expectation.” The organization believes it is in the business of student success and it 
takes its business seriously. Butler Tech’s core value is all students can learn and it takes responsibility 
for results. The school serves nearly 30,000 high school and adult students on seven Butler Tech 
campuses, in multiple buildings in 10 associate school partner districts, and in other community sites. 

Butler Tech is a unique career and technical school district. The 10 school districts that it serves 
are primarily suburban and urban. The student population is 86% white, 9% African American, 2% 
Hispanic, 1% Asian, and 2% other minorities. Ten percent of the students have been designated as special 
needs, 14.5% have IEPs and 10% qualify as economically disadvantaged. 

Butler Tech’s enrollment has shown significant gains for all programs and campuses. It is now 
the largest career technical school district in Ohio on the basis of full-time secondary enrollment. Butler 
Tech maintains the lowest cost-per-pupil for these types of districts in Ohio. At the same time, the overall 
staff satisfaction level is consistently above 4.5 on a scale of 1–5. Staff attendance ranks seventh in Ohio 
at 97%. Community awareness is growing dramatically. Student performance has improved significantly 
over the past few years and the district is currently highest in student performance among Ohio career 
technical districts. This data indicates that Butler Tech is performing at high levels. 

“Students are our customers, educational experiences are our product, and student success is our 
passion.” Butler Tech begins with customer-driven, quality programming, and supports that with the 
technology and facilities to make it happen. Regardless of location, all programs are supported with the 
equipment, materials, supplies, and resources necessary to be successful. This is accomplished in part 
because of lean administrative costs (7%, as compared to 10% for most school districts).  

Since 2002, Butler Tech has sought market-driven, premier educational experiences for the 
students it serves by putting students first; having state-of-the-art facilities, equipment, and technology; 
and pursuing ever-increasing outcomes on measures of student success and satisfaction. Butler Tech has 
partnered with the business community and key competitors in order to strengthen services and 
programming, eliminate redundancies, and thereby reduce negative competitive impact. 

Additional key relationships have been established with other identified stakeholder groups. 
Associate schools share their facilities with Butler Tech, and more than 1,000 organizations employ 
students in part-time jobs during the school year to provide enhanced career skills. Advisory committees 
support every career technical program, and they are represented in the Butler Tech Business Advisory 
Council, which meets quarterly to discuss organization-level issues and needs. The CEO of Butler Tech 
serves as a board member for the largest chamber of commerce in the district. An annual survey of all 
stakeholders is conducted to gather feedback on awareness, satisfaction, dissatisfaction, and needs. 

All actions at Butler Tech are held to high ethical standards. Senior leaders find ethical standards 
embedded in their job descriptions. An ethical standards administrative guideline provides a decision-
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making framework for all staff. Quality staff performance, as evidenced by student performance, is 
rewarded via verbal and written communication and board pronouncements. A performance bonus plan 
based on the Butler Tech Balanced Scorecard results has been approved by the board for administrators. 

Butler Tech offers a wide range of programs in various settings, campuses, and sites, including 
cyberspace. These include traditional career offerings, allied medical health, forensics, equine science, 
veterinary science, fire fighting, and public safety programs; an arts program and other opportunities for 
at-risk students; and Butler Tech Online for students who want unique learning experiences. 

The growth of Butler Tech over the last four years has been a result of a strategic decision to 
create world-class educational experiences in areas not being addressed in the region. The school serves 
career technical needs in a traditional market and also has expanded offerings that currently have few or 
no credible competitors. Butler Tech is the sole provider of career development services to all its 
associate schools. Additionally, Butler Tech participates in a consortium for alternative educational 
programs addressing at-risk youth by facilitating needs assessments and subsequently implementing 
programs. 

Butler Tech’s proven quality and documented success can be attributed to a wide range of 
contributing factors. The Butler Tech Balanced Scorecard provides context and constructs by which 
performance is measured and decisions are made. The Butler Tech Decision Framework lists the non-
negotiable values that frame decision-making. These two tools are utilized to assure a balance between 
long- and short-term challenges and opportunities and to assure a balanced response to student and 
stakeholder needs. As a foundation for change the Scorecard and Decision Framework yield an equitable 
mix of improvement initiatives that have met high criteria. The end result is continuous improvement that 
is both systemic and sustainable. 

 
1.  School Culture 

 
There is an intense focus on student performance and financial efficiency at Butler Tech, 

embodied in the information leadership that drives the district. Underlying the school’s culture is the basic 
operational premise that individuals and organizations respond to a clear understanding of expectations 
and current conditions. In addition, it is assumed that all faculty and staff want to be their best and will 
achieve high performance if given an accurate picture of their current performance. To promote this, the 
preponderance of senior leadership communication is sharing performance results. Faculty and staff are 
motivated via clearly communicated expectations and are given the flexibility to achieve the desired 
results. Throughout the growth in performance and enrollment, Butler Tech has never initiated a single 
central office reform initiative. All reform efforts have come from bottom-up decision-making. 

As an outgrowth of a research-based approach to teaching and learning, Butler Tech defined the 
Butler Tech Learning Experience (BTLE), a set of key requirements for all educational experiences. 
Students: 
 
• are engaged in active learning. 
• are given extra help when needed. 
• are given regular, ongoing feedback on performance against content standards. 
• are prepared to take external assessments.  
• are treated with respect. 
• find learning enjoyable and challenging. 
• are given confidence that they can succeed and believe effort will produce results. 
• have the necessary time to learn what is assessed. 
• know what is expected and what will be assessed. 
• recognize the importance of career and educational plans and career passports. 
• recognize the relevance of student organization membership and activities to their career and 

educational goals. 



© International Center for Leadership in Education 3 
   Successful Practices Network 

• recognize the relevance of what they are learning to their career and educational goals. 
• take personal responsibility for learning. 
• know achievement is recognized and rewarded. 
• have at least one staff or faculty member who takes a holistic interest in them. 
• have access to equipment and supplies necessary for success as defined by the curriculum. 
 

Butler Tech’s mission, “To develop lifelong learners with marketable skills and knowledge by 
providing premier career and academic experiences,” has been embedded in the school culture and 
environment. The mission and the organization’s continuous improvement model are further defined by 
the vision of success: 
 
• achieve top student performance 
• achieve top organizational effectiveness 
• achieve 90% citizen awareness 
• achieve stakeholder satisfaction benchmarks 
• gain state and national recognition through youth and professional organizations 
• be a nationally recognized leader in customer-focused educational programming 
• maintain financial efficiency 
• maximize programs and services provided. 

 
 Individual work plans consistent with the culture of the district detail project and performance 
expectations for all administrators each year. Job descriptions, evaluation systems, and pay are heavily 
linked to student and process performance gains. 

Butler Tech’s data management system compiles significant data from wide-ranging sources. An 
information analysis team has been formed to review data and align the district data sets with district 
performance expectations. This team reports directly to the CEO and is the organization’s “directives” 
producer. Regulatory or micromanagement directives typical in other school leadership systems have 
been replaced with a clear set of current process and student performance measures. This is the catalyst 
for corrective action throughout the organization. 
 

2. Foundation Learning 
 

The curriculum is broad and deep at Butler Tech. Sixty-nine career development programs, 67 
secondary workforce education programs, and 45 educational options programs are offered at the various 
campuses. All of the academic classes are mapped and aligned with the State of Ohio Content Standards. 
Workforce programs have been designed and developed by high school teachers and college faculty in 
conjunction with business, industry, and labor representatives. Students taking this coursework will 
receive a certificate of completion, specialized credentialing/certification, and/or credit toward high 
school graduation and college. 

Butler Tech is organized into four educational divisions. This learning-centered alignment 
enables the school to mobilize support that is agile, effective, and efficient, as well as to focus on each 
division’s educational challenges. One division serves adult learners. The other three focus on middle and 
high school students. 

Secondary Workforce Education (SWE) provides programs for students in grades 9-12. Butler 
Tech offers exploratory courses in broad career clusters for 9th and 10th graders at their associate schools. 
Eleventh and 12th graders can enroll in either one- or two-year programs offered at the associate schools 
or at Butler Tech campuses. Those programs provide full credit toward a high school diploma and 
specialized credentialing/certification. They prepare high schools students for postsecondary education 
and career placement. Students enrolled in one of these programs receive all their career technical classes 
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and many academics with Butler Tech, while at the same time are able to participate in their associate 
school’s co- and extra-curricular activities.  

Educational Options provides programming for students in grades 7-12 who are not meeting 
success in mainstream schooling and are at risk for dropping out and for students with special needs 
identified through an Individualized Education Plan (IEP). This division also provides a complete high 
school academic experience online for students interested in this form of learning, as well as career 
technical courses, family and consumer science content, and economic education courses. 

The Career Development Division rounds out the full service shop by providing services and 
courses focused on work and family life skills, and by assisting students in choosing their individually 
appropriate path to a successful career in a global market. Work and Family Studies courses, offered for 
grades 7-12, prepare students to set goals, take responsibility for their actions, and learn to balance career 
and family life. The Work and Family Studies curriculum is aligned with state and national standards and 
was developed with the input of several local and state agencies. The Division’s second area of focus, 
career development, offers experiences that enhance students’ ability to choose a career and create an 
educational plan to achieve their career goals.  
 

3. Stretch Learning 
 

Tech prep programs marry career technical courses with rigorous college preparatory work, 
allowing Butler Tech students access to a wide range of college credits at their home school or at one of 
the Butler Tech campuses. Students who earn college credit during high school often enjoy a seamless 
transition to college. All career technical programs at Butler Tech apply the principles of tech prep and 
thus require college level work for all students.  

Articulation agreements and tech prep agreements have been made with Miami University 
Hamilton, Miami University Middletown, Sinclair Community College, and Cincinnati State Community 
College. Faculty members from these institutions assist secondary instructors in developing curriculum 
and assessing students. 

Butler Tech is well positioned to help its students meet the educational challenges of the future 
because it has 

 
• created an outstanding, one-of-a kind online platform for learning that can be used for all aspects 

of educational experiences.  
• a curriculum management system that focuses on teaching to critical standards while giving 

teachers latitude in methodology, infusing common assessments to assure uniformity district-
wide, no matter what the delivery venue. This approach allows credits to be granted on the basis 
of knowledge and skills instead of exclusively on seat time. 

• focused on bringing the latest educational technology to the school, both for the classroom and 
for workforce support. 

 
D. Russel Lee, a Butler Tech campus, is well-known for having a strong literacy-across-the-

curriculum program. Reading and writing are emphasized in every course taught at the school. It has also 
developed an alignment between the math program and the technical classes that is now being used by 
other career technical schools across the state.  

While most at-risk students at other schools earn 1 to 1.5 credits, Butler Tech has these students 
earning 4.5 credits per year. Butler Tech maintains a high level of expectations for all their students, 
whether they are in the classroom or on the job site. Rigor and relevance are prevalent through out the all 
academic and technical offerings. Foundation academic and college prep courses all meet the same 
standards. 

Of the 49 career centers in Ohio, Butler Tech recently ranked first in overall student performance, 
up from 41st seven years ago. The Options Academy Arts Program was presented with an Ohio School 
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Boards Association Outstanding New Program Award. Butler Tech has seen their occupational 
assessment scores increase from 74% to 81% since 2005. 

Performance indicators are strong. One hundred percent of the students have passed all sections 
of the Ohio Proficiency test, 84% passed the Ohio Career Technical Competency Assessment, 96% have 
positive post-program placement, 56% are going on to higher education, and the civilian employment rate 
is 97%.  

Butler Tech has formed a Chinese Career-Tech partnership with the Guangxi Engineering and 
Electronics Industry School. Butler Tech students and faculty have participated in an exchange program 
with the Guangxi school, and plans are in place to continue these exchanges. Chinese administrators came 
to Butler Tech in 2008 in anticipation of Chinese students coming to America. A faculty group is 
arranging a trip to Guatemala to create a partnership with an orphanage there so Butler Tech students can 
provide instruction to the students in construction, welding, electrical trades, and other career technical 
skills. 

 
4. Learner Engagement 

 
 Where students are totally involved in their own learning they relish coming to school. They love 
having the choice to learn a trade or career about which they are passionate. In 2008, the graduation rate 
for the school was 99.23%, with an attendance rate of 96%, both above the state average. Student 
satisfaction on a scale of 0–5 is 4.3; 71% participate in school organizations. Students reported their 
likelihood to recommend Butler Tech to others on a scale of 0–5 is 4.4.  

Students are excited about what they are learning and are eager to discuss their trade with anyone 
who comes by. The students in the fire fighting school are fully engaged in real-life experiences, working 
with trained and certified professional fire fighters. The students in the culinary school operate an elegant 
restaurant which is open to both the students and the public. The culinary school has demonstrated a post-
program placement of 95%, which is well above the state average for the last two years. Opportunities 
and options abound for students to find their niche through a significant number of programs that are 
offered as satellite classes, thus eliminating the need to leave their associate school.  

Over the past four years Butler Tech students were selected as state officers in their respective 
organizations, 54 Butler Tech skills teams placed in the top 10 in their state competitions, and 12 Butler 
Tech students placed in the top five in their national competitions. Eight Butler Tech students received the 
2005 Business Professionals of America (BPA) Torch Award, the highest degree a BPA student can 
receive at the national level. Seven Butler Tech students received the 2005 American FFA Degree. This 
degree is awarded to the top .5% of FFA members in America. 

Butler Tech takes engagement seriously. It is monitored in all classrooms on a bi-weekly basis 
and results are tracked organizationally. Student engagement in aligned curriculum is a core process 
performance measure for the district. 
 

5. Personal Skill Development 
 

Personal skill development is a major focus at Butler Tech. Career technical student organizations 
(CTSO) are supported and expected in all programs. These organizations are the real-life laboratory for 
developing intra- and inter-personal skills, including teamwork, problem-solving, planning, and 
relationship building. In addition, faculty emphasize personal skills on a regular basis, with an emphasis 
on study skills, note-taking, communicating and teaming, and community service. Individual classroom 
instructors focus daily on note-taking and study skills. The literacy initiative addresses communication 
skills. Teaming and cooperative learning are a focal point in the various career and workforce programs. 
Interdisciplinary and collaborative projects abound. The senior project provides students with the 
opportunity to utilize all of their personal skills in a culminating demonstration of learning. Internships 
provide students with the opportunity to demonstrate and hone their employability skills. Butler Tech 
provides an annual Designed for Excellence Conference for all of its CTSO officers. Three hundred 
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students received training in communication improvement, team development, conflict resolution, and 
cooperation skills development in the most recent event. 

Each student at Butler Tech has an Individualized Career Plan (ICP.) This document is a work in 
progress that helps guide the student in preparing for life after Butler Tech. The ICP outlines the courses 
the student needs and suggests possible internships, career paths, and personal skill development the 
student can pursue.  
 

6. High-quality Curriculum and Instruction 
 

Technology plays a significant role in instructional delivery at Butler Tech. It has been integrated 
throughout the Butler Tech campuses and the satellite programs. Every classroom has a minimum of one 
computer and most have computers for every student. There is a one-to-one ratio of computers to full-
time equivalent students in the district. Integration has occurred via the student use of wireless laptops, 
smart board presentation systems, instant feedback devices, blogs, interactive media, and program-
specific software packages. Teachers provide numerous opportunities for students to have hands-on 
experience in the use of word processing, software presentation programs, spreadsheet development, 
initial graphic designing, and other technology. Instructors have exhibited increased dedication to the 
development of electronic lesson plans that provide strong curricular alignment and expanded 
opportunities for interdisciplinary teaming and collaboration.  

In order to attract and retain students, the school keeps on the cutting edge of each of the trade 
and professional programs that they offer. The administrative staff and the CEO place high importance on 
making the latest technology available to students in order to make them competitive in the workplace. 
This may mean that technology may be purchased instead of increasing the teaching staff. A board policy 
prohibits personnel costs from exceeding 70% of revenue to assure adequate funding for professional 
development, technology, and program innovation. 

In the beginning of the decade Butler Tech began to offer online education driven by state 
outcome standards, augmented by the support of licensed teachers. This option, originally developed for 
secondary students who needed credit recovery or desired advanced programming, is now a much sought-
after option for youth in grades 7-12 and adult learners alike. Today the Educational Options Division of 
Butler Tech uses Butler Tech Online to assist students in choosing their individually appropriate path to a 
successful career in a global market. 

There are other indications that Butler Tech is focused on providing a high level of curriculum 
and instruction. 
 
• All core courses have been mapped and aligned. 
• Dual and college tech prep classes provide students with the opportunity to earn college credits 

while in high school. 
• Career and technical classes are directly linked to business, industry, and professional standards, 

providing curriculum that is relevant. 
• Students are expected and encouraged to participate in academic and career-based competitions. 

Butler Tech students excel at the local, state, and national levels in these competitions.  
• Senior projects are required in many programs. They are culminating experiences in which 

students demonstrate their learning. 
• The curriculum management system has led to updating and evaluation of curriculum yearly.  
• Technology has been infused into the curriculum. It has been embraced as an instructional tool 

and utilized for communication with students and parents. Individual faculty innovations in the 
use of technology are evident in many parts of the organization. 

• Teachers collaborate personally and online on a regular basis. Best practices are shared and 
instructional practices are modified and adjusted. 
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• Butler Tech maintains over 4,500 computers throughout the district, with replacement scheduled 
every four years. 

 
The Ohio Achievement of Excellence Award is an advanced level of recognition for 

organizations demonstrating through commitment and practice significant progress toward excellence as 
evaluated by an external team of Baldrige-trained examiners. Butler Tech was the only school district in 
Ohio to receive this recognition in 2006, the first and only career technical school district to do so, and the 
first school district to do so in only three years of applying for the award. Accepting the award, Bob 
Sommers, the school’s CEO, stated that; “Our hard work is devoted to enhancing quality processes that 
will consistently deliver excellent educational experiences for our students.” This year (2009), Butler 
Tech is in the process of applying for the national Baldrige award.  
 

7. Use of Data at Classroom and Building Levels 
 

Data undoubtedly drives decision-making at Butler Tech. The Butler Tech Decision Framework 
provides the criteria by which decisions are made. All criteria are measured on a regular basis. The most 
important performance measures are student engagement in standards-aligned curriculum and the Kalmus 
Ratio, a measure of cost per successful student. 

The key performance measures for curriculum design and development are percent of student 
career plan interests addressed by Butler Tech programs; percent of regional high-growth, high-skill 
careers addressed by Butler Tech programs; percent of Butler Tech programs providing academic content 
standards sufficient to meet postsecondary entrance requirements; and percent of teachers prepared to 
deliver curriculum as designed. 

The key performance measures for education delivery are percent of programs delivered as 
planned and student engagement in standards-aligned curriculum as observed in classrooms. All 
performance measure data is collected through formal staff, faculty, and student feedback systems. These 
performance results are then used to prioritize improvement projects, which, in turn, are used to modify 
day-to-day activities at all levels. Results also impact decisions related to program revisions, changes, 
process effectiveness, and instructional delivery. A dramatic example of the effectiveness of this strategic 
approach has been the impact on program delivery. Significant changes have occurred that have led to the 
elimination of outdated programming, the implementation of 23 new education programs, expansion of 
the online course offerings, expansion of partnerships with the chambers of commerce, the 
implementation of public-private partnerships such as the Greentree Health Science Academy, and the 
expansion of facilities such as the Public Safety Education Center. 

Organizational performance and capabilities are monitored regularly. Performance analysis has 
become the cornerstone of the sound foundation on which Butler Tech has been built. Butler Tech 
engages in the performance analysis process semiannually. Areas investigated to assess performance are 
student performance, customer satisfaction, stakeholder satisfaction, community data, financial data, staff 
satisfaction, and process performance data. 

Key data sets that emerge are distributed to faculty and staff. Instructional staff monitor student 
progress and adjust teaching strategies and assessments accordingly. Data also emerges through summary 
analysis documents such as the Butler Tech Learning Experience. Survey results are made available 
monthly. Instructional staff can monitor student progress daily via the student information system.  
 

8. Transitions 
 

Transitions at Butler Tech differ from those of other schools. The Transition Team, comprised of 
members from all divisions of the organization, guides transition activities, which include informative 
brochures, open houses, tours, career days, new student orientations, a Spring Celebration for new 
students, August Kick-off Festival, and career labs. All are designed to heighten student awareness, 
comfort level, and fit.  



© International Center for Leadership in Education 8 
   Successful Practices Network 

Beginning in 8th grade, each student in the associate schools creates a personal career portfolio 
online through the Kuder Career Planning System. Students create four-, six-, or eight-year education 
plans, build professional resumes, explore and compare occupations, find a major and research college 
options, learn how to pay for college, and have a repository for all career research and related 
experiences. Interest assessments, personal skills assessments, and values assessments are taken to help 
students identify a career cluster they might want to pursue. This information is available to career 
technical teachers and administrators and can be used for recruiting students into their programs.  

The transition from Butler Tech programs to the students’ next step in life is equally important to 
Butler Tech. Students develop plans to transition to postsecondary education and work. In secondary 
workforce programs they create career passports that include their personal career goals, documentation 
of skills achieved, a resume, a transcript, and awards or certifications received. Several of the district’s 
measures of success are based on successful student transition to positive post-program activities. 

The Student Success Lab has been highly effective in assisting students with the transition from 
grade 12. Postsecondary information and planning services are available. The Compass Assessment is 
given to assist students making post-high school decisions. College visits are set up and the student’s 
career passport is finalized. Faculty members from the universities in the area assist secondary instructors 
in developing curriculum for grades 11 and 12 so that the transition to college is seamless and does not 
require remediation. 
 

9. Leadership/Systems Approach 
 

A Board of Education, composed of one appointed member from each of the 10 associate school 
districts, provides the governance for Butler Tech. The board clearly establishes the vision for what the 
district will accomplish if it is successful. Senior leadership guides implementation. The board monitors 
the organization’s success using the vision statement. 

Butler Tech relies on two management tools. The Butler Tech Balanced Scorecard includes eight 
areas of concern: 
 
• ethical decisions 
• affordable decisions 
• community awareness 
• student performance 
• staff satisfaction 
• enrollment growth 
• stakeholder satisfaction 
• customer satisfaction. 

 
The Butler Tech Decision Framework offers a checklist for decision-making. 
 
• Is it ethical? 
• Can we afford it? 
• Will it improve organizational or student performance? 
• Will it improve staff satisfaction? 
• Will it improve stakeholder satisfaction? 
• Will it improve customer satisfaction? 
 
These tools are the foundation for systematically monitoring performance and engaging in change. 

The senior leadership uses information leadership techniques to assure organizational alignment 
with the board’s vision while maximizing the creative flexibility available to every faculty and staff 
member. Information leadership relies on caring, competent, curious, and competitive faculty and staff to 
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make the right decisions when they are fully aware of their current level of performance. The district uses 
extensive comparative analysis with the best peers it can find to drive the definition of high-quality, best 
practice performance. It also provides employees with clear reporting of their current standing, past 
performance, and the performance of peers and high-performing districts. This information is used by 
individuals and teams as they create their own reform initiatives. Nearly all of the program innovations at 
Butler Tech are directly attributable to the creativity and attention to quality provided by front-line faculty 
and staff.  

The school’s fiscal success is based on a totally unprecedented formula. Schools traditionally 
report per-pupil expenditures, with lower costs being viewed as a positive. Butler Tech believes using 
cost per pupil has limited function and does not address quality of programs or student success. Butler 
Tech uses the Kalmus Ratio to report true organizational productivity. This ratio, which measures 
organizational costs per successful student, combines cost efficiency with student performance. The 
definition of a successful student varies by program but is always based on student performance on such 
measures as the Ohio Graduation Test, career technical assessments, post-program placement, and Work 
and Family Studies standardized assessments.  

All administrative job descriptions are aligned to both process and student performance metrics. 
Outcomes are clearly articulated, benchmarks are set annually, and evaluations are based primarily on 
those performance outcomes. In other words, if you are an administrator at Butler Tech your evaluation is 
based on results, not activities. Short- and long-term direction and performance expectations have been 
developed via the strategic planning process, which includes input from all levels of the organization.  

Leadership is collaborative and the communication process robust. Division leaders and vice 
presidents are empowered to communicate priorities and to coordinate their division’s operations. 
Division meetings occur monthly. Monthly divisional newsletters are sent to all faculty and staff. Faculty 
and staff also receive regular electronic communications from senior leaders. An electronic suggestion 
system allows faculty and staff to share improvement ideas with senior leaders. The CEO holds multiple 
listening sessions with stakeholder groups. At the annual All-Staff Meeting Day, a “State of the 
Organization” update is provided and staff have the opportunity to provide feedback. 

The 360 degree evaluation process in place is used to evaluate administrator performance, 
including the CEO and the CFO. This evaluation method further supports Butler Tech’s frank, two-way 
communication process. Communication is strongly encouraged through regular staff meetings, and 
regular, anonymous survey processes, including a faculty and staff satisfaction survey and an “Are We 
Making Progress?” survey. The faculty forum provides direct interactive feedback on planned 
organizational changes. In 2008, the faculty took the Organizational Health Inventory and used the results 
to address specific issues that surfaced from the survey. The school also believes strongly in student 
satisfaction, and the results of the My Voice student survey have become a useful tool. It was noted that 
the results are the perceptions of the students, and it is their perception that dictates reality for them.  

For the seventh consecutive year, Butler Tech received a Certificate of Achievement for 
Excellence in Financial Reporting from the Government Finance Officers Association. This and other 
regular recognitions for performance are celebrated by the organization. 
 

10. Professional Learning Community 
 

Professional development is encouraged through high expectations for improvement, 
empowerment of faculty and staff to make critical educational decisions, and the establishment of clear 
expectations for teaching quality and student performance. The curriculum management system allows 
innovative practices to be retained electronically for other faculty to access. Common student assessments 
are being put into place to show direct links between instruction and student performance. Thus, a 
comparative performance platform is established so that faculty can share best practices. Teaching 
standards are used in the faculty evaluation and coaching processes, and high-performing faculty are 
paired with those with lesser performance. Quickbase, a Web-based project management system, 
maintains information about improvement projects. This provides a record of past actions and results. 
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Each process or activity is reviewed and modified regularly, thus leading to improvements via 
documented learning. 

The Butler Tech culture encourages entrepreneurship within the boundaries of the core mission. 
One unique practice has been the elimination of the traditional evaluation of all teachers except those new 
to the profession and those who are struggling with competence as measured by performance data. For all 
others, teacher evaluations are not conducted; instead, these teachers are coached. The coach will 
emphasize strengths and give helpful ideas and techniques on how to improve, providing the teacher with 
ideas, methods, and strategies for professional growth. Trained administrators place classroom 
observation data in the teachers’ hands for their own professional performance decision-making. 

When administrators do their “walk-through” they are not evaluating the teachers, but are 
measuring student engagement in each of the classrooms. The school is working hard on building trust 
among the faculty, giving them the ability to practice new and creative methods in the classroom. 

Networking, within the school, within the state of Ohio, and across the country, is important to 
Butler Tech. Butler Tech has created a national career technical benchmarking consortium that includes 
high-performing career technical school districts across the country. The goal of this consortium is to 
create state and national comparison data for career technical school districts in the areas of student 
performance, process performance, and improvement project performance; this may strengthen 
continuous improvement activities. 
 

11. Meeting the Needs of Struggling Learners 
 

Special needs students are met with a user-friendly approach on the part of the faculty and staff at 
Butler Tech. An inclusion model is in place. Tutors are available during the student’s tutoring period. 
Vocational special needs assistance in the form of a coach on the job site is also made available to 
students with IEPs and 504 status. Classroom instructors work with special needs students, who have 
been carefully matched with programs that meet their needs and goals. Butler Tech has taken the lead in a 
countywide study of service provided for special needs students. The end product has been the creation of 
a task force to expand opportunities in educational and work-based learning experiences. 

Butler Tech offers a specific focus for those students in grades 7-12 who are not successful in 
mainstream schooling and are at risk for dropping out and students with special needs identified through 
Individual Education Plans. The school offers specific courses for this population at all their partner sites. 
Additionally, four academies with focused and unique experiences for these students have been 
developed.  

Academic intervention and extra help are provided in a comprehensive manner across the 
campuses. The Student Academic Watch process identifies students who are struggling in online courses. 
When a student is identified, a personal conference takes place with the student’s counselor and program 
instructor, and an Individual Student Prescription (ISP) is developed. The ISP outlines the interventions 
that will take place. These and other innovations have resulted in industry-leading completion rates for 
online courses.  

The Academic Assistance Lab is available for tutoring in subject areas. Individual instructors 
make themselves readily available to students for extra help. The math tutor is available two periods a 
week. An intervention period is scheduled for students who need support in math and English. 

Social service assistance with issues that may negatively impact academic performance is 
available through the counselors and outside agencies that partner with Butler Tech.  

Students have the opportunity to make up and/or retake many classes via Butler Tech Online or 
after-school classes. The online courses are available during and after the school day for both credit 
recovery and credit advancement. There is an 85% completion rate with 97% of students passing these 
courses.  

The Life Connections Program offered by the Educational Options Division provides students 
with the opportunity to progress toward graduation using a competency-based software program from 
4:30 to 8:30 each evening. Students also have the opportunity to earn credit for work-based learning 
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experiences throughout the normal workday. Fifty students who might otherwise have dropped out earned 
their diploma in the program’s first year. The Fitton Center for the Creative Arts Option Program affords 
students academically at risk the opportunity to select courses that can lead to career or future educational 
options in areas of strong personal interest or talent. 
 

Lessons Learned 
 

• Remembering that student success is the only true measure of a school’s success is challenging. 
Blaming student failures on the students, society, parents, race, or economic conditions is not 
valid. 

• Holding the district and its workforce accountable for student success and building systems 
aligned to that accountability result in high achievement. 

• Establishing benchmark levels of student achievement through comparison with other high-
performing districts substantially improves the drive of faculty and staff to better serve students. 
Competitive comparisons should be seen as positive. 

• Establishing customer and stakeholder needs and expectations within a global context is 
necessary in the 21st century. 

• Rapid growth presents challenges and opportunities related to facilities, technology, and human 
resources. 

• Using performance-driven evaluation systems, non-evaluative feedback, and flexible decision-
making result in an organization that exhibits high performance, high growth, and low cost. 

 
CEO’s List of Three Greatest Strengths 

 
CEO Bob Sommers identified the following as Butler Tech’s core strengths. 

 
1. An intense focus on student success as our only business. 
 
2. Caring, competent, curious, and competitive faculty and staff. 
 
3. Information leadership that leads the organization with clear performance understanding, not 

reforms or regulations. 
 
 

Efficiency and Effectiveness Best Practices 
 

Kalmus Ratio  
 
The ratio measures the cost per successful student instead of cost per pupil. It has been instrumental in 
pushing us to keep costs low and to allocate resources to those costs that create student performance 
improvements.  This makes us push for performance at low cost and thus eliminates the automatic notion 
of spending whatever is budgeted.  The ratio works at the district, school, and to a limited extent, the 
classroom levels.  We have been able to keep our costs low by design and therefore are better positioned 
to weather the current economic challenges. 
 
We have consistently maintained the lowest cost per pupil among career-tech districts in Ohio while 
becoming one of the highest performing districts in the past six to seven years. We are also positioned to 
absorb up to a 10% cut without detracting from current successful programs and practices. 
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We have increased industry credentialing rates from just over 40% to over 85%, while doubling our 
enrollments. College attendance is up among graduates by nearly 45 percentage points. Gender equity 
rates have also increased. 
 
The Kalmus Ratio is an integral part of the budget planning process and is embodied in the Butler Tech 
decision framework, which requires a response to six key questions before any program or service is 
implemented. Two questions are specifically addressed: Will it improve student performance? and Can 
we afford it? 
 
Faculty Coaching and Evaluation Process  
 
We evaluate only faculty who have poor student performance or professional discipline issues.  The 
remaining faculty are involved in professional coaching and walk-through feedback systems. This has 
reduced our overall administrative cost, increased our success at removing poor-performing faculty, and 
has enhanced the support available to our high-performing faculty. 
 
We have been able to remove faculty that were directly contributing to poor student performance.  We 
have moved from 41st out of 49 career-tech schools in performance on academic, industry credential, 
gender equity, higher ed, and employment results to 1st in 2007. In addition to improved student 
performance, we have also improved faculty satisfaction rates. 
 
The walk-through process follows the Phi Delta Kappa walk-through procedures. The process included 
professional development for all administrators.  This change in evaluation approach required increased 
legal counsel involvement, analysis of data, and much more aggressive evaluation expectations. 
 
Keeping professional development costs under $15,000 and a major shift in administrative duties have 
maintained our very low 6-7% administrative costs compared to an average of 10%.  This equates to an 
additional $1.5 million in innovation revenue a year. 
 
Performance has increased and expenditures have been redistributed to higher impact approaches. 
 
Board Policy on Budget Allocations  
 
Overall personnel costs are limited to 70% of revenue. This policy results in balanced budget decisions 
that assure our ability to support the staff we employ with top quality technology, professional 
development, supplies, and curriculum materials. It also assures we have resources to expand student 
opportunities such as youth organization competitions and international exchange programs. 
 
We analyzed the overall need for technology and other expenditures and determined a target personnel 
cost level that was supportable to assure high performance.  This was converted to board policy and 
incorporated into the budgeting processes. 
 
This is not a cost savings as much as a redirecting of resources. We spend more in the classroom than 
most districts because of this provision.  We also allocate funds to marketing and communications to 
assure full programs. 
 


