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DIA Budget - School Improvement 
 
 
 
 
 

1.   20 Teachers@ $3,000 
(Rationale: Comparative to SLC for retention) 

 
2. Development Director 

$60,000 
 
 

$30,000 

 

3. School Improvement Coordinator $50,000 
(Rationale: Ensure successful monitoring/implementation of SIG) 

 

4. 15% Administrative Portion per SIG (3 admin.) $4,000 

 

5.  Consultants (20 days @$1,000) $20,000 
(Rationale: T.A in staff devel, assessment, training, school imp) 

 
6. Staff training on Dual Immersion (SWIOP Model) $9,000 

(Rationale: Travel & Registration: $300 da.@3da@10 teachers) 
 

7. Librarian $30,000 
(Rationale: DIA has an organized library, but no librarian) 

 
8. Music/PE teacher $30,000 

 
9. Technology $35,000 

(Rationale: Server, software, Compass & classroom technology) 
 
 

TOTAL $268,000 



 

Dual Immersion Academy School Improvement Proposal 

Section B, Part 1 

Selecting the Intervention Model and Partners/Providers for a Low -Achieving School 

Step 1-A: Develop Profiles of Available Intervention Models 

Transformation 
 

1. State statutes and policies that address transformation, limit it, create barriers to it, 
or provide support for it and how. 
The "At will" state statute, state CACTUS teacher expectations, staff development 
funds, and ELL funds, among other statutes serve as positive catalysts that promote 
turnaround and support a more active role by the SEA in directly supporting DIA 
school improvement. 

2. District policies that address transformation, limit it, create barriers to it, or provide 
support for it and how: 
The Dual Immersion Academy Board of Directors is relatively new. It has been in full 
operation for two years, going into its third year. The DIA Board is a supportive 
governing body that has given authority to the director to manage the school while 
giving the organization the freedom to initiate transformation change. The 
governance body has district governance policies which support a director led 
approach/flexibility to implement change. Governance by the DIA board emphasizes 
strategic leadership rather than administrative detail. At its April meeting, the board 
reviewed the transformation model. It signaled to school personnel that real change 
for the district is a priority for DIA. The board is committed, through policy changes 
and formulations, to optimize opportunities for transformation change and take a 
more active role in supporting this initiative. The board's Ends Internal Policies 
demonstrate its commitment for dramatic change in DIA's academic outcomes as 
approved at the October 6, 2009 board meeting in the areas of 1) Relative 
Performance, 2) Absolute Performance, 3) Individual Gains, 4) Mission-Specific 
Outcomes (Refer to Appendix A). 

Step 1-B: Develop Profiles of Available Partners/External Providers 

Transformation 
 

External partners/providers available to assist with transformation and brief description 
of services they provide and their track record of success. 

 

 

 

 



Partner Organization/ 
External Provider 

Lead 
Y/N 

Support 
Y/N 

Service Provided Experience 
(Types of 
Schools/Results) 
 

1. U.S. Dream Academy N Y Extended learning time Tutoring program; 
mentoring, assessment 
study skills, test 
preparation. Refer to 
Appendix B for results. 

2. Bueno Equity 
Assistance Center  
UC, Boulder, CO 

 

N Y Improving education for 
culturally & linguistically 
diverse students. 

SEAs, LEAs—Technical 
assistance in school; 
staff development; 
equity. Providing T.A. to 
schools since 1978. See 
Appendix C for Letter of 
Understanding 

 

Step 2: Demographics - Profile of the School's Context and Performance 

Name of School: Dual Immersion Academy 

Contextual Data: 
 

1. Grade levels: K - 8 2. Total Enrollment: 450 3. % Free/Reduced lunch: 67% 
 

4. %Special Education Students: 4.4% 5. % English Language Learners: 75% 
 

6. Home Languages of English Language Learners (list up to 3 most frequent): Spanish, 
Tongan, Samoan 

7. Briefly describe the school's enrollment area (neighborhoods, communities served): 
 

The Dual Immersion Academy is situated in the Glendale area of District 2 of Salt 
Lake City. Since the 1970s, the Glendale area has had the reputation as one of the most 
crime-ridden areas in Salt Lake City, and is considered the hub of gang activity. From 
2007 to 2008 there was a 62% increase in gang-related crimes. During the same period, 
District 2 and Glendale reported the highest number of violent crimes. When compared 
to all Salt Lake City schools, t hose in our area reported the highest percentage of both 
minority students (over 80%), and of students whose first language is not English (over 
60%). Finally, the schools in our area are SLC's lowest ranking on U-PASS. While the 
minimum for acceptable overall proficiency is 77%, schools in our area scored an 
average of 55%. Our district has the highest person/household rate in the city, and 
ranks at the bottom in household income and level of education. Statistics come from 
the Salt Lak  _City Police Department, the Salt Lake City School District, the Utah Office of 
Education, and the U.S. Census. (Refer to Appendix D for police crime statistics report.) 



 
 
 
''The LEA has a clear plan for monitoring student achievement by individual teachers' 
classrooms." 
Dual Immersion Academy employs ongoing formative and summative assessments of its 
students. The assessment schedule is as follows: 
 
 
 

TEST NAME TEST TYPE SUBJECT(S) GRADE(S) ADMINISTERED IN 
Iowa Test State Mandated L.A., Math 3,5,8 Fall 
ORA In-House English & Spanish 1-8 Fall, Winter, Spring 
Dibels In-House Spanish K Fall, Winter, Spring 
Math Assessment In-House Math K-8 Fall, Winter, Spring 
DWA State Mandated Writing (Eng.) 5 Winter 
UALPA State Mandated ELL K-8 Winter/Spring 
QIA In-House Spanish for English 

speakers 
K-4 Winter/Spring 

Iowa Test State Mandated LA., Math 3 Spring 
CRT State Mandated L.A., Math 2-8 Spring 
CRT State Mandated Science 4-8 Spring 

 
 
 
"The LEA has a clear plan for how it will assist in necessary plan revision if student achievement 
results do not meet expected goals." 
 
If the above assessment program does not lead to desired results, DIA is committed to the following: 
 
- Profession al development to train teachers to better use data from periodic assessments, which would 
drive instruction (e.g. Backward by Design) 
- Additional training in the use of the UTIPS online standardized test program 

 
  



8. List the feeder schools and/or recipient schools that supply or receive most of this 
school's students: 

 
The Guadalupe charter school which has been identified as a Tier 1 newly eligible 
school, is the largest feeder school to the Dual Immersion academy. Guadalupe 
charter school has an average proficiency of 45% over 4 years. 

9. Briefly describe the background and core competencies (particular skills, expertise) of 
the school's current key administrators and indicate the number of years they have 
held the position and the number of years they have been employed in the LEA. 

 
Position Background and Core 

Competencies 
Yrs. In 
Pos. 

Yrs. In 
School 

Yrs. In 
LEA 

Dr. 
Laurencio 
Pena 

Ph.D. in curr. & instr.; M.A. in 
education administration; bilingual 
Spa/English; 30 years experience as 
teacher & administrator; former 
superintendent & principal; prior 
dual immersion experience 
 

7 
months 

7 months 7 
months 

 M.A. in education; 30 years in 
teaching & administration; 8 yrs in 
bilingual education; endorsements 

12 
months 

12 months 12 
months 

Nadia 
White 

Accounting and H.R. 
background 15  years in 
institutional accounting 

9 
months 

9 months 9 
months 

 
 

Rationale for keeping Director: 
 

Dr. Pena, as the current leader, will not be replaced as he has been the CEO/ 
director for less than 1 year. He brings to the position 30 years of educational 
experience as an elementary teacher, middle school teacher, and high school teacher. 
Dr. Pena has also served in various administrative capacities as a principal of 
elementary, middle, and high schools. Dr. Pena has also served as a superintendent of 
schools. Besides a Ph.D. in curriculum and instruction, Dr. Pena has attained an MA in 
educational administration. Dr. Pena brings to the position of CEO/Director the 
bilingual/bicultural competencies required of a school such as the Dual Immersion 
Academy. He 



 

is a former high school Spanish teacher; he has also taught at the elementary 
level. As an administrator, Dr. Pena is also a former principal of a K-8 
Spanish/French immersion school. 

 
 

10.Briefly describe the process by which school administrators are evaluated. By whom? 
How frequently? 

Assistants to the CEO/director are evaluated once a year by the CEO against pre-determined 
expectations; the CEO/director is evaluated by the Board of Directors solely against expected 
CEO/director job outputs: organizational accomplishments of board policies on ENDS Internal 
Policies and organizational operation within t he bounds established in board policies; i.e., to 
determine the degree to which they are being met. All policies that instruct the CEO/director 
will be monitored as follows: 

 
Policy Method Frequency Board Meeting 
 
Ends 

 
Internal 

 
Tri-annual 

 
Dec, Mar, June 

Global 
Adm. Constraints 

Internal Dir. lnsp. Annual June 

Treatment of Stud. Internal Annual Dec. 

Treatment of Staff Internal Annual Dec. 

Fin. Plan./Budget Internal Qtrly. Jan., Apr., June, Oct. 

Fin. Cond. & Act. Internal Qtrly. Jan., Apr., June, Oct. 

Fin. Cond. & Act. External Annual October 

Emerg. Dir. Succes. Interna l Annual June 

Asset Protection Internal Annual October 

Comp. & Benefits Internal Annual April 

Support of Board Direct Inspect. Annual January 



 

11. Provide a summary profile of the teaching staff. For middle schools and high schools, 
categorized by subject area (English, math, science, etc.). For elementary school categorize 
by grade level or specialty area. Use FTE in counts. 

 



 

12 . Briefly summarize the process by which teachers are evaluated. By whom? How 
frequently? 

Teachers at DIA undergo on-going observation, explicit subject matter training based on 
observations, and coaching by their USOE certified instructional supervisor. Teachers are 
evaluated by the director once during the first semester and a second time during the second 
semester.  A formal evaluation instrument comprised of 6 domains (e.g., planning & 
preparation, classroom management, school culture, delivery of instruction, etc.) is used. The 
process consists of 3 steps:  an initial meeting to inform the teacher of the evaluation process 
and expectations and to provide a copy of the  evaluation instrument; the second step is a 
formal classroom observation; and the third step consists of an exit discussion whereby the 
teacher is provided a copy of evaluation document and discussed as it relates to 
commendations, deficiencies, and improvement recommendations. It is important to note that 
the teacher evaluation instrument currently contains a particular domain of "competencies" 
unique to dual immersion schools which are intended to assess if a strong match exists 
between the teacher and the transformation school. An example of this particular domain is 
entitled "school culture." This domain reflects the unique competencies which are designed to 
ident ify staff than can effective in a turnaround school. Such competencies are: a) bilingually 
proficient in English and Spanish, b} evidence that the teacher demonstrates cultural relativity, 
c) evidence of celebrating language and culture, d) evidence of supporting the Boards Ends 
policies regarding dual immersion. These "local competencies" are not only designed to 
identify ineffective teachers in a transformation school, but also as formative assessments to 
identify critical areas for transforming failure as it relates specifically to student growth into 
learning success via staff development. 

13. Is teacher absenteeism a problem in this school? Please explain. 
 

This is not a perceived problem at DIA. DIA is a Spanish/English dual immersion academy 
where teacher are bilingual and bicultural. It is a school where teachers want to teach because 
of their prior training and commitment to this unique educational process. All the Dual 
Immersion Academy teachers are committed to the school's vision and mission. 

 
14. Briefly summarize previous and current reform and improvement efforts, within the last 5 
years, and what impeded their success. 

DIA is in its 3rd year of operation; therefore, no substantial reforms nor school improvement 
efforts have been implemented in any significant manner. However, at the initial stage, 
strategies were set in motion to procedurally organize the school. This process was impeded 
due to start-up difficulties. This ARRA school turnaround grant will be DIA's very first effort to 
implement a reform process for school improvement. 



 

Performance 
 

1. Enter the percentage of all students who tested as proficient or better on the state 
standards assessment test for each subject available. 

 

 2008 2009 
Reading/Language Arts 46.4% 47.7% 
Mathematics 30% 30.8% 
Science 12% 12.4% 
Social Studies 
Writing 

 
9% 

 

 

2. For the most recent year available, enter the percentage of students in each 
subgroup who tested proficient or better on the state standards assessment test for 
each subject available. Test year: 2009 

 
Subject White, 

non- 
Hispanic 

Black, non- 
Hispanic 

Hispanic Asian, Pacific 
Islander 

Native 
American 

Ells Special 
Ed. 

Reading, 
Lang. Arts 

  

42.9% 

 

43.0% 

 

33.3% 

 
46.9%  

Mathematics   
42.9% 

 
23.2% 

 
16.7% 

 27.9%  

Science    
11.0% 

  9.1%  

Social Studies        

Writing  
      

 
3. For the most recent year available, enter the percentage of students at each grade 
level in this school who tested proficient or better on the state standards assessment test for 
each available grade. Test Year: 2009-2010 

 
Subject 1st 2nd 3rd 4th 5th 6th 
 

Reading/Language  Arts/English 

 

48% 

 

62% 

 

42% 

 

42% 

 

56% 
Mathematics 47% 39% 30% 18% 6% 
Science 
Social Studies 

  9% 14% 18% 

Writ ing     56% 



 
 

4.Average daily attendance percentage for the last complete school year: 90% Year: 08-09 

5.Student mobility rate for last complete school year: 1%  Year: 08-09 

6. Graduation rate for all students: N/ A; DIA is a K-8 elementary school. 

7.Graduation rate-percentage (high school only). Not applicable to DIA 

8.Explain how the graduation rate was calculated. Not applicable to DIA 

Key Questions 
1. Which student groups are experiencing the lowest achievement? 

English language  learners, Hispanics, Samoan 

 
2. Which student groups are experiencing the lowest graduation rates, if applicable? 

Not applicable, DIA is a K-8 elementary school. 

 
3. In which subjects are students experiencing the lowest achievement? 

 
Math, Science, Language Arts 

 
4. What characteristics of the student demographics should be taken into account in 

selecting a model and external partners/providers? 
 

The Dual Immersion Academy (DIA) is a relatively new charter school which is barely 
in its 3rd year of operation. DIA's student count is 430 students of which 75% qualify 
for the federal free and reduced lunch program, thereby considered 
"disadvantaged." The student body is comprised of 73% Latino, 15% Caucasian 
(Non-Hispanic), 6% Afro-American, 5% Polynesian, and less than 1% Asian or Native 
American.  DIA's student body is richly diverse linguistically, culturally and 
ethnically. Eighty -five percent of the students come from a home where a language 
other than English is spoken. This is significant because generally academic 
achievement scores for language minority groups show that they lag behind majority 
groups. The external partners, therefore, should be cognizant of the educational 
dilemma encountered by cultural and linguistic groups and have the necessary 
expertise to impact their educational achievement. The Bueno Equity Assistance 
Center is such a partner. Its mission is to assist DIA in creating a more equitable 
school experience for language minorities. Its focus is to provide leadership training, 



 

professional development and technical assistance in national origin and school 
climate to reduce overrepresentation of minority students in special education and 
improve the quality of programs for English language learners. 

 
5. What, if any, idiosyncratic characteristics of the enrollment area should be taken 

into account in selecting a model and external partners/providers? 

 
High incidence of gang activity; high poverty; high incidence of police activity; 
chronic low achievement; low socio-economic status are the characteristic of 
enrollment area which should be taken into account in selecting a partner. The 
Bueno Equity Assistance center is such a partner as it has been providing technical 
assistance to regional schools since 1978. 

 
6. What characteristics of administrations and faculty should be taken into account in 

selecting a model and external partners? 

Experience in implementing dual immersion models; prior experience in providing 
technical assistance in matters related to the education of language minorities; 
ability to communicate in Spanish and English; notable academic attainment in and 
expertise in matters related to minority at-risk students; commitment to dual 
immersion education; bilingual in Spanish and English; equity education experience. 

7. What characteristics of past experience with reform efforts should be taken into 
account in selecting a model and external partners? 

The Dual Immersion Academy has not had past experience in reform efforts due to 
the newness of the school. However, it is important that those most responsible for 
implementing the transformation model be cognizant of  language Acquisition and 
the TWIOP Model, Two-Way Instruction Observation Protocol (TWIOP model is a 
research-based adaptation of the Sheltered Instruction Observation Protocol (SIOP) 
model. TWIOP includes detailed procedures for preparation, defining objectives, 
building background, ensuring comprehensible input, opportunities for students to 
use learning strategies, scaffolding, and interaction and discussion. DIA teachers will 
be trained and will implement the TWIOP model to assist students in understanding 
content in their target languages. Similarly, external partners should be cognizant of 
the  educational  dilemma confronting cultural and linguistically different students 
and have the educational commitment and expertise to help DIA attain academic 
achievement for these students. The Bueno Equity Assistance Center from the 
School of Education at the University of Colorado, Boulder is such an agency. It has 



 

a significant track record in providing technical assistance to SEAs and LEAs as it was 
first established in 1978.  It is funded by the U.S Department of Education   under Title 
IV of the 1964 Civil Rights Act. Its focus is to provide leadership training, professional 
development and technical assistance in  national origin issues and school climate 
and to reduce under-representation of minority students in special education, increase 
the underrepresentation of minority students in gifted programs and to improve the 
quality of programs for  English language learners. 

 
 
 
 
 
Curriculum Overview 

 
State Core and More 
DIA will follow the Utah State Core Curriculum and will deliver the academic content in both Spanish and English 
(see Language Acquisition below). Educational materials and texts used in Mexican elementary schools and 
contributed by the Mexican Consulate will provide supplemental content to the DIA curriculum. Finally, a rich variety 
of multicultural materials will be integrated throughout the curriculum to ensure DIA meets its mission to value 
diversity and prepare cross-culturally aware graduates for leadership roles in our global community. 

 
Instructional Methodologies 
Balanced Literacy: DIA will implement the Balanced Literacy model. Daily schedules will include a 90-minute literacy 
block including: Read Aloud/ Write Aloud; Interactive Reading/ Interactive Writing; Guided Reading/ Guided Writing; 
Independent Reading/ Independent Writing. Students will be assessed individually and placed in reading groups that 
maximize their progress. An Apprenticeship Model will be used where teachers scaffold young readers and writers 
by modeling, providing explicit instruction, guiding students to create original ideas and work, and opportunities to 
demonstrate their skills independently. Experiential and project-based learning will provide opportunities for students 
to be hands-on actors in their own educational process. 

 
Language Acquisition and the TWIOP Model 
DIA's educational model has been developed with careful consideration of the latest research and best practices in 
two-way language immersion. Much of this information comes from the Center for Applied Linguistics 
( www.CAL.org). Developed by the Center for Applied Linguistics, the Two-Way Instruction Observation Protocol 
(TWIOP model is a research-based adaptation of the Sheltered Instruction Observation Protocol (SIOP) model. 
TWIOP includes detailed procedures for preparation, defining objectives, building background, ensuring 
comprehensible input, opportunities for students to use learning strategies, scaffolding, and interaction and 
discussion. DIA teachers will be trained and will implement the TWIOP model to assist students in understanding 
content in their target languages. 

 
Science and Math 
DIA's Science curriculum will follow the State Core and will offer students the opportunity to investigate, explore and 
problem solve through hands-on activities as well as learn important Science facts and concepts. Likewise, the 
DIA's Math curriculum will provide students opportunities to sharpen their skills in computation as well as participate 
in investigative, hands-on problem-solving activities utilizing Math concepts and skills. DIA has selected Scott 
Foresman/Addison Wesley as the primary source for texts and materials for Math and Science. This publisher 
provides a blend of traditional and inquiry based Science and Math curriculum in both Spanish and English. 



. 

 

Step 3-A: Determine Best-Fit Model for School 
 

The chief question to answer in determining the most appropriate intervention model is: What improvement strategy will result in the most immediate and 
substantial improvement in learning and school success for the students now attending this school given the existing capacity in the school and the district? 
There is no "correct" or "formulaic" answer to this question. Rather, relative degrees of performance and· capacity should guide decision making. The following 
table outlines key areas and characteristics of performance and school, district, and community capacity that should be considered as part of your decision 
making. In the first column, check the boxes that accurately describe the school. The checks in the right four columns indicate that if this characteristic is 
present, the respective intervention model could be an option. 

 



 

1. Based on the Characteristics of Performance and Capacity table above, rank order th e intervention models that seem the best fit for this school. This 
is only a crude estimation of the best possible model, but it is a place to start . 

 
Best Fit Ranking of Intervention Models 

 
A. Best Fit: Transformation   Model 

B. Second Best Fit: Turnaround Model 

C. Third Best Fit: 

D. Fourth Best Fit: 

2. Now answer the questions below for the model you consider the best fit and the model you consider the second best fit. Review t he questions for 
the other two models. Change the rankings if answering and reviewing the questions raises doubts about the original ranking. 



 
 
 

2. Now answer the questions below for the model you consider the best fit and the 
model you consider the second best fit. Review the questions for the questions for 
the other two models. Change the ranking if answering and reviewing the questions 
raises doubts about the original ranking. 

 
The Transformation Model 

1. How will the LEA select a new leader for the school, and what experience, 
training and competencies will the new leader be expected to have? 

 
Dr. Pena, as the current leader, will not be replaced as he has been the 
CEO/director for less than 1 year. He brings to the position 30 years of 
educational experience as an elementary teacher, middle school teacher, and 
high school teacher. Dr. Pena has also served in various administrative 
capacities as a principal of elementary, middle, and high schools. Dr. Pena has 
also served as a superintendent of schools. Besides a Ph.D. in curriculum and 
instruction, Dr. Pena has attained an MA in educational administration. Dr. 
Pena brings to the position of CEO/Director the bilingual/bicultural 
competencies required of a school such as the Dual Immersion Academy. He 
is a former high school Spanish teacher; he has also taught at the elementary 
level. As an administrator, Dr. Pena is also a former principal of a K-8 
Spanish/French immersion school. 

 
2. How will the LEA enable the new leader to make and sustain strategic staff 

replacements? 
 

As the new instructional leader Dr. Pena has attended two recruitment 
fairs at BYU and UofU to recruit bilingually certified teachers. A significant list of 
highly qualified, bilingual teachers have been identified as potential teacher for 
the dual immersion academy. In addition to recruiting HQ, certified, bilingual 
teachers, DIA will actively build its own supply of transformation teachers by 
continuing to seek out, training in the dual immersion concept, and strategically 
placing candidates who have the qualities necessary and consistent patterns of 
action to help transform DIA. A critical aspect of sustaining effective teachers is 
to provide equitable pay comparative to surrounding school districts; therefore, 
part of the SIG budget will include a budget item to provide DIA teachers a 
comparable pay scale so that new teachers can join the DIA transformation 
school. Because turnovers and dismissals will invariable occur at any point 



 

during the school year, DIA will maintain a pool of qualified replacements 
throughout the school year. The LEA will give the transformation leader 
significant discretion to allocate teacher resources within the existing budget to 
best meet students' needs. To date, the director enjoys full support as the 
instructional leader per board governance policy which states: 

As long as the director/CEO uses any reasonable 
interpretation of the board's Ends and Administrative 
Limitations policies, the director/CEO is authorized 
to establish all further policies, make all decisions, 
take all actions, establish all practices, and pursue 
all activities. Such decisions of the director/CEO 
shall have full force and authority as if decided by 
the board. 

3. What is the LEA's own capacity to support the transformation, including the 
implementation of required, recommended, and diagnostically determined 
strategies? 

 
DIA has begun to build its own capacity to execute and support the selected 
transformation model by identifying a strong intervention leader (Dr. 
Laurencio Pena) within its own ranks who has the Board of Director's support 
in teacher recruitment, hiring, and placements - another aspect of building 
capacity. The Dual Immersion Academy's effort to implement the 
transformation model has the full support of the Board of Directors as an 
alternate expectation to faire better than the prior year when it did not make 
AYP. To support the transformation leader and to ensure that intervention 
efforts stay on track, the Board is committed to remain actively engaged 
through capacity building efforts such as focusing on student achievement 
gains, monitoring progress on a monthly basis, support for provision of 
resources needed to address the intervention needs of individual students, 
and supporting intensive staff development opportunities. The 
implement ation process will be executed by at a new cadre of highly qualified 
bilingual teachers who are certified, in addition to the technical assistance of 
two external providers with whom the school has already established a 
working relationship in the past. The Bueno Equity Education Center, for 
example, will assist DIA in bu ildi ng internal capacity by providing professional 
development to staff on how to engage in on-going problem solving, thereby 
establishing a culture geared toward continuous improvement. Federal and 



 

state economic resources will also be directed t oward enhancing capacity 
building for focusing on student achievement - the singular goal in the 
implementation of the transformation model. To support the overall goal of 
student academic achievement, two organizations are committed to assist DIA 
in the implementation process of the transformation model. One is the U.S. 
Dream Academy, an extended learning program and the Bueno Equity Center 
from the University of Colorado, Boulder. Both of these programs are 
described in the Partners section of this proposal. 

 
4. What changes in decision making policies and mechanisms (including greater 

school-level flexibility in budgeting, staffing, and scheduling) must accompany 
the transformation? 

 
The Dual Immersion Academy board has already adopted a governing style 
which observes the principle of the Policy Governance Model, which 
emphasizes a) outward vision rather than internal preoccupation, b) 
encouragement of diversity of viewpoints, c) strategic leadership more than 
administrative detail, d) clear distinction of board/director, CEO roles, e) 
proactive rather than reactive, and f) collective v. individual decision making. 
Most importantly, the board authorizes the director/CEO to make decisions 
with full force and authority as if decided by the board. 

 
5. How will the district support the new leader in determining the changes in 

operational practice (including classroom instruction) that must accompany 
the transformation, and how will these changes be brought about and 
sustained? 

 
The district will support the new leader by formulating whatever necessary 
governance policies that convey that its sole official connection to the 
operational organization, its achievements, and conduct will be through the 
CEO/director, so that all authority and accountability of staff is considered the 
authority and accountability of the CEO/director. 



 

Step 3-8: Determine Best- Fit Partners/ Providers for School and Intervention Model 
 

Intervention Model 
Transformation 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Lead Partner/Provider 
Not Applicable 

 

Internal Partner (District Staff) 
Dual Language Teacher Partners 

Rationale for Selecting Model 
The rationale for selecting the transformation 
model is based on three salient characteristics: 1) 
school performance, 2) school capacity, and 3) 
district capacity.  As it relates to school capacity, 
DIA is characterized by low achievement by all 
students, moreover, students are experiencing low 
achievement in all core subject areas.  As it relates 
to school capacity, DIA has a history of chronic-low 
achievement. Also, there is clear evidence of a 
negative school culture, and evidence of limited 
staff capacity where no student achievement has 
been demonstrated in the past 3 years.  As it 
relates to district capacity, the DIA board is pro 
actively willing to extend operational autonomy to 
the school by formulating appropriate governance 
policies to make the transformation model 
successful. 

 
Rationale for Selecting Lead Part ner/ Provider 

Not Applicable 
 

Rationale for Selecting Internal Partner/Provider 
The rationale for internal (district staff) partnering 
is based on the chronic-low achieving achievement 
which requires building a committed staff for 
transformation support. This translates into a goal 
which requires changes from a former staff which 
did not demonstrate substantial academic 
achievement and which was unresponsive to a dual 
language school culture into one which will be 
committed to the dual immersion goals reflect in 
the DIA board Ends policies and support for a 
school culture committed to transforming student 
performance. 



 

Support Partners 
 

U.S. Dream Academy 
 
 
 
 
 
 
 
 
 
 
 
 
 

Bueno Equity Assistance Center 

Rationale for Selecting Support Partners 
 
The U.S. Dream Academy is an extended learning 
time program which has been a partner with DIA 
for 2 years. Funded from Washington, D.C., it 
provides after school mentoring program for DIA 
students.  The U.S. Dream Academy operates 
from Monday - Friday from school dismissal time 
to 6:00 Pm. All students who participate receive: 
one-on-one mentoring, safe learning environment 
healthy nutritional snacks, computerized on-line 
tutoring, math & reading tutoring, certified 
teachers, recreational activities, boy & girl scouts. 

 
The rationale for selecting the Bueno Center 
University of Colorado, Denver is based on prior 
technical assistance provided to DIA in matters 
related to staff development and leadership 
t raining. The Bueno Equity Assistance Center is an 
integral part of the School of Education at the 
University of Colorado, Boulder. The BUENO Center 
provides a comprehensive range of research, 
t raining, and service projects which will be 
available to DIA. The Center strongly promotes 
quality education with an emphasis on cultural 
pluralism. The Center is deeply committed to 
facilitating and equal educational opportunity for 
cultural and language minority students. (See 
Appendix D.) 

 

Step 4: Define Roles and Develop Contracts 
 

Briefly describe the roles of each of the following groups or Partners/Providers relative to 
the implementation of the intervention model. 

State Education Agency The SEA will establish clear goals for grant to help DIA achieve 
rapid improvement for its low-achieving students. DIA will look to 
the SEA for allocating state funds effectively for implementing a 
successful ARRA SIG to support sustainability of reforms beyond 2 
or 3 years. DIA will look to the SEA to identify successful 



 

transformation models worth sustaining and disseminate this 
information. 

Local Education Agency The LEA will grant the CEO/director sufficient operational 
flexibility (including in staffing, calendars/time, and budgeting) 
fully implement a comprehensive transformation approach to 
substantially improve achievement outcomes and support a 
governance structure which will facilitate the success to the 
transformation at DIA. This Board of Directors has already made a 
commitment to support the transformation model at its April, 
2010 meeting and has determined to keep Dr. Pena as its 
intervention leader. In the process, Dr. Pena, per Board policy is 
acknowledged as the school operations administrator while the 
Board purpose is to establish governance policies to provide 
critical support for the school's transformation effort. In addition, 
the Board intends to monitor, on an on-going basis, the 
implementation process to ensure that its establish Ends policies 
relative to student learning remain the top priority for attention 
and resources. Ultimately, the Board is prepared to support the 
director in an effort to ensure a united front in the 
implementation of the transformation model. 

Internal Partner (LEA staff) Staff will become key players in the success of the transformation 
as they are the key players in the intervention process. As such, 
they will collect, report and use critical student learning data - 
key to sustaining improvement. Especially during the first year of 
the turnaround process, staff will maintain a dedicated system for 
the timely analysis of student assessment data as research 
indicates that successful transformation efforts are marked by 
strong improvements in the first year. By enabling frequent 
analysis of this data within the school, the director and teachers 
working as partners can make rapid changes based on what is and 
isn't working in the transformation process. Staff will be an 
integral part for input in the planning stage and subsequent 
support and involvement to ensure continuity of transformation 
efforts. 

Support Partner/Provider The U. S. Dream Academy is an extended learning time partner, 
which has been in situated within the DIA school for 2 years. 



 

Funded from Washington, D.C., it will continue to provide after 
school mentoring program for DIA students. The U.S. Dream 
Academy will operate from Monday- Friday from school 
dismissal time to 6:00 Pm. All students who participate will 
receive: one-0111-one mentoring, safe, safe learning environment, 
computerized on-line tutoring academic assessment for 
placement, math & reading tutoring. 

 

Support Partner/Provider 
 
 
 
 
 
 
 
 
 
 
 
 
CEO/Director 

The Bueno Center from the University of Colorado, Boulder will 
provide technical assistance to DIA in matters related to staff 
development and leadership training, in addition to training in 
data collection and analysis at he school level. The BUENO Center 
provides a comprehensive range of research, training, and service 
projects which will be available to DIA. The Center strongly 
promotes quality education with an emphasis on cultural 
pluralism.  The Center is deeply committed to facilitating and 
equal educational opportunity for cultural and language minority 
students. 

The CEO/director, as the instructional leader of DIA, will be 
responsible for fully implementing a comprehensive 
transformation approach to substantially improve student 
achievement. Given the multiple variables in this process the 
CEO/director will communicate the need for reform, identify 
resources and capabilities (including community partners) for 
sustaining the transformation effort. The CEO/director will 
anticipate changes in personnel, contraction of resources, 
revisions to policies necessary to support the model and threaten 
structures and attitudes that can impede improvement. 
Sustainability of the transformation will be a most important 
function of the CEO. 

School Teams School teams are an integral component of the transformation 
process. In order to make good decisions about what needs to 
change, effective collection and use of data are key to sustaining 
improvement. Therefore, school teams will dedicate sufficient, 
routine, and non-negotiable time to data analysis and planning . 
School teams will be involved in structuring on-going staff 
development, high-quality job-embedded development that is 



 

 
 
 
 
 

Parents & Community 

aligned with the school's transformation instructional program 
and assist administration to design a process to facilitate effective 
teaching and learning and have the capacity to successfully 
implement school reform strategies. 

Community and parents will be, not only involved in the planning 
stages of the transformation model, but to be fully realized and 
lasting, the transformation effort must be accompanied by a 
fundamental cultural shift throughout the local community, a shift 
that will result in new mindsets and accompanying behaviors 
among parents; therefore, parent training will be provided to 
engage the necessary on-going support for sustainability. This 
support will be through the established parent/teacher 
organization and attained by implementing and fulfilling the Title I 
expectations of building parents capacity for involvement. The 
intent is to create a sense of ownership in the transformation 
process, and making it clear why change is necessary and allowing 
parent to see the real consequences of failure. The parents and 
community need to grasp the seriousness of student 
underachievement and failure.  The ultimate objective is to 
engage parents, teachers and the surrounding community in a 
way that encourages them to become part of the changes in the 
school, rather  than critical observers who watch from the 
sidelines. Part of this is accomplished by identifying appropriate 
roles for community-based organizations and businesses for 
coordinating with parent involvement.  As an example of 
community based involvement, articulation with the Sutherland 
Institute for supporting student achievement by rewarding DIA 
teachers will be continued as it is currently implemented. 

 

2. Determine the performance expectations for the supporting partners/providers, with 
quarterly benchmarks. 

The U.S. Dream Academy: The program expectations starts with this principle: Beyond school, 
every young person we serve must spend 11 to 15 hours each week in a stimulating learning 
environment. One-on-one sessions with carefully matched mentors complement afterschool 
activities that combine academic fundamentals. The focus builds on three pillars - a) skill building 
(Academic failure has been shown to be the most important predictor of future incarceration. The 
core components for this pillar are assistance with homework and online learning.  Students use 
SuccessMaker, a computer -based educational program that focuses on 



 

literacy and math instruction; b) character-building (Students utilize the Education in Human 
Values curriculum, a universal, values-based program that lays the foundation for students to 
understand and apply the five fundamental values of peace, love, truth, right action, and non 
violence in their lives), and c) dream-building (Helps students to broaden their understanding of 
what their options and opportunities are, while eliminating the possibility of incarceration from 
their framework of reference. Mentoring plays a part here because mentors act as role models, 
showing students positive options for their lives.) 

 
The overall goal is to nurture the whole child while altering attitudes, enhancing self-esteem, 
supporting emotional and intellectual growth, and sparking dreams. The U.S. Dream Academy's 
performance expectations are as follow: 

--One-on-one mentoring sessions- daily, Monday through Friday, from 3:00 to 6:00 PM 
--Math and reading tutoring-- daily, Monday through Friday, from 3:00 to 6:00 PM 
--Computerized on-line tutoring - Monday through Friday, from 3:00 to 6:00 PM (as 

needed). 
--Safe learning environment (within the DIA school building) 
--Healthy nutritional snacks 
--re creational activities 
--boys and girls scouts opportunities 
--academic assessments  as needed. 

In addition, as part of the extended learning time, the U.S. Dream Academy will focus 
exclusively on educational support for DIA's 7th and 8th graders, as needs differ from lower 
grades. Upper grades will have their own extended learning time program separated from the 
younger students. As part of the upper grades program, they will work on career exploration, 
alcohol/tobacco prevention in addition to homework assistance and  SuccessMaker program 
assessments. Another extended learning time effort provided by the U.S. Dream Academy will 
be summer school support. Summer school, for DIA students will run Monday - Thursday from 
June 21st through July 30t h

• The summer program will operate from 9 am to 2:30 pm. The Dual 
Immersion School building to include the gymnasium will be used to support the U.S. Dram 
Academy's summer school program as DIA students and community will be served. 

 
 

The Bueno Education Equity Center: The focus of the Bueno Education Equity Center is to 
provide leadership training, professional development and technical assistance in gender, race, 
national origin and school climate and to reduce overrepresentation of minority students in 
special education, increase the underrepresentation of minority students in gifted programs 
and to improve the quality of programs for English language learners. 



 

3. Describe how the LEA will monitor implementation of the intervention model. Who will do 
what and when? 

The Dual Immersion Academy's plan for evaluating the effectiveness of its reform strategies is 
through deliberate and extensive MONITORING. It is the intent of the DIA transformation 
process to have a full time coordinator's position so that the Dual Immersion Academy will, not 
only MONITOR the effective implementation of the transformation model, but also be in a 
position to take a lead role in enabling, driving, supporting, and sustaining school 
transformation efforts through the creation and funding of a designated transformation 
coordinator' s position.   This is an important  step DIA will take as the transformation 
coordinator will be not only be able to MONITOR, but also be most responsible to determine 
timelines and assignments of coherent resources and expertise to impact the low performance 
school at the beginning of the implementation process (August, 2010). The DIA transformation 
coordinator will MONITOR the clustering together of staff with transformation expertise to focus 
their work of engaging in intentional and substantial interventions to reverse the school's 
persistent low achievement.  This step will be taken at the initial implementation process 
(August, 2010). Throughout (September, 2010 - June, 2011), the implementation process, the 
DIA transformation coordinator will MONITOR the interventions designed for the school and the 
external partners engaged in them. The transformation coordinator will be connected 
conceptually and operationally with the SEA to MONITOR improvement efforts (September 
2010- June, 2011). The transformation coordinator will focus on MONITORING all the unique 
and specialized service within a coherent system of support that provides differentiated 
services appropriate to DIA, such as staff development by the Bueno Education Equity Center. 
The timeline consists of nine staff development days which are scheduled in the DIA's school 
calendar as follows: 

August 16 - 20, 2010 ------SIG Plan 
October 8, 14, 15 -- ---- --Monitoring of SIG and adjustments  
March 7, 2011 ---- - - --Staff Development on SIG 

As a rapid pace of dramatic transformation is a defining characteristic of a transformation 
model, the designated transformation coordinator's position will MONITOR the conditions 
(changes in rules and resource allocation) and capacity (identifying high-quality staff and 
external partners) for rapid school improvement to take place, all the while communicating a 
single-minded focus on improving student learning. Within one year, visible improvement in 
student achievement is a Board of Director's Ends policy. Additionally, the coordinator will be 
positioned to effectively MONITOR the building of parent and community support, MONITOR 
the contract with external partners, and MONITOR fidelity of plan implementation and progress, 
MONITOR the building of leadership capacity, problem solving, and MONITOR the 
maintenance of coordination and communication. It will also be necessary for  the 
transformation coordinator to MONITOR if improvement efforts are unsuccessful (formative at 
quarterly intervals and summative program evaluations). At the beginning of the planning year, 
the SIG coordinator convenes key leaders to go over upcoming activities, time frames, needed 
resources and decision points. These conversations are expected to result in key players having 
a clear picture of what needs to happen when and who is responsible for making sure tasks are 
completed. This sets up the basis for monitoring progress. By design, the transformation 



 

coordinator's position will function as the most important lead entity driving dramatic school 
improvement efforts through monitoring progress throughout the entire implementation 
process by collecting data and actually using that data to make necessary adjustments. 

 
 

Step 5: Forge Working Relationships 
Describe how the LEA will promote the working relationships among the groups and 
partners/providers committed to this intervention-the state, the LEA, the lead 
partner/provider, the support partner/provider, the principal, school teams, and the parents 
and community. 

 
The goal of  forging working relationships among the different groups committed to the 
transformation intervention is to create the conditions for Dual Immersion Academy leaders to 
optimize opportunities for change at the school level. Acknowledging that each of the 
committed key players (the state, the LEA, the support partners, the CEO/director, school 
teams, and parents/community) have an import ant contribution to make, these entities will 
also play a central role in signaling that real change is a priority for the district and establishing 
and implementing a collaborative vision for transformation. As an example of forging a working 
relationship with the state education agency, the LEA will initiate dialogue to get changes to 
align to DIA from other districts systems with a turnaround program for purposes of replication 
and sustaining. In forging working relationships with the SEA, the Dual Immersion Academy 
(DIA) would look forward to concept-specific early warning signs data to use for realigning its 
current transformation program. DIA would also look to the SEA to serve as a major catalyst to 
support and sustain transformation schools via its continued traditional responsibility of 
establishing policy, regulations, and to proactively collect relevant data from successful 
transformations for dissemination. Performance monitoring is a critical area which will be built 
into the dynamics of forging working relationships among the key players. In the school 
context, it is plausible to expect that external input to transformation schools would play an 
important role in transformation schools; therefore, the Title I parent involvement model will 
be implemented for parents/community as it affects their children most directly. Substantive 
change can create emotionally charged environments, with some community members feeling 
hopeful and energized, and others resisting the change with fear and distrust. The Director 
plays an important part in alleviating these negative perceptions. Forging and implementing a 
collaborative effort to ameliorate the educational process among all groups would be an 
important task for the director. The director's leadership is perhaps the most critical 
determinant when he engages these groups, conveys the common vision and mission, and 
leads teams of teachers in providing curriculum and instruction input into the transformation 
process, while the external providers will be engaged to provide data collection and analysis 



 

training to school level staff. The Bueno Education Equity Center from the University of 
Colorado has been engaged as an external partner to provide their expertise technical 
assistance to DIA as it relates to serving the educational needs of linguistically and culturally 
different students. 
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ENDS Internal Policies 

 
Relative Performance 

o DIA will rank in the top 50% of public schools in UT based on CRTs for 2 nd
 

grade and above and on DRAs and DIBELS for kindergarten and 1st grade. 
 

Absolute Performance 
 

o DIA will meet the standards for the UPASS test (Proficiency=77% and 

Progress=score of 176) 

• DIA will meet the standards for AYP 
 

Individual Gains 
 

• Every student at DIA will achieve at least 1 year of  academic progress in 
core subjects for each school year in attendance as measured by the CRTs 
for 2 nd grade and above and on DRAs and DIBELS for kindergarten and 1st

 

grade. 
 

Mission-Specific Outcomes 
 

• Each student will increase oral language fluency in bot h Spanish and 
English by one level each school year as measured by IPTs or QIAs. 

• Each students will increase reading proficiency in both Spanish and 
English by one level each year as measured by DRAs. · 

• DIA will provide a multicultural education to all students as measured by 

surveys. 
• DIA will adhere to the researched-based true dual immersion model. 

 
 
 

Approved by the Board on October 6, 2009 
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April 27, 2010 
 

Laurencio Pefia, Ph.D. 
CEO Director 
Dual Immersion Academy 
1155 S. Glendale Dr. 
Salt Lake City, Utah 84104 

Dear Dr. Pefia: 

It is with great pleasure that I write this letter to support your proposal to the Federal Department 
of Education to obtain funds to provide staff on-going professional development that will be 
aligned with the Dual Immersion Academy instructional program and that will be designed to 
ensure that DIA staff is equipped to facilitate effective teaching and have the capacity to 
successfully implement school reform strategies. The Region VITI BUENO Equity Assistance 
Center is in a position to offer various types of equity assistance to DIA. 

 
The BUENO Equity Assistance Center supports the major objectives of the proposal stated  above 
and commits to collaborate with the Dual Immersion Academy as appropriate, on the following: 

 
• Provide consultants and trainers to DIA to assist with the professional development of 

teachers. 
• Offer training in equity as it relates to race, gender and national origin. 
• Contribute in appropriate ways to the education of parents, and 
• Recommend appropriate expert instructors. 

 
We are excited to have the opportunity to work with the Dual Immersion Academy in this 
important project of ensuring education proficiency to all students. 

 
Sincerely, 

 
 
 

Manuel Escamilla, Director 
Region vm BUENO Equity Assistance Center 
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