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OFFICE OF TALENT MANAGEMENT

Iune 13,2024 Certified Mail No: 7014 2870 0001 0905 2730
Return Receipt Requested
via email: service@heea.org

Mr. Randy Perreira
Executive Director
Hawaii Government Employees Association
888 Mililani Street #401
Honolulu, Hawaii 96813

Re: Information Regarding the Organizational Alignment Initiative for State Offices

Dear Mr. Perreira

The Hawaii State Department of Education (Department) is informing the Hawaii Govemment
Employees Association of the Department's organizational alignment initiative for state offices.

Beginning in the 2024-2025 school year, the Department's Office of Talent Management, the Deputy
Superintendent of Strategy, the other Deputy Superintendents, and Assistant Superintendents will
proceed with a plan to align the Department's organizational strucfure, with a focus on state offices.
The enclosed memorandum provides information about the organizational alignment initiative
including how employees can provide feedback. Also enclosed are screenshots of the Department's
internal portal for gathering employee feedback and suggestions.

Please contact me at ainoa.naniole@kl2.hi.us or (808) 44I-8453 with any questions.

Sincerely,

AInoa io[,a
Ainoa Naniole (Jun 13,2024 09:30 HST)

Ainoa Naniole
Personnel Director
Employee Relations Branch

AN AFFIRMATIVE ACTION AND EQUAL OPPORTUNIry EMPLOYER 2024-19
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Enclosures

c: Keith T. Hayashi, Superintendent
Deputy Superintendents
Sean Bacon, Assistant Superintendent, Office of Talent Management
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KEITH T. HAYASHI
SUPERINTENDENT

TO DOE Employees (All)
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SUBJECT: OrganizationalAlignment lnitiative State Offices

ln May 2023, the Hawaii State Board of Education approved the lmplementation Plan for the
Hawaii State Department of Education's (Department) 2023-2029 Strategic Plan. The
lmplementation Plan's Desired Outcome 3.2.2 states, "All Department of Education programs,

human resources, organizational structure, and finances are structured to accomplish the strategic
plan goals and outcomes." The Department has an action item to address the organizational
structure of state offices beginning this school year. Thus, the Office of Talent Management and
the Deputy Superintendent of Strategy, along with the other Deputy Superintendents and Assistant
Superintendents, initiated a plan to align the organizational structure focused on state offices. This
memorandum provides information about the organizational alignment initiative including how
employees can provide feedback.

Orqanizational Alionment lnitiative

Through organizational alignment, the Department seeks to align its state structure and human
resources to achieve strategic education goals, clarify the tri-level roles and roles of the
Department as a State Education Agency and a Local Education Agency for federal programs, and
emerge as a flexible learning organization. The aim is to ensure our organizational structure aligns
with our key priorities around high-quality student learning for all, an effective workforce, and
efficient systems of support.

This will be a multi-phase and multi-year process. From Spring2024 to Fall 2025, this phase

focuses on state offices and aligning the structure to achieve strategic goals. Future phases will
include complex area offices and address modernization.

The Department has an ambitious target to develop a proposal for state office reorganization by
Fall2024. Before organizational structure changes are implemented, there will be a consult and
confer process with relevant unions and opportunities for employee feedback.

State office leaders are currently reviewing functional statements and identifying job titles and
position descriptions that should be updated.
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Third-Partv Review of Orqanizational Structure

The Council of the Great Citv Schools (CGCS) will perform an onsite review of our state-level
organizational structure this June. ldentified state offices (Office of Curriculum and lnstructional
Design, Office of lnformation Technology Services, Office of Strategy, lnnovation and
Performance, Office of Student Support Services, Office of Talent Management, Office of the
Superintendent, Deputy Superintendent Offices of Academics, Operations and Strategy) will
participate in the assessment to evaluate the organizational structure.

The Office of Facilities and Operations and the Office of Fiscal Services are included in the overall
OrganizationalAlignment initiative. CGCS previously reviewed them in 2019. As such, they are
not included in this summer's third-party assessment scope.

lnformation about CGCS

CGCS is the nation's primary coalition of large urban public school systems and has conducted
more than 320 organizational, instructional, student services, management, and operational
reviews in over 60 big city school systems over the last twenty years. The reports generated by

these reviews identify best practices and opportunities for improvement associated with
substantive recommend ations.

Over the years, CGCS reviews have learned why and how major urban school systems improve
while others do not. The CGCS bases its reviews on thorough interviews with relevant members of
the local district team to gather first-hand feedback. CGCS convenes a Strategic Support Team of
highly skilled and experienced Academic, Finance, lnformationffechnology, Operational, Strategy,
and Talent Management Officers from other large urban school districts to conduct the interviews.
Learn more at the Council of the Great Citv Schools' website.

Emplovee Suqqestions. lnformation. and Frequentlv Asked Questions

Employee suggestions for organizational alignment are valued. State office leaders may provide

their teams with feedback; employees may also provide suggestions directly. Employees may
suggest organizational alignment recommendations via an online survey form. The survey is
anonymous unless an employee chooses to identify themselves at the end of the form. While this
phase of the Organizational Alignment focuses on state office structure, all Department employees
are welcome to submit suggestions.

Department employees may visit https:/ibit.lv/HlDOEOrqanizationalAliqnment for more information
about the Department Organizational Alignment initiative, third-party reviews, and frequently asked
questions.

Should you have questions, please contact Sandy Goya, Project Manager, at sandra.goya@k12.hi.us.

KTH:toc/sb
c: Board of Education

Deputy Superintendents
Assistant Superintendents
Hawaii Government Employees Association
Hawaii State Teachers Association
United Public Workers
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State of Hawaii Public Education 2023-2029 Strategic Plan
ln May ?O23, the Hawaii State Board of Education approved the lmplementation Plan for the Hawaii State DePartment of Education's

(Department) 2023-2029 Strategic Plan. The lmplementation Plan's Desired Outcome 3.2.2 states, 'all Department of Education Programs,
human resources, organizational structure, and finances are structured to accomplish the strategic plan goals and outcomes.' The

Department has an action item to address the organizational structure of state offices beginning this school year.

Organizational Alignment lnitiative
Through organizatlonal alignment the Department seeks to align its state structure and human resources to achieve strategic edtication

goals, clarify the tri-level roles and roles of the Department as a State Education Agency and a Local Education Agency for federal

programs, and emerge as a flexible learning organization. The aim is to ensure our organizational structure aligns with our key priorities

around high-quality student learning for all, an effective workforce, and efficient systems of support.

i This will be a multi-phase and multi-year process. From Spring 2024 to Fall 2O25, this phase focuses on state offices and aligning the

. structure to achieve strategic goals. ln June of 202d a third parly consultant will be conducting an assessment of the state offices. Mote

information regarding the third part assessment can be found linked below. Future phases will include complex area offices and address

modernization.

The Department has an ambitious target to develop a proposal for state office reorganization by Fall 2024. gefore organizational structure

changes are implemented, there will be a consult and confer process with relevant unions and opportunities for employee feedback.

Employee Suggestions
Employee suggestions for organizational alignment are valued and being gathered via the Google form linked below. This sulvey is

anonymous unless an employee chooses to provide an email at the end of the questionnaire. Feedback may be shared with the team

managing the alignment initiative, DOE's leadership team and the third party consultant conducting the organizational assessment.

Feedback may be summarized to share with employees and/or the BOE.

Frsqmntlytrrkidlbgtloni

rhidP.@(June2024)
fieferencc llnkr

We'd love to hear your feedbackl

a-
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Orgonizotionol Alignment - FAQ

l, Organiarional Alignmml - why do lt?

. Achbve strategic Plan goals through imptoved ernployee tesource nrdnagemeflt

. Address employee performance, accountability and retention by establishing clear roles and reponsibilities and providing opportunities for <arer growth

. Marimize State Office efficienry and etf*tiversr by aligning resources with fnctions, and addressing dupli.ation/overlap or gaps in seNices wiahin the tri-level systems

. Optimize performance and seryice delivery through assessment and redistribution of humen r6ources (including sPan and layers)

. Modernize the organization by addressing orent and future labor market conditions and artificial intelligence advance

2. Organialional Alignmdt - Why now?

educatlon system. ln February 2023. the Hawaii g@rd of Education unanimously approved the first Phase of the Plan.

use to reach the goals.

. For Action ltem 2, the Department <ommined to developing and executing a phased r@rganization of state offices staning in SY 2023-24.

fl exible leaming organization.

3. Will organiatioml Alignment bc part of a cydiel rwiw of the DePa.tment's Pla. of otgrrization?

. yes. The Depa,tment will develop a cyclical schedule for each state olfice of its Plan of Organiation for future organizational alignment rdiews.

,1. will orgEnizatiqal Alignment ewnturlly be conduaed for complex t6 oflic6?

. Yer. However, a startdate has not b€n Ftyet

5. Ir organizational Alignm.nt ths sma thing 8. Rerg.niation?

. yes, to a (e.tain extent. However, in the pas! huge large-scale reorganizations of the Dep€rtmeni have been the painful tesult of budgetary reductions due to global and 5tate

efficient system; of support. This prcess will also thoughtfully align with the fiscal biennium budget planning process, perfomance managemen! and indude out @n internal

rwiew as well a a third party a5sessment of our 5tate office otganization structure

6. what will cor during th. organizrtion.l Alignment prec6s?

. During the mqnths of April and May 2024, this prcess will include:

o ldentilication of position ttl€s or position desctiptions in need of a refresh

o Updates to office functional statements
o Cr65-office meetingt as neded

. During the months of June and July 2024:
o itate olfices will propose to the Superintendent changes (if any) in organizational structure ba5ed on ortic€, cross-office, and executive te3m dis(ussions.

. To aid in this process. a third party organizational assessment of identified slate oftices (OCID. OlT5, OSIP, OSSS, OTM, SUPT/OIPUIY) will be conducted thi< qummer OFO end

OFS were reviryed in 2019 so they are not included in the scope of this assessment

?. How do I pa.ticipaio or prcvids ltrput?

. ASs will lead a process for office-level review and feedback.

. You may be inteMewed as part of the Third Party organiational Assessment (June 2024).

. you may provide your (individual) suggstions for organizational alignment (state offce'level) via lhir.']q@9lg:htlll.

. ll your position is included in changes in the organizational structure, then you will also have the oppottunity to provide feedback through the consult and <onfer prcess.

. There will be other opportunities to patticipate or Ptovide input.

8. How will I g6t inlotmtion lbout the status of thc Foc6?

. Your As will be communi<ating with the olfice.

. periodic updates will be provided in the Department's monthly Huddle e-nesletter that is sent to all active emPloyees on the first Friday of each month.

q$lllderdAfl9[Eta-oEryh
Thlrd FrrtrlrgrnhetioEl Arsmnt
Rrfmtlnt.

We'd love to hear your leedback!
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Third Porty Orgonizotionol Assessment

Third Party Organizational Assessment (June 2024)

The@Iwillper'omanon'itereviewo'oUr'tate.lryelor9anizationalstructureduringiheweekofMonday,June17,2024loFiday,'une21,

,20lgandarenotincludedinth€scopeotthissummer'sthi.dpartyassessment-HowserOFOandOFsareincludedintheovarallOrganizatioElAlignmentiniiiatiw.

I . livho ir CGCS?

and opportunities for improvement asscieted with substantive recommendations.

CGCS reviews are inlormed by the lessonr team membec have learned over the years about why and how major urban school syttems improve, and others do not. The CGCS team's

Finance, lnformation/Iehnology, Operational, Strategy, and Talent Management Officers from other latge ltban school districts.

Learn more at (esoqllOllhg]Slrtllily-5qh9gE

2. objEtivc ot thc third ptty wiw:

l. Assess span of conltol and layers

2. Review organizational units. position titles and Position descriptions

3. ldentiry oppotunities to improve existing organizational structure to suppod and advance our Strategic Plan

4. Compare organizational sblcture with oth€r K-12 sttuctures

5- ldentit sEA s LEA fun.tions
6. Develop recommendations that would assist Offices in a(hieving greater operational efficiency, eflectiveness, and strategic value

7. R*ommend futute organizatioEl structure changes for modernization (which is a subsequent phase)

l. What the thlrd party rcvid b:

. Amlysis and recommendations on organizational structure based on structures ot olher school distri<ts^tate olfices

. Common reference point fot dirussion aboui changes in organizational slructure

. opportunity for employes to inform the organizational alignment pr@ess

4. whar ihe third pa.ty rvid b NoT:

. A dcision making exercise

. A pbn for systemwide transformation and modernization of DOE structure (e.g., civil sewice reform, rorganization to address imPlications ol Al on workpla(e operatids)

5. How will ctrs infom the Supaintendent of it' findings?

final report to the Superintendehl by August 3q 2024.

planning and d<ision making.

' qaruLrtion{-Algstnld-O.!fld{

Er.qrcoth-e*rd..quiti!trr
' Lt *-UttLt

Wed love to hear your feedback!
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Orgonizotionol Alignment - Reference Links

Links to Board of Education (BoE) policies governing the organization of the Department:

. polisy 5OGl (Organization of the Department) stating that the organization of the Department shall be as determined by the Eoard

and approved by the Governor in accordance wilh law.

' policy 1m-2 (Plan of Organization) stating that the Department shall present to the Board for its approval a plan of organization

outlining the structure and functions of its various offices, which shall include an organizational chart.

Links to Governor's Administrative Directives:

. AP 24-oz Erten{ion gf AdrFinistrative DirectiveJ,to. 1?-02, Policy and 4rccdures for Effecting*Qfgilizatigqrl3lClradi9lrfl

SlateEsotch3lgs'

. @S-alseqiztional sndFund ggs

Link to curr€nt approved Plan of Organization (June 3Q 2023):

. Eb!-slgrsasizadatr

We'd love to hear your feedback!

Oigrnhdiond Allgnmani or..wleg
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