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SHARED DECISION MAKING
AT THE SCHOOL SITE:
MOVING TOWARD

A PROFESSIONAL MODEL

]

An Interview with Patrick O’Rourke

HE COMMON structure of authority in school dis-

tricts around the country is a hierarchical one.
Teachers are typically at the receiving end of policies
and directives that issue from the offices of district-level
administrators and school principals. The autonomy
that teachers have within their classrooms is consider-
ably compromised by their exclusion from decisions on
issues that affect life in the classroom, such as school
structure and organization, disciplinary procedures,
curriculum content, academic standards, staffing needs
and hiring decisions, and spending priorities. Teachers
sometimes sit on committees that consider these issues,
but there usually is a clear distinction between “input”
and decision making, with teachers on the input side.
Although collective bargaining contracts touch on
some issues of educational policy, school boards —
backed by courts and state legislatures — have generally
tried to narrow the scope of bargaining, insisting that
topics other than wages and working conditions are
management prerogatives and, as'such, “not negotia-
ble.” :

In Hammond, Indiana, all of this is changing. To the
extent that it is legally and practically possible to do so,
decisions that were once made by the school district’s
central office are being turned over to each individual
school. Not only has the locus of authority changed, so
has the constellation of who holds it. A growing number
of decisions are now in the hands of school-site commit-
tees composed of teachers, administrators, and com-
munity representatives. The boundaries of teacher
authority have been dramatically expanded. For the first
time, teachers are touching all the areas that touch them
and their students.

Hammond’s new school-site management system is
the result of a program called the School Improvement
Process, more commonly referred to as SIP. The princi-
ples that underlie SIP find strong support in both the
literature describing the characteristics of effective
schools — which says that each school is and must be
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allowed to be a separate culture — and in theories of
modern management that emphasize the importance of
decentralization, employee involvement in the deci-
sions that affect their work, and the development of a
feeling of “ownership” of those decisions.

The city of Hammond has a population of about one
hundred thousand and is situated in the northern tip of
Indiana, between Gary, Indiana, Lake Michigan, and the
Chicago metropolitan area. Student enroliment in the
school district numbers just over thirteen thousand and
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Patrick O'Rourke (abore)
Kindergarten teacher Karen Csigas

(upper right) was part of the team that

restructured the kindergarten
curriculum at ber school to
mcorporate a wide range of bands-
On activities. These design team
chairpersons (lower right) at Lafayette
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Elemenitary School are leaders in the
effort to involve teachers in all matters
that affect them and their students:
Back Kow: Lois Rogers, Joelhyn
Schweandt, Susan Vandemerkt,
Rosemary Balczo. Front Row': Alma
Murphy, Melissa Pecher, Betty Yamada.
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there are twenty-five school sites and approximately
nine hundred teachers. The economic depression that
has hit the city’s industrial base — the steel mills — and
that has left the school district in a constant struggle
against financial constraints seems to stand in sharp
contrast to the hope and enthusiasm generated by the
SIP program,

In 1985, following a successful pilot project at one
high school and two middle schools, language outlining
the authority and procedures for the School Improve-
ment Process were negotiated and made part of the
contract between the Hammond Teachers Federation
and the Board of School Trustees. SIP was then
expanded to all schools in the district. The president of
the Hammond Teachers Federation — and by everyone’s
account the source of much of the energy and inspira-
tion behind SIP — is Patrick O'Rourke. Mr.
O'Rourke has been president of the teachers union
since 1974, during which time he has continued to
teach U.S. history part time at Hammond High School.
He is a member of the Executive Board of the Indiana
Federation of Teachers and part-time instructor in labor
relations at Indiana University Northwest.

Mr. O'Rourke was interviewed by Liz McPike, editor
of the American Educator.

* * *

McPike: So that we can immediately get some grasp
of the dimensions of what is happening in Hammond,
tell me this: Is there anything that is “off limits” to
these school-site committees? How encompassing is
their authority, or their potential authority? Is there
any issue, any topic, any area of decision making that
is hands off?

O'Rourke: We're not sure. The only constraints that
we know for certain are the same constraints that the

,old system had, that is, limitations — often of a legal
nature — that stem from Supreme Court decisions, state

and federal laws, school board policies, city regulations,
and to some extent, our union contract. But other than
those constraints, it's wide open. As long as a school
adheres to the process we've developed, the people at
that school and in that community have a great deal of
control over what happens in their school.

In those instances in which a school-based decision
conflicts with an existing school board policy, a special
systemwide review council, composed of teachers,
administrators, parentsand community representatives,
meets to see how the SIP proposal could be accommo-
dated. And even in those situations in which a SIP pro-
posal clearly violates state policy, if the SIP committee is
very interested in pursuing an idea and convinced that it
will improve learning at their school, and if they're able
to muster a good argument to support their case, then
the school district has said it will attempt to secure a
waiver from the state.

A few of us tried in the beginning, when we were
brainstorming this whole thing, to assign all possible
decisions to their appropriate level. Which decisions
could be made at the building level, which had to be
citywide, and so forth. Here’s what we did. This sounds
hilarious in retrospect, but we were feeling our way
through many of these questions, and it was a helpful
exercise. We actually built a structure, a box, and
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Rather than the old model of a few
people, a bandful of administrators

primarily, sitting around trying to
develop policy, we open it up.

divided it into different sections. Then we took some
small plastic balls, and we colored them various colors;
we coded them. For example, the color red would
signify a school board decision, blue would be a build-
ing-based decision, and so on. We sat and brainstormed
all the types of decisions that might arise in a school
district: “Well, that’s obviously a red ball, thatgoes in this
slot. That’s the kind of issue that you could characterize
as a building-based decision, we'll color that blue, and
all the blue balls go in this slot,” and so on with Supreme
Court decisions, state directives, etc. We sat there and
tossed spheres into the box for several hours.

McPike: You literally bhad a lot of balls in the air.

O’Rourke: Yes, too many, as it turned out. As we tried
to visualize how we were going to delineate the proper
boundaries of authority — where does this fit, where
does that belong, what were the various impediments,
the potential conflicts — it occurred to us that the
number of decisions was unlimited; we were going to
run out of balls.

So we learned through this process that it is not
possible — or necessary — to divide up the turf ahead of
time. In other words, the program does not say, “These
decisions are proper for building-based committees,
these are not”; it does not say, “These programs may be
altered, but these may not.” These divisions will have to
emerge as the program moves along. There are no pre-
conceived limits.

There is only one exception to this: We have said that
no decision made by one school could have a negative
impact on programs or teachers in other buildings.

McPike: Schoo! A couldn’t decide to send all its
disruptive students to School B?

O’Rourke: Exactly, although that very constraint
might serve as a spark to bring SIP committees from
various schools together to try to work something out.
There have already been instances in which a recom-
mendation made by one school has forced the district to
re-examine its overall policy. We have a SIP team right
now at Clark High School working on the problem of
student attendance. They have developed a very sophis-
ticated attendance policy that goes beyond the current
citywide policy. But we have been advised that this new
proposal may be in violation of court decisions because
it would mean that students at one high school would be
treated differently from the rest of the city’s students on
a matter that might affect their grades and even their
continuation in the program in the building. However,
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what first appeared to be a dead end for the Clark team’s

roposal is now becoming the genesis for a fresh look at
the existing districtwide policy. Their ideas are being
viewed as perhaps the resolution of a citywide problem.

So, there will be instances in which a SIP team will

prainstorm the resolution of a problem at one school
that may eventually wind up having very positive effects
on citywide policy. That’s part of the spin-off that
intrigues me. As SIP teams hit roadblocks, they have to
start looking at other problems in other buildings or
perhaps look citywide. They start thinking in broader
terms than their own classrooms or their own schools.
So, rather than the old model of a few people, a handful
of administrators primarily, sitting around trying to
develop policy, we open it up. We now have more peo-.
ple, let’s say more brains, more ideas, floating around out
there, and out of these ideas, we are developing some
very sophisticated approaches to citywide problems,
which was really not, quite frankly, the original intent of
the school-based decision-making process. But that is
happening, and it'’s very exciting.

McPike: We baven’t said anything about money.
How much say-so over spending comes under the SIP
committees?

O’Rourke: Each school receives a certain amount of
money over which it has control. Should a SIP commit-
tee want to get involved in how that money is spent —
rather than leaving it as a unilateral decision by a build-
ing administrator, which is the way things previously
worked — it can.

As a matter of fact, last year — and I view this as a
mistake — last year in an attempt to convince building
administrators that the school system was serious about
this process, the responsibility for the allocation of

" funds normally given to the building administrator was

turned over by directive from the assistant superinten-
dent of schools to the SIP team in each building. The
reason I say that was a mistake is thatit violated the spirit
and the intent of the process in the sense that the
administration is not supposed to set the agenda for SIP
committees. The directive was issued with the very best
of motives — to show that SIP committees have power
over the purse strings — but the decision as to what a
SIP committee wants to get into and what it doesn’t
should really be left up to each committee. If it wants to
decide how the money allocated to its school should be
spent, it certainly can. Now don’t misunderstand me.
SIP teams do not control the school district’s overall
budget. They only have control — if they choose to
exercise it — over those monies that are allocated to
their particular building,

McPike: Describe for us in more detail how SIP
operates. Is there one SIP committee at each school that
defines the issues to be taken up and subcommittees
that form around those issues? Does an administrator
— the principal or assistant principal or someone —
sit in on every committee meeting? And bow are final
decisions made?

O’Rourke: The teams are made up of teachers,
administrators, parents, and to a lesser degree, students,
although there might not be people from every category
On every committee, or what we call design teams. The
size of the committees varies. In a large high school of,
let’ say, one hundred teachers, the core team is usually
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composed of about ten to fifteen people

majority would be teachers. There are no hard and fast
rules, other than that we try to involve people on the
staff who are viewed as leaders and we try to have a well-
balanced core team. The subcommittees or design
teams are open to anyone who is interested; likewise,
any member of the staff can propose that a new design
team be formed around any issue of concern. There is
also an attempt to identify the strong parent advocates
in the community, people who have a long history of
involvement in the school and who can be counted on
to bring other parents into the process. In addition,
where applicable, students who are respected by their
peers and who have an interest in school improvement
are identified. Especially in the beginning, when things
are just getting off the ground, the question of who is
involved is critical to the credibility of the whole under-
taking.

We believe in this program not only '
because it will make teachers feel more
involved, give them more ownership, but
because it will improve learning. That's

the bottom line.

This group then takes part in fairly intensive training
in communication and group dynamics. The particular
method that we use is a modification of a problem-
solving process called the Delphi technique, which is
designed to help people reach consensus on the resolu-
tion of a problem by constantly re-examining the nature
of the problem. Similar to the process used by the
United Auto Workers and General Motors in their new
Saturn agreement, it forces people to continually re-
think their positions with a view toward consensus. The
training in group dynamics and decision making is
important; and it’s ongoing, not a one-shot workshop.

This core committee then spends a considerable
amount of time developing what we call a vision of
excellence for their school: How we can make this
school the best possible school, both in the short run
and in the long run? Example: At my school, Hammond
High, our original SIP team outlined ten specific goals
that we felt Hommond High should work toward over,
say, a five-year period. Following that, subcommittees
were created to try and design programs to meet those
goals. One of our target areas was professional develop-
ment, to do something that might really help teachers.
Out of that came a mentoring program through which
two of our faculty are released half time to work with
teachers who want to become more effective.

As to the question of administrator involvement on
the design teams — sometimes they are part of a com-
mittee, sometimes not. The math department at my
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school is now brainstorming ways to totally reorganize
the time periods so that they and their students aren’t
always working within the confines of a fifty-minute
structure. Those discussions — and the final decision —
will be made by the math teachers only, unless the
schedule changes they devise have an impact on the rest
of the school, in which case there will, of course, have to
be broader involvement. I want to add here that, if a
principal #s part of a SIP committee, it doesn’t mean his
or her opinion weighs any differently in reaching a
decision than does the opinion of any other member of
the committee. The administrator is there not as an
administrator but as a peer. For this reason, we have said
that a principal should never serve as the SIP committee
chairperson. _
|
Both the school administration and the
union are committed to finding a way to
build this process into the
regular school day.

In terms of how a final decision is made, we proceed
on the basic principle that underlies the whole system,
which is that those who are affected by the decision,
those who are closest to it, those who have expertise in
. the area, those who will be responsible for carrying it
out, those who will be living with the decision are the
ones who should make it. If the proposal affects the
entire faculty, then the entire faculty would be involved.
If its something more limited — a change in the kinder-
garten program — we encourage input and involve-
ment from the entire faculty, but the actual decision
would be made by the kindergarten teachers and
whoever else might be part of the SIP design team
looking at that issue. In almost all cases, if the SIP
problem-solving technique is followed, a group should
be able to reach consensus. However, in instances
where someone is being unreasonably recalcitrant and
where the overwhelming majority wants to move
ahead, they do so. Of course, as I mentioned earlier, if a
proposal conflicts with an existing state or school board
policy or with language in our collective bargaining
contract, then a more involved process of resolution
kicks in. Let me add here, with regard to the whole
program, that it is still quite new. Many situations and
problems can’t be anticipated; we just have to deal with
them as they arise. We are working out the kinks as we
g0 along. '

McPike: Give us some more examples of what the
SIP committees have been doing Are they jumping
right into major policy areas or taking it slow? I
wouldn’t be surprised if the latter were true, because
you're talking about a significant shift in roles, and it
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might take some time for people wi
baving authority beyond their classrooms to see them-

" selves as responsible for the larger questions involved

in running a school.

O’Rourke: Well, it varies, but generally you're right.
There is a slow but clear shifting of roles and respon-
sibilities taking place, and it takes time. To use my own
school as an example again, the first question we took
upwas how to get students out of the halls and into the
classrooms. That was a terribly important issue to us,

~ but dealing with it didn’t suggest the same kind of shift

in authority that other issues that we later got involved
in do — like selecting the new principal for our school,
which is something we subsequently played a big role
in.

Now that SIP has been in place in a few schools for a
couple years and in all schools since September 1985,
SIP committees are moving into more and more areas of
decision making. I was at a meeting of SIP chairs just
recently where the ideas — and the desire toshare ideas
— were flying left and right. But let me give you jyst a
few examples of what has taken place to date.

Morton Elementary School has formulated a new pol-
icy on homework. They've also directed monies to be
spent on certain computer equipment they felt they
needed, and they've outfitted a portable computer unit
for the lower grades.

Kenwood Elementary School has restructured its
reading program. Spohn Middle School has moved to a
“clustering” schedule for its students, which provides
more time for teachers to meet to discuss curriculum
and student progress and to have more flexibility to
hold conferences with students and parents. Scott Mid-
dle School — and I should note here that improving
parental and community involvement has been an area
stressed by all the SIP committees — has trained a group
that it calls “computer moms” to help in the computer
rooms. On quite a different level, one SIP team is taking a
look at teacher evaluation. They feel that there may be a
better, a more effective, a more meaningful way to evalu-
ate teachers than the way it is now done. They are
looking for something that not only assures quality but
also improves teaching. They've been gathering infor-
mation from around the country and they've been to
Toledo, Ohio, to study the program the AFT local there
has put into place.

One more example: Lafayette Elementary School has
revamped its whole kindergarten program. The student
population at that school is generally from very low-
income and highly transient families, and many of the
youngsters come to school woefully ill prepared for a
traditional program. After a tremendous amount of
research by the kindergarten teachers and numerous
discussions with as many parents as possible, the faculty
voted to establish a junior/senior kindergarten program
that will provide a wide range of hands-on activities for
children who aren’t developmentally ready for a tradi-
tional kindergarten curriculum, as well as a transitional
first grade.

This example reminds me of something that is hap-
pening that I think is very important. Teachers are clam-
oring for more information, for current state-of-the-art
research on every aspect of curriculum, of school
organization, of teaching practice. They want the latest
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j ournals; they want workshop§; they want to know what
other school districts have tried, and what has worked
and what hasn’t. :

McPike: Because that knowledge has more mean-
ing now that they have more opportunity to yse it It's
going to result in something; it's not just an abstrac-
"o(,)l'ROurke: Precisely. At that meeting I mentioned
before, there was an absolute clamor, a chorus — I'm
not exaggerating — “Where can we get the information
we need? Where?” And this desire to be in command of
the relevant knowledge base is a good development;
indeed we know it is crucial to the whole program. We
pelieve in this program not only because it will make
teachers feel more involved, give them more ownership,
but because it will improve learning. That's the bottom
line. How it helps these kids. And that means the deci-
sions made by the SIP committees must reflect the best
we know of theory and practice. Time is our biggest
obstacle in this regard. The kind of professional involve-
ment we're talking about takes a lot of time.

McPike: /t can’t be treated as just an add-on to a
regular full scheduleof classes. Iimagine that to say to
a teacher who already feels over-scheduled if not
beleaguered by five classes a day and one bundred fifty
different students, “Congratulations, you have the
right to develop curriculum, formulate the discipline
policy, and design a new teacher evaluation pro-
gram,” you might not be greeted with glee.

O'Rourke: That’s exactly right, and although we have
been able to arrange a substantial amount of release
time for SIP meetings and other SIP activities, a lot of the
work has taken place after regular hours. In the long run
the program won't be successful if it has to depend on
that. We're not into volunteerism; that is not what this
program is all about. What it is about is involving the

Ao
professional faculty in all the decisions
ing in their schools, not as a peripheral activity but as a
broadened definition of what a professional teacher is. It
takes time to stay current with the research and the
reading. It takes time to work through ideas with col-
leagues. We haven't really faced up to this time problem,
but both the school administration and the union are
committed to finding a way to build this process into the
regular school day. This may mean a basic restructuring
of our schools.

So, time is the first and foremost obstacle. Another
problem in ensuring informed judgments is the
accessibility of the information. In my opinion, the
quality and speed of dissemination of education
research in this country is in a sorry state. The AFT is
helping us considerably in this regard through its Edu-
cational Research and Dissemination program. Ham-
mond is one of the project sites. A group of our teachers
is being trained in the latest research and given read.
able, practical “translations” of the research that they
can share with their colleagues. We are also exploring,
the development of a relationship with the federally
funded education research lab in our area and with local
universities.

McPike: / certainly agree with you that the best
guarantor of quality is to put good information in the
hands of good people. Have you also built any formal
mechanisms of accountability into the SIP process?

O'Rourke: We wrote specific time limits into our
contract governing the length of time any project may
stay in place without review. We put a limit of one
school year. Example: A project might call for a six-week
implementation period, which would be one grading
period. The SIP committee says, “Let’s try this new
method and see if we like it; if we don’t we won't
continue it.” The trial period could be a semester, but it

INSIDE THE SCcHOOLS.: SIGNIFICANT CHANGES ALREADY

o Kenwood Elementary: Rear-
ranged the school day to ensure a
ninety-minute uninterrupted block
of time devoted to reading
activities.

® Clark High: Proposed a new
policy on student attendance,
which is now serving as the spark
for a fresh look at the overall
districtwide policy.

® Lafayette Elementary:
Revamped its kindergarten program
and established a junior/senior kin-
dergarten and a transitional first
grade, which incorporate a wide
range of hands-on activities in
order to better meeet the needs of
youngsters who are not develop-
men_tally ready for a traditional
curriculum. -

® Spohn Middle School: Restruc-

tured the school day to allow more
time for teachers to meet to discuss
curriculum and student progress
and to have more flexibility to hold
conferences with students and par-
ents.

® Hammond High: Put in place a
mentor program through which
two teachers are released half time
to work with colleagues who want
to become more effective in the
classroom. Also, the math depart-
ment is looking at ways to
reorganize the time periods so that
students and teachers are not
always working within the confines
of a fifty-minute structure.

® Eggers Elementary/Middle: Set
up a reading center for teaching
across all grade levels; adopted a
course schedule in which the time

slots for various subjects are
rotated every twelve weeks, thus
responding to the needs of children
who learn better at different times
of the day.

® Morton Elementary: Developed
a voluntary, nonthreatening peer
evaluation program through which
fellow teachers observe and cri-
tique colleagues and then
cooperatively develop self-improve-
ment plans. SIP committees have
also formulated a new homework
policy and directed that monies be
spent on certain computer equip-
ment they felt they needed.

® Five school committees have
been involved in screening and
recommending candidates for prin-
cipal of their schools. In all five
cases, the final choice of the SIP
teams was accepted.
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cannot be longer than a year. The reason we did this is
that one of the problems with the old model of school
governance was that too many projects and policies got
locked in simply due to stagnation: “Well, they've always
been there. We've always done it that way.” Tradition. So
we feel that if something is worthwhile, it can stand
annual scrutiny.

Second, the process requires that criteria be estab-
lished to evaluate each project. How do we know it's
working? The criteria must be very clearly spelled out
rightfrom the start of the project or the implementation
of something new. At the end of the grading period or
the semester or whatever the time period, an evaluation
based on the agreed-to criteria is presented to the fac-
ulty so that they can make a considered decision as to
whether the project should be continued. For example,
one SIP team at a middle school was concerned about
the low level of parent involvement and teacher/parent
contact. They came up with a new arrangement
whereby parents would have to come to the school in
the evening to pick up report cards and meet with
teachers. They felt that the evening hours were crucial
to parents in this community being able to come. This
called for an alteration of the working day for teachers,
whereby they came in later in the day and then worked
that evening. The faculty voted to implement it for a
grading period. At the end of the grading period, they
evaluated it. They said it's working based on this data: X
number of parents came last year, X number of parents
came this year, and look at the difference. By the way, it
was a smashing success.

This review process may sound like a small thing, but
itisn’t. The idea of accountability based on observable,
measurable data at the end of a specific time period is so
different from the way school districts are typically run,
where too often no one knows who made what decision
or when or why; someone, sometime, decided that
things would be such and such a way and they are. No
one’s responsible; everyone complains and passes the
buck. We’re moving away from that attitude.

McPike: Let me go back to a point that you touched
on earlier. Most of the issues taken up by SIP commit-
tees are pedagogical ones, or they are questions of
school organization, school climate, community
involvement, and student bebavior. With some excep-
tions, these are not topics that are typically addressed
in a collective bargaining contract. The contract is not
going to have language on how to best structure a
reading program for the primary grades. But some-
times there will be overlap and possible conflict. You
mentioned, for example, the case of a SIP committee
that is looking into a new system for evaluating teach-
ers in its school, and I'm sure your contract spells out
in fairly precise detail the procedures for teacher eval-
uation. There are undoubtedly other examples in

. which SIP proposals conflict with language that

you've negotiated in the contract. Now what happens?
The master contract says one thing; the SIP committee
calls for something quite different.

O'Rourke: Well, it depends on the situation. If the SIP
proposal affects only a small group of teachers at a
school and if those teachers and their SIP team are
unanimous in wanting to proceed with implementing
their idea, that' it, they go ahead. The contract language
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isnota bar. We would notintervene Girtregrounds thye
it was setting a bad precedent for other schools—or gp
any grounds. We would not pass judgment or impase
the language of the master contract if thats not what
those teachers wanted. And it would not surprise me
that different groups of teachers come up with a pro-
cedure or a program or a reorganization that they liké
better than what is contained in the contract.

We have a very good collective bargaining contract.
We have it because we’re a very strong union. We've
been the bargaining agent since 1970, and we have a
membership of 96 percent of the teachers; the other 4
percent pay a representation fee. We have a comprehen-
sive master contract built up over anumber of years, and
we are very proud of the language in that contract. But
that doesn’t mean it is the best language for all teachers
in all situations. After all, each and every provision of the
contract does not and cannot reflect the preference of
each and every teacher, unless teachers have totally
identical opinions on every topic, which they obviously
don’t. Where there are divided opinions, the cohtract
can only reflect the majority, and even that, of course, is
subject to what we are actually able to negotiate. So for
various issues, there's bound to be teachers who would
prefer something other than what’s in the contract.

The SIP process we’ve put together, since it is
decentralized decision making, makes it possible for
more teachers to exercise their judgment as to what
they think is best for themselves and their school, while
still retaining the strength that can only come through a
master contract. Don’t forget, this is not a rejection or a
weakening of collective bargaining, but rather an expan-
sion. We negotiated language in our master contract —
which was overwhelmingly ratified by teachers — that
sets forth the purpose and procedures of SIP. In so
doing, we have indirectly but quite dramatically
expanded the scope of what is bargainable.

Also, because the school-site committees are based
on shared decision making, we are moving away from
the “us vs. them” stance that is characteristic of tradi-
tional labor-management relationships. Solving prob-
lems, rather than assigning blame and responsibility to
one side or the other, is becoming the operating princi-
ple. That is a fundamental shift in attitude.

Now, to get back to your original question, if a SlP
proposal affects the entire faculty at a school — let’s take
the example you used of a new teacher evaluation sys-

.|
The SIP process makes it possible for
more teachers to exercise their judgment
as to what they think is best for
themselves and their school, while still
retaining the strength that can only come
through a master contract.

SPRING 1987



. g

tem that conflicts with the collective bargaining con-
tract — then the entire professional staff of the-school,
and of course I mean teachers and administrators, must
vote on the proposal, and they must do so using a
specific voting scale. Before I explain how this works, let
me emphasize again that before such a vote would be
taken, there would be extensive small-group discussion
that would probably result in modifications of the orig-
inal proposal based on the opinions and objections that
surfaced. The SIP committee doesn’t just formulate an
ideaand put it to ayes or no vote, up or down. They try
to work toward a consensus.

But after that process is completed, there would be a
vote. The procedure for this vote, by the way, is spelled
out very precisely in our collective bargaining contract.
The votingis scaled from zero to five, from very negative
to very enthusiastic. Anyone who votes zero retains the
right to file a grievance under the normal procedures
spelled out in the contract. They may decide not to file a
grievance, but they have the right to do so within the
regular time limits set forth in the contract, and if they
do, the union will back them in the grievance. The
resolution of that grievance could result in anything. It
could result in the elimination of the SIP project. It
could result in an arbitrator or someone along the way
saying to the SIP team, “Go back to the drawing board
and try to come up with a different approach to try to
meet the objections of the teacher or teachers who filed
the grievance.” And it could also result in exempting the
grievant from having to participate in the SIP project.

McPike: Theoretically, one person could veto a pro-
Ject that 99 percent of the faculty at a particular school
want to go abead with.

O’Rourke: Yes, that's possible but it's not likely, given
the normal group dynamics of people working together
and wanting to get along and the discussions that take
place as part of SIP. And remember this only applies to
those instances in which there are conflicts with our
contract, which aren’t many. But we may have gone
overboard. We deliberately erred on the side of caution.
Perhaps it should take a certain percentage of people to
block a program, or there might be some way of main-
taining existing conditions for the objecting party with-
out stopping the entire program. I'm not sure.

McPike:As understand it, in a situation in which a
SIP proposal conflicts with the contract, an individual
can file a grievance, but the union as an institution
can’t. That's new, isn’t it? Frequently, the union as the
protector of the contract would itself file a grievance
over a violation of contract language. I recall your
telling me a story about how, some years back, as local
union president responsible for enforcing the con-
tract, you went into a school and stopped the faculty
from implementing a program it bhad developed
because some aspects of that program were in conflict
with the master contract.

O'Rourke: Yes, I still remember that vividly. The
school was an elementary school and the teachers were
interested in developing a remedial reading program.
The socioeconomic level of the youngsters attending
that school was poor, and the teachers were discovering
that kids were coming to school unprepared.

The program the teachers developed violated a provi-
sion of the contract, and because we were worried
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about setting a bad precedent, the u .4 griex’
ance, intervened, and brought the program to a screech-
ing halt, even though many of the teachers in the
building were looking forward to implementing it. | was
very uncomfortable with the role I had to play. And I
thought right then and there that there must be a way
that we can negotiate a master contract that would allow
teachers within a given building to deviate from that
contract as long as there were certain mechanisms built
in that would protect other teachers as well as them-
selves. I think we have now done that through SIP.

Solving problems, rather than assigning
blame and responsibility to one side or
the other, is becoming the operating
principle. That is a fundamental
shift in attitude.

McPike: The degree of shared decision making
between teachers and administrators thatyou've been
describing is a radical departure from the authority
relationships and the divisions of responsibility that
are typical of almost every school district in this coun-
try. What changes in attitude, in mindsel, do people
bave to make in order to be able to work together in
this new configuration? Let’s start with admin-
istrators. The literature discussing the managerial and
organizational changes that are taking place in the
private sector is full of stories describing the resistance
of first-line supervisors, who often view any increase
in worker involvement as an encroachment upon
their authority, a threat to their power. What bhas been
the reaction in Hammond from principals and
assistant principals, and what changes in their
attitudes are necessary to make this process work?

O'Rourke: One of the concepts of SIP is a redefini-
tion of power. The traditional definition revolves around
an economic scarcity theory: that power is limited, so
that if I have less. you have more, and vice versa. What
we're talking about in Hammond is a redefinition, an
enlargement of the concept of power. We're not talking
about taking power away from one group and giving it
to another. We see this new governance structure rather
as broadening the base of decision making in a way that
empowers everyone involved because it results in bet-
ter, more informed, more accepted programs and pol-
icies, with everyone on board. Building administrators
don’t lose out if teachers are more enthusiastic and
creative, if schools are better run, and if students learn
more. They don't lose, they win. Everyone wins. -

But, naturally, not everyone sees things this way, and
yes, we have had building principals who are wedded to
the past and to the old definition of power who have

(Continued on page 46)
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SHARED DECISION MAKING
(Continued from page 17)

reluctantly accepted this new process only because it’s
been made clear to them that this is the way it's going to
be. Others have embraced it totally and willingly and
with enthusiasm. 1o a large degree, it depends on the
personality and the history and the tradition of the
particular building and person. We've also seen some
administrators whose initial reaction was very negative
but who have now done a complete turnaround. I can
think of individuals whom I would call the worst, the
most autocratic, who have gradually bought into this
process over a period of two years or so and who are
now very comfortable with it. _
|
When people really believe that what they
think, what they say, what they do will
make a difference, they take bhold, they
make things bappen.

What has been indispensable in all of this is that SIP
has had the full commitment of the top administration of
the school district. This is especially essential in the
beginning when there are plenty of doubts floating
around as to whether the administration is serious
about sharing authority or whether this is some new
gimmick. Dave Dickson, the superintendent here,

‘brought with him to Hammond a very open style of

management and a belief in the principle that those
affected by a decision ought to have some input into
making that decision. He is by personality and style a
person who governs through consensus. In addition, we
have a school board composed of five very secure indi-
viduals who are willing to listen to a superintendent
who says to them that we can enhance education in
Hammond, Indiana, by involving professionals in deci-
sion making. That is very important. If there is a lesson
here for other school boards and other superintendents,
it is that they have nothing to fear from sharing decision
making. The school system is not going to fall apart; it's
going to get better. _

McPike: What about teachers? What effect has SIP
had on them and what kinds of changes have they had
to make?

ORourke: There has been a tremendous release of
energy and creativity. It's true what they say about this
sense of ownership, it's very powerful. When people
really believe that what they think, what they say, what
they do will make a difference, they take hold, they
make things happen, they look for what needs changing
and they change it, be it in the system or in themselves.
The result here has been a very noticeable feeling of
professional pride and investment in “this school as my
school.”
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This doesn’t happen automatically; a
considerable amount of cynicism that has grown up

- over the years, which must be overcome first. There are

alot of teachers who have served on textbook adoption
committees but not had the textbook they recom-
mended selected; many who have put time and research
into developing better curriculum only to be told in the
end there had to be one uniform curriculum;many who
were assured that their ideas were good ones or that
their “input was valued,” but when it came around to
budget time, there always weré “higher priorities” than
the programs the teachers said were needed. These
teachers’ enthusiasm and their willingness to be
involved has been drained over the years. It has to be
restored, and that will take time.

Second is the fact that many teachers have accepted a
limited definition of their role. This is a result of years of
lack of empowerment. Teachers were never given the
time or the authority to develop a master schedule; they
were just told to show up for their classes at a certain
hour. They were never asked to develop a discipline
policy for their school; they were just told to keep order
in their classroom.

One often hears about the “autonomy” teachers have
in their classroom, but most teachers realize that it is a
limited autonomy, that all the decisions and policies
outside of their control eventually find their way into
the classroom, impinge upon that autonomy, and pro-
foundly limit or expand a teacher's ability to do a good
job. The boundaries of professional authority have been
drawn quite narrowly. As a result, in my opinion, not
only have teachers been robbed of a full expression of
their professional abilities, but the schools and our stu-
dents have been denied the full benefits of their exper-
tise. I really do believe that if education reform is going
to mean anything at all in this country, and we’re not just
paying lip service to it, we must redefine what it means
to be a classroom teacher. If we are really going to
emerge as a profession, we need more control over all
the conditions that affect teaching and learning. A lot of
teachers are ready for that; they need no prompting,
they just need to know that they’re not wasting their
time. Others need to really begin to see themselves in a
new way. And this will happen, I'm convinced of that. As
new models emerge, as people begin to see what is
possible, as they build their confidence, as they restore
their trust, as events prove to them that they will be
taken seriously, things will change.

McPike: As ! bheard you say once, in response to a
question about how hard it would be to bring real
change to a system that bhas stayed the same for so
long: “Look, we’re just one local union in Hammond,
Indiana, we didn't know everything we took some
risks, and we are making it happen.”

O'Rourke: That’s true, we are. And so can others. []

Initial and ongoing support — in the form of ideas,
training and funding — for the School Improvement
Process bas come from the Institute for the Develop-
ment of Educational Activities (IDEA), an arm of the
Charles Kettering Foundation, and from the Eli Lilly
Endowment, with additional funding from the Indi-
ana Criminal Justice Institute and the Indiana State
Department of Education.

SPRING 1987




B o PO T S
———— —_—
=4 [

Lot

In Chicago, educators séelt CONiTol

By Jean Latz Griffin
Education writer

Pilot .progeams that would ena-
ble teac to have more say in

how schools are run, what curricu-.

lum is used and how students are
taught will become: part of negoti-
ations between the. Chicago Board
of Education and the Chlcago
Teachers Union, according to
union president Jacqueline
Vaughn. -

Restructuring schools to allow
teachers more control over their
jobs is a recommendation expect-

ed to be adopted Sunday by the

American Federation of Teachers,
which has been meeting in Chica-
go this week

Vaughn said she hopes the
school board would be receptive to
such a plan. But the 1 Eproach
would be unusual in Chicago
schools, which until this year had
followed the Chicago Mastery
Learning Reading program, con-
sidered one of the most structured
curricilums in American schools.

And though the program was
disgarded, the school board still
exerts stricter controls on its
teachers than do many other sys-
tems, including a recent directive
that tells teachers how many hours
of homework they must assign
each night at each grade level.

Such “oppressive supervision,”
in which teachers are told what
and how to teach, is driving the
most talented people away from
the profession, said Albert Shank-
er, president of the teacher federa-
tion.

Vaughn said she believed the
biggest non-monetary obstacle for
the school board would be to hav-
ing teachers take over responsibili-

ties that now belong to- principals.

Principals’ organizations around
the natton have objected to that
recommendation, which was made
in May by the Camnegie Forum on
Education and the Economy and

which is mirrored in the federa- ,

tion’s proposal.

Vaughn said she is encouraged
by progress made in a joint com-
mittee of union and board mem-
bers that has been meeting ami-
cably for the last year to work out
how Illinois’ comprehensive school

reform plan will work in Chicago. .

schools.

“At first, the board peoale were
apprehensive,” said Vaughm. “But
as we came in with positive sug-
gestions on how new ideas coud

work, they became more receptive. |

Their only question now seems to
be, ‘How much will it cost?” ”
Vaughn said she sent a draft

'*'-f_ ...

assailing
the State Board of Regents? He has called it an ‘“‘eli-
tist group” that exercises ‘‘irresponsible leader-
ship’’ inexdncation, Those are propaitians that need
more evidence and, if true, mun-necﬁlc remedies
than the Governas hasyet p
The Regents decree nnd broad poll-
cies for puhlic and private educition at all levels,
and select the .Commisaioner of Education, now
Gordon Ambach: The 16-member board also li-

censes and disciplines 31 professions, from physi-

cians to masseury, and oversees libraries and mu-
seums. Created in 1784, it is tHe oldest contimuous
eddcation-policy body in the country.

On the theory that education requires specul
insulation from political passions, the state Consti-
tution protects the board’s independence; its mem-
bers are appointed by the Legislature for seven
years. That limits but does not eliminate political

pressure, As opposition to mandated busing spread’
20 years ago, for example, the Legislature deubu---

ately looked for regentsoflike mind.

Mr. Cuomo asks for more direct authority in
education, but for reasons and in ways that are not
yet clear. He complains that generous increases in
stateaid to local school districts have not produced

-the results he wants, He thinks the Regeats and Mr.

copy of the f‘edmuons propo
to members of tlie Chicago uni
and did “not get a groundswell of
objections.” :

But she acknowledged that some
of the ideas, like paying teachers
more in areas where there is a
shortage and having teachers eval-
uate their peems, would be contro-
“versial departures from union po-
sitions.

“The biggest stumbling block,”
Vaughn said, “will be for teachers
who went to education schools to
accept the altemnative routes for
college graduates.”

-/2'_(;’2--—-—
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Why Ple off New York’s Regents?

Why ia Governor Cuomo of New York

Ambachr’s Education Deparcment should be more:
‘“‘accountable’’ to the Governor’s office, but what is
it he wants done or undone that they refuse?

- It's admirable that the state’s top elected offi<
clal wants to be more accountable for educadan
progress. But it’s also important that the Regents,
with much broader responasibilities than, say, New
York’s Board of Education, keep a degree of inde-
pendence. Mr. Cuomo offers no evidence that, with
more direct control, he could better protact the
Board from unwholesome pressures, Nor has he
shown that socund educational priorities have been
neglected by the Regents.

New York has indeed raised its annual contri-
butions to local schools by $2 billioa since 19832, to an
annual level of $6.6 billion. But what resuits did the
Governor expect by now? A Regents’ “‘action plan’*
to stiffen requirements for high school graduvation
took effect less than a yearago.

He suggests that the Regents work full time.
But that runs the risk of diverting tirem from broad
policy debate to administration. To reprganize an
institution that has generally served the state well
for 200 years, Mr. Cuomoshould offer more substan-
tial evidence of failure and changes that address the
problems he peresives. .
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City Begins Using Teachers to Teach Teachers

By ARI L. GOLDMAN

Seasoned New York City teachers will be-
gin training their newest colleagues today in
a pilot ‘“‘master teacher’ program being
closely watched by education officials who
are considering making it a permanent fea-.
ture of the city’s schools.

Robert F. Wagner Jr., the president of the
Board of Education, said that if the program
proved successful, he would be willing to pay
the master teachers up to $60,000 a year, an
increase of nearly 50 percent over current
top salaries for teachers.

Under the pilot program, financed by a
$4 million grant from the State Legislature,
45 mentors — those distinguished by experi-
ence and accomplishment — will oversee the
work of 80 new teachers in 30 schools around
the city.

The program is part of a national effort to
improve education by drawing on the skills
of seasoned teachers. Advocates say the ar-
rangement helps keep good teachers in the

i

schools, as well as provide the best training
for newcomers.

There are similar master teacher pro-
grams in California and Florida, as well as
in school systems around New York State.
New York City got the lion’s share —
$1.6 million - of the $4 million state grant;
the rest went to 20 other systems.

‘Mosivated but Ineffective

Officials of the New York City Board of
Education and the United Federation: of
Teachers, who jointly developed the pilot

program, agreed that the training was badly
needed.

““You go to the schools and see well-moti-
vated teachers totally incapable of control-
ling a class,”” Mr. Wagner said.

““The board has been hiring a lot of people
without any pedagogical training,’”” said the
president of the teachers union, Sandra Feld-
man. .

Many of the 2,000 teachers hired this year,
for example, do not have degrees in educa-
tion, according to board officials. And be-
cause of an administrative error, two-thirds
ofthe new teachers missed training sessions
that were held before school opened in Sep-

“tember.

Under the pilot program, each mentor is
released from classroom duties 20 percent of
the school day, while the new teachers are

,released 40 percent of the, time.

i Thenew teachers spend part of the day as
observers in the mentors’ classrooms. They

; also meet to discuss teaching techniques and
to talk about problems the new teachers
';may be having. The mentors are paid extra -
-only for the overtime they accrue.

' Mr. Wagner said he would put the proposal

- to pay permanent master teachers $60,000 a

year before the union in the contract talks
that are scheduled for next spring. The con-

Teachers Teaching Teachers

Continued From Page Bl

about the Wagner proposal.

Of the new salary, she said, “‘Obvi-

tract expires in September 1987.

The current top teacher salary is
$40,700. The beginning teacher salary
is $20,000. Mr. Wagner said he envi-
sioned 1,200 to 1,500 master teaching
positions among the city’s 65,000 school ;
teachers.

The board president said the men-
tors would be selected by peer review
— ‘‘similar to the way tenure decisions
are made in a university’’ — with the
principal of the school having the final

.say.

Ms. Feldman said she also favored

making the master teacher program

permanent, but had some reservations

ously this has to be something that
comes on top of a generous salary of-
fer.”

“This cannot be a substitute for a
substantial raising of the salary sched-
ule for all teachers,” Ms. Feldman
went on. ‘‘Our salaries are way behind
those of teachers in the surroundmg
metropolitan area.”

She also said she did not want the
final decision on who was chosen a
master teacher left to the principal
“We would want to negotiate a better
selection system, where the teaclers
would have a greater say,” she said.
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TEACHERS' SCHOOL
PROPOSED BY UNION

New York City High School Is
Seen as Drawing Minority
Youths Into Teaching

ByJANE PERLEZ

Instead of seeking minority and bilin-
gual teachers in foreign countries, the
New York City Board of Education
should establish a high school to pre-
parc students to become teachers, the
president of the United Federation of
Teachers, Sandra Feldman, said yes-
terday. .

Such a school, she said, could serve a
two-fold purpose: to train more mi-
nority students to be teachers and to
help alleviate an impending shortage
of teachers in the city.

According to the Board of Education,
about 18 percent of the city's teachers
arc black, Hispanic or Asian. Almost 80
percent of the students are members of
minority groups. In addition, about half
the city’s teaching force of 62,000 will
be cligible to retire in the next 6 to 10
ve:rs, Ms. Feldman said.

Critical of Recruiting

Speaking at the spring conference of
the teacher’s union at the Sheraton
Centre Hotel in Manhattan, Ms. Feld-
man said specialized high schools to
train students in a variety of careers
are proliferating in the city but none is
devoted to teaching. “How ironic it is
that the school system encourages its
students to enter every profession but
~ducation,” she said.

“l don’t think forays into foreign
countries are going to produce the
kinds of teachers we need,”” Ms. Feld-
man said.

_For the past two years, the Board of
Education has hired teachers from
Spain in an effort to increase the num-
bers of teachers capable of instructing
hilitvmiial ~lacenc

Scouts waiting yesterday to march in a parade in
lower Manhattan to mark the 75th birthday of the
Girl Scouts of America. About 6,000 girls and their

Girl Scouts Celebrate Their Diamond Anniversary
leaders participated along with eight marching
bands and several floats. There are some 37,000 Girl
Scoutsin New York City.

The biew ¥nrk Titnes/Kejlh Meyers

For the coming school year,. instead

of hiring from Spain, the board has an--

nounced it will recruit more teachers
from Puerto Rico. The board said it
was also recruiting teachers from the
Dominican Republic because of the in-
creasing number of students from that
country.

Wagner Seeks Cooperation

Ms. Feldman said she had informed
the board of her proposal and hoped it
might be adopted by converting one of
the large, comprehensive high schools
into a school for students interested in
teaching, or suchrelated areas as guid-
ance counseling.

In remarks to the conference, the
nrecident of the Board of Education

Robert F. Wagner Jr., said he was
eager to improve the standard of
teaching in schools. But he said such an
effort needed the cooperation and en-
thusiasm of teachers.

Mr. Wagner said he had been ap-
palled by the ‘“‘moral turpitude” and
“terrible behavior” evident in discipli-
nary cases of teachers that had come
before the board.

Ms. Feldman said she was also con-
cerned. “1 understand they have a few
horrendous cases,” she said. ‘‘No one
from the United Federation of Teach-
ers is interested in having child molest-

‘lers inthe classroom.”

She said the union, as part of its cur-
r+ant rrllactive harsainine neanceal in-

cluded two suggestions for dealing with
poor teachers.

The first, Ms. Feldman said, was to
streamline the process of hearings that
can drag on for 18 months when a
school administrator attempts to dis-
miss a teacher.

To correct professional problems,
Ms. Feldman said, the union was eager
to try “‘peer intervention,” in which a
highly regarded, experienced teacher
would be assigned to a teacher with a
poor performance record. The experi-
enced teacher would try to counsel the
other teacher in improving skills, she
said. Such a program is working

smoothly in Toledo, Ohio, and Roches-
ter .

- o -

P ) O AR




III.

Professional Issues: Setting an Agenda for 1987-1990

LY

Teacher Shortage--Labor Market Trends

1 - "State will need 10,000-20,000 teachers, education chief
says", Boston Giphbe, 12/18/86

2 - "Study predicts teachers shortages by 1991", MTA

TODAY, 6/19/87

3 - "Boston Market is tight for teachers", Boston Globe,
6/30/86

4 - "Is There a Teacher Shortage? It’s Anyones’s Guess", Ed
Week, 6/24/87
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Maswachusetts will need between
1.0 wnd 20,000 classroom teachers

within ¢ 1 next few years to replace those
who wil be retiring, state Education
Commis ianer Harold Raynolds Jr. pre-
divied (o <terday.

the projected loss from among the
stale’s 5,000 teachers comes at a time
whien the ~tate's teacher certification pro-
cess s being sharply criticized for its lack
of tinehness, excessive regulation and in-

couraging the best and brightest, we have
to take off some of the baroque and ro-
coco.” he said.

With the average teacher in Mass-
achusetts nearing 50, Raynolds said he
will make two major recommendations to
the state Board of Education today that
will make certification more flexible and
encourage bright college graduates to en-
ter the profession.

Raynolds’ proposals are among sever-
al moves under way by the Board of Re-
gents of Higher Education and legislative

‘For the bright, capa-
ble person to enter the
profession, adminis-
trative red tape and
unnecessary require-
ments should be elimi-
nated.’

State will need 10,000-20,000 teachers, education chief says

study of the supply and demand for
teachers and an analysis of the number
and quality of teacher education pro-
grams In Massachusetts public and pri-
vate colleges and universities.

The Massachusetts survey follows a
national report that called the warnings
of a forthcoming teacher shortage “a
myth."" Author Emily Felstritaer, director
of the National Center for Education In-
formation, says a state-by-state analysis
contradicts earlier warnings of a pending

bring more teachers into the profession.
“There is no way we could train enough
to fill 20,000 jobs,” Raynolds said.

Raynolds is calling for a new category,
apprentice teacher, for liberal arts and
sciences graduates who are interested {n
teaching. He saild he would recommend
that such candidates be allowed to teach
for two years while working toward full
certification, with the detalls to be left to
the local school department.

ability - 1espond, Raynolds sald. leaders almed at strengthening the —Edward Doherty, president of shortage of teachers. a l‘tSTl’lI] z:;::l;lgge'c_téav‘/gtggy:eoiad?aster in
“"We have constructed a very ornate state’s schools. the Boston Teachers Union However, Raynolds argues that Mass- ' )

echitior {-1 teacher certification. If it is dis- In January, the regents will issue their achusetts must face up to the need to TEACHERS, Page 44
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State will
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Contina -1 from Page 37

tti- - «ond recommendation
waontld - ihlish a certification re-

virw panelof eight to 14 members,
know luoheable about teacher
skilt. v could certify candl-
dates v it college degrees on the
hasis of il experience.

1t + are older people whe
may w1t to change thedr flelds or
enter t-ching after working in
business or other areas,”” saild
Ray nold-

“It 11 panel approves, the cer-
tili:ation & granted:; if not, the ap-

need 10,000-20,000 teachers, education chief says

plicant must go the usual route to
certification.”

Raynolds said he will also rec-
ommend that state funds be allot-
ted for a 22 percent pay increase
for teachers volunteering to work
40 more days a year on planning
and related professional tasks.

One of the complaints about
the current certification process
comes from Edward Doherty,
president of the Boston Teachers
Union, the largest in the state.

“‘One of the problems is the re-
quirement for practice teaching.
Entry tnto teaching is made diff1-

cult for liberal arts college gradu-
ates who have to delay their em-
ployment, to take a semester of f to
do their practice teaching,” said

Doherty.

“There are now artificlal and
unnecessary barriers to certifica-
tion. For the bright, capable per-
son to enter the ,profession, ad-
ministrative red tape and unnec-
essary requirements should be
eliminated.

“Looking at what may be a sig-
nificant teacher shortage in the
next five or 10 years, the state
ought to make it easler for teach-

should be easler arjd more flexible,
but the standards bhould be made
higher.” Doherty added.

Next Monday. a legislative
Commission on the Conditions of
Teaching will meet to explore
strategies for making teaching
more attractive to capable college
graduates, according to Rep. Nich-
olas Paleologos (D-Woburn), House
chairman of the education com-
mittee. .

"We have asked the regents
and the education commissioner
for recommendations on what the

ers to get ccrtlﬁc%on. The rules

Legislature can do.” said Paleolo-
gos yesterday.

Paleologos. one of the archi-
tects of the 1985 School Improve-
ment Act, said the focus on teach-
ers is the second wave of the
school reform movement in Mass-
achusetts.

“Nobody adheres to the present
certification process. There are
problems with the statute and the
way it is administered. The educa-
tion department’s certification
process is totally inflexible, and
their inability to deal with chang-
ing circumstances in the teaching

profession is because of lockstep
adherence to regulations that are
more appropriate to 1968 than to
1986, said Paleologos.

“It would be nice to get teach-
ers who majored in something oth-
er than education. It is not sur-
prising that surveys show that
one out of every five elementary
teachers never took a science
course,” Paleologos added.

He and Raynolds are strong
supporters of the six-months-old
Carnegle Commission report on
teaching, which calls for the elimi-
nation of the undergraduate de-
gree in education.
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A ALWAYS MARKS SIGNIFICANT MOMENTS
iNCTHT L YMPICE

Coalition recommends reorganization of the school budget process

The Citywide Educational Co-
alition this week Issued an analy-
sis of the Boston School Depart-
ment budget. saying it fatled to re-
flect “an organized and planned
response to the near-crises educa-
tional needs of Boston students.”

The coalition, an advocacy
group for the public schools, noted
that the school budget of $335.}
miilion is the largest in memory.
Of the total, $295 million was allo-
cated by City Hall and $39.8 mil-
llon comes from state and federal
grants.

In an analysis released Tues-

day, the group recommended the
department reorganize its budget
process, particularly by concen-
trating its resources on programs
that will resolve the system’s aca-
demic problems of low test scores
and a high dropout rate.

Based on the costs for educa-
tion, transportation and other ad-
ministrative and maintenance ex-
penditures, 1he coalition estimates
the School Department spends
$4.916 for each of the 39.432 regu-
lar education students; $5,228 for
each of the 8,529 bilingual educa-
tion students; $5,910 for each of

the 6.526 special cducation . stu-
dents who are taught in both reg-
ular classrooms and in resource
rooms; $9,717 for each of the
4;132 special education students
who are taught in classrooms sep-
arate from the main student body:
and $20,683 for each of the 872
special education students who
are educated outside of Boston
public school buildings.

The group commended Super-
intendent Laval S. Wilson for
“trying to reorganize the budget
process,” but it recommended
that the School Department:

® Begin planning its 1988 bud-
get as soon as possible.

® Move toward a program-
based budget ~ making budget de-
cisions based on program results.

® Decentralize decision-mak-
ing for state improvement grants
by allowing' schools to develop
their own problem-solving propos-
als rather than follow guidelines
issued by the superintendent’s of-
fice. !

©® Broaden remediation efforts
through systematic change, not
“‘piecemeal.”

- PEGGY HERNANDEZ
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Study predicts teachers shortages' by 1991

Sptyerrif£—2.

A new study predicts a teacher |

shortage in Massachusetts by 1991 and
gives local school systems explicit
advice: hang on to the teachers you
have.

The “Report on the Status of Teacher
Supply and Demand in Massachusetts”
was prepared by the Massachusetts
Institute for Social and Economic Re-
search at UMass/Amherst, It was re-
leased June 1 by the stite Board of
Regents of Higher Education and the
state Department of Education.

The report predicts a turnaround in
enrollment declines by the end of this
decade, creating a situation “in which
too few teachers will be produced by
colleges to match already swelling
primary and secondary enrollments.”

Specifically, the report sees coming
teacher shortages in bilingual educa-
tion, English, genera sciences, mathe-
matics, biology, chemistry, social stud-
ies and vpcational studies.

Areas which the report says are

“unlikely to experience either shortages
or surpluses of any great magnitude”
include early childhood, elementary
and middle school education.

Areas “likely to have no future
shortages but which have some near
term, modest surpluses” include
French, Spanish and other languages.

‘Paradoxical’

Of this last finding, the report notes,
“This is paradoxical given the bilingual
education dilemma.” But the “paradox”
only underscores the report’s admitted
limitations due to the exclusion of
certain geographic and other factors.
Thus, "the report predicts, “Shortages
are likely to occur in some places at
times when others have sufficient
supply.”

The report a so acknowledges that an
analysis of geographic factors “focusing

Enrollments expected to drop

on wages from neighboring states
would show difficulties caused by
competition with bordering states.”

The report advises the state and its
school districts to “maintain teachers
through periods with potential surplus-
es to help defray anticipated, later
shortages.”
- Some of the report’s major findings:
ENROLLMENTS:

® Total enrollments in the state
reached their peak in 1974 at 1,183,028
students and are -expected to decline by
31.6 percent through 1990 to 809,402
“Beyond this point, enrollments will
rise,” the report says.

® K-6 enrollments reached their
minimum at 414,281 in 1985 from their
peak of 629,147 in 1974.

® Grade 7-12 enrollments will drop

to 350,451 by 1991 from their peak of .

560,454 in 1976.
TEACHING WORKFORCE:

® The teaching workforce has fallen
from a peak of 73,559 in 1977 to 62,225
in 1986. It may fall further.

‘® The average age of the workforce
increased from 36 in 1973 to 42 in 1985.
This aging is expected to continue.

® The aging of the workforce,
coupled with Proposition 2'%, has
greatly diminished the participation of
the young in teaching. There has been
a 91.5 percent decline in the youngest
cohort, aged 20-24, and an 83.7 percent
decline in the number aged 25-29
between 1973 and 1985.

® There has been increased attrition
for all age groups from 1973 to 1985.
These rates increased dramatically in
the year of Proposition 2%, the highest
rates being for teachers of ages 20-29.

® Recent attrition rates seem highest
for art studies, special education, bilin-
gual and foreign language teachers. It
has been lower for the sciences,
chemistry and biology (although phys-

Commissioner of Education Harold Raynolds [r., left, listens as Chancellor of Higher Education
Franklyn G. Jenifer discusses the MISER report on teacher supply and demand.

ics is relatively high) and the early
childhood;, elementary and middle
school teachers. (The report contends,
“These data do n'ot support the popular
concept that science teachers are drain-
ed away in large quantities by non-
teaching job offers.”)
CERTIFICATION PROGRAMS:

: ® Only 15.7 percent of the graduates
of the programs surveyed were hired
in Massachusetts.

® Only 425 of the 2,154 persons
newly hired in the state in 1985 were
1982-85 graduates of Massachusetts
programs.
MINORITY BALANCE:
® While enrollments of white public
school students in the state fell by 23.7
percent from 1979 to 1985, enrollments
of minorities rose by 7.4 percent. Asian
students doubled and hispanic students

increased nearly 45 percent. The
percentage of minority students enroll-
ed in the state has increased from less
than 12 percent in 1979 to almost 16
percent in 1985.

®Only 19 of the Massachusetts
programs leading to certification re-
ported on the minority status of their
graduates. Of those that did, the
percentage of minority graduates de-
clined from 13 percent to about 6
percent between 1982 and 1986. The
percentages of minorities hired from
these programs were less than the
percentages of the minority graduates.
According to the report, “This implies
either a bias in the teaching system
against hiring minority teachers or
greater job opportunities for minority
college graduates who consequently
choose not to enter teaching.”

| MILTON

-

Contract provides
19% pay hikes

The Milton Educators Association
has ratified a three-year agreement

. which provides for a 19 percent

.

increase during the life of the contract.

The teachers will get a 5 percent
hike the first year, and 6% percent
increases in each of the second and

- third years.

In addition, teachers helding a mas-
ter's degree will receive a SSgO incre-
ment in the third year of the contract.

The MEA was successful in maintain-

* ing thé current work day schedule

* despite a school committee move to

alter the schedule. The association also
staved off the school committee’s ef-
forts to reduce the contract’s job

' security, language.

- School nurses will receive the same

. percentage increases and two addition-

al ctene will ha addad tn thair calawe

retirement provisions as teachers. The
increments will yield an additional
$500 a year in the first and second
years of the contract for nurses at the
maximum level.

The contract settlement followed-

active association involvement in the
bargaining. The MEA told the school

committee that the town was obligated -

to make a commitment to retain
quality teachers with adequate com-
pensation in the next three years.

The members of the MEA bargain-
ing team were: MEA President Lor-
raine Greenfield, Mary Cobb, chair of
the negotiations team, MEA Vice Presi-
dent Liz Mercer, Nancy. Peterson,
Margaret Gibbpns, Carol McDonald,
Jim Donahue, Leslie Haines, Linda

Griffin, Anne Marie Stanton, Jean
Veimn Tolin Diandan Tim Raldenina TS

Elin Schultz, a first-grade teacher at Fiske Elementary School in Lexington, protests the proposed
lmplemenhman of an extended morning kindergarten -program in September. Lexingtoin teachers
demonstrated in franr of Clarke [umar Hrgh School May 19 because they say thal‘ the program, at
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Boston market is tight for teachers‘
~ But jobs are plennful elsewhere in Us

fewer students who will be entering

By Muriel Cohen
Globe Staff

Francesca Beninati, just graduated
from college, is now competing with hun-
dreds of other candidates for the few
available teaching jobs in Greater Bos-
ton, while the rest of the country, includ-
ing New York,City and Los Angeles, is
clamoring for teachers.

“I'live in Somerville and I don't want
to relocate,”’ said Beninati. 23, who
transferred to Northeastern University
after majoring for two years in math and
business at Boston College. On June 22,
she graduated with a degree in elemen-
tary education.

For Beninati and others in the class
of '86, getting a teaching appointment in
Massachusetts will be difficult, person-
nel specialists agree. In addition to the

immediate tightness of the job market.
the teaching profession faces long-range
questions about how teachers should be
trained.

" A teacher shortage in Massachusetts

comparable to that in the rest of the
country will not develop for a few more
years, according to Stephen Coelen, a
University of Massachusetts-Amherst re-
searcher who is conducting a study for
the state Board of Regents of Higher Edu-\
cation.

~ While his study will not be completed
for two or three more months, Coelen
said last week that “‘the numbers of high
school seniors in Massachusetts will con-
tinue to decline until 1995. That means

teacher-training programs.

“The number [of graduates] selecting

teaching has been declining since the
early '70s, until three years ago when
there was a slight rebound. The percent-
age going into teaching ran from 9 per-
cent in 1973 to about 2.5 percent in 1980
and is now running about 3 to 4 per-
cent,” Coelen said in a telephone inter-
view.

Coelen also said that enrollment data
show a slight rise in the first three
grades across the state, giving some hope
to Beninati and her classmates as they
look for places in elementary classrooms.

The Boston area, with its concentra-
tion of colleges, is regarded as a prime

Jla and certification standards ma&» ‘be{.
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target for recruiters of teachers. In April
teams from communities across the
country sought candidates here., The
most aggressive was Prince Geox“ges
County, Md., which offered discouints on
rents and cars, restaurant meals. ahd
other benefits to attract new gradua.tw.
Prince Georges officials said last week
they were not yet sure how many. stg"’
dents would accept their job offers: < -

Meanwhile, teacher-training cqnjou-

changed in the wake of recent rEtom-

groups, the deans of colleges of ediicat{on

jor in liberal arts as undergraduates am
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and a Carnegie Commission pdngl, 'ﬁ‘
which urged prospective teachers (o g
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pursue pedagogic training in graduate [ \

school.
TEACHING, Page 26
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Is There a Teacher Shortage? It’'s Anyone’s Guess || $eat %

Absence of Reliable Data
Casts Doubt on Studies

By Lynn Olson
and Blake Rodman

The debate rages.

Last winter, the National Education
Association announced that “public
schools in the United States are facing a
severe teacher shartage.”

But the U.S. Bureau of Labor Statistics
weighed in with a decidedly different view.

“Indications. . . are that no shortage of
teachers will develop,” a bureau analyst
wrote, shortly after the N.E.A. released its
report.

The American Federation of Teachers,
the RAND Cerporation, the National Cen-
ter for Education Information, and nu-

stage have also weighed in on one gide or
. the other.

The problem, according to many ex-
perts, is that there is not enough informa-
tion to know which view is carrect.

Despite the rush of media attention
given to the teacher shartage in the past
few years, data on the subject are so inad-
equate that a recent repgrt by the Na-

merous other players on the education -

Teachers’ Age Distribution, 1974 and 1984
Total g Total
2400000 2,480,000

i Y o
W44 ymars

500,000 3544 years

820,000
, v U Dot o St

tianal Academy of Sciences calls it the
*statistical dark.” .

Asked to describe the data on which
people are basing their projections, Leo
Eiden, a senior program analyst with the
federnl Center for Education Statistics,
said, “There are holes big enough to drive
Mack trucks through.”

More than half of the states collect some

kind of data on teacher supply and de-
mand, experts estimate. But fewer than a
dozen conduct any sophisticated analyses.
Both state and federal data bases—and
the interpretations based on them—have
been trounced by critics as being grossly

inadequate.
The federal government and many
Continued on Page 14
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U.S. Supreme Court rutea last week.

In a 7-to-2 decision, the Court held that
the state legislature’s primary intent in en-
acting the law in 1981 “was clearly to ad-
vance the religious viewpoint that a super-
natural being created humankind,” and not
to advance the cause of academic freedom,
as the state maintained.

*The legmlat:we history documents t.hat
the act’s primary purpose was to ﬂmnge the
science curriculum of puhlic schaals in arder
to provide an advantage to a garticular reli-
gious dactrine thatm)edx the factaal bagis of
evolution in its entirety,” Associate Justice
William J. Brennan wrote for the aajarity in
Edwards v. Aguilard (Case No. 85-1513).

Continued on Page 6
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Lack of Data

Continued from Page 1

state governmenta do not report
data on teacher supply and demand
by geographic regions or subject
areas. Neither do they know grecise-
ly how many certified or uncertified
people are teaching particular clas-
seg from year to year, or how many
teachers are misassigned at any
point in time. And they do not keep
detailed information on where the
new teachers hired come from.

In addition, experts say, many
state data bases are not automated
or centralized to provide easy acceas
to (nformation. Most districta do not
keep track of how their hiring plans
change during the year, based on
supply and demand. And no one
guwu the effects of teacher migra-

o on estimates of supply.
Moreover, the very source of the

1 admini

and teachers, may not be providing
i data R

'myvarybuedoabowand'wben

the questians are asked. (See story,
page 15)

In the abeence of complete and re-
liable data, conclusions are being
drawn on what experts describe as
disparate "bits and pieces” of infor-
mation, anecdotes, and “personal
beliefa.”

“We are very much concerned
about the erraneous conclusions that
are guing to be made, *said Mr. Eiden.

The Academy’s 1987 interim re-

porton wu:barsupply and demand.

the Nati Sci:

complete picture of the nationsl

“There are 16,000 different situa-
tions, and it's (air toeay that no two
are alike,” eaid Dorothy M. Gilford,
nudy dnedor for the Aeademy‘s

"mlluwhyyougetmd!ﬂhmt
perceptions.”

more important, awzrdmg to ana-
lysts. States are the primary gate-
keepers for wa:her mpply and de-

Far trickier, everyune agrees, is
estimating teacher supply.
According to the Arademy, cur-

mand. They d
standards and provide incentives.
And they are paying an increasingly
large ahare of education costs.

In addition, most observersagree,
the teaeber lnbor market is largely

Said Mr. Eiden: “The dotal
information you've been acquiring,
i it true? Could be. But trying to
jump from that to a number—it
can't be documented.”

“Taking local situations and try-
ing to geaernlire will create prob-
lems, and it can’t be done.”

Politics and Mooey

In the abaence of figures that ev-
-eryone can agree on, politica and
money ere playing a large part in
::gdins fprojections of supply and de-

Thus (ar, both national teachers’
unions are predicting serious teach-
er shartages in the future, as ia the
RAND Corporation’s center for the
study of the teaching profeasion. In
contrast, the Labor Department and
C. Emily Feistritzer, a private edu-
cationanalyst, have inmsted that no
national shortage exists or is pend-
ing. That view haa been endorsed by
Secretary of Education William J.
Benpett.

Aoxording to Arthur E. Wise, di-
rector of the RAND center, “Tb say
that we have a crisis coming means
that we must do something serious.
So di

ence Foundation and the U.S. E‘du-
cation Depmrtment, cautioned that
“furzry concsprs and an abeence of
agread-upan terminology” are fuel-
ing the controversy.
At the heart of the debate lie seem-
Uremcilable ebout

ingly opinians
“quality” and human beh

ding upon whether your
main mission in life is the preserva.
tion of the status quo or your main
miseion i to try to bring about ma-
)ardmngeeolonhowyoulnohmu

'n:me people who want to bring
sbout-:hngemyhnvesomemm
ion to data that indicate

- Who
is qualified to teach? And what, if
anything, will attract different
groups of people to the professian?

16,000 Anecrdotes

Based on estimates from the Cen-
ter for Education Statistics, moat
agree that at minimum the nation
will need to hire some 200,000 teach-
exs a year for the next five years,

The debate reslly centers around
beliefa about whether that need tan
be met.

I
‘“You want to make
surethatwedon’t tell
millions of kids that
there are going to be
Jjobs out there, and
then . . . not be able
to use them.”

— Peter M, Prowde,
Comnecticat Education Deparonest

In addition, everyone agrees that
there are current spot shortages in
certain gengraphic areas and in cer-

tain subjects, and that this si
is likely to continue. But they dis-
agree about how severe these short-

ages are.

The (act that teacher supply and
demand appears to vary so widely
from state to state and from district
to district adds to the confusion.

Contradictory reports of a severe
shortage in ope location and a sur-
plus in enother could both be cor-
cect—and neither could grovide a

a pmblem, be gaid. “People who are
mare conservative, who want to be-
lieve that we can msintain the sys-
tem as it currently is without infus-

state, regional, and local—aot na-
tmtm}—beaxuse teaching u not a
particularly mobile profe

rent esti of teacher supply are
“totally inadequate” and “so inaccu-
rate” that they are “useless even in
the short run.”
Teachers now in the dassranm rep-
resentthe bulk of teacher supply. The
first part of the picture, therefore, is
trying to project bow many people

Right now, no one knowu whatef-
fects recent education-reform poli-
cies will have on the labor market.
Accurate, reliable information to
help policymakers shape their deci-
siona is just not there.

But policies based on inad t

will continue to teach from ooe year
to the pext and into the firure.
To determine that figure, statisti-
cians estimate the “attrition” or
“separation” rate—the number of
people who will leave teaching ei-
ther for retirement or other reasums.

Q!

Until tly, the Center for Edu-

8

8
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Dt Stymies Efforts To Predict Teacher Supply and Déiriind

will remain relanvely stable or

Aoarding to RAND dﬁuals. an ag-
mgtad:eﬁme—whosew age
isnow 41—means that the number of
cetirementn will climb in the Grture.
That fact, cambined with an influx of
new teachers, who have atraditional-
ly bigher tanover rate, could result
in an increase in attrition within the
next 10 years, they say.

But Daniel Hecker, alabor econo-
mist with the Bureau of Labar Stat-
istics, di

“Tire present pool of teachers aged
45 and older is only uhght.ly Iarge!
than it was in 1974,” he wrote.
“Therefore, the number of retire-
ments in the next decade ahould be
about the éame as it was in the last
one; no surge is likely.”

“So the average age has gone up,”
he said. "It is the number who are
within 10 years of cetirement that
really counts.”

Although Mr. Hecker conceded
that the retirement rate may in-
crease after 1995, he noted that
making projections more than 10
years into the future is risky.

Estimates of attrition at the state
level vary from 4 percent to 12 per-
cent, according to M3. Gerald of the
Center for Education Statistics. She
also noted that each state’s defini-
tion of attrition varies, as does the
way it computes the figure. Many
nta:flu do not publish attrition rates
at

Recent studies also indicate that
attrition rates vary by age, exper-
ience, and subject taught. Thus, us-
ing one rate to predict
acroes states, ﬁel&. or grade levels
may not be accurate.

New Supp!y

After determining how many of
today’s teachers will leave the pro-

Craphs such ax this, which poriray a widening gap between the

demand for tenchers aad the supply of erer

feasion, the remainder of the supply

Aare

Minlnading, experts say. Recen! fmachered i u
makes up only ooe allos of the potential teacher-stpply pood,

stimate is based on the “vew sup-
ply.” This involves determining the
willingness to teach of people not

ing mare money, have an incentive now doing 80—a nearly impussible
to see that there’s no problem.” data, the Academy warns, “will be | cation Stabsbu haa based m na- task at present.
Coustance F. Citro, study directar | irrel at best and P tional ar Included in this pool are new
for the Academy's committee on na- | ductive at worst.” tion rate, mpu!ed in lm-e rate | graduates of teacherducation pro-
tional etatistics, agreed: “What it Inflated predictions of future | thateomesayissoolditcould notpos- | grama. It alao theoretically incudes:
onmes down to bere is money. Do we say, could cause | cbly becorrect. - other newly certified graduates with
want to spend money, or do we want | toomany people to prepare to teach. In contrast, for 198384, the Bu- noo-education majars; those certified
not to spend money? Bringing out “You want to make sure that we | reau of Labor Stati through gency and alt ive
numberscan help make a case for or | don't tell millions of kids that there | an attrition rate for elementaryand | routes; people in other professions
egainst that.” are going to be jobs out there, and | smndary teachers of roughly 9 per- | who may decide to becnme teachers;
Said Debra Gerald, a mathemat- | then have them trained to be teach- | cent. : and certified teachers who left teach-
ical statistician with the Center for | ers and not be able tousethem," said Aoxrding to Linda Darling-Ham- mgh-onereamttnmthza'who
Education Statistics: “Uafortunate- | Peter M. Prowda, coardinator ofre- | mood, director of »AND's education | dever entered the
ly, to try and explain teacher supply | search eervices for the C. @t and h am, the “Each of these groups,” notes the
and demand, the public has tried to | Department of Education. difference amounta bo 500 000 | N ) Academy of Sci re:
simplify very, very complex situa- Not Too Iﬂchﬂubetwunmnndlmss port, “has s very different probabil-
tions. We often get into trouble. Tricky’ The federal center's prujection | ity ofbeing attracted to teaching un-
and is not a 6im- Projections of a shortage are | that 1 million teachers will needto | der curreént conditions and of
pletopic; lmampluwpc You've | based on two mmmmn the an- | be hired between now and then—or ing to parti cular policy ini-
got to be wdhnghdncu.-llthe d for teach and | 200,000 a year—vesta on the 6 per- hahvesumedatattntmuteuh
pieces.” the expected supply of teachers | cent attrmon rau: Ms. Darling- | ers. Yet virtually eothing is known
available to fil} that demand. H. rrectnum- | sbout thege differences”
‘Countn’poducﬁve Estimates of demand at both the be:udomwwmllmn “Virtually none” of the national or
Developing better grojections of nabonnl and state levels are based Although RAND favors the 9 per- | state models of teacher supply and
teacher supply and d d is im- jected ebudent enroll- | cent Ggure—baserd on data it has | demand provides a “seriousanalysis
portant for a number of reasons, ex- ment md on tacherdudmt ratios. | gatbered from a number of states— .| of these various types of potential
perts say. “That’s not too hard to do, be- | the Center for Education Statistica | teacher supply,” it argues
If people knew that there was a | cause basically you figure out how | argues that it is too high. Fears of a teacher shortage have

national abortage of teachers, forin-
stance, it might sway them to enter
the field. Similarly, if the shortage
were severe enough, it might result
in federal action—such as grants
and other incentives to entice aci-
ence majore to enter teaching.

Nationsl figures also help Ahtes
know whether their probl

many kids are going to be in
school,” said Richard J. Murnane,
professor of education at Harvard
University. “It's a little tricky to
make predictions about ¢1nen size,
butonce you'vedonethat, it’s mul-
tiplication.”

Almost everyone making nation-
al predictions relies on the esti

umque orpartofa largeruend Thm
can, in turn, influence their policy
decisions.

State-based information is even

by the Center for Education Statis-
tics that student enrollment will

" climb by approximately 2.5 percent

each year from now until 1997.

According to center officials, the
Labor Department included in its
calculation all those wbo described
themselves as teachers—-including
part-time personnel and private-
echool teachers—and this artifi-
cially inflated the results.

For these reasons, the Labor De-
partment choee to use the 6 percent
Ggure when it predicted that there
would be no teacher ahortage.

Estimates also differ on the ques-
tion of whether the attrition rate

been fiseled inrecent yearsby pxojec-
tiona from the Center for Education
Statistics that the proportion of col-
lege graduates with a major in edu-
cation hae declined precipitously
gince the early 1970s.

Based on the center’s figures, for
example, the N.E.A. has concluded
that “by 1993 the need for newteach-
ers will exceed the number of new
teacher graduates by 37 peroent.”

But that figure may be mislead-

Continued on Following Page
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Teacher Recruitment--Issues and Programs

1

A

AFT Issue Paper on Teacher Recruitment and Early Career
Incentives :
"Talent Scouts: Pittsburgh’s Finest Recruited for
Teaching", American Tgacher, February, 1987

" ’Teachers’ School Proposed by Union", NY Times,
5/10/87

"Public-Service Ad Campaign to Combat Nation’s Teacher
Shortage", Ed Week, 10/6/86

"A ‘Teaching Hospital’ Model: New training Sites for
Teachers in Louisville", Ed Week, 11/19/86
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AFT Issue Paper on ‘
Teacher Recruitment and Early Career Incentives

The Issue

The recruitment and retention of a high quality teaching force should
have the highest priority for anyone who values excellence in education.
Teachers are central to the learning process and successful education re-
form cannot take place without the proper attention being paid to questions
of how we can recruit and retain high quality individuals in teaching. This
involves issues of teacher compensation, restructuring the teaching profes-
sion, and revitalization of education to make teachers more likely to make
long term career commitments.

which merit attention. Some basic facts are important: |

By the mid 1980s the teachers trained during the 1950s will begin
to retire, creating large numbers of vacancies. More than 20 per-
cent of teachers active in 1971 were 50 years of age or older.

The recent rise in the number of births will increase the enroll-
ment in elementary schools, and, as this trend continues over the
next ten to fifteen years, this will greatly increase the demand
for elementary teachers.

Fewer college bound students are selecting education as their
major field of study. In 1983, only 4.5 percent of college
bound high school seniors selected education as their field of
study. This is down from twenty two percent in 1962.

The students entering education recently have not been those with
the highest measured academic performances. In 1982, those entering
education averaged 80 points below the national average in math and
verbal skills, and ranked 26th in 29 academic fields surveyed. 1In
the National Longitudinal Study sample for the class of 1976, edu-
cation majors ranked fourteenth out of sixteen fields on SAT verbal
scores, and twelfth of sixteen in college grade point average.

As many as 50 percent of teachers who do enter the profession leave
teaching by the seventh year, and those who remain are the least
academically able. Two-thirds to three-fourths leave after only
four years.

Of factors that are cited by students for failure to pursue a
career in education, the most common are low salary, lack of
opportunity to earn sizable salary increases, generally poor
working conditions, and the lack of opportunity for professional
growth and advancement.

Main Points of Controversy

Any number of suggestions have been made about how to solve some of
these problems. This section will briefly describe some of those ideas.
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Teacher Salary Levels. To make teaching attractive to high quality
individuals, the financial incentives of the profession will need to be
radically altered, both in terms of entry level salaries and career earn-
ings. In High School, Ernest Boyer recommended that '"salary averages for
teachers be increased by at least 25 percent beyond the rate of inflation
over the next three years, with immediate entry-level increases' (Boyer,
1983:168). This, of course, will be very costly and require an additional
investment in education. ' :

Financial Incentives for Cocllege Students. There is a need for finan-
cial incentives to attract top college students into teaching. Proposals
include special scholarships for qualifying students, as well “as loan for-
giveness programs for those top students who will agree to teach for a
specified period of time. The hope is that these will attract bright and
able college students to teaching. !

Shortage Area Salary Differentials. Some people have proposed salary
differentials for teachers in shortage areas, such as science and mathe-
matics. Others questions whether the modest differentials will make any .
impact at all on the supply of qualified teachers in those areas. The
shortage of highly qualified new entrants in teaching goes well beyond a
few critical areas and the issue needs to be considered in its broader
context. :

Salary Schedule Reforms. In addition to raising general salary levels
for teachers, other suggestions have been made to shorten traditional
teacher salary schedules to 3 to 5 steps so that a beginning teacher could
look. forward to significant salary improvements early in the teaching
career and veteran teachers could reach career salary levels earlier. Such
proposals could significantly increase career earnings for teachers and make
the profession far more attractive to well qualified candidates.

School Organization and Management. In order to attract and retain
high quality teachers, some observers have noted that fundamental changes
must take place in school organization and management in order to expand
the professional role of the teacher and make teaching more satisfying.
This would allow teachers greater opportunities for career development
and advancement.

Teacher Preparation and Licensing. Other suggestions have been made
for attracting high quality individuals into teaching which relate to
issues in teacher preparation and licensing. These are discussed in another
paper in this series.

AFT Policy

In the comprehensive policy statement on education reform adopted by
the 1983 AFT Convention, the issue of finding ways to recruit and keep a
quality teaching force was made one of the major items on the AFT agenda.
We do not have any final answers in this area, but there are some concerns
and views which must be taken into account:
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@ The AFT believes that incentive pay or discretionary merit
pay is not the best solution to the problem and that these
proposals divert attention away from the real issues.

e The AFT believes that a radical restructuring of teacher
compensation systems is necessary. Beginning teacher salary
levels must be increased radically to make them competitive
with entry salaries in other professional fields. Salary
schedules must encourage good teachers to stay in the profession
by allowing teachers to reach career salary levels earlier and
by increasing total lifetime earnings.

e The AFT believes that schools and teaching need to be restructured
to make teaching more intellectually stimulating and professionally
satisfying. This involves providing opportunities for professiohal
development and enrichment as well as improving school climate and
discipline. Also needed are changes to allow teachers more control
over instruction and a separation of the functions of administra-
tion and educational leadership in schools. .

An Annotated Bibliography

Adler, Mortlmer J. 1982. The Paideia Proposal: An Educational Manlfesto.
New York: Macmillan Publishing Co.

Chapters 7 & 8 support the idea that the quality of the teaching
force affects the quality of the learning that occurs. Adler
‘describes the requirements that are felt to be essential for quality
“teaching.

Boyer, Ernest L. 1983. ngh School: A Report on Secondary Education in
America. New York: Harper and Row, Publishers.

Chapter 10 on "Teachers: Renewing the Profession" discusses the general
problem of teacher recruitment and retention and offers a number of
possible solutions.

Jones, Landon Y. 1980. Great Expectations, America and the Baby Boom
.Generation. New York: Coward, McCann & Geoghegan.

Chapter 24 on "The Education Bust" discusses the Baby Boom Generation's
important impact on the demographic trends that shape our national
responses in education, politics, and economics.

Ravitch, Diane. 1983. The Troubled Crusade: Amerlcan Education, 1945-1980.
New York: Basic Books, Inc.

This well-written history of American education in the post-World
War II period. Ravitch provides some useful background information
on the evolution of the teaching profession over the period of her
work.
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1 Schlechty, Philip C., and Victor S. Vance. 1983a. "Recruitment, Selection
| and Retention: The Shape of the Teaching Force." Elementary School
Journal (March).

) {? This important article brings together the salient research on the

S topic of teacher recruitment and retention. It provides a great
deal of information on the character and composition of the group

B now entering the teaching field.

|

Schlechty, Philip C., and Victor S. Vance. 1983b. "The Promotion of
ST Quality in Teaching." In School Finance and School Improvement:
(, Linkages for the 1980s, ed. by Allan Odden and L. Dean Webb.
; Cambridge, Mass.: Ballinger Publishing Co.

N |
) f} This chapter provides a discussion on the quality of teaching as an
L occupation rather than on the quality of teachers as individuals.

It looks at the environment of teaching as a context for promoting
- [3 more quality in teaching.

j_ Ward, James Gordon. 1983. "On Teacher Quality." In School Finance and
R School Improvement: Linkages for the 1980s. ed. by Allan Odden and
[j L. Dean Webb. Cambridge, Mass.: Ballinger Publishing Co.

This chapter broadly outlines the AFT view of the nature of the

problem of teacher quality and offers some possible solutions.
L It calls for increasing teacher salaries, revitalizing public

; education, and restructuring public schools.
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PITTSBURGH'S
* FINEST
RECRUITED
FOR TEACHING

U

Honors student Neil Dixon, a
junior at Langley High School in
Pittsburgh, has been thinking
seriously about going into teaching since
last year. ““I want to reach the future,” he
says. “'l want to teach it.”

Students like Dixon—the *‘cream of
the crop” of their classes in Pittsburgh
high schools—may never have even given
a teaching career a second thought had it
not been for one simple fact: Somebody
asked them to be a teacher, and, in
essence, guaranteed them a job.

While two recent national reports deny
that a teacher shortage is imminent,
Pittsburgh educators know otherwise.
Within the next 10 years, approximately
700 of Pittsburgh’s public school teach-
ers—nearly one fourth of those now
teaching—will retire and need to be
replaced. These same statistics are mir-
rored all over the country. Where will the
teachers come from to take their place,
and will they be talented and well-
qualified?

The Pittsburgh Federation of Teachers
has found the answer in its own back-
yard—its schools. To help head off a
teacher shortage, the PFT, in a joint effort
with the Board of Education, is recruit-
ing future teachers from the ranks of the
district's most promising high school
students. Launched last year, the teacher
recruitment project offers jobs and com-
petitive salaries to outstanding students if
they do well in college and choose
teaching as their career. Officials are
targeting honor roll students and other
students who are recommended by their
teachers.

The program is part of the Teacher
Professionalism Project, a negotiated
provision of the PFT contract that
encourages joint efforts between manage-
ment and the union to improve the
district’s schools and teaching. “‘The
union has the responsibility to make sure
that we can replenish the ranks and bring
in top-notch teachers,” says PFT presi-
dent Al Fondy. ** We get a lot of
satisfaction from this program, and

nobody can argue that it's not good for
the schools.” So far, union and school
district representatives have visited six of
the city's high schools to urge students to
go into teaching, and judging from
student reaction, the program is an
unqualified success.

“The response has been terrific,” says
PFT vice president Paul Francis. Cards
filled out by students attending the six
presentations indicated that 117 are inter-
ested in entering the profession. ** We're
talking about 117 excellent students
wanting to become teachers,” says Fran-
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cis. "It will be wonderful if most will
carry through.™

Thirty-seven of those students express-
ing a definite interest in teaching attend
Langley High School and were among
217 students who heard a presentation on
teaching there earlier this winter. Senior
Ed Teeple says he knew he wanted to be
a teacher before he arrived at the assem-
bly. “I just like helping people,” he says.
*I like to know the future is in good
hands if people stay around to help.”

Senior Jerri Armes says she would
also like to help students as an English
teacher and eventually as a counselor.
**“The assembly reinforced my feelings
about becoming a teacher,” she says.

For others who are unsure about what
they will do, the assembly has helped
encourage them to keep their options
open on a teaching career. Senior Rhonna
Morrison, who will pursue business and
accounting in college next year, has been
accepted at all five of the colleges to
which she applied. She admits that the
teacher recruitment assembly has spurred
her to keep teaching in mind.

Senior Greg Boggs has not decided if
he wants to be a teacher, but the
assembly was an eye-opener for him. *[
didn’t know there was such a demand,”
he says. “I have a great trigonometry
teacher who has made me think about
going into teaching.”

“Teaching is still one of my options, "
says science enthusiast and senior Walter
Palm, although he says he has some
reservations. His mother, an elementary
teacher in the district, “has told me about
the plus side of being a teacher—the
benefits, pay and working with people.”

he presentation at Langley is typ-

ical of those given at other schools

in the city—a short film, a wel-
come from the school principal, a speech
by a representative of the district’s per-
sonnel department and a pitch from -
school superintendent Richard Wallace.
Wallace quickly gets the students’ atten-
#ion when he announces that “we can
virtually guarantee that if you pursue
teaching and are able to maintain the
same honor roll status in college, we will
have a job for you.” In four years, he
notes, starting pay for Pittsburgh teachers
will be about $22,000, with pay for
harder-to-fill areas such as chemistry,
math and foreign languages as much as
$27,000. )

But also on the agenda at every
presentation are PFT representatives.
Explaining to the gathered students why
they were chosen to attend the assembly,
PFT president Fondy argues that since

teaching is an extremely important pro-
fession. **we need the best people we can
recruit. "

“The last 1S years of layoffs and no
hiring are behind us now,"" Fondy tells
the students. While uncertainty surrounds
other jobs—for instance, the recent
layoffs at General Motors of workers at
every level—-he adds, “you would be
entering a profession where you would be
assured of security.”” He also urges the
students to consider that the average
teacher salary in the district is now
$35,000 to $36,000. “The PFT has
agreed to hire you at a higher step on the
salary schedule if necessary to compete
with other professions. [ can assure you
that if you qualify and are interested, we
will have a job for you and give you
preference.”’

The union and school board are will-
ing to back up their commitment.
Depending on what the school district
feels it can contribute, Fondy says that
together they should be able to provide
about $10,000 in scholarships per year
per student for those juniors and seniors
in college who definitely intend to enter
teaching. A local business consortium is
also interested in contributing to the
program, he adds.

The Congressional Teachers Schol-
arship, providing up to $5,000 per year,
is also available to future teachers from
the freshman year on, says PFT vice
president Francis. To be eligible. students
must graduate from high school in the
top 10 percent of their class.

Francis is also meeting with represen-
tatives from area universities who are
interested in future students for their
education schools; they may also make
scholarship money available.

Fondy says he hopes the recruitment
effort will attract between 25 and 30
students each year. Through the cards
students fill out at the end of the
assemblies_noting whether they were
interested in teaching, the PFT can keep
in touch with students and track their
progress through college. Students are
assured of a job in the Pittsburgh public
school district if they make the dean's list
at least 80 percent of the time. “These
students have been doing this all through
high school, so it shouldn't be any
different when they get to college,” says
Francis.

the PFT has called upon its own

members to help with the recruitment
efforts by acting as mentors to interested
students. At Langley, 11 **support”
teachers were introduced at the end of the

I n addition to the financial incentives,

assembly, including teacher Donald
Demeter, chairman of the physics depart-
ment, who observes that since the
recruitment program began, more stu-
dents have expressed an interest in
teaching.

Ruth Henderson, an English teacher
for 16 years in the Pittsburgh school
district, is enthusiastic about her role as a
support teacher **I want to encourage
students and show them the rewards and
challenges™ of becoming a teacher, she
says. Next semester, Henderson will be
taking [Ith and 12th graders to observe
education classes at the University of
Pittsburgh and Pennsylvania State Uni-
versity. ‘I want them to see what college
life is like and the kind of training they
can look forward to. [ think it's exciting
to promote teaching,” she adds. **When [
heard about the program [ thought, ‘I
was born too soon'—especially to-get all
that support and then almost be guaran-
teed a job when you finish.”

Students ask a lot of questions about
salary and working conditions, says sup-
port teacher William Duty, who has
taught social studies for 25 years. They
are also concemed about discipline prob-
lems. “They feel teachers don't get
enough respect; they don’t want to have
to deal with the discipline problems they
see in the classroom.™

Duty is enthusiastic about his recruit-
ment role: he talks to students about
teaching before, during and after classes,
he says. He also discusses teaching in a
section of his social studies class on
vocational choices.

Another support teacher, Steven Spag-
nolo, tries to zero in on students who
have the potential to be teachers. *“The
ability to communicate to them is as
important if not more important than the
ideaitself,” adds Spagnolo, who teaches
advanced psychology and advanced
social science.

PFT president Fondy doesn't find this
new-found student interest surprising.
“This is the first time teaching has been
presented in the proper light, and having
teachers act as liaisons with students has
been positive,” he says. *'And since other
professions are more unstable, we have
every reason to believe students will take
a serious look at teaching and like what
they see.™

“1 really like this program,” Fondy
adds. "It not only says that teaching is a
career worth looking at, it also says to
the teachers now teaching that it is a
good profession to be in. That makes it
good for the outlook and morale of
present teachers.”

—SHERYL Hovey
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TEACHERS’ SCHOOL
PROPOSED BY UNION

New York City High School Is
Seen as Drawing Minority
Youths Into Teaching

By JANE PERLEZ

Instead of seeking minority and bilin-
gual teachers in foreign countries, the
New York City Board of Education
should establish a high school to pre-
parc students to become teachers, the
president of the United Federation of
‘Tenchers, Sandra Feldman, said yes-
terday. .

Such a school, she said, could serve a
two-fold purpose: to train more mi-
nority students to be teachers and to
help alleviate an impending shortage
of teachers in the city.

According to the Board of Education,
ithout 18 percent of the city’s teachers
are black, Hispanic or Asian. Almost 80
percent of the students are members of
minority groups. In addition, about half
the city’s teaching force of 62,000 will
be cligible to retire in the next 6 to 10
veaers, Ms. Feldman said.

Critical of Recruiting

Speaking at the spring conference of
the teacher’s union at the Sheraton
Centre Hotel in Manhattan, Ms. Feld-
man said specialized high schools to
train students in a variety of careers
are proliferating in the city but none is
dcvoted to teaching. “How ironic it is
that the school system encourages its
students to enter every profession but
~ducation,” she said.

“l don't think forays into foreign
countries are going to produce the
kinds of teachers we need,” Ms. Feld-
mun said.

For the past two years, the Board of
Education has hired teachers from
Spain in an effort to increase the num-

Pm's of teachers capable of instructing
T

Girl Scouts Celebrate Their Diamond Anniversary
leaders participated along with eight marching
bands and several floats. There are some 37,000 Girl

Scouts waiting yesterday to march in a parade in
lower Manhattan to mark the 75th birthday of the
Girl Scouts of America. About 6,000 girls and their

tKenh Meyrers

Scouts in New York City.

For the coming school year, instead
of hiring from Spain, the board has an-
nounced it will recruit more teachers
from Puerto Rico. The board said it
was also recruiting teachers from the
Dominican Republic because of the in-
creasing number of students from that
country.

Wagner Seeks Cooperation

Ms. Feldman said she had informed
the board of her proposal and hoped it
might be adopted by converting one of
the large, comprehensive high schools
into a school for students interested in
teaching, or such related areas as guid-
ance counseling.

In remarks to the conference, the

nracidont Nf the Doacsd A€ L'Anr ot ines

Robert F. Wagner Jr., said he was
eager to improve the standard of
teaching in schools. But he said such an
effort needed the cooperation and en-
thusiasm of teachers.

Mr. Wagner said he had been ap-
palled by the ‘‘moral turpitude’” and
“terrible behavior’’ evident in discipli-
nary cases of teachers that had come
before the board.

Ms. Feldman said she was also con-
cerned. ‘I understand they have a few
horrendous cases,” she said. ‘“‘No one
from the United Federation of Teach-
ers isinterested in having child molest-

‘|ers in the classroom.”

She said the union, as part of its cur-

cluded two suggestions for dealing with
poor teachers.

The first, Ms. Feldman said, was to
streamline the process of hearings that
can drag on for 18 months when a
school administrator attempts to dis-
miss a teacher.

To correct professional problems, :

Ms. Feldman-said, the union was eager
to try ‘‘peer intervention,” in which a
highly regarded, experienced teacher
would be assigned to a teacher with a
poor performance record. The experi-
enced teacher would try to counsel the
other teacher in improving skills, she
said. Such a program is working

smoothly in Toledo, Ohio, and Roches-

Sty 27X
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Public-Service Ad Campaign To Combat Nation’ s Teacher Shonage

i
An organintion that produces

publiceervice advertiging to draw i

attention to aational problems is :

preparing a major ampmign to com- :

bnnheunnmlymngabonngad";
teachers.

The multmq ndvemlemeuu .

%
i

to improve the public’s image of the
teaching profession and to encour

Wise, directar of the center for the
study of the teaching profmasion at

: the RAND Corparation. “1 think the

recent nnt.mnal reports go a long

oans carly pext yeer, said Elenare .
E. Hangley. seniar vice president of |

| way d restaring an accurate
i parception of the life of a teacher.

“But the reparta do not reach the
vast American public, and [ think it
is unpartant that the promise and

! potential of a creer in teaching be

1 At of Ind

dentScha;l&mbmnuAdd:elduh

campaign a reality began three
years ago after the independent
schools' board of directors—con-
cernad by reparts of an impendi

tn q:n-r tho uiu. Mr. Esty is a
member of the consartium.
Natioaal Committee Rormed
[n addition, Mr. Esty and A. Rich-
ard Belding, the project’s executive
diretar, @ganized a “naticnal advi-

teacher shartage—asked him to de-
velop the idea.

Sioce then, Mr. Esty has wurked
to gain support for the cAmpaigp
within the braader education cam-
munity, and last year he succreded
m(:amadmgtheEdumuoab.d-

sary jttee™ of praminent citi-
2ens t0 serve a8 >-qpmmr with the
cmsrtium and established 2 non-
profit corporation, Recruiting
Young Teachers Inc., to manage the

;. trought to the public’s conscious-
oem.”

Qampmign ' ers Consortium,
ca She mid the ads will be dexigned ©  John C. Esty Jr., prexident of the
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Corporation; Therese K. Doxier.
1985 teacher of the year: Louis Har-
ris, chairman and chief exmtive of-
icer of Lowss Harris and Assaciates
Inc; Gov. Thomas H. Kean of New
Jervey, J. Richard Munro, president
of Time Inc ; David Rockefeller Jr.,
vice chairman of Rackefeller Pamily
and Assocates; and Peter Ueber-
roth, ommissioner of major league
baseball

Mr. Rackeéellar also has agreed to
serve as the aew corpration’s dhair-
man, and Mr. Munro has agreed to
muthchnmn.?‘rw

mmmmw
Council was impreased with the
Qammign pgropasal oa its merita,
Mr. Belding said be believes Mr.
Bockefeller’s involvement in the
proyect “really swung” the argantzs-
tion. “It was & critical factor in their
acrptanre.” he said

The arundl only accepts abouat
five of the roughly 400 project pro-
pamls submitted to it each year by
orgamuuon- and government

directnre thought we should be -
volved in It is a big srwe, but this
oane part of it that we fel we can
tackle and have sume effoct.”

od in teaching, we need totake stepm
of this cature”
Fumlur Advermmg Council

which fature the alogan, "A mind is
a terrihie thing to waste.”

dmmm«:bythm
from advertising agenciea Avrett,
Free, & Ginsberg, nNewYcrkhnd

cials for Ralston Purina Campaay, is
currently developing concepts for
the teacher-recraitm R
Ma. Hangely said.

The council estimates that each of
its projects receives free of charge an
average of $20 million worth of me-
dia time and space each year.
Roughly 22,000 media outlets na-
ticnwide either print, broadcast, or
display the resulting public-servics
adverdaemena

Sull.(heumpmpmnnﬁu

ties. Such costs range between
$150,000 to $500,000 a year, Ma
Hangley said

To date, Rerruiting Young Thach-
ers bas raised nearly $200,000
Nwmdnmﬁumdilm-
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A ‘Teaching Hospital’ Model

By Lynn Olson

LouisviLE, Ky.—When Becky West
began teaching in the Jefferson County
(Ky.) Public Schools 14 years ago, she got
little help from the system.

“We just sort of floundered and learned
from our mistakes,” she recalls.

Her experience as a student teacher,
she says, had been much the same: “Inev-
erreally had anybody who taught me the
art of’

Now an aoeompllshed language-arts
teacher at Lassiter Middle School here,
Ms. West may soon have the chance to
ease the transition to the classroom for
future teachers. She hopes to be among
those veteran teachers who will pass on

In Louisville, New Professional-Development Sites
Will Impart ‘The Art of Teaching’ Through Practice

their hard-earned expertise in an ambi-
tious new program being launched this
year by the county’s school system.

In what will be one of the first ventures
of its kind, Jefferson County is creating
the equivalent of “teaching hospitals” for
educators, sites at which new teachers
and school administrators will develop
their skills in much the same way that
internists learn the art of medicine.

To be. established at existing school
sites, these “professional-development
schools” will provide the clinical settings
for educators to assimilate the values,
norms, and practices associated with ef-
fective teaching while receiving close su-
pervision and support.

Continued on Page 8

A teacher at Price Elemrentary
Schoal, which is seeking a role in
planning clinical programs.

E D. Report Urges Regular Instruction
For Students With Minor Handicaps

By Debra Viadero

WasHINGTON—In a move expected to
sharpen the debate over how learning-dis-
abled studentsshould be served, the Educa-
tion Department has issued a report recom-
mending that such students be taught in
regularclassrooms, rather than in separate
programs. '

Written by Madeleine C. Will, the assis-

_ tant secretary for special education and re-

habilitative services, the report challenges
the common practice of “pulling out” learn-

‘| -ing-disabled pupils from regular class-
.| rooms for special help in nearby resource

rooms.

The main theme of the reportr—whlch
special educators are already calling the
“regular-education initiative”—is a call for
“greater partnership” between special edu-
cators and classroom teachers in the early

identification of children with learning
problems and the planning and provision of
services for those children.

“There is increasing evidence that it is
better academically, socially, and psycho-
logically to educate mildly handicapped
children with non-handicapped children,
preferably within the regular education
classroom,” Ms. Will writes in the report.

If widely adopted, the report’srecommen-
dations’ could have major implications for
the country’s 8.4 million children with
learning problems, experts in the field said
last week.

Even before the report’s release this
month, word of its contents had added fuel
tothe longstanding debate over which envi-
ronments are best for the learning disabled.

Although a number of special educators
interviewed last week said they agreed

Continued on Pase 18

Governors Will Pick
16 School Districts
To Test Proposals

By William Snider

WasHINGTON—The Education Depart-
mentjoined with eight governors last week -
to take a “vital first step” toward imple-
menting several of the recommendations
included in the National Governors’ Associ-
ation’s report, Time For Results.

“These are reforms that we know make a
difference in producing quality education,”
Secretary of Education William J. Bennett
said in announcing a collaborative project
based on the report. “Thisinnovative exam-
ple offederal-state partnership underscores
the value of the governors’ proposals and
the benefits they can produce for our na-
tion’s schools.”

Within the next month, the eight gover-
nors, in consultation with federal officials,

will degionata twn dictvinte in annh Afihnie
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“Teaching Hospital’ Approach Used at New Training Sites for Teachers

Continued from Page 1

Ideally, such schools will become
“exemplars” of the best in research
and practice, according to Phillip C.
Schlechty, director of the project.

Theideaofcreating better clinical
settings for teachera haa been perco-
lating in the professional literature
far some time, but it was given new
life this year by inclusion in the rec-
ommendations of several major re-
ports on education reform.

Despite support for the concept of
“real-achool” training facilities,
however, no suchschools yet exist.

efferson County—which encom-
passes Louisville and its outlying
suburbs, and serves about 92,500
students--hopes to be among the
first to turn the idea into reality.

“Whatwehaverightnowisaplan
to plan,” said Mr. Schlechty. “We
really don’t know what professional-
development schools are going to
look like.”

Twenty-four of the county’s ap-

proximately 145 public school

have applied to become planning
sites for the new professional-devel-
opment schools.

The district is expected to reach a
decision this month on whether all
24 schools will be accepted.

Ten-Year Goal

and administratora at
the planning sites will spend the
next year determining what the
clinical settings should look like.
Schools will havetothen re-apply to
be considered as the actual training
sitea.

Mr. Schlechty predicted that it
would be one and a half'yeara before
the professional-development
schools are operational and ready to

Thach

train beginning educators.

' But in the long run--probably 10

years, according to esti

iences to keep them abreast of the
latest developments in their fields.
Booker T. Rice, deputy superin-
tendent of inatruction, said he hopes
the professional-development
schools “will be places where we can
take a look at the latest technology,
the latest teaching techniques, and

in the process, develop strong ad- -

ministrators and teachers who can
go back to their home or new schools
and share that information.”

‘High Leverage’

The Gheens Foundation, a local :

philanthropic organization, has

Professxons ﬂ:at aremostefFective

year in supervised internships at
the professional-develop t
schools before moving on to their
teaching assignments.
8chool-University Gap
The notion of creating clinical
teacher-training settmga bued in
real school t universiti
been around since at least tl:e
1970’s. |
In many ways, the concept is an
uutgmwth of the university-| based

b

in “ " new bers, he
said, rely heavily on intensive clini-
cal supervision, demonstration,
coaching, and constant corrective
feedback by real practiti 8 in
real situations.

Entry into such professions is

" marked by distinct stsges, he ar-

gued, giving as an example the con-

trasting privileges and responaibil-

ities of medical interns and resi-

dents, and of first- and third-year
bers of a law firm,

schools”
which schools closely affiliated wnth
universities served as sites for

. new teachers and admmu‘traton
Jefferson County will begin their ca-
reers in one of these schools.

The schools are also expected to be

the pnma.ry plaoe where veteran

cluding Ms. West’s middle school—

ators can

an
| come for “handa on ” learning exper-

At Academy Schools, Teachers
Lead ‘Knowledge Workers’

For a school in Jefferson Coun-
ty, Ky., to be considered as a plan-

don the traditional seven-period
day and one-teacher, one-class-

mngmteforthedmtnct‘snew pro- | room structure.
gram of “professi Eightel tary schools, eight
ment” sdsoo\u, land at iddle echools, six high schools, a
least 51 percent of its staff had to | vocational school, and an alterna-
agree tosupport and work toward | tive achool for grades K-12 have
an image of schools and schooling | applied to become planning sites.
outlined by Phillip C. Schlecht Staff bers at the proposed
According to Mr. Schlechty, ex- | sites must agree to participate in
ecutive director of the Gheens | all required planning activities
Professional Development Acade- { and in any training that may be
my, the central purpose of schools | n

is to get studenta to do school-
work. ©

But he disagrees with the tradi-
tional vision of teachers as manu-
facturers and students as pro-
ducts to be worked on.

Instead, hear; d
“knowledge workers”: people

whose jobs require them to ma-
nipulate symbols and organize
ideas and facts.

Given that assumption, teach-
ers should be “executives who
manage and lead knowledge
workers,” he maintains,

They must be emp ed to

ecessary.
Starting next month, the
Gheens Academy will bring to-
gether faculty members from all
of the approved planning sites for
aseriesofgeneral meetings. Each
school will be asked to elect two
teachers to serve on a central
planmng committee.
That

committed approximately $2 mil- r training and
llon over ﬁve years to help create the But in Lhe past year, the 1dea has
t schools tral com-
and redesign the district's overall ponentsin msny plans forreforming
etaﬂ' development program. the preparation of both teachers and
g to Donald W. Ingwer- | administrators.

son, the dlstnct s superintendent, Reports by the Carnegie Forumon

the “guiding light behind the whole | Teaching as a Profession and the

proposal is that we want to attract = Holmes Group of’ meaxch universi-

and keep quality teachers teachi ties dedicated to imp g

in the classrooms in Louisville.” ducation have both endorsed the
Added Mr. Schlechty: “We know ptof professional-devel t

that 75 percent of the teachers who | achools, although referring to them

will be teaching in Jefferson County | by different names.

in the year 2000 have yet to be em- But where the older laboratory

ployed. Nearly all of the administra- | echools were primarily “childstudy”

tors who will be running the schools that bled stu-

in the year 2000 have yet to be em- | dentbodies representative ofthe to-

ployed.” 'al chlld populauon. pn)feaaxonnl-

: t ache

“If we've learned anything from
effective businesses,” he said, “it is
that the investment you make in
your new employees pays off in the
long run. It's probably the most
high. leverage activity that you can
engagein.”

Until now, he noted, schools have

euentmlly treaﬁed l.eachers nnd

“We haven’t invested in them

Gheens Academy

Atpresent, the only visible gign of
the planned-for training facilities is

the Gheens Professional Develop- !

ment Academy, of which Mr.
Schlechty is execuuve dnec!or
Located ina t:

| with the students they serve, he
said.

; tions of the gap that exists between

In a professional-development
school, he said, the teaching staff
might include novices—known as
interns and residents—as well as
experienced teachers and adminis-
trators. Veteran teachers could be
either associates, who have success-

- fully completed internship and resi-

dency programs, or fellows, who
have agreed totskeonadditionalre-
sponsibilities, such as teacher train-
iug and zeeanh.

of each

0ols,
Mr. Schlec.hty will look more llke |
echools in the real world.
Some may have poor students |
with minimal parental support; oth-
ers may have highly motivated stu- |

i dents whose parents are deeply in- JI
Bot

1

stage would be accompamed by
“ceremony, ritual, and symbols”

that bond the individual to the
group and hold out the promise of
greater rights and privileges for
thoee who persevere. A teacher'sre-
ceiving tenure, for example, might
be a cause far public celebration
within the echool building, he said.
Instead of shutting teachers away

in clnmvoma, Mr. Schlechty eug-

gested, the performance of both new
and experienced teachers would be
“highly visible” to others. And waya
would be developed to publicly ac-

volved in their
types of schools should be succesaful

Although no one professionsl-de-
velopment echool will reflect thedis-
trict'stotal student population, Mr. |
Schlechty said, they should, as a
group, be representative.

Arguments for creating such set-
tings are based largely on percep-

ry school on the outskirts of down-
town Louisville, the academy cele-
brates its grand opening this weel.

Eventually, it will become the co-
ordinating center for all teacher

tive director of pemonnel for the

training and professional-develop-
ment activities in the district.
The building houses a floor of

school district, eight profe

from the school of education at the

Umverslty of Louuvnlle, four
by the teach

what prosp teachera learn in
universities and what they learn in
the school environment.
According to John I. Goodlad, au-
thor of the landmark study, A Place
Called School: “For all of the re-
search that’s gone on in education,
and all that we know about better
ways to teach, teachers are taught

make decisions, he says,and then

union, four administrators ap-

Scl:lec.hl’.ys view, will not be in-
structional leaders, but “manag-
ers of managers.”

Their piimary task, he says,
will be to inspire others to lead,
based on “mutual respect,
values, and shared decision mak-
ing.”

To achieve such a vision, Mr.
Schlechty argues, “we are really
talking about re-inventing the
echools and re-inventing school
gystems.”

Next Bteps
At minimum, he predicts, pro-

lahonshxpa between adults with-
in the echoo) building, and aban-

must be held accountable for the | pointed jointly by the superinten-
results of their actions. dent and the local school adminis-

{‘. ipal m the profe l- | trators’ iation, and any other
de hools, in Mr. 1 uperintendent

The central committee will
have primary responsibility for
formulating the plans for pmfee-
sional-devel

ter labs, a professional li- - the same old thing year after year, :
brary, icul ter, . b of the power of the clinical
und a grant istance office for ] which does nothing bet-
8, as well as conference tert.bantoeonﬁrm the conventional
rooms, meeting rooms, and a 640- | wisdom.”

seat auditorium.

Michael W. Woodson, chairman of
the Jefferson County Board of Edu-
cation, described the academy as an

Much of that conventional wis-
dom may be “dysfunctional” for to-

ledge and recog good prac-

tice.
Novice teachers would not be as-
signed to just one mentor, but to

+ teaching teams that could provide

opportunities for mutual support
and affiliation.

Freda Norvell, principal of the
Sara Jacobs Price Elementary
School, which has applied tobecome
a planning site, said, “We hope to
give new teachers a total experience
when they come into the school, not
Jjust in one clasaroom, but through-
out the building.”

‘Common Language’

According to Mr. Schlechty, “the
medical-school adage of ‘watch one,
do one, teach one’ summarizes what
we know about the effective trans-
mission of knowledge and practice.”

Beginning teachers, he noted,
should have the opportunity to ob-
serve, and what they observe should
not be left to chance, but should il-
lustrate specific techniques and pro-

d for working with different

.day s schools, according to many

Instead of learning to be

“opportunity to bring the reform

movement to the classroom.”
“There’s been very little reform

thats really gotten down to the

teachers and ators at

level, particularly to the
teachers and to the principals,” he

each planning site will offer reac-
tiona and discussion.

The schools have been assured
thatany changescalled for in the
resulting plans that would re-

. quire modifying school-district
policies or union contracts will
not be carried out until they are
formally approved by the appro-

Wlll havewchangethelrmﬂing | mwamllbeamongtheﬁmtmm
Ire- | district to have a chance to be-

priate parties.
Schools that serve as p

said. “I think the academy is an op-
portunity for us to do that.”
Although creation of the profes-
sional-development schools is only
oneoftheacademy’sprajects, it is at

creative risk-takers, they note,
teachers learn to conform, to follow
orders,and to put apremiumon con-
trolling students. Instead of coming
to view themselves as professionals,
they learn to see themselves as cogs
in a bureaucratic wheel.

Many new teachers come away
from their first prolonged
to schools convinced that whatever
eduuahonal theory they learned at

come professional-development
achools. —.0.

the heart of the center’s staff-devel-
opment efforts. tional l""’~"3"’e
Theacademy will be the adminis-
trative hub for teacher recruitment, ‘Sacializing’ Professionals
selection, training, and etaffdevel- Gmdmng Schilechty in the de-
t within the district; the pro- f Jefferson County’s pro-
fessional- development schools will gmm areseveral assumptions about

be the gites at which much of that
activity ocoure.

Mr. Schlechty said that new
teachers would probably spend a

the nature of professions, which he
said weredrawn more from the lit-
erature of businesa and sociology
than from education.

kinds of studenta.
Similarly, new teachera should
have oppartunities to practice, but

" with “intense supervision and in-
| tense feedback up front” by estab-

lished members of the profession.

In addition, beginning teachers
should be expected to present or to
teach what they have practiced to
others.

As an illustration, Mr. Schlechty
talked about creating the equiv-
alent ofa medical teaching facility’s
“morbidity-and-mortality confer-
ences,” during which teachers could
review leasons thatdid not work and
analyze what went wrong.

“Youdon'tlearn from a leason that
goes the way it's suppoeed to,” he
said. “In the eystem that we now
have, we've viewed making a mis-
take as a bad thing, instead of some-
thing that can keep you moving.”

Continued on Following Page
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Systematic conversations among
experienced and novice teachers
1 would also assure that both the sea-

: soned practitioner and the begi

teacher-education faculty are work- |

deavor. Eight teachers appointed by
ing closely with the academy on a |

the union serve on an advisory

i develop a “common language” and

J shared understanding of “what the
best practice is, and why it is 80,” he
said.

part-time basis and have oﬂioea in [ " board to the academy to ensure that

its new building. the union has a voice in the plan- :
Mr. Rice desmbed the universi- | ning process.

ty’srelati pwiththeschoolsys- |  “Assurances of the voluntary na-

tem in the past as “fairly casual— : ture of this program have been

asked for and received,” said Iloyd
R. May, president of the union, as
have assurances that the union’s
contract will not be abrogated.
“We've received enough reassur-

courteous, but not a lot of aub- J
stance,” but he said the situation is
improving.

Both umversnty and school per-
sonnel sandthey view the profession-

T Shared Enterprise
: The profe I-devel +
J schools will be firmly lodged within

theschool system, but they will rely
on the cooperation and support of
. area universities.

f 1 Universities will share with the
Vo school eystem the responsibility for
l training beginning teachers and
student teachers in the new clinical
settings. The schools, for example,
will be staffed by both teachers and

professors.
. Universities will still control
; what many now tlnnk of as trsdx-
tional “teach i The

ance along the way from Mr.
Schlechty to give it our support as
far as it's gone.”

But he cautioned that “our con-
tract won’t permit gerrymandering
of teachers around in order to fit -
some peescribed notion, so that all
beginning teachers wouldbeginina |
particular place.” R

And he added that, in some [

t schools as bringing ;
the two gmups closer together, pro- E
viding places where they can work ;
cooperatively.

‘T think the limits are our own
imagination and perseverance and :
commitment,” said Ray Nystrand, !
dean of the school of education. “I
would say the same for the school
district. I think this can become !
what we mutually want it to be.”

‘Wait and See’

Whether or not the professional-
t schools actually come

- achools, at least, principals have
been “overzealous in trying to get |
their faculty members to buy into
the concept.”

school district will oversee the staff-
development of experienced educa-

tors.

Although Mr. Schlechty’s prima-
ry responsibility i is to the schools. he
i is also a in the

o e —d

Asfor long-term support, Mr. May
concluded, “I guess I am going to
wait and see and make sure that the
planning process really involves

h fruition, however, will depend on
the project’s success in garnering
the support of diverse groups within

University of Ioumnlle s school of
education. Several members of the

o
[

ey
L

-

the education community. teachers.”
’I‘he Jeﬂ‘ erson County Teachers 1
afflite of the Na- | State Mandates i
~t10ml Educati :  Another potential source of trou-

|
““[The professional-development schools] will
be places where we can take alook at the latest
technology, the latest teaching techniques, and
in the process, develop strong administrators
and teachers who can go back to their home or
new schools and share that information.’

given its guardedapproval to the en- | ble iswhatobserversdescribe asthe !
state’s heavy hand in regulating lo- :
cal school systems.
I “It’s a problem, it’s a real prob-
- lem,” said Sherry K. Jelsma, a mem-
1 ber of the school board. “We have
! many, many mandates, much legis-
- lation.”

Asthe biggest, most urban county
in the state, “Louisville is viewed as
not part of Kentucky, frequently, by
people from Frankfort,” the state
capital, said Laramie L. Leather-
man, vice president of the Gheens
Foundation and a member of its
board.

—BookerT. Rice

. Jefferson County Superintendent Donald W. Ingwerson holds a

The creation of professional-de-.
velopment schools, however, willin-

| evitably require closer cooperation
between the county and the state in
order to waive or modify state re-

hallway meeting with teachers.

ts that would p - . ,
perlmentahonat "o & “If we’ve learned anything from effective
Cost Factors businesses, it is that the investment you make in

Coat will also be a factor in the
long-term survival of the profession-
al-development schools. According
- to Superintendent Ingwerson, the
school system has “morethan
matched” in monetary and in-kind
H contributions the $400,000-a-year
. grant from the Gheens Foundation.

Other foundations and individual
donors have also given modest
. grants to further the academy’s :

your new employees pays off in thelong run.
1¢’s probably the most high-leverage activity
that you can engage in. [Schools have]
essentially treated teachers and teaching as an
expendable product. We haven’tinvested in
them enough.”
—Phillip C. Schlechty

v . work. ;
But Mr. Schlechty said that addi- ]
tionsl money from outside sources ! "
I would be needed for the first few -  For Jefferson County, Mr. Leath- | slightest idea of the technology it
' years of planning. And running the | erman said, the professional-devel- | would take, but the commitment
achools themselves, he said, will not | opment schools are an opportunity | was there.”
. be cheap. - to prove that the district can be on Getting the academy off its feet,
If the professional-development J the cutting edge of education re- | however, illustrates how long it
schools add more than 10 percentto 1 form. takes to achieve real reform at the
r the existing schooldistrict and uni- Tenor 11 years ago, he noted, “all | local level. The school system has
' | versity budgets, he predicted, they | of the strife associated with forced | spent more than two years building
¢ will cease to be “politically and eco- busmg really tore the ity | a firm foundation for the effort
| nomically viable.” In the short run, among university personnel, teach-
he said, they will have to cost much 'As a result of that, a lot of people | ers, administrators, school-board
less. pulled their children out of the public | members, and schooldistrict staff,
d , ochools,” he said. “The perceptionwas | andis‘just now beginaingtosurface
! ‘Blind Faith that the school eystem was terrible. I | with a structure that everyone can
For now, people will have to sup- | thinkthe general perception today is | eee,” according to Mr. Ingwerson.
: port the idea “with a lot of blind | that we've come a long way. But “This is not a quick fix,” said Ms.
v ; faith,” acording to John M. Size- | we've got an awful long way to go” | Jelsma. “It is not a Band-Aid. It's at-
more, principal of Lassiter Middle In 10 more years, Mr. Schlechty | tacking the whole problem. It's at-
School, which has applied to become | 8aid, “if you come toJefferson Coun- | tempting to literally re-think tesch-
i a planning site. ty, we're going to have fully oper- | er education and bring it up to the
i The concept “sounds good,” he | ational professional-development | 20th century.”
: said, “but there’s a question: Will it | schools.” The question now, for many, is
Lol ng and teacher confer at Lassiter Middle School, a stand the test of time?” “It's much like when Kennedy an- | whether the district has the tenac-
poasible planning sie for Loulsville’s new clinical-training “T don’t thmk anybody knows nounc’?d, ‘We're going to the | ity, patience, and commitment it
mﬂ! fm' turbcn. that, moon,’ ” he said. “Nobody bad the | will take to make that h_appen.
L . . ey
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STATE CAPITALS

Boost Teachers’ Authority; Mass. Panel Urges

By Robert Rothman

A commission appointed by the
Massachusetts legislature has
adopted a far-ranging proposal to
provide funds and relax regulations
for schools that experiment with

new forms of organization to give |

more authority to teachers.

In a report issued this month, the
commission said its proposals, mod-
eled after the reforms recommended
by the Carnegie Task Force on Edu-
cation and the Economy in its 1986
report, A Nation Prepared, are
based on the “principle that the es-
sential resource for improved educa-
tion is already inside the school: de-
termined, intelligent, and capable
teachers”

“By recognizing their experience
and commitment,” the report con-
tinues, “we will allow teachers,
working together, the freedom to ex-
ercise their professional judgment to
determj
their Basic mission—educating stu-
dents.”

In addition to recommending the

establishment of so-called “Carne- -

gie schools,” the panel, known as the
special commission on the condi-
tions of teaching, also proposed pro-

viding financial rewards to low-
achieving schools that raise stu- |

dents’ test scores and lower dropout

rates. And it urged that extra funds '

be provided to districts to raise
teacher salaries to $20,000, from.the
current minimum of $18,000.

In addition, it suggested that the

rmine the best way to carry out

“We proposed
removing a number
of things that stand

in the way of

teachers’
exercising their
- discretion.”’

— State Senator Richard A. Kraus

EE————

state set aside funds for the estab-
lishment of “professional-develop-
ment” schools to train teachers.

In a related development, a sec-
ond commission, also appointed by
the legislature, proposed additional

. funding for grants to local school-im-

provement councils. The councils,
created in 1985, link parents, teach-
ers, administrators, and students in
an effort to plan improvements in in-
dividual schools.

Teacher Empowerment

Taken together, the reforms pro-
posed by the two panels would help
raise the level of professionalism
among teachers and attract new re-
cruits to the profession, said State
Senator Richard A. Kraus, the co-
chairman of the legislature’s joint

education committee and co-chair-
man of both study groups.”

“We heard over and over again
that teachers’ professional status is
nottakenseriously,” Senator Kraus
said. “Rather than issue an order
saying, ‘Treat teachers as profes-
sionals,” we proposed removing a
number of things that stand in the
way of teachers’ exercising their dis-
cretion.”

“We keep hearing about teacher
empowerment,” added Nancy Fin-
kelstein, president of the Massachu-
setts Teachers Association and a
member of the commission on the
conditions of teaching. “The Carne-
gie-schools proposal will do just
that.”

Ms. Finkelstein noted that the
commission was originally formed

| in 1985 to examine teacher salaries
After the Carnegie task force issue
its report last year, however, th
panel successfully petitioned th
legislature to broaden its mandat
to include issues of teacher empow
erment, she noted.

The union president added tha
the commission would have liked t
address the issues of class sizes, ma
terials, and teachers’ retiremen
benefits, but did not because it rec
ognized that funding to implemen
recommendations on those topic
would be limited.

Senator Kraus and the panels
other co-chairman, State Represen
tative Nicholas A. Paleologos, sai
last week that they would introduc
legislation by the end of this mont!
toimplementthe recommendations

Gov. Michael S. Dukakis has en
dorsed the proposals, and the legis
lature has already agreed to se
aside $15 million for implementa
tion of the commissions’ recommen
dations.

That amount is sufficient to fun
the increases in minimum salarie
and the school-improvement counci
grants, according to Robert B
Schwartz, an aide to Governor Du
kakis. In addition, he said,the fund
would enable the state to awar
planning grants for about 30 Carne
gie schools and 10 professional-de
velopment schools.

The commission will seek “sub
stantially more money” in fisca
1989 to implement the propesals

Senator Kraus said.



(] EPORTS — A

{ ~TYET - EDUCATION WEEK

. |FORUM

s Go to the Head of the Class

[ ] [ P ]
. Leadership Critical for Restructured Schools
-l
- r .J_. . )
v EDUC, "ATION Have you noticed thatanyone andeveryone who bureaucrats frequently relied on restrictive regula- authority they have is over small things. When it
can spell “leadership” is writing about it? tions to undermine innovative classroom and comes tothe big issues — how to make the schools
COMMISSION During an age of early experimentation with a schoolwide practices, that they passed a law run better for kids — they're as powerless as the
{' 1\ OF THE STATES new form of governance, James Madison observed limiting bureaucratic meddlingin a new restructur- teachers. They realize thatthe problems are systemic
: that education is the preparation of a people who ing experiment. and that by sharing power, they gainpower. They

L mean to be their own govemors. The experiment The first step toward the restructuring of the gaina faculty and staff thatare more excited about
was called “democracy, " and Madison realized that public schools in Washington was taken with what they are doing, andthey buy in because they

. A even in the most just social order, all men are not Govemor Booth Gardner’s signing of ESSB-5479, had a voice in crafting the proposals. Directly and

[ ] ' created equal. That is why education emerged as waiving state regulations for a pilot project group indirectly, the Camegie approach will have a

o the most powerful agent of social transformation of 21 school districts. State officials want to gauge profound impact on school leadership.”

<1 then and remains so today. the effects of increased local decision-making Laterthis summer, state education officials will

As early as 1787, the Northwest Ordinance authority on leaming. meet with staff from the federal Northeast regional
decreed that “morality and knowledge being Key aspects of the law are: education laboratory to develop a new s¢ of weights
- f 4 necessary to good government, and the happiness ® A commitmentthat all parties will work coopera- and measures to determine how the restructured

'i i of mankind, schools and the means of education tively during the term of the pilot study schools compare against those that choose to remain

L shall forever be encouraged.” In these past few ® The call fora written agreement of support from in the more traditional mode.
years, in state after state, leaders in government, school boards, administrators, parents, business “We've got to be bold enoughto step back from
education and industry have reaffirmed their community and permission to modify the local the way we've been doing things for the past 200

ot commitment to such principles. The problem is, bargaining agreement for project activities years and ask if that's really the best way to organize

! there are few Madisons among us and not since our ® The detailing of an evaluation and accountability a school,” concludes Paleologos. “"We've got to

i firstrevolution has the need for individuals of such plan to measure both student and school perfor- pose that question to the professionals in the

K vision and character been greater. maace classroom. We have a hunch that when we lay the
Why is it that that age saw such a cluster of The Legislature has appropriated $2 million for challenge down and ask the principals and the

HE leadership in the likes of Madison, Jefferson, the project. teachers, How would you run this school? we'll

| Washingtonor Paine, to name only a few? Why is receive a flood of very interesting proposals.™

L itthatleadership has emerged now as the issue for Massachusetts
the remainder of the 1980s? What can we leam The Clinton Report on Leadership
from history about the qualities of leadership and A more ambitious proposal is in the planning

! how can education put these leamings to work to stages for Massachusetts. By the end of June, the Arkansas Governor Bill Clinton's interest in

: make schools better? Special Commission on the Conditions of Teaching, leadership as a distinct and essential aspect of

Lo Leadership is quickly replacing literacy as the representing the executive andlegislative branches, education reform has been well documented, not
new catchphrase in social commentary. But, like administrator and teacher organizations, as well as only in his home state, but nationally as chairmar
literacy, and its many prefixes, our concept of the ass -iation of state school boards and private this year of both the Education Commission of the

P ) leadership — and our efforts to fill a leadership indust , will recommend that the state provide States and the National Governors' Association.

: ’ void — are rooted in yesterday’s assumptions and incentives for school restructuring. In anticipation Lastyearhechaired the NGAtask force on school

VoG yesterday’s national need. Just as it is time to of that, staff with the joint House and Senate leadership and management, offering 10 recommen-
identify the literacy needs of a coming generation, Committee on Education are draftung legislation dations for state action in Time for Results: The
S0 too must we recognize the need for a new that would create what House education chair Governors' 1991 Report on Education.
understanding and a new appreciation of leadership. Representative Nicholas Paleologos calls 50 to 100 This year, as outgoing ECS chairman, Clinton

: “Camegie schools." will deliver a major national address on school

w ) How caa brosder participatioa in policy develop- The Househas already approved $20 million for leadership atthe ECS National Forum and Annual

_ ment contribute to make learning better and the project in which every school in the state will Meeting, July 8 through 11 in Denver.
encourage new lesdership? be invited to submita restructuring proposal. Senate The annual meeting will alsoseethe release uf

T education chair Richard Kraus is pushing for similar his publishedreportand 15-minute videodocumen-

Inhisbook, ". . . thebestofeducations, "astudy = budget appropriations from his colleagues. tary on instructional leadership.

- of education reform initiatives in seven states, "We want schools in which teachers and The findings and recommendations presemed by
author William Chance notes that though certain principals are empowered beyond anything we've Clinton in his report anddocumentary are different
individuals have assumed critical leadership respon- dreamed in this state or any other state," says from any other study on leadership to date for
sibilities, collaboration and broad local involvement Paleologos. several reasons.
have been key to implementing constructive change As part of the state/school contract. the state and ® They represent a new generation of thinking or

v at the school and classroom levels. collective bargaining interests agree to “back off" leadership.

"While charismatic leadership and distinctive from local, school-building decision making over ® His investigation was carried out with one
leadership styles were important,” Chance writes, such issues as curriculum, teacher and student purpose in mind and one purpose only: How can
“individuals were unable to accomplish the ch assignments, textbooks, even the length of the leadership make schools better places for leamn
alone, and political coalitions were necessary inall school day, for the duration of the three-to-four year ing?
of the important change states.” experiment. ® His work reflects 0. a new willingness from
The movers andshakers in American education “We've got to loosen up those bureaucratic incumbent leadership to redistribute the wealth
have come to the conclusion that it is time to shackles and introduce changes — not that make — the hidden wealth of untapped leadership

: reinvent the wheel. That’s going to require new classrooms more miserable, but more engaging for potential.

: inventiveness and tired as it may sound, the way to students and teachers,” he explains. “Key people :

: getitis “empowerment.” A year after the Camegie in Massachusetts are beginning to see the move for Information aboutthe ECS annualmeetingand
Forum on Education and the Economy issued its better schools as an opportunity to do some interest- the Clintor report on leadership is available from
manifestoon restructured schools, at least two states ing things that educators have always wantedtodo.” ECS Communications, 1860 Lincoln Street, Suite
are taking steps in that direction. Initial calls for restructuring Massachusetts 300, Denver, Colorado 80295-0301.

public schools were not greeted with enthusiasm by
Waahington school administrators.
“Principals had seen Camegie as threatening, E. Patrick McQuaid
State legislators were so moved by testimony but the more they get into it the more they realize Senlor Projects Editor
froma Seattle school principal, who said thatstate that they are as frustrated as teachers because the Education Comrulssion of the States
The content of FORUM materials is prepared by the participating organizati
EDUCATION WEEK does not endorse and is not responsible for the content of the statements andlor any views or opinions expressed therein.
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The Camegie Report —

A Call for Redesig

The Schools

ning

Fundamental changes in the
internal life of the school hold
the greatest promise for
transforming teaching into a
rewarding and antractive career,
say the authors of the Carmegie
Report. Their proposals aim to
make the schools both more
productive and more engaging
places in which to work.

BY MARC TUCKER AND
DAVID MANDEL

INCE THE release of A Na-
tion Prepared: Teachers for
the 2Ist Century late last
spring, the public has seized
on the most dramatic recom-
mendations of the report: the establish-
ment of a National Board for Profes-
sional Teaching Standards, greatly in-
creased pay for teachers, the abolition
of the undergraduate major in educa-
tion, and the creation of Master in
Teaching degree programs for profes-
sional teacher education. Largely over-
looked in the furor surrounding the Car-
negie Report is the recommendation to
restructure the schools. But if U.S.
schools are not restructured. then the
other Carnegie recommendations will
make little ditference.
Much has changed as a result of the
education reform movement of the past
three years. States and local school

MARC TUCKER is executive director und
DAVID MANDEL is ussociate director of the
Cumnegie Forum on Educution and the Econ-
omy, Washingion, D.C.
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boards have raised standards tfor stu-
dents and teachers alike, substantially
raised teacher salaries in many locales.
created carcer ladders. and instituted
merit pay plans. But little has changed
in the way schools operate — how time
is spent, how decisions are made. how
protessional educators relate to each
other and to their charges. A tew nota-
ble exceptions to this rule exist. but
these exceptions are often of a marginal
nature and have little effect on instruc-
tional practice or educational outcomes.

The Carnegie proposals that have
captured the spotlight share a common
property with the tirst wave of educa-

tion reforms that have swept across the

United States: they exert their major ef-
fect. on school inputs. If the nation is to
reap the full benefit of such changes.
however. things will have to change in-
side the school. For it is fundamental
change in the internal life of the school
that holds the greatest promise for trans-
forming teaching into a rewarding and
attractive career and creating learning
environmenis that promise to provide
students with the capacity for independ-
ent thought and action.

Why is this so? Because the current
structure and organization of school-
ing not only make extraordinarily inetti-
cient use of those able teachers we are
lucky enough to attract to and retain in
the schools. but they also create a host
of disincentives that drive many of our
best teachers out of the schools.

This dilemma can be seen most stark-
ly in the undiffercntiated statting mod-
el that characterizes most schools. The
roles, responsibilities. and expectations
that the school holds tor rookie teachers
are no difterent from those it holds tor
experienced master teachers who know
what will engage students and what will
trustrate them. who know how to help

students over the humps. who kno
how to diagnose the learning problenis
that make bright children appeur slow to
the novice teacher, and on and on.

It is immensely wastetul to assign
identical responsibilities to two teach-
ers of very different capacities. and it is
counterproductive from the standpoint
of personnel management, as well. The
influence of the experienced teacher on
the 'school is no greater than that of the
novice; and the capable novice. unlike
beginning professionals in other fields.
cannot look forward to increasing re-
sponsibility that matches corresponding
increases in capacity and performance.

Of course. it doesn't have to be this
way, and. at the margins. some schools
are beginning to experimerdt with differ-
entiated stafting schemes. These are
usually confined to senior staft mem-
bers serving as mentors for junior staff
members and very little else. What is
absent is what is typically found in the
practice of other professions: the roles
of professionals are sharply distin-
guished by virtue of their expertise.
responsibility. and productivity. their
status and compensation are likewise
differentiated. '

Contrast the life of teachers with that
of accountants. attorneys. or architects
who practice their craft in a protessional
partnership. In the case of accountants.
attorneys. and architects, real rewards
In status, remuneration, and responsi-
bility depend on acquiring national cer-
tification. Teaching has no national as-
sessient worthy of such recognition.
Successtully completing assignments,
cases. or projects for clients not only
translates into increased earning power
tor most professionals but in time leads
to greater responsibility and more chal-
lenging clients. In teaching we reward
time in the seat and the acquisition of
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graduate credit irrespective of whether
anything is learned — much less applied
in a manner that is beneficial to chil-
dren. _

The professional practice model
works hecause - unlike teachers — ac-
countants. attorneys. and architects con-
tinue to practice their trade even as they
gain experience and assume greater re-
sponsibility. It seems that such an obvi-
ous progression in the life of a profes-
sional would not be worth noting. until
one realizes that a teacher's career does
not fit this mold. As a result, there 1s
tremendous satisfaction among those in
other professions as they move up in
the organization. and. consequently. the
best practitioners generally choose to
stay in their profession.

T IS NOT just better salaries that

hold the best people in a profession.

They also take responsibility and

manage the toughest.and most chal-
lenging cases both because these are the
assignments that promise to vield the
greatest returns for their firm and be-
cause they are marks of status and ac-
complishment. Such people are provid-
ed enough support staff and facilities to
insure that their time is spent in the most
productive manner possible. Tasks that
can be done by those with little ex-
perience or expertise are routinely
farmed out to junior professionals or to
technical and clerical personnel. The
tasks of administration are often dele-
gated to a nonprofessional. and life is
arranged so as not to distance senior
partners from their clients but to keep
them engaged to the fullest in their
practice.

The Carnegie Task Force believed
that there was much in the professional
practice model that commended itself to
the schools and that could be adapted to
great effect. A Nation Prepared. there-
fore. called for a more diverse staff-
ing structure for the schools. one that
is designed to capitalize on the knowl-
edge, skill. and accumulated wisdom of
our most able teachers. Such a staffing
structure would be headed by “lead
teachers™ — ideally, those professionals
who held advanced certificates from the
National Certification Board and who,
after a number of years in practice,
were regarded by their peers as espe-
cially well-qualified to take on leader-
ship positions in the school. Lead
teachers would coordinate the work of

the school's entire instructional staff,
including the assignments of other
teachers. instructional specialists., and
tutors. They would be invested with
much greater responsibility and authori-
ty for students’ learning experiences.
and they would be held accountable for
the performance of the entire school.

This plan would involve a trade be-
tween teachers — who more often than
not regard themselves as the victims
rather than the beneficiaries of educa-
tion reform - and state and local
authorities, who must simultaneously
guard and promote the public interest.
In return for offering teachers the re-
sponsibility and authority befitting true
professionals, the state would require
that lead teachers demonstrate their
competence by sitting for the National
Boards and that regular and equitable
assessment practices be adopted to
measure the performance of the entire
school as a means of holding lead teach-
ers accountable.

For such a system to work, teachers
will have to be involved in establishing
the performance criteria, which would
presumably be much broader than those
to which we have grown accustomed.
This will be no easy task, but it seems
that there are few ::iternatives. If all the
rhetoric about focusing on excellence
and quality is to have any meaning, the
energies and attention of the’ entire
school must be directed toward these
goals. This means aligning the incentive
and reward structure for teachers and
administrators with the broad directions
and purposes that state and local au-
thorities set for the schools.

Such an alignment would mark a ma-
jor change in policy, for all too often it
is not the pursuit of knowledge but the
pursuit of tranquillity that energizes the
schools. Principals are commended and
promoted, and teachers are valued for
their capacity to maintain order. At the
same time, there are no special incen-
tives for bringing low-achieving stu-
dents up to grade level or for doing
more than merely insuring that the state-
mandated curriculum is covered. As a
consequence, we have a system that
encourages principals to hire low-cost
teachers rather than especially effective
teachers. This is not to say that low-
salaried teachers cannot be highly effec-
tive — just that the emphasis is placed
on the wrong factors, often to ill effect.
Moreover, the current system provides
no incentive for the careful allocation

We must invest
teachers with a
much greater degree
of trust and
responsibility to
render professional
., judgments about the
' most appropriate !
educational treatments.

|
L |
of inservice training funds in ways that
might improve teacher productivity and
student progress. Fundamentally, our
system of schooling provides little moti-
vation to redirect resources from ad-
ministration to instruction.

Reorienting the energy and direction
of the schools will occur only when two
things happen. First. a rational and fair
incentive structure must be put in piace
to direct the attention of the entire
school toward th: educational outcomes
that are judged by the state and the com-
munity to be in the public interest. Sec-
ond. we must invest teachers with a
much greater degree of trust and re-
sponsibility to render professional judg-
ments about the most appropriate educa-
tional treatments for their students. By
doing these things, we could transform
teaching into a career worth pursuing,
insure that the schools become much
more productive and engaging places in
which to work, and. most important, di-
rect the energy and attention of profes-
sional educators toward mobilizing all
available resources to produce the
greatest possible gains for all students.

ARLIER generations saw work

as no more than a means of put-

ting bread on the table. How-

ever, today's young people are

not only looking for jobs with decent

financial rewards; they are also looking

for jobs in which they can make their

presence felt, in which they can con-

tribute to the success of the enterprise,

and in which they can use their imagina-

tion, creativity, and analytic capacity.

Judged according to these terms, teach-

ing is not now a career that is very satis-
fying. But it could become so. ‘

The secret is to provide teachers with

much greater discretion than they now

'SEPTEMBER 1986 25
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command, to treat them as profession-
als, to recognize that the best teaching is
custom tailored by a constant process of
feedback, analysis, and judgment about
student progress and understanding.
This can only happen when teachers
have the freedom to organize the school
day and the school's resources in ways
that best suit the immediate educational
needs of their students.

Yet we structure our schools as if we
had no need for the sort of flexibility
that such an environment demands. As-
suming that we already had a system
that assured administrators and school
boards that teachers met high pro-
fessional standards of competence,
wouldn't it make sense to allow practi-
tioners to exercise professional judg-
ment in allocating the school's resources
and to provide them with a much greater
voice in operating these local institu-
tions — not unlike the role played by
other professionals in marshaling the
knowledge and expertise of their part-
nership to meet the needs of their
clients?

* % %k %k %k ¥k X«

Imagine what such a school might
look like. Groups of teachers would
gather periodically to determine how
best to cluster and distribute among the
staff those students for whom they were
responsible. Class times and sizes might
be varied across the school day, and
teachers might not be confined to a sin-
gle classroom. Students as well as
teachers might be encouraged to move
about — the former to master an as-
signed lesson or to search for an engag-

|
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ing learning experience, the latter to
consult with a colleague or to monitor a
particular group of students in need of
periodic oversight.

Teachers who were especially adept
at helping students who were having
trouble with a particular subject would
be so acknowledged and would be made
accessible to all students. Similarly,
some schools might designate student
tutors for this role or even a scientist on
loan for a few days from a local firm.

Early in the school year. those teach-
ers with lead responsibilities might meet
to distribute their school'’s discretionary
budget. That budget would be larger
than in times past because, with key in-
structional decisions pushed down to the
building level. there would be less need
for a large central administrative staff to
make decisions and issue orders that
would now be the province of the in-
dividual school.

The principal, who might at first have
been anxious about sharing authority
with the teachers, would come to ap-
preciate the new arrangements once he
or she realized that this was no zero-
sum game. Because decisions are made
at the school level, principals would
have much more power than before: be-
cause teachers are fully involved in de-
cision making, the principal’s decisions
would be much more likely to be carried
out as intended.

Leadership would be far more re-
warding in schools in which the entire
staff worked toward a common goal:
helping students to achieve at much
higher levels than ever before in order
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to make themselves cligible for a pro
ductivity bonus. Suddenly there would
he an incentive tor teachers to seek ex-
pertise on the school statt wherever it
might be found. In such schools, prin-
cipals would be leaders as well as prin-
cipal teachers.
*x X ok ok k Kk X

If teachers were to be given such dis-
cretion. then establishing a rational
model of accountability would provide
those entrusted with the public interest
with some greater assurance that teach-
ers’ energies would be turned in the ap-
propriate direction. At the same time,
for state and local authorities it would
mean abandoning a set of prescriptive
measures that confine professional judg-\
ment to very narrow bounds in favor of
much greater clarity about the goals of
education.

Such a change is likely to be healthy
for both parties. A professional en-
vironment for teachers would be created
that would enable the schools to com-
pete with greater success for.especially
able people in a much more open labor
market than thev have ever confronted
before. At the same time. refocusing the
attention of officials on the ends of edu-
cation would not only move the authori-
ties away from the deadening activity of
trying to tighten the screws on the sys-
tem (an exercise that appears to be mov-
ing us toward political gndlock). but
would also draw their attention toward
the larger questions with which they
ought to be grappling.

We do not believe that there is one
best way to restructure the schools. But
a number of principles that we have
touched on above deserve attention.

A central idea in the restructuring that
we propose is a break with the “egg-
crate” school. in which teachers are
isolated. In this antiquated model. stu-
dents who are fortunate enough to come
into contact with a great teacher have
the benefit of that teacher's knowledge
and skill, but no one else does — not the
other students in the school and not the
other teachers. This is a huge waste of
talent of a sort that most professional
partnerships would not tolerate. Ignor-
ing differences of skill and capacity in-
evitably means that real talent goes un-
rewarded and that too much is asked of
the neophyte. Because appropriate re-
wards are denied to the most skilled,
prevailing incentives drive many such
people out of teaching but are sufficient
to keep in teaching people who perceive
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themselves as having less appealing al-
ternatives elsewhere. .

The Carnegie Forum Task Force pro-
posed the creation of a career progres-
sion for teachers that would culminate
in a lead teacher position. This proposal
is not designed to generate a new stra-
tum of assistant principals but to find
ways of making the skill. wisdom. and
knowledge of the school's best teachers
available both to the principal and to
other teachers.

Lead teachers would play a key role
in setting a school's instructional poli-
cy and in involving other teachers in
the decisions that affect instructional
policy. Lead teachers would continue to
teach, but they would also work with
other teachers, provide direct super-
vision to new instructors not vet ful-
ly licensed by the state to teach, train
student tutors, head curriculum revi-
sion teams, serve as consultants to other
teachers in their areas of specializa-
tion, and analyze the sources of prob-
lems faced by students with unusually
perplexing learning difficulties. Lead
teachers would work to find ways to
share their own insights and the creative
approaches of other teachers and to elic-
it the insights of their colleagues. They
would play the key role in the school of
involving all teachers in a collective ef-
fort to analyze the school's performance
and to find ways of improving it. They
would devote themselves to creating

- the kind of collegial environment that

teachers say they want but rarely find.

This proposal is not intended to pro-
vide management without leadership,
as some seem to have interpreted the
suggestion that a committee of lead
teachers might govern the school. The
existing model of the nonteaching prin-
cipal might work perfectly well in
bringing about the kind of school envi-
sioned here. But like a professional
partnership, which is overseen by a
committee of senior partners and
chaired by a managing partner. so the
school might have a “managing™ teacher
or “principal” teacher and return us to
the original conception of the principal
as instructional leader.

Other models of leadership might also
work, depending on the skills. talents,
and interests of those who take responsi-
bility for the instructional leadership of
the school. It is essential, though. not to
be led astray in the quest for the unas-
sailably perfect model of leadership. but
instead to find ways to tap and reward

the knowledge and talent that already
exist in our teaching force (and that are
departing from it at an alarming rate).

At the same time, new structures
of compensation should be developed
that are connected to the new staffing
structure. This would mean providing
significant pay differentials to teach-
ers with greater responsibilities and to
teachers who demonstrate their compe-
tence by receiving certification from the
National Board. Seniority would also
deserve to be recognized in teacher sala-
ry scales, but the accumulation of edu-
cational credits would not. This provi-
sion is not meant to discourage the con-
tinuing education of teachers but to em-
phasize those kinds of continuing educa-
tion that translate into increased capaci-
ty. as represented by National Board as-
sessments and by expanded responsibil-
ity.

Such a compensation structure,
pegged at levels that are competitive
with other occupations that demand a
college degree. would provide teachers
with real prospects for personal growth
and reward over the long term. This
would stand in sharp contrast to cur-
rent practice, which typically elevates
teachers to a fairly low plateau after
10 or 12 years and holds no prospect
for advancement, save through leaving
teaching for an administrative position.

HE PROPOSALS of the Car-
negie Task Force are made at a
time of true crisis in U.S.
schools. Demand for teachers
is rising fast, and supply shows no sign
of following that demand. If we were
speaking of medicine, architecture. or
accounting. then the economists would
tell us that professional salaries in the
affected field would rise until the supply
of applicants willing to work at the
higher salaries matched the demand.
Unfortunately. in education we do
things differently. We lower the qualifi-
cations for entrance to the field until
there are enough people available who
will work at the unchanged salary.

If. this time around, we settle for any
warm body who will teach, we will be
in grave trouble for two reasons. First.
college-educated men and women have
a much wider range of careers open to
them than ever before. so the pool of
able college graduates available for
teaching careers at the prevailing sala-
ries is much smaller than it was in the
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instructional policy g
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involving other :
teachers in decisions
| that affect
instructional policy.
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past. Second. the highly technical na-
ture of the world economy makes it im-
perative that we produce high school
graduates who are far better educated
than ever before. The performance of
the entire elementary and secondary
system of schooling must be radical-
ly upgraded at the very time that we
are experiencing a severe shortage of
teachers. That is the nature of the crisis
we face.

When placed against both the demo-
graphic challenges that confront us and
the need to develop greater capacity in
students by the time they graduate from
high school. the case for structural re-
form becomes all the more compelling.
If the education that was once reserved
tor an elite is now to be provided tor all
(or nearly all), then we have a produc-
tivity problem of major proportions, if
we are not to bankrupt the country in
our search tor educational excellence.

Even if tinancing were not a consider-
ation. we would still be forced to re-
structure the schools simply because the
schools will get no more than their fair
share of the best and the brightest col-
lege graduates. Teachers are obviously
the most important resource in the
educational lives of our children. It s
imperative that we make the most effi-
cient use possible of all our available
resources. especially vur teachers: it is
even more important that we make the
most etficient use of our verv best
teachers.

The proposals of the Carnegie Task
Force promise to make the schools both
more productive and more engaging
places in which to work. The teachers.
our children. and the public can only
win if these proposals are enacted. K
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To break out of this impasse, we propose a major program of
coordinated changes in the schools, in teacher education. in
professional standards, in' systems of compensation, and in
the compact between communities and education leaders in
their schools.

Any serious proposal for improvement must first contend
with sobering demographic patterns.

The children of the postwar "baby boom' are now swelling
the number of children entering school. Yet we face a grow-
ing teacher shortage, a shortage exacerbated by the attrac-
tiveness of other career opportunities for college educated
people.

Recent vears have seen a dramatic improvement in the career
opportunities available to college educated women. So. too.
for minorities.

[t is hardly surprising that. as careers in many professions
open to well educated women, many fewer elect teaching.
And. just as the percentage of minority children is rising. the
percentage of new teachers from minority groups is falling.

L} * [] . *

If we continue as we are today. school districts will lower
standards, states will issue temporary licenses. and growing
numbers of teachers will teach out of subject.

The best teachers now in the schools will be increasingly
dispirited and will leave in increasing numbers. and the more
academically accomplished students entering college will vote
with their feet to avoid teaching.

The quality of education offered our children will decline at
an accelerating rate, and the ranks of teachers will be filled

by drawing on an ever larger fraction of the least qualified

candidates from the pool of applicants.

T L 4 * Ll

But we will only be deceiving ourselves if communities suc-
ceed in populating their classrooms with adults who go
through the motions but are not effective teachers.

Repokss~3

The only way to attract a sufficient number of qualified peo-
ple into teaching is to alter the professional environment in
the schools to make a teaching career attractive, and to open
entry into the profession to all college arts and sciences
graduates.

Our strategy is admittedly bold. but it can work. We would
begin by:

¢ Raising the standards for teachers.
¢ Strengthening their educational preparation.
¢ Revamping their compensation system.

* Restructuring the schools to make teaching more effective.
productive and rewarding.

* Encouraging communities to set goals for school perfor-
mance, to which teachers can commit themselves, and fon
which they are willing to be held accountable.

¢ Mobilizing the nation’s resources to prepare minority
voungsters for teaching careers.

L - L]

\We propose that a National Board for Professional Teaching
Standards be created to establish and maintain high standards
for teaching. It would develop new methods of assessment,
both for subject matter competence and the demonstrated
ability to teach.

The Board would issue certificates attesting to two levels of
competence. A majority of the Board would be elected by
other teachers who have alreadv been Board-certified.
Teachers would seek Board certification voluntarily; licensure
would continue to be the responsibility of the states.

But we believe that school boards will be eager to recognize
the value of Board-certified teachers in their recruiting, and
teachers will be eager to achieve this objective recognition of
their professional competence.

3 . . L3 *

Restructuring of the schools is needed to make the best use
of those weil qualified. certitied teachers.
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We envision two levels of responsibility within the school
faculty: teachers and lead teachers.

Supporting them would be a variety of other staff, including
instructors with subject matter competence but requiring
supervision, a variety of technical and administrative staff,
and student tutors.

It makes little sense to staff all the tasks in a school with peo-
ple of identical responsibility. Yet this is the pattern in our
schools todav. Restructuring would enable schools to make
much more efficient use of a very important resource—
teaching professionals.

If, in addition, teachers are encouraged to work together in a
collegial manner, making creative use of all the resources in
the school in the best interest of all the students, it is very
likely they would begin to break away from the traditional
classroom compartmentalization of the school and the isola-
tion of teachers from one another.

Finally, professional teachers, working within a context of
clear goals for students set by the state and the district,
should have a much greater voice in deciding how those
goals are to be met. If professional teachers, who meet high
standards, are allowed to work like professionals, they are
more likely to deliver the quality of education of which they,
and their support staff, are capable.

4 4 ¥ + L}

If we expect a lot more from the professional teacher, we
must provide a lot stronger educational system to educate
our teachers.

We recommend phasing out the undergraduate baccalaureate
degree in education, requiring instead that all teachers—
including those who teach elementary school—have an arts
and sciences baccalaureate.

A Master in Teaching degree would be introduced, with a
strong focus on learning how to teach in real life situations.
Internship and supervised residency conducted in participat-
ing local public schools are the core of this concept.

Peper3—=3

Under this arrangement, any college graduate in arts and
sciences—including mature- people in other industries in-
terested in taking up teaching—could take the Master in
Teaching program or enter teaching by an approved
alternate path.

The potential pool of well educated people for future
teachers would be greatly expanded.

. 3 = L3 =

Even so. higher standards, a professional environment for
teaching, and stronger education for teachers will not attract
to teaching careers the more than 200.000 college graduates
needed per vear by 1992 unless the compensation system for
teachers is restructured too.

We favor abolishing the current system of paving teachers
more for taking continuing education courses. and instead
hasing compensation on four elements:

¢ Level of Board certification attained.
¢ Level of responsibility in the school.
® Experience (or seniority).

¢ Performance of the students in the entire school against
agreed objectives.

The pay scale that reflects these elements must have an ade-
quate starting salarv and will have to rise, on the average.
Salary range, from top to bottom, would also be increased
substantially to reflect the same four elements.

To attract able college graduates to teaching, they will have
to be paid competitively with other careers requiring a com-
parable education—accountants, for example.

Teachers also need opportunities for career advancement
when their professional attainment and job responsibilities
justify it.

Today’s teachers ‘top nut’ in salary after 10 or 12 vears, ex-
cept for annual cost of living raises. No wonder that half the
people who enter teaching leave by their seventh vear.

. . x [ .
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Clearly. if higher performance is expected of teachers, there
must be incentives that justify their commitment. and they.
in turn must accept accountability for the achievement of
agreed upon goals.

This is what we mean by the performance-based element of
compensation.

We visualize a school district discussing with the community.
and with the educational leaders in the community’s schools.
the potential for progress of all the students in each school.
Each vear's goals are agreed to by the teachers. who are
rewarded collectively if the goal is overachieved.

Our schools have very little experience with such incentive
systems; a great deal of discussion with teachers and school
officials will no doubt be required to find satisfactory
methods.

But citizens in the community must be able to measure
whether their investments in reform are producing the
desired results.

Teachers should have incentives to work together creatively
to address the needs of all the children in the school.

Finally, it must be said that the most serious challenge may
be to make sure that the teaching force is broadly represen-
tative of the whole population while higher standards are
imposed.

No one—especiallv no minority parent—would want differen-

tial standards. with minority” teachers held to a lower stan-
dard. Minority children—indeed all children—need the very
Best teachers. representing all races and ethnic backgrounds
in America.

Higher standards are most important to insure that those
children from poor families are given every chance to break
out of the cycle of poverty. But to insure their motivation
and self confidence, these children must encounter teachers
from their own background from time to time.

Improving the compensation system for all teachers and mak-

ing their work more attractive will, of course, equally attract
minority as well as white teachers.

ferporr-3

But so many minority students are lost from leaks in the
educational pipeline. that the pool of minority college
graduates is too small to provide teachers in numbers
anywhere near approaching the mix of the students.

In this area. partnerships of community-hased organizations,
businesses. higher education institutions and schools funded
from state and federal sources will have to address the educa-
tion of disadvantaged students starting at precollege levels. in
order to produce more minority teachers. .

) - - - L3 '

The program just described will be expensive. So too will
continuing on present course and speed.

But there is every reason to believe that these reforms will
increase the productivity of the most qualified teachers. and
will eventually reduce the cost of teacher education hy \
reducing teacher turnover.

Substantial savings in other sectors would also follow—for
example. by reducing the need for remedial courses in the
freshman vear of college.

But. if communities want these kinds of schools. additional
investment will be needed.

Fortunately, we estimate the total cost, if spread over a ten
vear period. could be met by increasing public school invest-
ments at the same rate of growth as the economy as a whole.

Will Americans make this investment?

[ believe thev will. once they understand what is at stake. If
our standard of living is to be maintained. if the growth of a
permanent underclass is to be averted. if democracy is to
function effectively into the next century. our schools must
graduate the vast majority of students with achievement
levels long thought possible only for a privileged few.
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A o
Revolutionary Report Professionalizes Teaching

California Commission Calls It Right .

ill another education report? Yes, and this one’s a blockbuster.
Sn‘!lWho Will Teach our Cli'xildren?: A Strategy for Improving Cali-
fornia’s Schools” is the report of the California Commission on the
Teaching Profession. The commission was appointed by three public
officials—the chairs of the Senate and Assembly.Ed_ucatgon pomrqltteqs
and the State Commissioner of Public Instruction—acting in their pri-
vate capacities. The comnrission was funded privately by the Hewlett
Foundation. While it dealt specifically with California, the problems
the commission addressed and the solutions it recommends have clear

ional significance. . .
nat In theglast few years states have passed laws and issued regulations
requiring students to take math, English, science, social studies. In
many states students can’t graduate without passing competency tests
in these areas. But it’s easier to pass laws and issue regulations than to
implement them. How will the students master ghesq subjects unless
there are teachers who can teach them? The warning signals are every-
where. In spite of talk about tougher and higher §tand§rds, more and
more uncertified and unqualified teachers are being hired across th'e
country. New York City has etnployed 13,000 teachers who haven't
met the minimum standards. Baltimore schools gave a test to prospec-
tive teachers, then hired those who failed the examination, because
there were more job openings than applicants who passed. Tens of
thousands of classes are taught by misassigned tepchers_»—teachers qual-
ified in one subject teaching a different subject in which they are not
qualified. .

I have traveled across the country over the last two years attending
conferences on the question of how we can attract and retain qualified
teachers. I haven't heard of any similar conferences on how to attract
and retain qualified doctors, dentists, engineers or lawyers. In each of
these and other fields it’s understood that ours is a free market econ-
omy. Shortages are not remedied by holding conferences but by im-
proving incentives. Of course, the reason for all these 'confergqces on
how to attract and retain qualified teachers is that there sa desire to do
it without changing current incentives, and that just can’t be done.

Unless there are major changes schools across the country will -

employ more and more teachers who cannot pass minimum compe-
tengy %;sts themselves. Once hired, such teachers will have to be care-
fully watched and supervised, thus making the job even less attractive
to the competent. Alr:he hope for reforms and improvements will go
down the drain. -

P\ 'WhereWe Stand

b)’Albeﬂ W Pregdent Amerncon Federonionof Teochers,

The California Commission report is revolutionary. While it calls
for major improvements in teacher salaries and working conditions. it
goes far beyond. It calls for turning teaching into a true profession by
making it self-governing in the same way other professions are. It
would create a California Teaching Standards Board, with a majority
of teachers, which would establish standards for entry and advance-
ment in the profession, develop a code of ethics for the teaching pro-
fession and establish requirements for creating new categories of
teachers such as mentors, peer evaluators and staff developers as part
of a career ladder plan. It would also establish standards for suspend-
ing or revoking teaching credentials. In addition—

@ It calls for a radical alteration of teacher preparation and’
training by requiring all teachers to have a four-year liberal arts educa-
tion with subject matter majors and minors, followed by a year of
graduate study in professional education and a one-year residency.

@ It creates a “board-certified” classification, so that teachers
with added study and outstanding demonstrated skills can gain recog-
nition and earn more on the basis of objective statewide procedures.

® Teachers would get full salary credit if they moved from one
district to another, giving them the same opportunity as other profes-
sionags—or anyone else—to move within a career from one location to
another.

L]

@ It calls on the legislature and school boards to establish a wide-
spread system of sabbaticals.

The report restructures the teaching career, since under the plan
teachers would not only perform their usual classroom functions but
would also help train new teachers and have sufficient time to con-
duct research and to share ideas with colleagues. Teachers would not
be mere hired hands doing what they’re told by supervisors. They’d be
more like senior partners in a law firm. In a recommendation on how
to “involve teachers in school decision-making,” the commission said
teachers should be involved in “a range of responsibilities,”-including
selection of new teachers, evaluation of teachers’ performance, helping
establish goals for the school, development and coordination:of cur-
riculum across grade levels and within' departments, design and con-
duct of inservice education at the school site, and the organization of
the school for effective instruction, among other items,

Another major.change called for is that schools would be required
to publish an index to inform the public at least every two years of the
conditions for learning and teaching in every school in the state.
Among the items that would be reported on in such an index, the
commission said, should be “class size, teacher assignments outside the -
.area of competence, time spent by teachers on non-teaching tasks,
availability of qualified personnel to provide counseling and other
special services for students, availability of well qualified, adequately
compensated substitutes” and “teachers’ assessment of the quality of
school leadership,” among other items.

Other major aspects of this revolutionary document will be cov-
ered in a subsequent column. The California commission had the
‘courage to state that there’s a_high pricetag for what it recommends,
but it believes that the alternative—failing to educate youngsters well or
even adequately because the state has not been able to attract and keep

good teachers—will be even more costly in the lorig run. What is true .

in California is also true for the rest of the country.

Mr. Shanker's comments appear in this section every Sund-". under the auspices of the Uniie; t:cde_rntion of ‘i’ncmr;,
the New Yori State United Teachers and the American Federation of Teachers. Reader carre ence is invited

Address your letters to Mr. Shanker at 260 Park Avenue South. New York, N.Y. 10010. © 1983 ty Albert Shnnluf._
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