APPROVED Rockvil l e, Maryl and
20- 1994 April 20, 1994

The Board of Education of Mntgonery County net in special
session at the Carver Educational Services Center, Rockville,
Maryl and, on Wednesday, April 20, 1994, at 7:30 p.m

ROLL CALL Present: M's. Carol Fanconi, President
in the Chair
M. Stephen Abrans
Ms. Carrie Baker
Ms. Frances Brenneman*
Dr. Al an Cheung
M. Blair G Ew ng
Ms. Beatrice Gordon
Ms. Ana Sol CQutierrez*

Absent : None

O hers Present: Dr. Paul L. Vance, Superintendent
Ms. Katheryn W Genberling, Deputy
Dr. H Philip Rohr, Deputy
M. Thomas S. Fess, Parliamentarian

RESOLUTI ON NO. 272-94 Re: BOARD ACENDA - APRIL 20, 1994

On recommendation of the superintendent and on notion of Ms.
Gordon seconded by M. Abrans, the follow ng resolution was
adopt ed unani nously by nenbers present:

Resol ved, That the Board of Education approve its agenda for

April 20, 1994, with the addition of a closed session after the
publ i c neeting.

RESOLUTI ON NO. 273-94 Re: CLOSED SESSION - APRIL 20, 1994

On recommendation of the superintendent and on notion of Ms.
Gordon seconded by M. Abrans, the follow ng resolution was
adopt ed unani nously by nenbers present:

VWHEREAS, The Board of Education of Montgonmery County is

aut hori zed by the Education Article of the Annotated Code of
Maryland and Title 10 of the State Governnment Article to conduct
certain neetings or portions of its neetings in closed session;
now t herefore be it

Resol ved, That the Board of Education of Montgonery County hereby
conduct a portion of its neeting on April 20, 1994, at 9:30 p.m
to discuss nmatters protected from public disclosure by |aw,
contract negotiations, and other issues including consultation

wi th counsel to obtain | egal advice; and be it further

Resol ved, That this neeting be conducted in Room 120 of the
Carver Educational Services Center, Rockville, Mryland, as



permtted under Section 4-106, Education Article of the Annotated
Code of Maryland and State Government Article 10-501; and be it
further

Resol ved, That such neeting shall continue in closed session
until the conpl etion of business.

*Ms. Qutierrez joined the neeting at this point.
Re:  ANNOUNCEMENT

M's. Fanconi announced that Ms. Brenneman was attending a
function for the Board and would arrive around 8 p. m

Re: REPORT OF THE TASK FORCE ON LONG
RANGE PLANNI NG AND RESOURCE
ALLOCATI ON

Ms. Fanconi wel conmed M. M chael Barnes and M. David Snyder,
co-chairs of the task force. She expressed the Board's
appreciation for the hard work and dedication of the group. The
Board had originally appointed the task force because it had just
gone through one of its worst budget seasons and realized the

| arge anount of time it was spending on the i medi acy of fiscal
constraints. The Board felt they needed to prepare for the
future and have a group |look forward and be willing to | ook at

i nnovations to prepare for the chall enges of the year 2000 and
beyond. It was clear fromtheir report that the task force had
provi ded the Board with a val uable opportunity to explore a
nunber of issues. She noted that their report was succinct, and
she hoped they would take this opportunity to expand on the
report.

M. Snyder thanked the Board for giving themthe opportunity and
the privilege to serve their comunity in so fundanental a way.
Wiile it took themhalf-again as long to conplete their task as
originally proposed and while it involved hundreds of hours of
work for many of the individuals, they believed that the report
and recomendati ons were worthy products of that effort.

Al t hough nost of themdid not know one another at the start, they
had becone col | eagues and conrades-in-arns. They had had |ively
and spirited debates fromthe outset which continued through this
eveni ng. However, the m ssion given to themwas of such

i nportance that their efforts be energi zed by what they |earned
and the inplications of those findings for the future.

When the Board assigned the task force the responsibility for

| ooki ng at and planning for the long-termfuture of MCPS, they
had gi ven the group the fun part of their job as opposed to the
day-to-day nuts and bolts of short-term nmanagenent. He had
mentioned this to Dr. Cheung, and Dr. Cheung conceded that this
was probably true but dealing with the day-to-day nuts and bolts
was preenptive of the Board's tinme, and if they did not put the
project off-line it probably would not get done at all.

M. Snyder reported that the group had | ooked at the | ong-term
trends and devel opnments that were reshapi ng public education
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t hroughout Anerica. They read the literature and tal ked and
corresponded with educators and | eaders in reform around the
country. They wanted to report what they believed the Board nust
do to assure that the institution would, in fact, be able to
prepare all county students to succeed in the 21st century.

There were three reliable realities that could be forecasted.

The first was that enrollnment would increase 27 percent or 30, 000
pupi |l s between now and the year 2000. There would be concom tant
growh in the cultural and econom c diversity of the student

popul ation. Curriculumcontent nust be expanded by 50 percent.
All three of these trends represented substantial increases in
grow h rates which the school system experienced during the
precedi ng six years. By conparison, the nunbers of househol ds,

j obs, and businesses in the county were expected to grow much
nore slowy than they did in the |ast six years. The revenue
base for the county school system would not expand fast enough to
cover the predictable workload growh during the rest of the
1990's. This neant that there would be pressure for higher

and/ or new taxes with a commensurate anti-tax pressure backl ash
that coul d jeopardi ze school funding in general. Politically
expedi ent econom zi ng and substantial curtailnment in MCPS current
progranms could arise fromsuch a debate, or both could happen.

The workl oad for nobst U S. school systens was expected to rise
and would continue to rise for the rest of the decade. The baby
boom echo was a national phenonenon, and the nearly 900, 000
immgrants arriving each year were enriching the ethnic diversity
of all metropolitan school districts including MCPS. The

i ncreasi ng gap between the poor and the prosperous in Anerica as
well as falling per capita wages at all |evels of enploynent had
brought econom c diversity to once econonically honpbgenous
subur bs through the nation.

The technol ogical transformation of the econony, which was the
cause of the tenporary decline in prosperity, was also a national
phenonmenon. The creative wave of destruction had al ready
devastated many | ocal and regional economes in the United
States, and it was elimnating hundreds of thousands of white
collar jobs a year. Behind this wave a new set of post-
industrial enterprises were beginning to arise. These
enterprises had "informated" jobs and operations requiring the
mastery of know edge and skills far beyond that currently
conveyed to nost K-12 students by nobst school systens, including
MCPS.

To teach nore skills to nore and different students with fixed
resources would require nore than sinply trinmng or tinkering
with the existing system It would require themto re-assess the
exi sting prograns and re-allocate resources to get nuch nore
educational "bang for the buck.”™ It would require the schools to
search out, assess, and adopt superior innovative practices and
prograns throughout.

M. Snyder commented that the task force did not start out as



4 April 20, 1994

educational revolutionaries. It was only over the nonths of

dat a-gat hering that they began to grasp the conprehensive nature
of the changes that would be required of all U 'S. institutions,

i ncludi ng MCPS, as a consequence of the information revol ution.
He thought it was fair to say that the Nation as a whole work up
to that revolution only in the past 18 nonths. The group had
held their first nmeeting in Septenber, 1992, prior to the

el ection of President Cdinton, who had put re-inventing
governnment and the national data highway on the front burner. In
education al one, the adm nistration had | aunched the Nati onal
Service Corps and gai ned passage of the "School -to-Wrk
Qpportunity” Act. The president had just signed the new
education act, "Goals 2000," which created a National Education
Standards and | nprovenents Council enpowered to set benchmark
performance evaluation criteria for the nation's public school

st udent s.

They were al so re-engineering corporations, reformng health
care, and restructuring the econony. 1In this context, it would
be naive to think that public schools, largely designed to neet
the requirenents of the Industrial Age, could survive unchanged
into the 21st century and the informati on age. Renarkabl e,
fundanental transfornmations were now underway throughout all of
Anerica's great institutions, and education, including Mntgonery
County Public Schools, nust be a part of this nmonent. Wen they
were done with this, they would have re-invented thensel ves as a
nation. He believed this was a great and exciting nonment to be
alive and in public service.

Their review of the education reforns around the country reveal ed
a virtual cornucopia of successful innovations, including team
teaching, integrated curriculi, experiential |earning, in-school
academ cs, performance testing, nentoring, and business/school
partnerships, just to nane a few. They also found research

i ndi cating that many current school prograns, fromrenedial
readi ng to conputer-aided education to gifted and advanced

pl acenment cl asses, produced little or no educational benefits to
students for substantial added cost. Even worse, there was a
grow ng awareness within the educational conmunity, that the
processes by which students were rated refl ected student nenory
nmore than mastery; cognition, rather than conprehension

Nunerous surveys and literature reviews agreed that the single
nost effective nmeans of inproving existing prograns and

i npl ementing innovations was to transfer the authority for
managi ng and all ocating the resources of a community's public
education systemfromthe central office to the individual |oca
schools. The thrust of their recommendati ons was the

est abl i shnment of a conprehensive school - based nanagenent system
as the nmeans for re-inventing the public schools. This would

i nvol ve del egating to individual schools or clusters the
authority to control allocation of funds, the utilization and
devel opnment of staff, and the design of curriculum Parallel
recomendat i ons proposed the adoption by MCPS of program based
and nmulti-year school -based budgets, permtting the |inkage of



5 April 20, 1994

resources expended and student performance, broken down by

i ndi vi dual schools and prograns, so that |ocal |eaders would have
tinely and objective information upon which to base their

deci sions and investnments of resources into alternative prograns
and functions.

M. Snyder said that in support of their core set of proposals,
they had further recommended that MCPS initiate an extensive
ongoi ng outreach effort to assure broad-based awareness and

i nvol venent of all citizens in the re-invention of the public
schools. They further recomended that MCPS create a

pr of essi onal or | eadership devel opnent institute. They also
proposed that the central office devote significant resources to
devel op a superior set of performance-based criteria for

obj ective neasuring student progress and achi evenent. The

conti nued devel opnent of ever-inproving neasures of student
performance, including post-graduation assessnents, wll be
crucial to the success of any school -based initiative, as wll
the creation of an independent professional devel opnent institute
to assure the appropriate quality and quantity of training staff,
personnel, and other comrunity participants in school - based

proj ects and prograns.

Taken together, these initiatives, each a substantial undertaking
initself, would establish an environnment in which MCPS and the
students and communities they served m ght work together to

i nvent new and better ways of providing young people with the
skills and conprehensions they would need in order to live
socially and econom cally productive lives in the 21st century.
The task force found these actions to have been effective in

ot her school districts. Mny surveys of effective school

i nprovenents had attested to the purposeful inpacts of school
decentralization under conditions of quality performance
measuri ng.

The April 13 issue of Education Wek cited a new report fromthe
Nat i onal School Boards Association, titled "A New Franmework for
School Governance," which endorsed school - based deci si on- maki ng,
charter schools, and other alternatives to traditional school
governance structures, provided they neet |ocal needs.

M. Snyder stated that in the past decade the notion had arisen
that the public schools could not fix thensel ves and nust be
privatized. M nneapolis recently turned over the managenent of
its schools to a private consultant. Indianapolis hired the
Hudson Institute to re-invent its schools, and Chel sea,
Massachusetts put Boston University in charge of its schools.
Surely, in Montgonery County, with their existing base of quality
and substance they did not need to bring in any outsiders. He
believed they could do this thensel ves.

M. Barnes stated that it was a privilege to have this
opportunity to take a | ook at the school systemand | earn nore
about it. He was a parent of children in MCPS, but he was not an
expert on education. He had renewed respect for the calibre of
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t he peopl e working on behalf of children. The group had visited
schools and net with staff which was a very inpressive group of
peopl e. He saluted Pat Hanehan who worked with the task force
and who put in an extraordinary anmount of tinme and effort.

Wil e he had been unable to attend a | ot of the neetings, M.
Barnes had kept up with conmttee activities and was quite
confortable with the recommendati ons before the Board. He
believed that if the recomendati ons were inplenented this would
be an opportunity for Mntgonery County to junp froma excellent
school systemto what was needed in the future, which was an even
stronger school systemto neet the chall enges ahead of them He
had heard the secretary of |abor speak and noting that young
peopl e coul d anticipate having several careers. They had to find
ways to help students prepare for that kind of future. M.

Barnes maintained that if MCPS did nove in this direction by the
year 2000 it would be the best school systemin the nation.

M. John Munson stated that the task force had taken its charge
very seriously. As initially charged, the task force should have
conpleted its work sone nine nonths ago but found that to be
difficult. Change was often hard, but in order for MCPS to neet
the needs of its students, present and in the future, and to

bal ance those needs with the changi ng denographics, the declining
tax base, and increasing cost of educating young people, MCPS and
t he Board nust enbrace change and nmake it a hallmrk for success.

O the seven specific recommendations put forward in the report,
M. Minson said he would like to address three general principles
whi ch enbodi ed the essence of the study. The first was creating
a climate of change. |If MCPS was going to continue to excel in
t he education of children and serve both as a | eader and nodel
for other school districts, it nmust be given the charge to do so
by the Board and be enpowered to inplenment necessary changes

whi ch, in collaboration with adm ni strators, educators, parents,
students, and ot her stakehol ders, allow new i deas and ways of
delivering education to be introduced, nurtured, and brought to
fruition. However, this could only be done if the Board re-
invented its nechani sm and net hodol ogy in policies for providing
oversight of the adm nistration of the schools.

M. Minson conmented that there were areas that were rightly the
Board's; however, beyond the policy and goal setting and within
t he bounds of |egislative authority, the Board should strive to
enpower both the superintendent and the school adm nistrators to
re-exam ne current policies and ways of doi ng business to
determ ne and change, as necessary, those which did not foster
new i deas and phil osophies. Ceneral Electric and Martin Marietta
had enbraced simlar changes in the way busi ness was conduct ed,
and their results had been very successful. These successes had
been possible only because a desire for change and the

enpower nent to change originated at the highest |evels of

cor porations.

M. Minson said that his next issue was school - based managenent
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as a fundanental reform necessary to acconplishing the change
they recommended. One of the quickest and fundanental neans for
i npl enenting change in MCPS woul d be the introduction of school -
based managenent with conplete discretion over all aspects of
governing the school. This would include staffing, facilities
managenent, training, and budgeting. The idea was to place as
much responsibility and authority into the school as required to
permt the people closest to the action to have the ability to
set priorities, establish goals and objectives, and nake course
corrections as necessary. Initially, such enpowernent would
require a significant investnent in training for school

princi pals, educators, parents, students, and others in the
fundanental s of school nanagenent. |In order to do this, the
Board shoul d take the necessary steps to direct MCPS to devel op
school - based nanagenent plans with realizable goals and
timelines.

*Ms. Brenneman joined the neeting at this point.

M. Minson stated that his final issue was accountability. |If
MCPS was going to neet the chall enges of the year ahead, it nust
begin to enbrace the idea of openness in any discussion relative
to the budget. Facts, figures, and assunptions nust be open for
public debate and scrutiny. Wen citizens are asked to address
budgetary issues, the data nmust be made available to them The
MCPS budget continued to grow because of inflation, increased
costs, and popul ation. The data used to substantiate this nust
be provided in a format and in a tinely fashion to be useabl e by
ordinary citizens. Citizens should not have to becone budget
anal ysts to evaluate the relative costs of one school and one
program versus another. The two MCPS budgets were al nost

i nconpr ehensi bl e, and he believed they could be nmade nore user
friendly.

M . Minson suggested that the Board should direct the
superintendent to devel op a financial accounting system which
could track costs nore closely and with greater accuracy and

whi ch could be used to relate those expenditures with educati onal
goal s and outcones. As they noved to a nore restrictive funding
fromthe county, the school systemwas going to have to
substanti ate those nunbers. They could not just divide the
nunmber of students into the total budget. He expressed his
speci al thanks to Pat Hanehan and Melissa Wods for their help.

Dr. Cheung thanked the task force for their report and indicated
that he was | ooking forward to the final reporting and supporting
docunent. He |ooked at MCPS as nore than a school system It
was a nulti-institutional system \Wen he read about
centralization, decentralization, and school -based, he was

pl eased to see the word, "cluster,” in there. By planning for an
i ndi vi dual school, they were | acking the continuum from

el ementary to high school. By looking at clusters, they would be
| ooki ng at econony of scale in terns of operations. They could
pool resources for staff devel opnent, technol ogy inplenentation,
and networking. He did not see nuch in the report about
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I i nkages. He asked about the transition froma centralized to a
decentralized systemas far as |inkages were concerned. MCPS was
not a total centralized organi zation because it was a school
system

Dr. Cheung said that another area was the informational database.
It was very inportant to have information about workload if they
really wanted to plan. They were now defining educational | oad,
and it would be available in the future for planning. They would
have to | ook at resources in the area of staffing, facilities,
and equi pnment. By using a database they could | ook at an
i ndi vidual school, a cluster, and the whole system Another
concern was accountability. They had to have data for pl anning,
nmoni toring, and accountability in terns of |ooking at
productivity, efficiency, and effectiveness.

Dr. Cheung noted that they had tal ked about nulti-year budgets,
and he wanted to know whet her their current budget process was
adequate and, if not, how did they transformit. They had tal ked
about school - based budgets, he would |ike to know about

i nformati on needed to neasure productivity, efficiency,
effectiveness, and quality. He would like to know a little bit
nmore about the role of the central office. The task force had
i ndi cated that the Board was involved in too much of the

adm nistrative functions rather than policy setting. He wanted
tolearn alittle bit nore about the |inkage between policy
formul ati on and policy inplenentation/ managenent.

M. Jerry Duvall stated that Dr. Cheung was proposing a very

i nteresting organi zati onal nodel which M. Duvall would |abel as
the "vertically integrated community school."” The concept was
that a school was a holistic enterprise, and they could arrive at
an econom ¢ and educational rationale as to why it nmade good
sense which was because of the externalities between | earning at
different stages. |If they organized in a way that recognized

t hat i nterdependence, they realized the educational advantage of
a holistic programseen wth a coherent philosophy. This

provi ded an opportunity to redeploy resources at different stages
of the educational process where the need m ght be greater. He
was preparing a separate docunent on why this mght be a
reasonabl e alternative nodel to consider; however, this was not a
nodel that the task force was endorsing.

M. Snyder comrented that in regard to the multi-year budget they
never stipulated a five- or three-year budget or whatever. It
did not seemto themto be appropriate for themto attenpt to
dictate this because of the additional information they would
have to gather. They did take note of the fact that there was a
movenent in the direction of nmulti-year budgeting. He explained
t hat nost reconmmendations they nmade were intended not to be
fixed, conpleted tasks but rather inertial forces or vectors in
that direction. |Issues were constantly evolving, and there was
al ways new research comng out. The first step m ght be a two-
year budget and this would satisfy the task force that the system
was noving in the right direction, recognizing that the school
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system eventual ly m ght get to a three- or five-year budget.
This was the whole notion behind the idea of a snooth transition.
In the body of the report, they did propose sone tineframes for
courses of action, but not a date certain. He quoted from Re-
i nventi ng Governnent, "the principal function of governnent as
transl ated back to the original base Geek word is to steer."”
The task force was attenpting to steer this enterprise. The
| eadershi p was the Board, and the managenent was the
superintendent. The purpose of the task force was to point out
those things that nade sense -- nulti-year budgets, program
budgets, school -based budgets which were part of a fundanental
dat abase they had to have in order to nake site-based managenent
and the | eadership of site-based operations inforned enough to
make good decisions. The thrust was to create a marketplace in
whi ch there were sonme reasonably valid neasures of val ue that
woul d enabl e the various participants in that marketplace to nake
sonme choices anong different alternative ways of investing their
resour ces.

Ms. Qutierrez expressed her thanks to everyone on the commttee.
They had taken the charge very seriously and it showed. In
regard to site-based managenent, she asked for additiona

i nformati on because the Board did have a policy although in her
opi nion they were not doing site-based managenent in any way.

M. Snyder explained that the group had voted on three
alternative edits of the report and selected the shortest one.

He had just realized that the entire discussion of the failure of
the MCPS site-based project had been edited out.

M. Snyder recalled that the task force had had an extended
di scussion including citing DEA s assessnent of the MCPS site-
based project. That report stated that the MCPS project
exhi bited every one of the classic failure nodes of failed site-
based managenent. It del egated no genui ne authority over budget,
personnel, or curriculum The second volune of their report
woul d include reprints of reports the task force found to be
useful, including an independent report of the Jefferson County
school s done by a representative of the Harvard School of
Education. This study told themwhy it was absolutely essenti al
that this be a conprehensive effort on the part of the school
system |In Jefferson County, the schools that tried new things
had a poorer performance rating than schools that elected to do
not hi ng new or the schools that made a conprehensive conm tnment.
The schools with a conprehensive conmtnment had a four tinmes
hi gher rate of student i1nprovenent than schools changing a little
bit and a two tines higher rate than the schools that saw no need
to change. The second volunme would al so contain sonme of the
summary reports witten by the task force nenbers during | ast
sunmer .

Ms. Qutierrez stated that she was glad that for the record she
was hearing that whatever they had out there called site-based
managenent was not the real thing. It was not adequate, and it
could not work. She asked whether they had found any success

stories that it could be done. M. Snyder replied that it was
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bei ng done in rural, suburban, and urban school districts.

Ms. Qutierrez asked if they had had di scussion as to how MCPS
coul d go about making that effective change. They had cited the
nodel s of re-inventing governnent. In her mnd there were two

di stinct approaches. The first was the slower continuous

i nprovenent change whi ch MCPS had begun to enbark on. The second
was the new approach or the total re-engineering. She asked if
they were going for that bigger bang.

M. Snyder replied that they were going for a third alternative
whi ch was a mar ket pl ace approach. Rather than having the central
office and the Board cone up with a single master plan, they
woul d set up a franmework whereby those individual schools or
clusters ready to change nay do so now. Those who did not want
to did not have to. Louisville had been doing this for 10 years,
and sonme schools did not change because they were happy with
their performance. The task force was suggesting that the Board
set the systemfree and |l et people innovate at the pace that the
| ocal |eadership wanted. There would be one governor on this.

In their suggested tinefrane, they had allowed tine for the
drafting of regul ations.

M. Snyder said it was al so very clear they needed to nake a
substantial investnment in human resource devel opnent in order to
do site-based managenent. They knew that 90 percent of the cost
of organi zational nodernization was for the training and
restructuring, and only 10 percent was for the hardware and the
software. The districts doing it best had set up an independent
training institute or acadeny that was free to go out and solicit
private sector donations. The institute would provide training
on a contract basis, and the institute could contract with |ocal
| arge-scal e enpl oyers to provide particular types of skills. He
noted that in many cases the kinds of skills needed to run a
school as if it were a school district were not present in the
peopl e now running the school. People had to be trained in
managenent and budget.

M. Snyder felt that if other districts could do site-based
managenent certainly Montgonery County could. The League of
Wnen Voters had descri bed Montgonery County as "the nost
citizen-organi zed county in the nation." He believed that the
creation of the institute was critical to the success of letting
i ndi vi dual schools and their |ocal |eaders determ ne when it was
they were ready to do this. The institute would serve as a
networ k funneling national information about innovations to |ocal
schools. He said that the reorganization of a corporation was a
brutal process because 80 percent of the m ddl e managers were
el i m nated; however, in their report they were not talking about
that kind of reorganization. The task force thought there were
enough people out there who wanted to change and that they should
be given the support to do those things. The other inportant
pi ece was that the central office nust have benchmarks for
superior standards against all these individuals have to perform
| f schools did not neet these benchmarks, they woul d know t hat
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the process did not work. This was the counterbal ance to
freedom

M's. Brenneman understood how they could allocate resources to
schools so that they could hire their owm staff. She asked how
they coul d del egate curriculum school by school or cluster by
cluster and have equity between clusters. Many students noved
fromone area of the county to another area.

M. Snyder replied that with respect to the second part they
found those disparities now when people noved from one school
district to another or one state to another. Ms. Brenneman
noted that the Board did have control over what happened within
the county. M. Snyder added that the trauma of change based on
physi cal nmoves was not unknown. The question was its inportance
educationally for the child. He asked whether it was the school
system's responsibility to have a child able to nove from one
side of the county to the other and find no difference in the
curriculumcontent or delivery of that curriculum It was not
clear to himthat it was because they could not guarantee this on
a national basis. He was not famliar with any research that
said children were not adaptive enough to deal with this as |ong
as they assured the quality. He believed that the bigger inpact
on the child would assimlating to a new soci al context.

Wth regard to equity, M. Snyder explained that several benefits
arose fromsite-based nanagenent. |f their resources were
constrai ned, schools could have conplete freedomas to how t hey
spent this fixed budget. People getting that freedomfound it

al nost as good as a funding increase. Teachers, students,
parents, and adm nistrators had the opportunity to spend the
nmoney as they saw fit. They saw this as getting a better deal
because they could change staffing or invest funds in hardware
rather than in staff.

Ms. Brenneman said she coul d understand budgeti ng and staff, but
she wanted to know what was neant by del egating curriculum M.
Snyder explained that this neant that teachers had the
opportunity to innovate in curriculumand change the curricul um
design. This was one of the nost outstanding achi evenents of
site-based managenent. Teachers m ght know how to teach a
subject to this set of children in a particular school, but they
were not permtted to do it this way because the curricul um was
m cromanaged fromthe central office. Al of the school success
stories cane fromfreedomto innovate; however, all schools would
still have to neet state standards in terns of what they covered.
They received freedomfor the manner of delivery.

M's. Brenneman said she coul d understand changing different
styles, and she thought that MCPS teachers did this very well.
This was what quality teaching was all about. Teachers adapted
their style and a basic curriculumto neet the needs of

i ndi vidual children in each class with or without site-based
managenent. The report seened to indicate they were not changing
teaching style but changing curriculumto neet the needs of
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students. M. Snyder explained that they had a semantics
problem He was thinking about the teacher's being able to scrap
a reading list. Although the teacher would still have to neet
the objectives for the course, the teacher could choose different
avenues to neet those objectives.

M. Abrams thanked the task force for the report which was worth
the wait. 1In regard to a change in information and budget, he
wondered if they were tal ki ng about a concept of transparency to
turn current information into sonething that was much nore user
friendly. This could work whether they had a centralized or
decentralized budget system |If he were to reformat their
current operating budget, he would bring it down by cluster as
they did the capital budget. Even if they kept other systens in
pl ace, the richness of the discussion in the comunity woul d be
enhanced several tines.

M. Abranms asked if they were really tal king about public school
choi ce when they tal ked about charter schools, contract school s,
and ot her innovative organizational structure. M. Snyder
replied that they did discuss this later in the report. M.
Abranms noted that they tal ked about narketplace and resources
foll ow ng the individual student, and inplicit in that was a free
nmovenent within the system They were going to offer a broad
range of different ways of delivering educational services and
enpowering parents and the school comunity to nake that choice
within reasonable limts. The Board was doing that in part in
controlled choice in the eastern area, and they were doing it in
part with the math/science magnet at Blair, the |IB program at

Ri chard Montgonery, and the communi cati ons enphasis at sone
schools. Sone schools used an interdisciplinary approach for
delivery services, and what the task force was suggesting that it
be thrown wi de open. M. Snyder agreed that it should be a grass
roots nmovenent. M. Abrans pointed out that when they coupled
this with the elenent of choice within the context of the public
school s, they got the best of all possible worlds because they
now had a market pl ace factor.

M. Snyder comrented that where they found a | ot of support for
site-based managenent, there were substantial argunents being
made agai nst free choice within a school district. Therefore,
the task force made two recommendati ons. The first one was that
the Board had to do site-based, but |later on they suggested

consi dering open enroll nent countyw de. M. Abrans asked whet her
they had examned this in light of the Quality Integrated
Education Policy. M. Snyder replied that they had not discussed
the potential outcone of free open enrollnent. It had conme up as
a topic after the superintendent proposed it for the northeast
area. He noted that choice had been touted as being beneficial;
however, in recent reports doubts had been rai sed.

M. Abrams stated that Ms. Brenneman had raised the issue of

equity, and in their marketplace solution they suggested that as
students were noved to a particular school they would take with
t hem t he packaged dollars. He asked whether they had di scussed
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an alternative nodel to take a | ook at a school -based all ocation
of resources and neasure the outputs based on the inputs in that
school. As long as the output |evel was being achieved, there
was the possibility of redirecting resources to where they were
needed. M. Snyder explained that they had not done that for two
reasons. First of all, the neasures of outcone were so abysma

it was not fair to base very nuch on that. They al so recomended
that there be better neasures of outcomes. This could be done
fromthe top down, but their fundanmental recommendation was that
this had to be done bottom up

It seened to M. Abrans that they were using the Sunnyval e
muni ci pal nodel in terns of any benefit accrued going back to the
departnment where it had accrued. There was anot her approach in
terms of maxim zing the effectiveness of the dollars when they
had a shrinking pie. These dollars could be tied to output and
to non-traditional sources of revenue comng into a school. M.
Snyder cited the different resources comng in fromrenting
different kinds of facilities. A nunber of commerci al
enterprises also set up a formula that would penalize conpeting
di visions within a conpany for poor performnmance.

M. John Taylor recalled that they had tal ked about nmaking public
di scussi on about neasures for outcones so that schools could be
conpared with schools. On the equity issue, they tal ked about

t he educational load formula. Parents would like to see these

di scussi ons opened up so that if funds followed the student from
school to school, they had to evaluate the educational |oad and

t he school woul d be eval uated on outcone. There would be funds
dedi cated to that school to ensure sone kind of equity.

M. BEwing coomented that this was a very interesting report which
rai sed for hima nunber of very fundanental issues that the
report itself addressed indirectly. There was a great dichotony
in Amrerican political thought between those who saw the virtues
of local, independent activity that was in the Jeffersonian view
the genesis of denocratic institutions that work effectively to
make Anerica a great nation. At the sane tinme, there was a
Ham [ tonian tradition that spoke to the necessity of maintaining
security both at hone and abroad through central |eadership and
direction. He thought that the sane issues were raised here.
Anerica's solution to that had been to incorporate both
traditions and to manage with both. He had the view that the
group's recommendations were far nore Jeffersonian than
Ham [ tonian. This should give himpleasure because he was a
Jeffersonian in disposition. On the other hand, it gave him
pause because 18 years as a Board nenber had | ed himto concl ude
that many of the changes which had been for the good in the
school system had been the function of central staff and Board
action and | eadership. On occasion, the Board had forced people
to change, and they had changed or left. They had often engaged
in central design and | eadership. There would not be any nagnet
schools today, if the Board had not insisted on it. There would
not be racial bal ance as an objective of the school system if
the Board had all owed | ocal choice in the Bethesda-Chevy Chase



14 April 20, 1994
ar ea.

M. Ewing stated that it was a function of |eadership to choose
what it believed to be the right direction. |If the school system
staff did not want to do that, the Board had to require it. This
had to be said, and he thought in addition one of the things that
was clear to himafter all these years was that there were nmany
opportunities to nmake inportant changes and one could w sh there
woul d be nore wllingness, tinme, and support for change at the

| ocal level. Sonetinmes when the Board had fostered change, they
had not found the ground ready for the seed of change, and it had
been extinguished at the local level. He believed that site-
based managenent had a great deal to recommend it, and the group
was quite right about training being available. It was al so
critical that there be tine not only for training but for |ocal
deci si on-maeki ng activities. This involved sone expense.

M. Ewing said he hoped their final report would indicate that
the constraints were in sone cases self inposed and, therefore,
could be renoved if the Board chose. However, sone of those

sel f-inposed constraints were deliberately chosen with a viewto
i nprovi ng the school system The Board had adopted a

mat h/ sci ence program which stated that students woul d be taught
about the nature and purpose of math and science, and every
student will take algebra. This would be a constraint on what

| ocal schools could do. One could read the report and concl ude
that this constraint was one the task force would |ike themto
renmove. It sounded as if they were saying that | ocal schools
coul d choose whether or not to teach math. He did not think they
meant that.

M. Snyder explained that all schools would have to neet state
requi renents. M. Ew ng pointed out that these were | ocal

requi renments which exceeded state requirenments. The Board had
chosen to exceed state standards in the exercise of their

| eadership responsibilities for the purpose of inproving the
systemas a whole. It seenmed to himthat they had to think about
what it was they neant when they del egated. He thought the
gquestion of delegation was a question of how nuch they wanted to
ask local schools to exercise their |eadership in deciding "how'
not deciding "whether" to neet standards. Standards would
continue to rise, and MCPS had increased its standards and its
expectations and would continue to do so. It was inportant for
themto be sure that their students knew what they needed to know
and to be able to exercise a nunber of skills. He saw a rea
conflict if they told | ocal schools they could staff, budget, and
set curriculumany way they |liked. However, this mght not be
what the task force was saying. It would be up to the Board to
try to figure out how to adjust for the constraints on the one
hand and the need to encourage | ocal innovation and at the sane
time ensure that the standards were there and enforced. He hoped
that the group's second vol une woul d have a fuller explanation.

Ms. Barbara Wells commented that they did not want it to be
suggested that they were saying the Board could not nandate
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requi renents for math or science. They saw setting standards,
out cones, and high |evels of achievenent as functions of the
Board. The Board should not be satisfied with what the state
said was an educated person. The task force would support the
Board's continuing in that function, but they should allow the
schools to reach that. The Board would hold the school s
accountable for the four years of math and et the schools with
their creative staff and vision reach those outcones.

M. Snyder said that schools m ght choose to use an integrated
curriculumrather than having science as a free-standi ng course.

| f schools passed the benchmark standard test set by the central
office, it should not make a difference to the Board how it was
they got to that point. Ms. WlIlIls added that one school m ght
want to do chem stry through gl obal ecol ogy, another through bio-
medi cal, and a third through chem cal engineering. Al the
students would cone to chem stry but froma different viewpoint
and free the teachers to use their skills.

M. Ewing pointed out that if they were to give schools a free
hand on staffing they would have to repeal the state negotiations
law. He believed in collective bargaining, and they were already
experiencing serious difficulties in reconciling their collective
bargai ni ng process with site-based managenent. Ms. Wlls
replied that there were sonme school districts in Maryland doi ng
staffing at the local |evel and neeting the state requirenents.
School s districts around the nation were devel opi ng with unions
exceptions to the rules. M. Snyder added that they had proposed
by Septenber that a | abor/mnagenent partnership council be
established to explore these issues and make proposal s incl udi ng
changes in the state legislation if required.

M's. Fanconi wondered how they could shift to a climte that
pronoted risk taking and all owed m stakes. Wen they got risk
taking, they also got sone risks that did not work out. How
woul d that be acceptable in the climte where parents held the
Board very accountable. M. Snyder said this was another part of
the report that had been cut. The key |eadership role of the
Board was to nake a public commtnent. They could hold a series
of forums and di scuss what they were proposing that the school
systemcommt to do. They would establish site-based managenent
and give consi derable freedom and | ocal autonony to innovate and
create. The Board could then state that they understood m st akes
woul d be made. Parents and students needed to understand the
experinmental nature of this, and students needed to know t hey
were participating in a great continuation of the American
experinment. The Board would have to build the consensus in the
community and establish a conpact with the comunity. They would
try tolimt errors, but if m stakes were nmade, they would | earn
fromthem

M's. Fanconi asked if they had nodels of districts that had gone
through this. M. Snyder indicated that these would be in their
second volunme. There would also be an article sunmarizing the

keys to successful site-based managenent. The first key was to
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make a public commtnent. The successful nodels had involved a
publ i c di al ogue.

Ms. Qutierrez asked the task force to address the issue of
diversity and how this hel ped them neet the challenge as MCPS
grew nore diverse. M. Snyder replied that in the final draft
they came up with the idea that the diversity issue was an
econom c diversity rather than cultural or ethnic. In |ooking at
the research, they were trying to take this very good schoo
system and squeeze nore and nore yield out of it and cl ose the
gap. They had a huge body of research that stated only about 25
percent of the general population |earned effectively in a
passive classroom setting. About 30 percent |earned best by

wat ching a peer or role nodel carry out a task, and about 45
percent of the people were tactile-kinesthetic |earners who

| earned best by doing it thenselves. Sone schools had done

| earning style testing and put individuals into teaching nodes
accommodating to their learning style. These schools had doubl ed
and tripled their test scores in a matter of two years. |f they
could increase the output of MCPS by getting that kind of
educational yield by using nore appropriate teaching techniques,
t hey shoul d not be arguing over putting additional resources into
this single nodel system The best way to provide success for

i ndi vi dual students was to provide success for every teacher. |If
they permitted that freedom and a thousand flowers would bl oom

M. Abranms asked about next steps. Ms. Fanconi assuned they
woul d get the second volune, and the superintendent woul d provide
his reactions. The Board did have a di scussion schedul ed on
site-based managenent. Dr. Vance said he would prefer to hold
his recommendations until they received the second volunme and M.
Duvall's report. Ms. Fanconi expressed the Board's appreciation
for the work of the commttee.

Re:  ADJOURNMENT

The president adjourned the neeting at 9:30 p.m to a closed
sessi on.
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