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FOR RELHASY UrCH TETLIVoY

As a recent AASA publicatlicen errued, "teacher tenure ain't the nroblem", The topic sssirned :
to ihis session, glihionch on interesting title, isn't resily ilhe issue, without e brosder 7
ective, Fother, T would argue, the main 1ssue is: ~iven tha situation focine scheal |
officiﬂls, can school menagrenent in the 70's monage i{ts resources efficiently in achieing f
ts throurh broad-based oeaecuntability procedurcs, such as performance or incentive

racte, in licht of roseibls consireaintz, such ws teacher tenurs, For a fow moments this

cont
afterncon, I wisnh to suzzest three propositions rnlated to education in the 70's; thru to dizeund
tenare and its reovifications froim L manzgement point of vlzsw in Ji-ht of these vroncesiticns: ‘
end lsst to d*ncucs several acconntability models qnd Droneﬂur-u, vhich exist or are being

ti

plernned for implementstion in the near fulure-~sometimes in spite of tenure lews, !

]
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Theoo Frovonition

f)

First, educationsl mensgement is the efficient direction and motivatien of peo 1 to produes
positive changes in the bsansvior of other people., Unliilke any other "udustry® in thi= cormtry,

. education is the oaly one where the ratic. of 1abor to canital has increased since 19435, which
is certainly nn aucnoly in an indusirinlized sociely-~-y=t not inoxorabla--but to be sure is a
reality of some consrauence in the iwmedists future, Hence, carte bianche replicetion attenmpis
of inUStP'Fl mocdiels have limited utility in such a people-linked socisl system,

el

ives, and nost critienily, the criteria for agsessing attainmant, sre developed throurh s
particivatory proccoss involving those perticipnants and those effected; vwhere decision-mriing
euthority over programmatic decisions (i.e., how to accemplish the joh) arc decentrelized to
the lcwest orereatinz units (usually the classroom); end where those who achiszve or surnass
their objectives sre revarded in e mennor consonant with professinnal ethies snnd mores, Bill
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Second, 'accouniability! will increasinpgly be recognized azs # process by which roals, onicet- _{
i
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Pharis wenb one siep furinher when he noted that accountaviliiy without responsibility, records,
and redrsng is mers: raeteric,

!
t

Third, ii public scheols &re to survive the crises of the 70's, thry must have the floxibility
anl to the nseds of a enenging yet difficult te-nredict rolitiesl end economic milien

to resp

in wilch they exist and upon wai~h: they must denend, If scheols are to ba productive, en
envirenm:nt conducive to !crestive destruction! and the 5i cplacernent of conceots 1hronrh tne
encouragenent of rﬂHPOn81”l° innovative HCuiV1fj not sag a means but as an end itselfl must bLa

crested, ‘'Dvasnic Inactivise® en zloquent credo espoused by Dr. Jemes Boren, President of
Ne1TaProfu cennot bz taken so lightly in view of the propaetic 'turn~-oi'=thce centry' noli‘ical
- ceconomist Joq~rh Schunpeter, wno argued that capitelism would destroy itself, not because of
Zits failure as iarzk argued, vubt retllier due to its success, As corporations srew, o-ner<hip
beceme tore dispersed, dechatinn by default wore dircretion to corporste manesgsement who under
iﬂlhe pressures of society and political accepisnce diverted sttention frem its primary funetvion-
Wwproth qululza+Lon for its owners--to other roles, OCnly through 'swarms of innovation' would
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’ o BLASCHKE, Page 2

creative competition emerpe and capitalism rejuvenate itself, If the analogy holds for
public schools, would il not be more conducive for reform of our publie srchools that such
swarms come fromwiihin' in the form of healthy rather than deadly competition from the outside?

Tenure from a Manangenent Persnective

The attributes and remifications of tenure can be viewed from two perspectives--lzgal sand f
managerial, Statutory tenur:evolved over the years es-entially to protect teachers, their i
property rights, and personsl liberties, such as freedom of speech, Yet, over the last decads |
the courts in many cases hsve ruled in favor of teachers, tenured and non-tenured, beyond 5
statutory protecticn of tenure lsws., And with the inareasing availability of 'legal Aid!
services, which as meny of you are aware are providing 'watchdop' functions over school men~pea~ |
ment, proceduras for ensuring due process over dismissal and othor versonnel sctions should |
continue io improve. In short, statutory tenure esseniially protects mostly the ralz=on dl'etne
of lepal firms and asniring young lawyers and organizations who have internal vested interesis |
in maintaininz tenure. j
{
From a rmansgenent point of view, however, the ramifications of the continuation of statuiory
tenure laus vary as one considers some of the kay elements of the pronozitions mentioned earlieﬁ
Firat, there exists an inherent rhilosophicel difference If not conflict betwern manasement
end tenure, llsnagement is preseriptive, Iiplylng dymomies of chanre and achievement of resulus,
vhile trnure is prosceriptive, perpetuating the status aue, Tenure, for exsmple, is desimed
to proteet tonchors irem beirg fired uniess proven to ve incompetant; yet, fteachers ~on't
have to dasensirete competencies to be piven tenure,

!
|
1
|
Second, the efficient ellocation of resources for school operations 1s increzsinsly beine ;
hampered oy statuteory tenure lareely because formal education is for the first time in our - i
history no lonrer & growth nmariet--the number of studenis have decreased--nnd the costs of j
resources sre inercagine, Temare has not hesn trecitionally a primery concern wnen pls-ning |
for growth; wvat, when budzetl reductions ere reouired, tenure further complicatss the problen |
confronting adninistrators who themselves are in a novel situation witnout historicsl cxserienc%
. !
Third, since motivalion is ey to effective management, tenure will increzsinely become counterd
productive, With zroatar rressures to reduce school budrets, monetary incentives (e.g., salary
increases) will be difficult to justify. Or if suech incresses occur, they will te at the ex-
pense off non-tunured youns teachers, whose competencies micht have been demonstrated or certi.
fied (c.g,? at lezst Pive stetes have initiated such procrans), an® whose surply excesds
dewend increesingly, On the other hand, if administrators convince the pubhiic that the auality
of instruction can bz increased if they sre willing to pay for it, after fixzed 'tenure costg!
are earnmarked how much discretionsry funds will be left for staff{ motivation to fulfill cromise

to the pubhlic?

Fourth, if onz acecerls the sbove definition of accountability, stature by tenure could Impair
~its impliuentstion enpecially rerarding the identification of assessment meesures snd throurh
a participatory process and neihads of redress, Trnure could provide !'shelier' srzainst 'redres

Plea W
i

and in soie coseg reduce the credibility of 'ecollective sessions or nerotiations!. Since
sceountability implies the attzinment of results, fhne mzjor function of maneazement it is ireni
cal that thz linmits of 'results' end even reuedy misht conceilvably be defined in the couris,
due largely to the defanlt of management and partially indirectly to the existance of ircnure
laws, 4nd if melifeusance end neglipence are declsred rs 48 result of cases such as "John Coea',
the demise of tenure, as we know it, could be irmediate as the property rirhts of students
confront those of teachers,
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Fifth, the past, present, and future impact of tenure on 'innovative activities! is 4iffi-
cult to determine »nd renerelize about, However, based upon our experiences in asccounta-~
bility and related innovative if not different projects, I would off-~r the followines., Uhen
such pregrams have been voluntary, an overvhelming percentage of te: .aers have been voune
with less than three years experience; wien participation in the projects was involuntary,
older, tenured teachers have responded negatively at a rate of 3 to 1 greater than youneer
teachers, However, turankeying or adoption of the successful innovations were seriously
affected by teacher reassisnment or turnover, which to varying decrees could be attributed
to tenure and/or traditions created by tenure,

Promisine Accontavility Models

While it is true that stetutory tenure can conflict with attempts to introduce greater
accountability into public schools it is equally valid to say that much can be dene by creative,
effective, and committed edministretors dn spite c¢f tenure, In th~ remasinder of this seasion,
several approaches and models, - hich our firm has developed or studied for ecoption elsevherc,
are described., Ezcein of these models are described in lisht of several commen characteristies:
(&) the decroe to which school steff narticipated in the nrocess of identifying problems
and/or determinin~ instructionsl and other objoctives, determing the evaluation desien »nd/or
criteria for nosessment, and selecting the delivery system to be used; (b) the extent to which
decision-makine regarding prosrems was delerated to the school and classroom and the level of
financial suprort provided to the staff; end (c) the nature end extent of rewards, dollar o
other, and redress provided either individually or collectively for those beine held account-
able; and (d) .tho nature and extent of' evaluation ranring from product to process. It sheuid
be noted that since the models vary in scope (svstemwide vs, special vroject) and the stame

of existence (implemented vs, being planned), #ny generalizations should be made with caution,

Michiran Charter /4 Peorformance Contract (1972 - present)

Four performance contracting firms and one teacher group rrovided instruction in reading and/o»
math to avout 5,000 students, who ;sained durinz the 1972-73 school year betwe-n one month to
1.9 months for each menth in the prosram or an averass of 1.4, This wvesr the prosram hsas

been expanded te inelude two additiennel tercner wrours end two mere {irms; one of lret vearn
rrojects hes teen turniieyed, This group of centract projects hes demonstrated the nost sieni-
itcsnt resuits to drie in the ficld, In additicn to third party eveluations, educsizen '
prosrem eudits sre being conducted,

Michican Chapter 3 Performance Pact Prorram (1671 - present)

The 23 million dollar ccmpensatory educalion prorrom involved 66 districts and over 110,000
elenentary students; districts receive 200 per child in subseaquent years only if the child
achieves 755 o his onjectives., Fesults from 1971-72 indicate students echieved over 1009
above the national averspe, During the second year, several districls were riven the omportuni
to 'make-un' their unesrned menies by entering into sn incentive penalty arranpement vith the
{DE if they epreed to uvse un elternetive delivery system, Districts had almost total flexi-
bility iu the use of funds.

Kelemsooo Accountability Model (1973 - nresent)

The Superintondent has entered into a performance contrect with the Board, riskirneg 10% of his
. salary, if he fezils to meet his objectives. Principals #nd teachers will receive bonuses

upon ‘excellence’, The principal receives a Job Performence Fating (IPI) using seven setsy

of criteria including ratirss by various proups znd the degree to which he achieves his ob-
jectives, Teachers ere reted in five catepories-—student, principel, peer, snd self retings
and student achisvement data, At the heart of this unique accountability model is & clecr
statement of policy and priorities, a dedicated management team, and e sophisticnted management
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BLASCHKE, Page 4

infoimation sysiem, used not only for personnel evaluation but most critically for feed-
back to teachers,

San fintonio Project Mansecement and Evaulation System (Planned 1973)

PMES is dsesigned to improve the management and evsluation of special projects, which consti-
tute ebout 207 of the totzl District oparating budget. The underlwlnr philosophy is uniaue:
(a) acccountebility will evolve throuch partic1pvtory planning, evaluatlon, and management;
(L) the majer cuiective of evaluetio: is to provide information to the classroom tescher for
progrem imprevesent; (c) cveluation is & shared respcnsibilitly between centrel steff, rrineci-
pal5, and teechsrs, The medel includes e practicel plsnning technique, rrocedurel cknc“-letc
and workshop sin*latlons. Field testing is occurring at the present tine,

" Dade County Tncentives Project (1971 - vpresent)

Two prcups of tenchers contracted to increase student performance in math and readine using
prerans wh*ch they desicncd; boruses equal to €110 per student would be peid if students
achicved 1CC% or ncre abowa cxnected roinss in additien teachiers vwere vrevided up to 7110

per ntnﬂcnu es ricl capital, " During the first year of opereticns, students achieved between
5035 end Z0CH ahove expectancies and teachers earned bonuses up to £2,000, During thé secord
year the project wes expandsd to additionel schools under turnkevy 2nd incentive ariencsmente,

A ni prorram was develorsd in Woecedlend, Cea ]1fornla in 19723 over Q0% of the stucents

achi:ved their orjectives and tha entire scheol receeived a collective bonis of *Q,600 thic ysa

Turrksv Profit-Sherine Coot-Sevirg Medel (Modified Implementation in 1972)

This wedesl revrasents en enalramation of those workable elements of the atove, plus some
edditional Cﬁ=5, building upen the sow-called Seenlon Flon used in several industriel settings
in the last tuo dsc es, In fact, two suthors in the December 1972 Fhi Delta Kavpon cited
the Dade Ceuaty Project as an Jllu stre tion of a !'Scenlon Plan for Education!, In xact, the
Woodlend Frojeetl end one just initisted in Grond Ravids wore attemots to implement such a
model; in the cuse of Llhe former, the yproject frltered due to a scundsl regardéine a school
officizl ena in the lattcr, a late funding.

s =2 €3 }-‘-

chlir ‘hts of the model include the follewing, First, operating units would
be defired, usually schools or rericns and within each a Committee repressenting adminlstra-.
tors, toachcr sbvdo; 5, parents, and the Board would convert trozé policy roals into epeciii
objectives in ll”ht of resource and olher constireints, Second, prosrems are jointly develcnd
and planzed., 7Fhird, ass asament criteria snd nethods of evalustion would ba determinsd, TFourt
a scole for providing bonuses or instituting sslery defermente would be nepoltizted, One set o
criterig wculd be Jtndont verfommance; anothcr, process criteria (e.r., “monstrated cowpe-
tence in Ll~ use of a specific instruciional propram); snd ths last set would focus uren cost-
saving inltiatives taken Jud1v7cua']v "ni/or jOLnt]v by staff (e.e., if by increasine cloee
size by 4 students would save $ECO per classroom per year, then a pvercentage of the gavings
would be -cruerked for the teacher in subseouent yeur), Fifth, support ssrvices from the
central staff weculd be regotizted and ecneduled, Sixth, furirng operstions, menapoment by excs
tien principles weuld preveil with continuing evaluation vrovided to staffl, And last, whan
resalts vere in, an indepcndent program suditor would certily evaluation reports on attaine-
mente end the amncunt due, :

Very bric flv, hi
na

What Does A1l This Mean for Tenure?

Fir it, the existence of the above and a limited number of other similar models indicate that
'nagcncnt can . take an initiative in introducing ascccuntability in spite of ststutory tenure,

Yet, it must bs emphesized that the epriication of most of the models represent snecial pro-

jects, usuelly funded &t least in part by outside scurces which provided for exsmple, the

Q
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BLASCHKE, Page 5

incentive payments, Moreover, with budget tightening and a reduced number of students,
the opportunities for reward may pive way for the need for redress; herein lies the rub
with tenure,

Second, siven the risins demands for sccountzbility, menagement will increasinely be forced
to beccme prescriptive in its efforts to show results for the dollars spent in a constently
changing poliitical, social, and economic milicu, Yet, such efforts will be futile unless
they evolve throuch a participatory process, To do which will require a flexibility which
tenure makes difficult if not precludes and which puts collective bargeining in a new light,

TUNKEY
PROFIT-SHARING
SAT-PMTS COST-SAVING
CO-PONENT MDE *4° MDE '3 KALAMAZOO (Planned) DADE COUNIY MODEL
PARTTCIPATORY MANAGERENT
(1) Oojectives ~ identify
problers. M H H : H H
(2) Evaluation design
criteria. M M M H ’ H
(3) Evaluation design
criteria. H-L H M M . H
DECENTRALIZATION OF
DECISTON-YARNING .
(1) School. M H ? M H
(2} Classroonm. M . M ? H-M H
(3} Financial support, H . H ? H-M H
QONTINOENCIES
(1) Reward --
(1) Collective H ($) H @ 0 M (non-$) M 11/ For student
(») Inlividual teacher L (3) L ($) M (Psych)| M (planned) M (non-$) H H 1 performance
(¢} Prinzipal L L H M (non-§) Mo # )and efficiency
(2) Redress --
(a) Collective H ($) H ($) 0 0 H M
(b) Individual teacher L (%) L ($) H (Psych){ H (planned) 0 H M
(c) Principal L L H (planned) L (non-$) M . M
EVALUATION
(1) Profuct. H (3) H($) H M-L H H
(2) Process L (§) L (3) H (opinion) H (PMES-M) L H
H = iligh M = Madium L = Low 0 = None
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