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Prologue:.

This manual is one in a series of thirteen developed by *the Northwest Regional
Educational Laboratory (NWREL) as part of the "Keys to School Boardsmanship"
project.

The workshop programs resulting from the project are intended to help
strengthen local school boards through continuing education.

The workshops in the series have been thoroughly tested by IngtEL staff and by
the staff of state school board associations in Alaska, Idaho, Montana, Oregon
and Washington. These programs have been found to be extremely useful as
tools for strengthening continuing education services to.school board members.

The "Keys to Scho6l Boardsmanship" materials are now being publish( and
distributed by the National School Boards Association (NSBA). Adition,

the NSBA is developing a national center designed to assist state associations
to make the best Use of the.material.

Thirteen manuals in the series now available from NSBA include:

o Board/Administrator Relations

o Building Eridges: School Board Political Roles
t

-T..

o Communicating with the Community

o Conflict: Alternatives to Blowing a Fuse

Effective School Board Meetings

o The Educational Management Team

o Policy Development

o Policy is Power

o Program Evaluation: School Board Roles

o What Do School Boards Do?

o School Board SelfAssessment

o School Improvement: A Tune the School Board Can Play

o Teamwork: The Board and Superintendent in Action
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POLICY IS POWER WORkSEOP

SECTION 1: INTRODUCTION.
. .

The Policy is Power workshop is designed as an introductory or refresher
inservice program for the school distritces board of directors, its chief
'adndnistrative officer and all others who work at the policy level of

management.

Goals and Objectives

The goal of the Policy is Power workshop is to stimulate a discussion and
conceptualization of the roles of the school board and superintendent in a
systematic cycle of policy management.

Otoiectives

m

1. The participants will increase their knowledge of the stepS that are
inVolved IbLjeveloping a systematic cycle of policy managenent.

2. The participants will demonstrate,an increased knowledge of the
school board'a _role after a policy is adopted.

3. The participants will increase their knowledgeof the reasons a
school district needs to have written policy.

4. The attitudes of die participants in the workshop will be more
favorably dispOsed about the value and worth of written policy.

5. The attitudes of the participants in the workshop about the value and

worth of their individual contributions will be more positive. .*

Organization of the Leader's Guide

The Leader's Guide contains the basic directioni and materials you will need

bo plan the workshop. Any additional information or experience that you can

bring to the worksh7 will serve to strengthen your presentation.

Section 2: Rlanning the Workshop

Section 2 contains information about preparations the
leader needs bo make before Presenting the workshop.

Included are hints and sdggestions about:

o Focus and scope

o ObjectiveS and time estimates

Ilecoming familiar with the material

1



o Reviewing Section 3

o Skills nleded'

. o Organizing for learning

Groupings of participants

Use of transpereficies

o Warnings

o Equipment needed

. Section 3: Presenting the Workshop

Section 3 includes a step-by-step description of the
workshop procedures, along with the time allootions and
the required resources. In addition, you will find:

.o A sequence of workshop activities

o Specific instructions and references to partioipent

materials and audio and visual aids

o A leader focus for each workshop activity

o Helpful hints about workshop activities

Section .4: Evl uating the Workshop

Sec ion 4 contains the procedure used for evaluating the

workshop.

o The background of the development and testing of this

workshop

Section'5: Resources

This section contains reading material which the leader
will need to become familiar with before presenting the
workshop. Included in this section are:

o Concept papers

Background reading and references

o Further explanation of ideas developed in the workshop

Section 6: Participant Materials

2



SECTION 2: PLANNING THE WORKSHOP

Focus and Scope

The Keyg to Boardsmanship.series offers two workshops on school board policy.

T Poli y Development workshop and film identifies policy'as a social

proc ss. The social process includes thd- needS, beliefs and stYles of
individual board members, local citizens and state and national trends as the
basis upon Which all policy must be constructed. The Policy Development
workshop and fiAiii-Identifies the human side ofpolicy development. The Policy

is Power workshop identifies the "task" or the l'inechanica1" steps that-might
be considered as a school board toves to identify,. Write and monitor- its

\\

It is possible to redesign this workshop to emphasize specific objectives or\

to meet given time requirements. The basic elemeRts of the Policy is Power

workshop are contained in the first seven activities. Activities 8, 9.and 10

_can be eliminated if necessary without altering the basics of the workshop;

however, these activities represent the higher level thought procegs of policy

.development--the often overlooked applicatiOns of knowledige. The workshop

will be less successful if in y.he redesigning the leader eliminates or limits 4
the time allocated for grOup discussions, interactions and sithulations. This

prbqram should not bT turned ineb a lecture bedause of time limitations.



Activities and Time Estimates

The followinTbutline presents the activities and the approximate time needed

for each. .

Total Time: POLICY IS POWER WORKSHOP

4 hrs., 11 min.

Time Activity

20 minutes Activity l': Election

15 minutes Activit'y 2: Goldhammer

5 minutes Activity 3: Four Functions

10 minutes Activity 4: Introduction to'Policy is Power
e.3

5 minutes What is' a Policy?

5 minutes Why Policy?

20 minutes Activity 5: Policy Example Worksheet

5 minutes

5 minutes

5 minutes

5 minutes

.5 minutes

5 minutes

5 minutes

8 minutes

20 minutes

5 minutes

5 minutes

12 minutes

28 minutes

38 minutes

20 minutes

Activity 6: . Nbat is Policy Process?

Step 1: Need

Step 2: Policy Analysis

Step 3: 'Policy Options

Step 4: Policy Draft

Step 5: Action

Step 6: Implement and Monito

Rules and Regulations

Activity 7: Proccclures, Rules and Regulations

Step 7: Evaluate

Remember

Activity 8 Key Policy Questions

Activity 9: Guest Speakee-$olicy

Activity 10: Is Age 8 Too Young for Guilt?

Activity 11: Summary and Closing

4



Becoming Familiar With the Materials

This workshop has been designed around a very specific notion about the school

board's role in policy development. The papers presented in Section 5 of this

notebook were developed to provide you with the background, research and

theory upon which this workshop is built. They do'not represent the last word

on the subject, and any additional research and reading that you can bring to

the subject will strengthen the presentation. /

Reviewing Section 3, Presenting the Workshop -

Section 3 of the Leader's Guide is a step-by-step Outline for presenting the

workshop. There are a number of "cues" 'that have been used to assist you in

the presentation. They are:

Activity

Each unit of instructionqs identified bran activity number and

title, both of which are underlined, e.g., Activity 2: Defining the

Learning Program. Each activity stands as a unique unit oi learning'

with its own.Objectivks, participant acivities and basis 94f.

knowledge. The variods activities are related in that th65, are all a

part of a larger common concept, in this case, policy development.,

(See Figu`te la.)

o Leader Focus

Immediately underneath the activity niimber and name there is a

heading, Leader Focus, that "is also underlined. The Leader*Focus

provides you with a "mind set," a "Eeeling," an "attituae" or ark

"anticipatory sat" that you should attempt to establish in this unit

of instruction. The Leader Focus might be defined as the "affective"

objective for the unit. (See Pigurie lb.)
,

o Time

The botal time required.for each activity will be located at the bop

left hand column' of the first page of the activity. Additional

divisions of time within the activity will also be noted in the left

hand column. (See Figure lc.)
,

o Materials. v

The right hand column of each page'will list the materials,

transparencies, workbook referendes or other activities for

instruction that need bo be brought to the attention of the leader.

The references will be noted in the right hand calm next to the

appropriate point of instruction. (See Figure ld.)

5
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,The middle section will use. three,cties. They are:
4

o Leader Instructions

0'-

Subpoints

o Leader Lecture
') , ;

'Subboints

o Capitalized Words

Subpoints

Leader Instructions

The,cue, Leader Instructions, alerts you to something you must do,

say or cause to happen. Each of the following bullets "p" (see

Figure le) are additional sequential cues..

o. Leadei Lecture

The cue, Lehder Lecture, alerts you that at this point in the
workshop you are expected tolorovile A- knoviledge base or lecture
about a given subject.. The,Main points in the lecture will be,
outlined in the 'following paragraphs until you reach a new cue. You

will als find in Section 5,- Reiources, additional papers Chat will
proVide additional background for-the lecture.. It is best to make

the main pofnts in your own language or words. Do not rea&the

lecturette. (See Fig lf.)

o Capitalized Word6

The Cue of CAPXTALfZE,DsWORbS Within the general framework of the teA

alerts io9,6o the A'dvisability of reading the exact /ords to the

participants. The exact words in this case will help/ direct all,the

participants throu0 the planned aearning activity. (See Figure lg.)

o The cue "--" is used to alert you to subpoints that mAype used to

add bo or clarify a thought or statement (See Figure lh,)

.

.o Helpful Hints is a cue that 'will appear at the end of some

.activitiesl. Its, inten is to cue you, in6) something that will help

make the workshop more,successful (See Figure li.)

o A tolid llne acros S. the entire page will be used to indicate the end

of the activ y (See below and Figure lj.)

%

Figure,1 on the following page is A visualization of what might occur in,

ore unit of instruction.

:.4
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FIGURE 1 -.

TIME

(c)

Total Activity 2: Defining the Learning Program. (a)

Time:

30 min.

. ;

5 min.

4

Leader Focus:4 (b)

Lea6er4/nstructions:

(subpoints)

(subpoints)

(g)

20 min. o Leader Lecture:

(j

(4)

MATERtkLS

(d)
0

(e) Trahs. PP 1

(e)

(e)

(h) d)

f.h) 'Workbook
Page 2

(f)

o (f)

o Ask them. IF THE'SCHOOL BOARD IS EN CHARGE, WHY

DON'T YOU DO IT?
(g)

(subpoints) (h)

Helpful Hint: Move this seotion very fast...

4,4

7



' Skills Needed-tor the WorkshOps

Before you makea decision to use these materials, you might take a few

minutes and think through four interrelmted decisions you should consciously

make. All workshop leaders teachers make the Same :decisions.: The only

difference is that a few understand they are making the decision, and the

others do it by the "seat of their pants," or as Madeline Hunter says, "like

egg cn a wall you may or may not hit the spot."' The decisions are: first,

what are the needs of the participants; second, hov much time do you have to,

/1"-- work with the partiCipants (one time, only foi one hour, several times for one

our, one time for four hours, etc); third, what extent of knowledge do the

aterials represent; and fourth, what are your skills in workshop leadership

nd competencies in the subject matter?

Participant Needs

In any workshop the participants will come to the program with a variety of

needs, beliefs and styles. Most adults learn best about that which they cdn

immediately*use. However, within that statement there is a range of

participants; there is a group that just wants to learn about tfie idea, still

another group that wants to develop skills and a third group that wants to

immediately apply the information. Of course, it takes less time to expose a

petson to an idea, more time to teach participants a skill, and even more time

for them to learn how to apply and use the skill.

At the same time, many participants come to a conference solely for the

opportunity to soci Adze/ discuss,current issues and to strengthen And enlarge

their interactions abd acquaintance with other school board members. The

materials in this workshop were designed tO meet. these "inclusion" and

"belongingness" needs through controlled small group discussions and

interactions. The word "controlled" is used becauief:these same adults have A

need to appear to be in control, and at the same time, they-Want the workshop

to be in control, and be of value and present a worthwhile learning experience.

Small group interactions are An important foundation of the design because

they also encourage "feedback." Adults need the opportunity to apply and try

out dew kflowledge. Adutts need to know where they stand. They need an

opportunity to test new ideas and to make mistakes. The small groups allow

the freedom and create the control needed to reinforce described learning

.

outcomes and to help mistakes become valuable learning Opportunities.

The use of small groups provides a bAlance between the. "expert" workshop

leader and the "experience-based" school board member. The small groups

create an opportunity for the school board member to test,his/her experiences

with the ideas of the presenter.

Any attempt to reduce the small group interactions in this workshop in order

to "give more information" will surely "qut" the basis of the design and

ignore the needs of the participants.

8



Time

The critical element in learning is time. The biggest mistake you can make is 4"

to attempt to build skills or force technical application of knowledge without

enough time. Time relates to learning. You must relate the time available to

the needs of the participants. The critical decision is whether you have

enough time to meet the participants' needs and the objectives. A workshop

designed to develop skill will take more time than one designed to expose the

participants to an idea.

Level of Materials

The research and development of the concepts and materials in this workshop

centered on three levels. The first level was identified as the "introduction

level," defined as representing enough,of the generalized concepts in the

subject area to present a current overview of the subject datter. The second

level was identified as skill building, which was described as representing

the basic skills in the subject matter. Finally, the third level was

identified as the technical assistance level, representing an expansion of the

basic skills to include applicatioli, anziysis, synthesis and evaluation skills.

The materials in this workshop were developed to be used at an exposure or

skill Wilding level. The skills that are represented in the materials are

specific and by no means represent a complete view of the knowledge on the

subject. If the workshop leader or association representative is expected to

work at a technical assistance level with an individual school district,

he/she would surely be expected bp bring additional knowledge and skills to

the experience.

Leader Knowledge and Skill

A leader with a minimum amount of skill and knowledge should be able to

present the workshop at both an introduction and skill building level by

following the suggested steps'in the Leader's Guide. In this case, the

workshop leader should stay very close to the sUggested outline. After

presenting the workshop several times, the leader may then be ready to create

his/her own choices within the materials. If, on ,the other hand, the workshop

leader is an experienced workshop leader with an extensive knowledge in the

subject area, the materials in the Leader's Guide may well serve only as a

reference or guide. In this case, the leader may choose to alter the material

to meet his/her own style or workshop objectives.

The concept papers and other material in the reference sexcion of this

Leader's Guide provide a ready reference for the growing leader who wishes to

expand beyond the structured material. Just about any material including the

most complex mathematical problems can be.delivered with a structured,

mechanical knowledge level approach. The growing, creative workshop leader

will move to a higher level of understandingapplication, analysis, analysis

of relationships and analysis of organizational principles. At this point,

the leader will be in a better position to help individual school boards on a

.teohnicai assistance level.

I
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The question for the leader is, are you going to throw egg at the wall or are

you going to practice what you preach--quality workshop leadership and quality

representation for local control?

In any case, all workshop leaders are advised to review all the material, the

transparencies and the workshop exercises before making the first presentation

in public.

Worksho Difficulty

The Policy is Power workshop is an easy woikshop to present. It is rather

oversimplified and mechanical in its approach and presentation of policy. It

completely ignores the social process involved in policy making. Policy as a

social process is presentei in the Policy Development workshop. An
inexperienced workshop leader would be wise to become familiar with both
workshops before presenting either one.

A leader with medium skills and knowledge should not find this workshop bbo
difficult. It is easy to present at an introduction level-and a skill

building level.

One of the real problems in school bOardsmanship is the general misunder-

standing of.policy and policy as a social process. Too often people who work

with school boards present policy at a mechanical level. They often go to

great lengths to make sure all the "bases" are covered in the district's

policy book. Often the approach does not involve the local administrators,

teachers, school board or parents. As a result, the policy does not really

belong to arvone except the consultant. Meaningful, well written, long

lasting policy is a social process involving all the elements of the

community. It is only at the social process level that the'school board will

start to see policy as a tool for the management and control of the school

district.

Organizing for Learning

The Policy is Power workshop is designed,to bring together the personal

experiences of the participants with the new experiences and information

presented in the workshop. Consequently, the most effective way to use the

materials and to organize the workshop is to create an environment that

facilitates interaction of the participants with the new information.
Conversely, the least effective way to use the materials is to lecture to the

participants.

The most appropriate arrangement for the room is one with tables to
accommodate seven to ten people organized in such a manner that all the

participants can see a central projection area.

If small group arrangements are not possible, attempt to provide for
arrangements where the people can move around for worksessions.

10



As wurkshop leader, you are encouraged to adjust,.add or remove parts of this

workshop to meet your own style and the participants' needs. It won't be

yours.until you change it.'

Depending upon your goals, the groups can be either organized around "home

groups" or "stranger groups."'

Home groups give the participants an opportunity tp use live, meaningful

examples from their,own district. However, it limits the inclusion of new

ideas, limits workshop communication, and allows the typical dominating
superintendent or board member to continue to dominate.

4

Stranger groups p&Jvide an opportunity to increase communication between
school boards, which tends to facilitate sharing new ideas. This, of course,

may be good or bad. The stranger groups do allow board members to "rehearse"
new roles without being as self-conscious or threatened.

Use of Transparencies

Transparencies in this workshop serve a rather unique function, the same
function for the workshop leader as "cue" cards do for TV broadcasters. The

transparencies have been designed to free you from the "written page" of the
Leader's Guide. They carry in an abbreviated form the main points of a
lecturette or other information that is to be prdvided by you. Consequently,

with just a little homework, you should be in a position bo display the .

transparency and expand the abbreviated points through a lecturette or

directions. The key is to free yourself from the podium or central stage and

walk around while delivering the message.

Warning: Do not attempt to deliver this program without first reviewing and

coordinating the transparencies with the various activities in Section 3 of

the workshop.

Do not use the program in a structured lecture hall where participant

interaction is restricted. The exercises and program are designed for

interaction, not a lecture.

Eq4pment and Materials Needed

o Newsprint paper and markers
o Masking tape
o Workbooks
o Overhead projector
o Spare projector bulb
o Blackboard
o Transparency markers

11 1 6



SECTION PRESENTING THE WORKSHOP

TIME MATERIALS

Total Activity 1: Election

Time:
20 min.

Leader Focus: The purpose of this activity is to
start bo build upon the coMmon experiences of the
participants, bo promote interaction, to build
inclusion and, to let them know elected,officials are
an important part of the democratic process.

o Put on transparency PP 1 as people walk in.
Leave itsup until you have introduced yourself
and the workshop.

Trans. PP 1

3 min. o Leader Instructions: Use transparency PP 2 and Trans. PP 2

ask the group two questions:

-- Why did the people elect,.me?

-- Why did I stand for election?

5 min. o \ Ask each person individually bo spend five
' minutes developing at least two answers to each
8

question.

5 mdn. o Next, have board members share their answers
with a neighbor or their siall group.

5 mdn. o If the time is available, haire several people
report to the large group.

2 min. o Summarize the above reports.



TIME MATERIALS

Total Activity 2: Goldhammer
Time:

Leader Focus: The purpose of this activity is bo
confirm the very important role school board members
are expected bo play as well as recognize the very
legitimate fact that they stand for election for
some equally important reasons. School board
members are a critical link in the democratic
process. They are important. They are important.
They are important. Get the idea? Help them
understand how important they are!

5 min. o Leader Instructions: Read the paper, "Public's Trans. PP 3

Expectations of the School Board," and fill in
the points provided on the transparency 7 3.

5 min. o Share the Goldhammer research with the group. Trans. PP 3a
Trans. PP 3b

5 min. o Sell them on the idea they are important.

13
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TINE MATERIALS

Total Activity 3: Four Functions
Time:
5 min.

Leader Focus: The purpose of this activity is to
outline the four functions of the school board,
emphasizing their policy function.

o Present the concept of Brodinsky's four

functions. Use transparency PP 4. Tell the

participants, TEE GOAL OF THIS WORRSHOP IS TO
STIMULATE A DISCUSSION AND CONCEPTUALIZATION OF
THE NEED FOR-A SYSTEMATIC PROCEDUEE FOR A CYCLE

OF POLICY MANAGEMENT.

Trans. PP 4

14



TIME

Total Activit : Introduction to Policy is Power
Time:
10 min.

Leader Focus: TheADurpose here is to lay the
background for the.foundation on which all policy is
constructed. The next four pages and transparencies
establigh'the background for policy.

MATERIALS.

o Leader Inst uftions: Show participants Trans. PP 5
- transparen PP 5 and ask them to turn to Participant

page 1 in e participant booklet. Booklet
Page 1

o Lea r Lect re: Present a lecture on the

ONLY
POLI
the

SCHOOL BOARD CAN ESTABLISH
Y. (Repeat Ehis several times. Have

audience repeat it in unison.)

und P. Learned commented, "The purpose
of formal organizations is to provide a

framework for cooperation and fix
responsibilities, delineate authority, and

'provide for P:countability...."

A school board fixes responsibilities,
authority and accountability through its
policies. Aischcol board maintains local
control throUgh its policies. ,

Policy making is one of the most complex
problems in human affairs.

Policy making is a social process.

--- It is a process of coalition building
among diverse groups whose beliefs,
needs and lifestyles are not
identical; for example, evolutionists
vs. creationists; atheists vs.
deists; need for vocational education
vs. college preparatory; compensatory
education s. talented and gifted
education.

15
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The policy maker must take intcraccount
, the:

-- Local needs
-- Local beliefs

Federal'laws
--- State laws
- - Rules and regulations

A policy that is appropriate in one
community may not be.appropriate in
another community; for example, use of
buildings, teaching of evolution, teaching
techniques (small groups) and grouping.

The policy maker must'weigh off action on
one issue designed to implement the values
of the people without unduly compromising
the values on another issue; for example,
busing vs. the loss of neighborhood
schools, advisory groups l'7s. loss of board
authority, bilingual education vs. one
country/one language.

The "wise man" dealing with today's issues ,

will take care not to create needless
problems for the future; foi example,
negotiating away school board authority.

16
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TIME MATERIALS

5 min. o WHAT IS A POLICY?

. r
o. Leader Ihstructions: Show participants Trans. PP 6

transparency PP 6.

o Leader'Lecture: Ask participan ts to turn to. Participent

page 2 of the booklet and discuss thle Booklet

following points: Page 2

#

:Written policy is -tte school board's way
of giving.instructions about what it wants

to happen.

Without written policy it is easy for
someone to say, "Well, I thought you
wanted be do 'this' or 'that.'"

Wtitten policy gives direction
(instructions) tq administrators and staff.

Think' of policy as an idea with "POWER."

.A policy directs' the esources

towards the achievement of the school

board's goals..

A well written policy will have two

elements:

1. It will tell what the board wants to

happen.

2. It will explain why it should happen.

o POLICY serves to signal-how the organization

will be administered,and operated. Policy is

the.basis for organizational procedure, methods

and practices associated with implementing and

executing strategy.

17



TIME MATERIALS

5 min. o WHY DDES A BOARD NEED WRITTEN POLICY?

o Leader Lecture: Using transparency PP 7, make0
the following points:

-- Under the laws of most states, a board of
education is in part a legislative body.
The board of education adopts policies for
the efficient administration and operation
of the school system.

.The principal function of any school board
is to enhanCe and maintain local control
through a set of policies which reflect
the thoughts, desires and attitudes of the
board and the community:

--- All policies should be in writing and

codified by subject matter.

--- All policies should be published and
.distributed.

Policies are riot only necessary for
managing the organization, they also make
the job easier. Routine problems and
operations can be managed by policy.

--- Policy introduces cortinuity of
action and decisions and minimizes
conflicting behavior and action. It

helps establish_order, regularity,
stability and dependability.

--- Policy serves as a communications
link to the organization's sevecal.
constituents.

Trans.TP 7
Participant
Booklet '

Page 3

18

A

06.
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Total. Activity 5: 'Policy Example Worksheet
Time:

20 min.

Leader Focus: The-purpose oflthis worlisheet is to
provide the participants with "good" examples of
policy statements. Note that learning theory

dictates that we first "mbdel" (give the learners
correct examples) what is to bd learned before we
ask the learner to differentiate.. The answers are:
"Yer 'for columns 2, 3, and 4; "No" for column 1.
The general rule is policy does' not tell the
"professional" hoa to do-it,

Have the participants complete the worksheet'in a
group. It's good for interaction.

. 5 min. o Leader Instructions: Have the participants turn Participant
lo page 16 of the workbook and follow the Booklet

directions for Worksheet 1. Page 16

o Go over the instructions with Chem.

o Have the participanti work in groups of two or
three.

10 inii o Tell them they have 10 minutes to complete the
worksheet.

5 min. 0. After they have completed tile exercise, go over
the answers with them.

a



= MATERIALS

' 5
Total , Activity 6: What is the Po/icy Process?

Sign.
Leader Focus:.. The next transparencies represent a
step-by-step process that might be used in actively

developing..a.specific policy. The point to
emphasize is that long lasting, meaningful,
thoughtful policy needs to be planned and developed
within the environment of the local,,state and

national enviromment.

o Leader Lecture: STEP IDENTIFY AND

DISCUSS A POLICY NEgD.
Trans. PP 8

o Leader Instructions: Show transparency PP 8 Participant

and,have participants turn to page 4 of.the Booklet

workbook. Emphasize the following points.:
-

Anyonea boaid member, a student, an
administrator, a teacher, a .1.srent, or a

community member--can identify a polLty

need. However, only the board can make
pplicy and it must do so as a corporate
body in an official public meeting.

Individual board members cannot make
policy.

A policy may be needed if the board:

- -- Is making routine or repeated
decisions

- -- Wants bo ensure that certain events
will takejlace

The effective 'board will use formal and
informal methods to identify policy'needs,

for example:

--- Reports from citizen committees

-- Reports from faculty committees

-- Editorials' in the media

20



TIME MATERIALS

4

Reports from public opinion pplls

Open public forums

The wise board does not sit back and wait
to be surprised. Policy making is an act
of exeiting public leadership.

'The effective board will look ehead.and
plan ahead by anticipating policy needs.

s



TIME MATERIALS

5 min. o Leader Lecture: STEP 2: POLICY ANALYSIS Trans. PP 9

Leader Instructions: Show transparency PP 9 Participant

and have participants turn to page 5 of the Booklet

workbook. Emphasize the following points: Page 5

Once a policy need has been identified,
usually the superintendent is directed to
develop a policy analysis. The
superintendent should use the key ideas
the board deve,Loped to include in the
first draft.

-- The policy analysis should include all of
the options available to the board; for
example:

Wbat are the advantages and
disadvantages of leaving things the
way they are now?

--- How much will different policy plans
cost in terms ofimoney, staff time
and other district resources?

- - Depending upon the operational strategy of
the district, the board may direct the
superintendent to involve representatives
from all those groups who will be affected
by a policy.

4.1.

The board should be very cautious about
acceptirig just one policy option or
pr4osal.

- - Many school boards require the
superintendent to 'present several policy
options accompanied by arguments in favor
of and against each policy option.

22
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5 min., o Leader Lecture:, STEP 3: THE SCHOOL BOARD
-= WILL NEED TO DISCUSS THE POLICY OPTIONS.

. Trans. PP 10

o Leader Instructions: Show transparency PP 10 Participant

and have participants turn to page 6 of the Booklet

workbook. Emphasize the following points: Page 6

The wise school board will take enough
time to:

- -- Be sure, the superintendent is
involved and provides the appropriate

background.

Check and see what other school
boards.in the area are doing.

Ligh the alternatives and select the

most appropriate alternative.

The board will probably need time to study
the issues. This may mean:

--- A special meeting for policy
concerns, or

--- A workshop sessicm for policy

development

Policy is too important to be left to the

late hours or to be crowded into the busy
agenda of board meetings.

As the basic elements of the propcsed
policy are being identified, the board
will be well advised to insure the
involvement and consultaticm of those
persons who may be affected by the policy.
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TIME MATERIALS

5 min. o Leader Lecture.:, STEP 4: A POLICY DRAFT
,

Trans. PP 11
,

o Leader Instructions: Show transparency PP 11 Participant

and have paiticipants turn'to page 7 of the Booklet

workbook. Emphasize the following points: Page 7

After the key elements have been
identified, someone needs to bring them
together in a "tentative draft."

Usually the superintendent and his/her
staff are assigned the responsibility for
developing the tentative policy draft for
first reading.

The board also has the option of drafting
its own policy statement.

In*most cases, the "draft" policy should
be widely qirculated between first reading
and final adoption for anaysis and
reaction. This is the time the board
attempts to avoid suprise reactions from
special interest groups.

The board will need to clarify the
feasibility of the policy by asking the
superintendent what rules and regulations
might be necessary to make the proposed
policy work.
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5 min. 0 Leader Lecture: STEP.5: THE BOARD TAKES
AMON

Trans. PP 12

Leader Instructions: Show transparency PP 12 Participant
and have participants turn to page 8 of the Booklet'

workbook. Emphasize the following poidts: Page 8

-- After the policy options and costs have
been presented, and after the appropriate
people have been involved, the board will
be ready for the first formal public
reading of the proposed policy.

-- The board has three options at this point:

1. Send the proposed policy back for
rewrite.

2. Reject the proposed policy.

3. Adopt the Policy after the
appropriate number of public hearings.

People are informed. TransPP...13_
Participant
Booklet
Page 9



TIME MATERIAIS

5 min. 0 Leader Lecture: STEPP 6: IMPLEMENT AND MONITOR
PCLICY

o Leader Instructions: Show transparency PP 14
and have participants turn to page 10 of the
workbook. Emphasize the following points:

-- It is not, enough to just adopt a policy.
The board must see to it that it is
implemented and monitored.

The school board will need to have a

written plan (policy) defining how all
those who will be affected by the new
policy will be informed about the new
policy. This step should not be left to
chance.

Of course, it is not enough just to
propose and adopt or change a policy or
its supporting rules and regulations.

-

The school board and superintendent must
te_able_to assure _themselves_ that
everything possible has been done to
inform the publie about the new policy and
regulations.

e highest level of forethought would
suggest that the school board would have a
policy on informing the public about all
of its actions.

Informing the
new policy is
communication

A policy might
effective date
all parties to

+.

staff and the public about a
a critical link in the
process.

be approved with a future
in order to allow time for
be informed.

As the policy is being oonsidered the
superintendent and his/her staff may be
drafting the supporting rules and
regulations.

The superintendent and the staff become
responsible for the implementation of the
policy through the rules and regulations.

26
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3 min. o Leader Lecture: AS PART OF STEP 6, RULES AND
REGULATIONS ARE LAID CN THE PUBLIC RECORD.

5 min.

o WHAT ARE THE REGULATIONS aR PROCEDURES?

o Leader Instructions: Show transparency PP 15.
Emphasize the following points:

The professional staff through the
superintendent should be assigned
responsibility for developing the rules
and regulations fez a policy.

In the case of controversial policy issues
the superintendent with the consent
(advice) of the board may choose to have
public hearings on the proposed rules and

regulations.

o Leader Instructions: Show transparency PP 16
and ask participants to turn to page 11 in the

booklet. Emphasize the following points:

Regulations or procedures are in the
dcmain of the superintendent.

Regulations or procedures can be changed
by the superintendent or appropriate staff
after review and comment by the boaid.

-- Regulations are the action steps that make

the policy happen.

o Leader Instructions: Show transparency PP 17.

Emphasize the following points:

-- 'In the case of politically or socially
sensitive issues, the board may want to
include the regulations in the policy
statement, in'whioh case the regulations
become, in effect, policy.

A word of caution, however. The more

restrictive the board makes a policy, the
less flexibility there is for the

superintendent.

27
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TIME MATERIALS

-- Many bOards of.directors prefer to have

the superintendent present the proposed
regulations for their "confirmation" as a
means of:

---. "Laying them on the public record"

--- Securing the board's advice and
consent

--- Informing the staff and community

--- Insuring pe regulations meet the
intent of the policy

28



TIME MATERIALS

Total Activity 7: Procedures, Rules and Regulations

Time:
20 min.

Leader Focus: The purpose of this exercise is to
present the participants with a "model" of
procedureS and regulations. Remember principles of

instruction suggest we model appropriate behavior
before we ask the learner to distinguish.

5 min. o Leader Lecture: WHAM HAPPENS NOW? WHAT A

RULES AND REGULATIONS?

o Leader Instructions: Show transparency PP 1 Trans. PP 16
f Participant

-- Read and review the five items on Booklet

transparency PP 16. Page 12

Ask for questions on regulations.

o Now have the participants turn to pages 21-27 Participant

in the workbcok. Booklet
Pages 21-27

Have the participants follow the instructions
and complete the activity, working in groups
around the tables.

15 min. o Tell the participants they have 15 minutes to
complete the exercise and.that they should be
prepared to report to the large group.

29



// TIME NMTERIALS

5 min. o Leader Lecture: STEP '7: REVIEW AND EVALUATE

Leader Instructions: Show transparency PP 18. Trans. PP 18

Emphasize the following points: Participant
Booklet

-- Every school board should have a policy Page 13

that oalls for the systematic review and
evaluation of its policies.

- Are the policies effectively bringing
about the achievement of the school's

.purpose, goals and strategies?

-- Are the policies being adhered to?

-- %tat evidence is there as to the
effectiveness of the policies?

-- Is the board, through its policies,
leading, influencing and inspiring?

- - Or is the board "perspiring" because of
, its lack of commitment ho the future?

o Leader Lecture: STEP 8: REVISE OR REMOVE As
NEEDED.

- - The board has the responsibility to insure
that its policies are systematically
revised Or remaved.

e boa ould remember it can have as

uch of a p oblem with outdated policies

as it can wi no policies.

"41
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5 min.\ 0 Leader Lecture: REMEMBER

Leader Insbructions: Show transparencies PP 19 Trans. PP 19

and PP 20 and review them with the partici Trans. PP 20

pants. Have them burn bp page 14 of their Participant

booklet. Booklet
Page 14

Comment as necessary.

o Allow time for questions.

31 3
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Total Activity 8: Key Policy Questions
Time:

12 min.
2 an. Leader Focus: The purpose of this exercise is to

expand the'participants' view of the status of

policy'in their district.

o Leadet Instructions:, Have the participants Participant

turn bo page 28 of the workbook and follow Booklet

the directions for worksheet 3. Page 28

5 qiin. o Give them 5 minutes.

o After they have completed the exercise, ask:

How many'answered 14 or fewer "yes."

o Tell them I'LL SEE YOU IN COURT.

. 5 min. o Allow time for discussion and questions.
,
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Total
Time:

28 min.

4.

Activity_9: Guest Speaker Policy

4

Leader Focus: The,purpose of this exercise is to
move the partiàipants to the level of aptaicatica of
knowledge. ,This is a true case study.

3 min. o Leader Instructions: Have the participants Participant
read the case study and answer the last two Booklet
questions on the worksheet on page 29 Of the Page 29 :

workbook.

MATERIALS

o Have them work and answer the questions in
their group.

15 min. 6 Give them 15 minutes.

10 min. o Debrief the exercise and allow for group

reports.
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TIME MATERIALS

Total Activity 10: Is Age 8 Tco Young for Guilt?

Time:
38

Leader Focus: The purpose of this exercise is bo
move the participants to the analydis and creation

of policy.

to

3,min. o Leader Instructions: Have participants turn eo Participant

pages 30-31 of the workbook. Tell them that Booklet

this is a ''irue case. Pages 30-31

o Have the groups read the case. Tell them each,

group is bo follow the directions at the end of
the worksheet.

20 min. o Cave them 20 minutesto complete the exercise.
Tell them that each group will report back to

the large group.

15 min. o Ask for the large group reports.
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Activity 11: Summary and Closing

Leader FOcus: The purcose of th closing and
summary is first, a rethinder of what they have beem
through and, second, a moti;ratot to gO out into the

world and ,be a strong school board member.

Leader Instructions:. Review the objectives of

the workshop: Show how you attempted to
approach each one with an activity.

-- Objectives:

1. The participants will increase their
knowledge of the steps that are
involved in developing a systematic...
cycle of policy management.

Activities of 7-Step Process

2. The participants Will demonstrate an
increased knowledge of,the school
board's role afiet a policy is

adopted.

-,- Activities 5, Action; 6,

Monitor; 7, Review and Evaluate

3.. The participants will increase their

knowledge of the' reasons a school
district needs bo have written policy.

-- Activities 8, Key Policy -

Questions; 9, Guest Spekers;
10, Too Young fOr Guilt

4. The attitudes of the participants in
Ehe workshop will be more favorably
disposed about-the value and worth of
written policy.

Activities 8, 9 and .10

5. The attitUdes of the participants in
the workshop about the value and
worth of,their individual
contribution will be more positive.

-- Activities 1, Election;
2, Goidhammer

*
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- TIME MATERIALS

5 min. 0 Lea(1,ar Instruction: Show transParency PP 21
read and review Policy Cycle.

o Close the session by challenging the
participants to do their job.

2 min. o Leader Lecture: AcCording to an old proverb:
TREES. DIE FROM THE TOP.

The implication is that if the school.board
doesn't spend time directing or leading the
district through policy, why should-anyone else

pay attention to its concerns? The employees
will follow the leaders' uxample.

2 min. 0 Remember, the litany of good leadership is
simple enough: plan, decide, organize, direct,
control, winl (Jay Hall, "To Achieve or Not:
The Manager's Choice." California Mane ement
Review, vol. 18, no. 4 (Summer J9.76). p. 5.)

Remember,

Nothing makes a prince so much esteemed as the
undertaking of great enterprises and the setting
of a noble example in his own person.
(N. Machiavelli)

4 min. o Leader Instructions: Show transparency PP 22
and say:

THE SCHOOL BOARD SHOULD SET THE EXAMPLE. DON'T
END UP LIKE THE "ID."

fr

1 min. o Leader Instructions: Show transparency PP 23
and say:

OR, DON'T EXPOSE YOURSELF.

Trans. PP 21
Participant
Booklet
Page 15

Trans. PP 22
(a,b,c).

Trans. PP 23
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Total Activity 12: Evaluation of Workshop
Time:

12 min.

Leader Focus: Let participants know you are
modeling behavior. "I'm having you evaluate this
session, just like you should evaluate yourselves as
a school board, just like you should evaluate your
people and prograns. If you don't evaluate, how
else can you griow or improve?"

2 min. o Leader Instructions: Pass out evaluation forms Evaluation
-01T referthe-participants to the appropriate Forms
page in the workbook. Page 32

10 min. o Ask for individual evaluations. Tell them they
have 10 minutes.

o Collect, read and tabulate the results.
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SECTION 4: EVALUATING THE WORKSHOP

Evaluation is the hallmark of a professional--a good teacher or workshop
leader. A systematic planned evaluation is the only method we have to
determine the effectiveness of our instruction and the achievement of the
learners. This program was developed around four techniques of development

and evaluation. -

Topic teams and stap review cOmmittees identified the goals of the workshw,
and in some cases, the techniques. In addition, pilot tests, field tests and

expert reviews,were used at Appropriate times during the development and
evaluation phases.

*A summary report of evaluative procedures and results is on file in the

Rural Education Program of the Northwest Regional Educational Laboratory, 300
S. W. Sixth Avenue, Portland, Oregon 97204.
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SUMMARY REVIEW OF DEVELOPMENT AND PILOT TEST ACTIVITIES

PBOGRAM EVALUATION

Topic Team

The Oregon component of the school board inservice program was responsible for
the development of three topics: (1) Policy Making, (2) Communicating with
the Community, and (3) Evaluation. The Executive Director of the Oregon
School 3oards Association (DSBA), Mr. Tom Rigby, appointed one OSBA staff
member to work with each topic: Mrs. P. Fitzwater, Policy; Mr. J. Marten,
Evaluation; and Mr. D. Dixon, Communicating with the Community. Mr. Rigby

also appointed representative school board members and superintendents to
serve on each topic committee.

State Review Committee

In addition to the topic teams made up of school board members and
superintendents, Mr. Rigby appointed and convened a State Review Committee.

The purpose of the State Review Committee was to p;ovide a forum for the
involvement of opinion leaders from allied educational agencies. In

attendance at the meeting on January 24, 1979 were:

Mr. Tom Rigby, txecutive Director, OSBA
Mrs. Pat Fitzwater, Training and Policy Specialist, OSBA
Dr. Milt Baum, Oregon Department of Education
Dr. Wright Cowger, Willamette University, Professor and school board member
Dr. Ron Petrie, Dean, School of Education, Portland State University

Dr. Jens Robinson, Superintendent, Woodburn, Oregon
Dr. Ray Mullen, Superintendent, Tillamook Educational Service District
Mrs. :.arol Williams, board member and President of OSBA
Dr. Betty Tomblia, Northwest Regional Educational Laboratory
Dr. Leslie Wolfe, Northwest Regional Educational Laboratory

The State Review Committee made five recommendations:

1. The inservice programs should help clarify the role of the school

board in public education.

2. The inservice programs need to emphasize the proactive role that Can

be played by an informed school board member.

3. The inservice programs must emphasize the dynamics that take plade
between board members, between the board and the superintendent, and
between the community and the boa:A.

4. The insérvice programs must also be targeted toi superintendents. The
inservice materials should help create a dialogue between

superintendents and school board members relative to their working
relationship in a democracy.

4,1
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5. The inservice program should be developed on several levels which
should include materials that a superintendent can use with
prospective or existing school board members.

Topic Team Explorations

The Policy Develob'ment and Policy is Power topic team had four medtings
between February 1979 and September 1979. The topic team suggested that it
wanted an irservice program in policy that developed three major points, which
were:

1. A basis for policy within the context of court rulings, federal laws
and state laws, rules and regulations (Policy Development)

2. A systematic procedure for policy development (Policy is Power)

3. A basic understanding of writing policy statements (not comPleted
because of a cut in funding)

Developmental Review

The first meeting discussed the goals and objectives and a general outline for

the workshops. The last meeting of the topic teai reviewed the first version
of the Workshop. The workshop was also tested and reviewed with two different
groups of school board members and superintendelits at the Northwest Regional

Educational Laboratory.

Pilot Test Activities

\

Place Date

No. of
Participants Presenter

1. School 1. Nov. 1979 120 Wolfe

2. School 2 . Nov. 1979- . 140 Wolfe

3. School 3 Nov. 1979 110 Wolfe

4. School 4 Dec. 1980 105 Wolfe

475
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Summary of Pilot Test Activities

Evaluation Methodology

The package in its original pilot test form was tested in 4 states with a
total of 475 people, of whom 94 percent were school board members. The pilot
tests employed a "pretest-treatment-posttest" format. The participants were
tnformed that the materials were in a pilot test form and that their

cooperation and evaluations would be most helpful. All of the participants
agreed boo complete pre-workshop and post-workshop questionnaires.

Evaluation

There have been two major reviews of this workshop, one by the project staff
(internal) and one by the policy board (external). In addition, there were
four pilot tests-of the entite workshop, each best being oonducted with school
board memhers and superintendents. At the conclusion of each review or pilot
test, information was collected from the participants on a standard workshop
critique form.

A major purpose of the pilot test in this instance was to determine if the
language, the ideas, the content, and the level of the aPproach to policy was
appropriate to school board members. Policy is an area in which few board
members or few school boards are heavily involved; therefore, this workshop
endeavored to find the entry level to introduce school board members bo their
role in policy. It was also intended to be a model on which further
information and workshops, materials and pro4ucts could be developed to give
board members more in-depth information about involvement in policy.

Both reviews and pilot tests determined that the ideas and content presented
in the workshop were indeed relevant and useful to school board members. They
also imdicated that the material is appropriate for all school board members

and is not restricted to newly elected board members nor is it restricted to
veteran board members or board members in a certain locale.

A summary of the pilot test evaluations from more than 475 school board
members and superintendents who have participated in the Policy is Power
workshop confirms the value of the workshop to the participants. In response

to the evaluation question, "Did the content help you as a school bOard
member?" the average response was 4.80 on a 5-point scale. One caution should

be noted. The workshop should not be pushed into any time frame less than 90

minutes. Smaller time frames do not allow adequate time fox appropriate group
discussion, which.results in some level of dissatisfaction among the
participants.
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Expert Review

The third and final review of the material was conducted on two levels, one by
the National School Boards Association and a second and independent evaluation
by D. Keith Goldhammer of Michigan State University. The materials and
procedures at this level were reviewed and evaluated for the following:

1. Their representation of the existing basis of knowledge in the
literature and the profession

2. The procedures and methods outlined in the workshop and leader's guide

Changes

A number of changes evolved as the workshop was evaluated and reviewed. 'The
most dramatic change was the expansion of the "visuals" to the "lecture" part
of the workshop and the addition of the "questionnaires" that can be used by
the board members.

Field Tests

Field tests were defined as those occasions when the workshop was delivered by
a person other than a member of the NWREL staff. The workshop was delivered
in five states by six different association staff people to more than 600
school board members and superintendents.

The recommended changes from the pilot tests, field tests and expert reviews
have been incorporated in this package.



SECTION 5: 'RESOURCES

POLICY'FORMATION AND THE SCHOOL BOARD*

Every so often school board members have an opportunity to dhart a new,
direction or confirm an existing direction in the face of one or more clear
alternatives. The board decides to refuse all federal money and/or projects.
A transportation company is given the district's transportation business, even
though it will oost more. Or the board directs, througli policy, that all
building principals will spend 60 percent of their time in the classroom

supervising instruction.

"These events, in which new courses are set, are the most important class of
events in human affairs."1 They are key decisions that shape our destiny.
They are the most camplex and demanding events yith regard bo moral, social,
psychological or intellectual problems. They are the "key" policy problems.

If there is any one generalization about the state of these policy problems,
it is that they are the most complex problems in Oman.affairs. Not only are

these policy issues affected by individuals, they/are affected by groups of
individuals, organizations and groups of organizations. As if this were not
enough, individual differences in beliefs, needs and lifestyles compound the

problem. Add to this the fact that it is even possible for one person bp
support several groups with competing policy options. A school board member

may support the acquisition of land for a new school in one area and at the .

same time belong to a civic organization that wants bo build the new school in
another area. Another board member may want a new school, but the increase in
taxes will severely attack his financial resources and threaten his most basic
needs. A third school board member may question the morality of building a
new school because increased taxes may cause some old people to lose their
honms. Each person perceives the issue through his/her own beliefs, needs and
lifestyle. In fact, the interests of people and organizations vary so widely
and the policy problems are 9-o complex it is not inconceivable to imagine a
given person ending up on any one side.

Complexity

The oomplexity of the problem increases as we recognize the fact that there is
OD such thing as "the problem," whether grading, reading scores, teacher
competencies, curriculum or guest speakers. They do not exist as a single

compact unit. School board policy makers are presented with a rather
difficult issue as they attempt to create a policy that will lead to the
development of a program to improve reading scores. One group of parents and

teachers may want "grouping" by achievement as a partial solution, while
another group of parents and teachers will view grouping as a racist
approach. Some may want to change the testing program, while others may want
to spend more time in reading at the cost of other programs. Reading test
soores may go up because of emphasis, while other test scores go down.

*Wolfe, Leslie G., Ed.D., Northwest Regional Educational Laboratory,
Portland, Oregon, July 1982.
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A change in).aigration patterns or agricultural crops may increase the influx

of non-English speaking minorities into the schools which may result in a drop

of reading test scores. One group of non-English speaking minorities may want -

an English-only approach to reading, vhile another group may want an English

as a second language approach. The problem goes on and on. There is no

single answer that lends itself to a simple problem-solving or decision-making

approach.

A Social Process

Policy making is not a logical, intellectual, problem-solving or.decision-

making process. Decision making and problem solving imply that there is a

single decision-making unit (the school board) with a single set of

preferences, a wide range of alternatives and consequences-and the capacity to

make appropriate calculations. The decision-making model is appropriate for

subproblems in policy formation--the allocation of resources once the policy

decision has been made. Probably the more appropriate model for the Policy

process is one of bargaining and negotiation among the parties whose beliefs,

needs and lifestyles are not identical. Policy making requires that the

policy makers "find a course action that all the parties are willing to live

with, without the disappearance of-"Ehe conflict of interests."2 Policy

making is a social process. Policy making is the communication of policies in

such a way as to articulate the interest of a sufficient number of involved

parties so as bo form a coalition. Policy making is a social process with

intellectual elements.

The,policy maker must mediate among conflicting sets of beliefs, needs and

lifestyles and, at the'same time, judger;what is possible as well as what is

preferable.3 Tbe policy maker has to weigh off the course of one action

designed bo implement the values of the people on a given issue without unduly

compromising the values of a second group on another issue. In this view,

policy formulation does not.begin and end with a winning coalition, but

extends to the future so that a "wise man" dealing with today's difficulty

will take care not bo create needless problems for the future.

Information and Policy

In order to avoid creating needless problems for the future, the policy maker

will need good information. The raw material of the pOlicy-making process is

information. The componefits of information.are defined as anything that can

be sensed and/or recorded by human beings. Beliefs, actions, values, ideas,

sensations, intuition, experience, desires and the written and spoken word are

all forms of information. The policy-making process often includes

information that is generatedan one context and used in a different context

in order to formulate and implement a policy. The "best" form of policy

making, is an organized process that brings together all of the available

components of information.4 Organized policy making is one of the highest

forms of human functioning. First, it requires the policy maker to digest

information that is qualitative as well as quantitative. Next, the policy

maker is called upon to evaluate vast amounts of material from, different

contexts of information and then produce a decision based on inter-context

information, a process that only human beings can perform.
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The policy maker (the school board) must create policy tha.i't flects the

cha.:acteristics of the times; in this case, the last third of the twentieth

century. Policy decisions must concentrate on and assign limit t ed resources bo

those areas that are most crucial to the long-term welfare of itte individual,

community, nation and mankind. In this view, policy must be iooted ih the -.

philosophical, social, economic and political realities of the time as a

policy attempts to define the ideal; that is, the moral society,'the just

society, and the beautiful society.

Policy statements, therefore, are the policy maker's or school board member's

view of what is just, moral and legal for the individual, the community, the

nation and mankind. Policy statements are a reflection of the beliefs, the

lifestyle and the needs of each policy maker. Every policy statement attempts

to alter or control the action of others. Each policy statement or proposed

policy hag an effect on every school board member and every affected group.
Thus, the most consequential educational policy decisions relate to whose
beliefs, needs and lifestyles are to be formed and to be altered in what

directions.

There is no doubt bo the fact that "local control of public schools and local
determination of educArOlhal policy have been altered during the recent
decades by various social, cultural, technological and philosophical
developments."5 The recent rulings of state and federal courts have left
little doubt that they are always ready to consider the constitutional
implications of school policy.6 The federal courts have generally been
reluCtant to enter the complex arena of school finance. However, the clear

constitutional Issues of due process, desegregation, privacy rights of
students, freedom of speech or press and the rights of homosexuals

demonstrate the courts' policy-related activities. The United States Supreme

Court attempted to clarify the itsue when it ruled:

By and large, public education in our nation is committea

to the control of state and local authorities. Courts do

not and cannot intervene in the resoluion of oonflicts

which arise in the daily Operation of school systems and

which do not directly and sharply implicate basic
constitutional values. On the other hand, "the vigilant
protection of constitutional freedoms is nowhere more vital

Chan La the community of American schools."7

It is quite clear that school boards, administrators and teacheri must be

conscious of, and operate within, the trends of our larger society. No board

is an island unto itself.
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Three Factors of Policy Analysis

Three factors need bo be analyzed in attempting to establish the direction of
basic educational policy.8 The Eirst factor of policy analysis needs to
consider four levels simultaneously.

1. What are the apparent issues (state, locai and national)? For

example:

o How is the school board systematically informed about decisions?

How do we improve reading?

o How do we confront the dropout problem?

o How do we attempt moral education?

2. what do research findings say about the issues? For example:

o What is.the reading level of our students?

o Wbat does research say about class size and reading?

o What does researcil say about methods of teaching reading?

o What doe's research say about the various reading books and

mateeials?

3. What are the policy questions derived from the issues? For example:

o What level of reading *do we want?

o How much of our resources do we allocate to improve reading?

o How much'will reading scores be improved per dollar'spent?

o Wbere should we concentrate -our dollars?

4. What basic philosophical questions are raised by the apparent

issues? For example:

o What motivates man?

o What is knowledge

o What is education versus training?

o ;Oat do we want our community to be ten, twenty or thirty years
from now?
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A basic concern a board may have for an "apparent issue," e.g., reading,
should, if freely explored, moVe through afl four levels.before a policy is
considered.

The second factor of policy analysis reqUires that every policy should be
analyzed for the effect its will have on the various "stakeholder" groups.
Local community stakeholder groups, suchsas businessmen, minorities, retired
people, teachers, parents, students and otherstwill be affected directly or
indirectly by a policy proposal. Other stakeholder groups such as legislators
and the courts may be affected by a local policy decision. Policies
established in one school district may establish a precedent that will have,an
effect on the policy of a neighboring school district. Seemingly meaningl6ss
policies established today, giving away a small portion of school board

.

authority, may well create a prededent lititing the future action of the,
school board. Every policy willshave a direct or indirect effect on the
beliefs, needs and lifestyles otthe various stakeholder groups. :Therefore, "

each of these groups mill perceive present and future opportunities and
threatsoinseach policy proposal. The success or failure of a policy proposal
May be determined by the board's process Of involving concerned stakeholder
grotps in the analysis phase of a policy praposal.

A third', and. often overlooked., factor in policy analysis is a comparison of
alternative p licy proposals andtypes of futures toward which each
alternative leads. It is at this point that the pcaicy maker hab the most
control tb establish the future direction of the school. The decision makers
(the board of education) will be in thebest position to choose if they can
see the consequenbes of alternative choices in terms of their tnfluence on the
future. To carry out this sort of analysis, five areas need to be probed:

1. Trerld projections

What are the economic indicators?

o What are the demographic and social indicators?

o What is the unemployment, population, growth index?s

o How are the stakeholder groupschanging?

2. Technology Projections

o How will new technology affect society and education?

o What n4w hardware, software and behavior techniques are
available?

3. Political projections

o How will pressure groups change?

How will law and current court rulings change?

o What new social-political issues will emerge?
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4. Humanistic projections

o What will be the emerging needs of society and students?

o Haw will lifestyles, beliefs and needs change?

S. Visionary projections

o What do we want for the future?

o How can we.get to the future?

The policy maker must analyze and synthesize allffle information available

from the past and the future before attempting bo formulate a policy that will
have an effect on present'and future events.

Policy)Definition

A policy, in its broadest sense, is an attempt to clarify and control the
future of human events. Essentially, a policy statement is an attempt to

increase the litelihocd of bringing into being.desirable future eventd. A
policy statement attempts bo clarify and control when it states the reasons
and procedures for student dismissal. A policy attempts to bring into.being
desirable"future events when it lists standards for Sixth grade, eighth grade
and twelfth grade promotion. Curriculum development through school board
policy.is the school board's way bo predict the skills the adults of the
future will need bo survive.

A policy is an expression of the events the school board wants to happen. A

policy may also be an expression of things the board doesn't want to happen,
e.g., a no smoking policy. However, most often a policy statement is an
expression of the board's view of what it wants bo happen. A policy statement

is the peens through which the board directs the resources of the school
district bo meet the uniqueness of its community. A policy tells what is

wanted and may also,include why it is wanted and how puch is wanted. Policy

gives direction and cleara the way for the administrators bo take action.

In othq.uords, policy provides the boundaries within which the educational

pro4ram can operate. Policy fixes re'Jponsibilities and direction. Policy

provides guidance for the administration and superVision of the school

district. Policy is the process through which the board can maintain local

control. "Those who make policy are in control:" Policy is the school

board's power.

Policy haking Skills

If the schookl board wants to ma ntain or increase control, it must become the

policy maker. However the educational policy maker has a complex, difficult
role to play in increasing local control by requiring an organized policy

process. Improved,policy making will require the policy maker to develop and

reinforce a variety of skills. /n particular, the policy maker will need to

have skills in: (1) decision making, (2) communication, (3) organizational
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structure, (4) personnel, (5) motivation, (6) cOntrol procedures, (7)

leadership, and (8) public relations. In all of these dimensions the policy
maker will need to increase his/her capacity for rational-analytic abilities
as well as e a-rational capacities, sudh as creativity, tolerance of
ambiguity a the propensity to innovate. The policy maker will need to know .

how to "man ge time effectively," conduct "effective board mietinga,"
"commthicate with the community," support "evaluation procedures and roles,"
support appropriate "board/superintendent relations," serve as a."political
statesperson" and be sensitive to his/her own personal needs, beliefs nd

lifestyles and their effect on others and self.

The community elects ita best, its most moral people to make tough Policy
. decisions; it does not elect school board member.s.to buy toilet paper, tacks
and tractor tires.

The Policy Workshop

The Policy Development workshop and the Policy is Power workshop approach
policy making from a social process viewpoint. The film and workshops
emphasizeand honor the importance of the individual and honor the,needs' of
individuals to work tOgether for a common cause without giving Up their
individual needs, beliefs or lifestyles. The film and workshops present a -

policy cYcle that suggests a live, dynaMic process that continually evaluates
and revises policy considerations.

Islenti_aingaileed

Policiea come from the community as represented y thelboard of education.
Most often school board Members are elected because they-are representative of
the ma orit 's view of the values beliefs and'st le of the communit .
Communities elect school board members to manage the schools. Even though_the
Congress, courts and state legislature have in luence on dertain aspects of
educational policy; local school boards Make the policies that'actually
operate the schoo/s. Local school boards set the bone of the schools. Local
school boards-employ the teachers and the administrators who implement the
policies and set the bone in the schools and classrooms. Local sChool boards
are in control to the degree that they employ administrators end teachers who
represent their values, beliefs and style.,.

In small and unchanging communities which tend t' have a more dommon set of

values, the school board's task is not as difficult. On the other hand, in

larger and growing communities it is much more difficult to determine a common
set of values that is representative of the ntire community. In both cases,

in order for a policy to be effective and lasting it must reflect the values.

and Ehe economic, social and political realities of the present and the

immediate future. This formula is further compoUnded, as we all know, when

the notion of the odmmunity is expanded to take into account ,all those factors
that influence the political, economic and social developmepi a ur
communities. A new economic commitment to the teachers by a school,board in

one community has an effect on all the neighboring communities. If-one school.
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board agrees to negotiate a permissive item in one community it increases the
pressure on all its neighboring school boards to negotiate the same item. Of
course, some things are beyond the control of the board of education or a
community. M gration trends, for example, may cause a school board to
re-examine its staffing.patterns or its curriculum offerings.

In one communitY migration patterns may cause the school board to close a
school; whereas in another community, migration trends may cause the school
board to build a new school.

In the policy-making process school board members are called upon to be the
community's wizards of the future by predicting unknown economic, social and
political trends. Twenty years ago how many people would have guessed that
gasoline would cost more than $1.00 a gallon? Proposing a policy to meet a
need or concern is a responsibility of all people in a community.

Policy at its best emerges when the school board plans ahead or anticipates

problems that are likely to be a community concern. Unfortunately, and all
tcooften, policy begins with a reaction to an immediate problem, a
controversial speaker, the use of a school building, sex education or a
student discipline problem. Policy issues may also be identified as the .

result of employee negotiations. The astute school board will know when to
anticipate and suggest new policy direction or when to let the policy need
emerge from the community.

Directing_an Analysis

Directing an analysis of a policy proposal is the responsibility of the school
board. The board directs the superintendent to conduct a study and gather the
information for a policy proposal. The policy study may include, where
appropria 1, all or a few of the following activities:

1. nvolvement of all the people who will be affected by the policy
roposal

2. Involvement of resource people, state school board association,
private industry, downtown businessmen, school board members,
parents, sttdents and others

3. A'review of the appropriate research, laws, existing school board
policy, what neighboring school districts are doing, etc.

4. An analysis of long and short erm political effects

Requiring Policy Options

The school board should require the administrative staff to present a draft of
several options to be reviewed with the board. The drafts should include cost
analysis in terms of dollars and human resources as well as suggested rules
and regulations to enforce the policy.
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Reviewing the Policy Draft

Examining and reviewing the policy proposal is a major responsibility of the
school board. There should be no surprises. At this stage, the school board

may choose to hold public meetings on the policy alternatives. All those who

are interested or who will be affected by the proposed policy should be

notified. As a result of this process, th board members will have had a

chanue to listen to arguments and counter-arguments, and they will have had
another chance to contribute their thoughts in the light of the public
discussions.

Taking Action

After reviewing the policy alternatives and listening to public reaction,.the
board has one of three decisions to make. These decisions are:

1. To adopt one of the policy alternatives,

2. Reject all the policy alternatives, or

3. Send the proposals back with new instructions for a rewrite.

Implementing and Monitoring

Once a policy has been adopted it then becomes the responsibility of the

professional staff to implement and monitor the policy. pli policies should

be in writing.

There are three purposes of written policy. The first is to conserve school

board time and effort by freeing it from routine action. If a school board

finds itself routinely making the same decision over and over again it is

wasting its time. For example, one school board reviewed its minutes for the

past year and found that it had made 'the decision in 28 di ferent cases as to

what outsideagenoies could use the school's facilities. Then it got into

trouble because its decisions were inconsistent and not in writing. Another

school board spent a large amo nt of money and time in legal battles which it

eventually lost because it didn't have a writtenfpolicy on the use of guest

speakers. Without written policy school boards are comiemned to deal with the

routine, e.g., the insignificant actions of buying pencils and dealing with

the nuts and bolts. Unless the school board has a set of complete written

policies it is doomed to spend 90 percent of its time working with 15 percent

of its budget. The board may never get around to what school is
abbut--children and learning.

The second purpose of written policy is to provide for consistency. Actions

that are inconsistentand based on personalities rather than a stated set of

justifiable values will either create a community feud or end up in court. In

either case a lot,of school board. time and energy is used up on perhaps the
wrong issues. Sometimes straw men are created just to keep the school board

away from the real.purpose of the public schools--children and learning.
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The third fuçiction of written policy is to give the board's representative,
the superint dent, guidance and direction during its absence. Written policy

.gives directio't to the administrative team. Written policy frees the
administrative am to give direction to the professional staff.

In other words, he objective of written policy is not to restrict or impede
board action, t rather to give consistency and to free the board from
routine acti9Ii. Written policy guides maximize the effectiveness of the
management aid administrative team.

Reviewing and Evaluating

Every school board needs to have a policy that calls for a systematic review
and evaluation of every policy. School boards can get into as much trouble
over outdated policies as they can nonexistent policies. Policy development ,

is a live and dynamic process. 4

Revise or Remove

Recognizing that policy development is a dynamic, live process that causes
policies to change as needs, beliefs or lifestyles change, policies must be
constantly revised to meet a changing world or removed when appropriate.
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POLICY ABOUT POLICY:
SOME THOUGHTS AND PROJECTIONS*
Luvern L. Cunningham

In this Walter D Cocking lecture. I hope to achieve three objectives (1)
to provide a rationale for the examination of the governance and mart
agement functions at the local school district level. (2) to advance fo.. dis
cussion a set of proposed changes in these functions consistent with the
rationale.. and (3) to emphasize w hat I behev e to be the importance of
policy about policy

Three questions raised by t ehezkel Dror a dozen y ears ago prov ide the
general frame tor the thoughts and projections which follow.

1. Is public policymaking to tollow the traditional pattern ot evolving
by slowly adiusting to nem/ conditions and knowledge by means ot
tocremental changes and convulsive changes following crisis, or is
pubhi. policymaking, in part at least, to be consciously subjected to a
new and explicit sy stems redesign that aspires to improve
policymaking as much as possible?

2. W hat optinun design tor public policymaking can serve as an in-
strumental goal toward which real policymaking should be di-
rected?

3. Are there feasible strategies for changing actual poliqmaking so as
to better approximate optimal public policymaking?2

My search for answers to the,se questions reflects a strong bias toward
rationality in policy and decision making as well as the incorporation of
the best knowledge available in processes atterdant to policy and deci-
sion making I do not reject Lindbloom's thesis of incrementalism
(muddling through) as an explanation orh ow things "are," but I do quar-
rel with the acceptance of incrementalism as satisfactory policy practice
for the future 3

Local school officials and their constituencies will be facing several cnt-
Ica! policy matters in this decade (some new. some endunng). These is-
sues will test severely the structures and processes of policy Making
within ;ocal districts. Despite the cascade of state and federal mandates
and a profusion of court decisions that have the effect of policy, there is
considerable policy work remaining to'be done at the local level Local
control and local responsibility are very much alive Policy issues are
queuing up for local attention For example, local and state autnonties
will soon have to develop fresh policies in regard to: the first four years of
life; life-long learning; secondary education; equity; classroom control
and discipline; global education: languages; human resource develop-
ment; incentives; testing; and resource acquisition and allocation.' I
would hope, therefore, that a good many boards would develop policy
about policy.

'Tho paper nas the Ad,cer D LoxikIng Leture presented at the 34th Annual
National Convention ot Professors of Educational Administration in August. 1980
at Old Dominion University The presentation genera ted considerable interest and
discussion among those persons attending the 1.onterence. The institute tor
hx.houl Eei.utp,es ovoid iake tu express as appreuat. n tu Dr Lunningham tor
his perrnisstvn to reproduce this important paper

Reprinted by permission.

In considering policy about policy I intend much more than the codifica-
tion of policies, rules, and regulations, a soc, t discussed w ith some
enthusiasm at early National Conterence ot Protessors ot Educational
Administration ktiCPEA) meetings, and the annual assemblies or the
Arnencan Association of School Administrators and the National School
Boards Association in the 1940s and 1950s. The object of my concern is the
improvement of practice w ithin the local units ut government (local
school districts) w here educational policy Is developed. As must of us are
aware, governance and management functions a re performed within set-
tings and contexts that possess the attributes of the society at large (e g..
uncertainty, turbulence, goallessness. anomie, tensions, and crisis)

The structures and processes of local district guy ernance and manage-
ment have changed little over the past century Li many places they ap-
pear to be creaking and groaning at the seams and at least warrant inspec-
tion if not reform The pursuit of qualitative improvement of educational
policy through more rational processes, within an open political envi-
ronment, is a noble pursuit, certainly worthy ot the time and energy of
educationalydministrators.

Rationale

Harold D. Lassvv ell drew a distinction between political science and pol-
icy science. Policy science is composed ot two essential elements. (1) the
study of the process uf deciding and choosing among alternative courses,
and (2) tHe evaluation ot the relevance ot available knowledge tor the
solution ot particular problems. Polttical science is the study ot influence
and the influential. It is the science of politics and, as such, states condi-
tions, whereas the philosophy of politics justifies preferences. Policy sci-
ence is more than political atielh.l, but politic/if acience is essential to policy
Jortice In his section un ruin.), Sciences in the Internatiundi Emyclupedia

the Social Scietkces, Lassw ell places considerable emphasis upon the
jources from whkh policy scientists can be recruited dnd trained.

The chief obligation of the policy sciences relates to the decision pro-
cess itself. At present the academic disciplines most immediately in-
volved include political science, law, public administration, business
managemknt. political sociology, and contemporary political his-
tory."

Dror has extended and refined Lasswell's thinking in regord to policy,
policy scientist, and policy-making process in ways that I find helpfu .

Dror maintains that "The major problem at whichpoficy science is directel
is how to improve the design and operations of policymaking systems.' 7
Further, he argues that "Policy science can therefore be partly described as
the discipline that searches for policy knowledge. that seeks general policy-
ssue knoti (edge and'poiicymaking Anouiedge, and integrates them into a dis-
tinct study."'

Dror explains that in policy development, knowledge is required of the
substance of policy issues. e.g., medical knowledge is relec ant to policies
about public health, and sociological knowledge is relevant to policies
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about social segregation It tollows that knowledge about pedagogy lb
relevant to education policy Policy -making knowledge refers to suth
things as how organizational struttures operate iurganizational theory),
coordtnating and integrating different pulk.y -making units tpoiitL sci
entei, and anawzmg, impros ing, and maiiaging complex sy stems ys

tems theory) "'
For rne the distinction between policy issue knowledge and policy \

nialung knowledge is pow ertul and compelling It tends to separate the
essentially status quo, acceptante ot things as they are, perspective of
persons iike Lind bloom, trom the mure optimistic, we can do something
about our circumstances, views ot Lasswell and Dror.

l'ehezkel Dror says more about policy scientists:
First, all students of narrow specialhes must learn the basic concep ts
about human and social especially about those
phenomena most hkely to be misunderstood by the uninformed.
Also, on the graduate level, work on comprehensive policy projects
as members ot usterdisaplusary teams and in survey courses on pol-
io/ science should be obligatory tor students whose professional
careers may involve work in policyma king structures, such as traffic
engineers public-health experts, city planners, economists, and
statisticians
Such academic preparation can be very helpful, but is insufficient by
Itself The student's lack of time and experience must keep him from
doing much more than broadening his horizons, which would still
be a big ad vance over the present situation Additional steps must be
taken to permit better integration of experts into policymaking after
they actually begin participating in units that contribute to
policymaking These additional steps might include rotation de-
signed to give singk disapline experts some expenence in solving
problems comprehensively planned participation in interprofes-
sional teamwork and in the general training programs for senior civil
servants, and tor the more important experts, special advanced train-
ing courses
Specsal attention must be paid to developing new types of experts
who specialize in the applications of vanous interdisciplinary fields
to policymaking, especially policy scientists who will serve as pro-
cessional policy analysts in new statf positions. The new professions
of civil strategist and sy stems analyst demonstrate rather well what I
have in mind an a broader scale Preparing policy scientists for staff
posittons as policy analysts will be one of the most important
funchons of policy science, and is a major reason why policy science
must be established as a distinct area of research and advanced
study "
The several proposals for changing the governance and management

of local school distncts which follow are intended to achieve practical
objectives'

Use the tune and energy of board members and administrators more
efficiently and effectively
Maintain a pnmary tocus an education policy especially learning out-
comes
Pursue policy development protesses which are open to indeed re
quire the partitipation of citizens and professionals
Clanfy the attountability of all participants in policy development pro
tesses as well as specify the bases for sessing the performance of

persons employed by local districts
Ex tend a nd intensify the citizen role in educational policy development
and policy oversight
incorporate the best knowledge available ibuth policy ssue and
policy making knowledge) in the processes ot policy development

keep pace with the growing complexity of individual and organua
clonal lite, and enhante capacity to an tuapate educational needs gents
ated out of change, and
Lead to the development of policy about policy

Periodically us the history of Amencan education leaders have
suggested that boards of education have become anachronisms, have ful-
filled their mission, should be reformed, or quietly fade away ii There

was a penod at the turn of the century when the notion of abolishing
school boards attracted support from the then-emerging profession of
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edutational administration joined by elites from the business and higher
edutation communities The theme w as rev ised and rev italized in t he la te
1920s, pnncipally by Charles Judd, then chairman ot the Department of
Education at the University of Chicago

More recently, Dr, Gene Geisert, former supe nnten dent of schools in
New Orleans, made suggestions regarding altered governance tor large ,

city school distncts which w ould change it not dunmish the role of
boards. Several proposals have been adv anted for new metropolitan
forms of school governance with modest alterations in the policy and
managerial expectations for boards and supenntendents " None of these
proposals has called for the removal of laymen from policy respon-
sibilities for school districts.

On occasion the governance and management of school systems has
been wrested from local school authonties and placed in unique forms of
receivership or trusteeship (South Boston High School, Trenton, New
Jersey, and the Cleveland, Ohio, public schools are recent examples )
These receiverships have been generated out of crisis circumstances
which called for extraordinary forms of state andor court intervention.
The proposals that follow are not cnsis centered nor are they framed on
the belief that laymen are necessarily managing education ineffectively,
capriciously, or selfishly in most places. 'Phese proposed changes are
based essentially on the recognition that the complexity of today's public
institutions is such that they are often not governable or manageable
withtn present approaches to their governance and management and are
likely to be less so in the future. To put it another way, new and altered
ground rules regarding policy development are essential if govemors and
managers are to conduct their business sansfactonly in the future. My
proposals therefore retain the principles of local control and policy de-
terminahon by citizens but change the conditions under which policy is
determined and adnurustration is performed. I 3M at the same time in-
tending to strengthen institutional appratsal by placing school board
members, school administrators, and the leaders of professional organi-
zations in clearer, more fundamentally accountable positions. It is ex-
pected that the present pattem of school board behavior and ideology be
altered in tavor ot practices which will allow sounder, more ranonally
determined school district policy.

Synopsis of the Policy about Policy Prvposals
Should local school boards tand state education authunties where re-

quired) take action us regard to these proposals they would in fatt be
developing policy about paltry.

I propose:
1. That local boards of education develop discrete and definitive pol-

icy about policy, some of which are implied by the subsequent
proposals tor change in the governance and management of local
school districts

2. That educational policy become the primary and continuing policy
focus ot local school officials as disttnct trom personnel, business,
and physical facilities, for example

3. That school boards meet tour times per year tor extended penods
of time (tw o or three days) in order to gain full command of policy-
relaked data and knowledge, have tune to reflect, and consider the
views ot citizens in regard to policies under oonsideration

4. That policy-making agenda be prepared twu to three years in ad-
vance to trame the w ork of the board, administrative staff, profes-
sional organization leaders, student leaders, and cittzen grpups

5 That superintendents be given long-term contracts ithree to five
years) with clear-cut guidelines to surround their performaii& as
well as the freedom to administer schools within those boundanes

b That the torm and substance ut the supenntendent s evaluation be
clearly defined and, understood at the outset of the contractual
period and that data be accumulated and organized to allow the
board as the employing agency to pass adequate judgment about
the superintendent's performance

7. That the employee salary and wage determination prerogative
now retained by boards ot education ot local school districts be
moved to the state level

8. That representa tives of professional groups (teachers and adminis-
trators organizations) for local school districts become members of
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the local boards ot education and assume policy and accountability
responsibilities equivalent to that office.

That boards of education utilue a disciplined framework for policy
enunciation ancremploy that framework within a facility especially
designed for that activity, one which emphasizes the efficient use
of data retneval and display technology

That school board members and the executive staffs of school dis
tncts be trained to handle policy development activity for their en-
terprises

11 That one or more states pass special legislation allowuig school
distncts to suspend (for a period of tune) current statutes, rules,
and regulations for the governance and management of school dis-
tricts in order to test alternative approaches to governance and
management; and

12 That processes of policy developm'ent and their enunciation as well
as the processes of management be designed to include genuine,
sustained student, parent, citizen, and professional educator in-
volverne nt.

Discussion'of the Proposals
The several proposals are a package for the most part." There may be

some value achieved by implementing one or two without the rest. But tt
the nbjective is effective education policy and managenal performance
with accountabtlity clearly defined, then the proposals 3hould ,..anstdered as
a set They must -neet the criterion of contributing directly and demon-
strably to improved education for all who enroll in a distnct's schools.

Proposal One

Lpcal hoards of education develop discrete and definitive policy about policy,
some of which are implied by the remaining proposals for strengthening the
governance and management of local school districts.

Much of what should be achieved early in the consideration of these
changes in my judgment is the establishment of an ethos or climate
within which the policy function is ennobled and understood Such an
ethos presumes eommitment to policy development and belief in its sig
nificance on the part of policy makers and executives Policy making as
now experienced is simultaneously the most difficult and least sys-
tematized activity of legislative and executive persons It is likewise an
activity where there is a sipificant gap between what is known of how
policies can best be formulated and the .-.4ays that individuals and institu-
tions do in fact make policy because we do know how to do it better. Thus
there is the genuine prospect that the quality of policy output can be
improved.

Dror argues pursuasively that changes are needed in structure and
process patterns if we are to improve a policy-making system.1$ To begin
then, we need to consider policy which legitimizes the need to examine
the structures and processes of policy making School boards, with the
concurrence of representativ,e constituencies, should agree that their
policy-making practices and procedures may benefit from close inspec-
tion potentially leading to redefinition and restructuring. With such
agreement; then, many policy about policy issues become legitimate.
Among those may be the development of explicit policy-making methods
and processes. Dror suggests that for purposes of current policy making,
the following elements should be standard features of a preferabl
policy-making method:

1 There should be some clanfkation of values, objectives, and criten a
for decision making.

2 The method should include Jentify ing the alternatives, with an et-
fort to consider new alternatives (by survey ing comparahve litera-
ture, experience, and available theones) and to stimulate creation o t
novel alternatives,

The method should include preliminary estimating of expected
payoffs from the various alternatives, and deciding whether a

strategy of minimal risk or of innovation is preferable,
4 If the first, the incremental-change model should be tollowed. It the

latter, the next step is establishing a cutoff horizon tor considering
the possible results ot the alternahve policies, and identifying the
major expected results relying on available knowledge and on in-
tuition.

Analysis of the alternatives should deal with both quantitative ("ec
onomic") and qualitative ("political") factors, in drde: to overcome

the lunitations of current systems analysis and advance toward pol-
icy analysis.

The method should include an ettort to decide whether the issue is
important enough to make more comprehensive analysis worth-
while.

7 Theory and experience, rationality and extrarationality, will all be
relied upon, the composition ot the mix must depend upon their
vanous availabilities and on the nature ot the problem.

8. Explicit techniques, such as stmulation and the Delphi method,
should be used as far as they are appropnate, and knowledge trom
various thsciplines should be brought to bear on the issues in-
volved.

9 The method should include explicit arrangements to Improve the
policy making by systematic learning from experience, stimulating
initiative and creativity, developing the statt, and encouraging intel-
lectual effort. '6

Dror's methods lend themselves to,incorporation within a policy de-
velopment process From my perspective a policy development process is simi-
lar to but not the same as the polthcalprocess. The pplittcal process is usually
itiought to be a set of political activities involving heterogeneous sets ot
participants interacting one with another w here basic values are trans-
lated into policy preferences. Thepolicy development process is a much more
sophisticated concept. It includes in its execution (1) a cietiberate attempt
to incorporate the most advanced forms of policy issue knowledge and
information available related to the policies to be enunciated, and (2) a
monitored political activity designed to ensure the broadest set of
perspectives possible,1$

The weight of proposal one is not to locate ways to reduce the interfer-
ence or meddhno on the part of school board members in the everyday
administration of the school system. The everyday meddling (or in-
volvement if you prefer) of school board members in administrative
matters that occurs across the country is understandable. In tact, board
members believe deeply that they are serving their constituents when
they interfere and meddle. Administrators often have little understand-,
ing uf or pahence for this sense of responsiveness that board members
possess. As a consequence considerable institutional energy goes into
disputes over the boundaries of board member and superintendent au-
thority and responsibility.

Thus proposal one* based on the premise that both policy and admin-
istrative achvity can be more efficient and effective if there is a substantial
alteration in the ground rules for those activities. I believe that there should
be intensive focusing of energy on each in the expectation that the inte-
gration of governance a n d management functions will produce a sounder,
institunon. F. J. Roethlisberger noted in 1941 that:

No conceptualframework can do more violence to the territory of the
executive, or of anyone who is deahng concretely with cooperative
phenomena, than the simple notion of cause and effect. For such a
person in a posihon of responsibil:V a concept of a system involving
relanons of Interdependence is much more useful because It struc-
turally represents the complex events and their interrelations with
which he has to deal."

e---ProRksal Two
Educational policy become the primary and continumg policy focus of local
N.hool officials as dcstinct from personnel, business, and physical facilities,
for example.

I have been concerned in recent years about the drift of school board
and executive service away from policy devoted directly to the educa
tional process and learning outcomes for clients of the sy stem. My con
cern is similar to but not quite the same as what Callahan labeled as "the
descent into trivia." In the period of 1973-76, I had the opportunity to
observe two major school boards close-up. In tact, I attended most ot the
meetings of one board (including committees) tor a tull year. My conclu-
sion from those observ ations is that those boards energies were ad-
dressed ov env helmingly to adult matters, those of personnel and finance
especially, with little or no tune devoted to the children and youth en
rolled Such adult-centeredness could be defended had the preoccupa-
non with adult-centered issues linked visibly and fundamentally to learn-
ing. But in most cases, as with collective negotiations, tor example, that
linkage could not be determined.

Thus proposal two, like proposal one regarding a policy ethos, in-
volves a commitment to edLationai policy lust and turemust. It requires
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tenacny and vigllance on the part. of school board members and profes-
sionals ahke And to ensure against dnft and preoccupation with educa
homily remote matters school boards should require of themsellres and
their executive sta ffs, eduLatio nal unpact statements to aCcompany thdir pre-
scnptions. Each major decision or policy shduld be measured agaufss its
educational meaning tor those enrolled in the distnctoCurrent tech-
niques tor impact assessments may not be well enough developed to
meet local distriet needs But-the perfection of these techniques can be-
come an objective and be ano ther of the district's policies about policy

Proposal Three

The school tvanis meet tour times per year tor extended penods of time (two
or three days in succession) in order to gain full command of policy-related
data and knowledge, have tune to reflect, and consider the views ot citizens in
regard to polices under consideration.

In each of the'large cities that were a part of a recent stuay of school
boards board members were spending an inordinate amount of time
(much of It wasteful) in meetings of the full board plus committees of the
board. Additional time was invested in preparation for board meetings.
Board members were also engaging in extensive communication with
one another with school administrators, and with their constituents, be-
tween meetings seeking the perspective, of others as well as listemng to
those brought to their attention regarding issues before the boards. De-
spite these investments of time and effort board members and school
administrators shared frustrations about their inabilities to produce deci-
sions that had some prospect for resolving problems and issues before
them.

Regular and special meetings of school boards are often frenetic and
unproductive. Policies are developed from a shallow information and
data base Some of the policies that are enunciated issue from what ap-
pear.to be pure emotion and feeling rAther than hard data and fact The
"attention span" of individual board members or the board as a collectiv -
itv is exceptionally brief and ski:0y for some policy matters and excep-
tionally protracted for others There is 'little meaningful specialaed policy
language used regarding policy and policy development. Most decisions
art taken without thoughtful and in-depth consideration of how those
detosions relate to existing decisions or existing policies Effective cross-
ieferencing hardly exists at all Important financial decisions are often
taken at the vet), last minute, under extreme pressure, and with little
understanding of or consideration for the long-range fiscal or pedagogi-
cal consequences of those decisions.

Proposal three is designed to improve upon those circumstances
Boards should meet for extended periods of time (in my judgment for two
or t)iree days in publicly announced policy developmertt sessions) These
meetings should focus upon a review of t,e educational policy needs df
the system the development of a policy-making agenda, and the consid
eration of polity proposals produced through an agreed upon policy de-
velopment process. Such work should take place in an environment (de-
scnbed later) designed specially to augment the policy development pro-
cess Staff work prior to policy development sessions should likewise
reflect the most rational and effective,policy development process tech-
niques and practices known.

Profiosal Four

Policy-making agenda be prepared two or three years qi advance to frame die
ziork of the board, adrntrastratwe staff, protessionaLorganization leaders.
student leaders; and atran groups.

Boards at all levels (with the participation O'f administrators. the leaders
of professional organizations. stikdents where helpful. and citizen group
leaders) should develop a policy calendar which incorporates the policy
agenda. The calendar should cover at least a two-yeartime span with the
first year (four quarterly meetings) firmly in place and the second year
reasbnably firm with the opportunity to make adjustments for satisfac-
tory reasons.

As indicated it would be expected that the policy needs tor a school
system is uuld be carefully considered and then c alenda red The calendar
and agenda would be announced and macie available to, the public For
example during a year of quarterly meetings school officials/nay choose
to .pend their first policy development pertod deciding the district's policy
stance on preschoohng (or the district's investment in the educahonal
needs of children during their first four years of life) During tto. second

policy devrfopment period the tutus may be on the problems tit 'graduates ,

that are unemployable A third intenswepowoilevehipment period may be
invested tn producing golicies tor personnel evaluation, antla fourth may .

alidress dicipline and classroom control Over a period of three years, a
dozen, policy areas could be thoroughly developed Currently many
school districts operate with polscies that are underdev eloped, obsolete,
or nonexistent.1°

Choices'of items for the policy agenda should not be made casually.
Considerable time and effort will be required of staff to prepare for two or
three days of Plicy disCussion and policy ctioicd with opportunities for
citizen Involvement The wnting of policy-related doctiments, identifica-
tion and briefing of experts scheduling of hearins, Ae energy consum-
ing and may compete with the performance of everyday managerial
functions. Thus the selection ot policy arenas tor development becomes
a central governance and managerial responsibility. It is hkely that
only a few major policy areas can be developed and approved (pre-
scnbed) in a calendar year.

Proposal Five

Superintendents be given long- term contracts ithree to twe years) with
clear-cut guidelines to surround their performance as wed as be given the
freedom to administer schools within those voundanes

Board members 'are to fulfill three functions basically. First, they are to
choose a supentitendent and develop policies and procedures for evaluating
the individual's performance. Second. they are to be responsible for pol-
icy development and policyenunciation, Third. they are to be responsible for
appraising the dtstrict s performance and reporting to the public on that per-
fonna nce.

This proposal has to do with each of those three functions but speaks
mort directly to the first. Three to hve years is a bnef period in which to
expect administrative personnel to achieve institutional goals and objec-
tives.2' It is a long tune however for an ineffective superintendent to im-
pact negatively upon an enterprise. Thus, a three- to five-year tune frame
seems to be reasonable on the one hand but somewhat dangerous on she
other. Implicit in this proposal is the belief that the chief administrator
should have freedom to a dmmister the schools with a minimuin of board
interference. It is essential that executive responsibility be focused inten-
sively dpon the day-to-day operation of the system as well as providing
backup services to the policy development process. Many district level ad-
ministrative staffs in city school systems we have observed spend 50 per-
cent or more of their workIng hours fulfilling service responsibilities (in-
cluding runrum errands) lor members in the boajd ot education." Such
demands leave only a mod'est amount of time tor the ar.tual management
of the district. Thus this prcpusal calls for a better balance and a clearer
distinction between day -to-day management and servicing the policy
development process.

Servicing the policy development process could be the responsibility of a
policy scientist at least in large districts or at the state level. Learnings
from policy science can be inserted into the development of educational
pohcy. It is the occasion for exhibiting skills in the Incorporation of policy
development process knowledge and policy issue knowledge simultaneously
into policy development. In most situations it would be unreasonable to
eXpect that the superintendent of schools would fulfill the policy scientist
role and function for school districts It would not be unreasonable how-
ever to expect that the superintendent and executive staff would under-
stand the contribution that a policy scientist can make to the policy de-
velopment process. Thus it wotild seem reasonable that school ()Moats
would take steps to ensure that the policy scientist role and function be
provided for in some way

Proposal Six

The form and aubstame of the supenntendent s evaluation be cieariy dermal
and understood at the outset of the contractual penod and that data be ac-
cluni. fated and ,:rganized to aln, the board as the employing agency oppor-
tunity to pass adeqiiate ,iidgment upon the superintendent s perturtnance.

The accountability problem as it relates tu executiv es in large-scale pub-
lic organizations has hardly been touched in terms ot effective ministry.
The employment of the superintendent is a proper occasion tor the exam-
inattomoi,the provisions under which the superintendent 1, to be ac-
countable If board members are to to, us unpoiny aevewpment (their rule)
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'with a minimum of attention to administrative matters (the executive
role), then the supenntendent's duties and responsibilities flow rather
naturally from that decision

The superintendent should 6et evaluated in terms of the successful
management of the school system as well as the individual's ability to aid
ancrsupport the policy levelctriment procts. These are interrelated but dis-
tinct zones-of executive respirnsibility Both need to be spelled out in
detail thoroughly discussed by the board and the executive; and moni-
tpred with data collection devicos consisteryt with the dual zones -of re-

.

sprsibility. t Vo'

Proposal eveii
'The eriployee salary and wage Jett.' rminatwn prerogative now retained
boards of education at loctil distnct levels be moved to the state level.

_is may be the most controversial proposal ot those advanced imthis
paper. It is one that just about everyone, will question for one reason or
other but it is not clear who or how many will oppose It. It may be the
most important proposal, however, if learning is to be unproved.

The impact of collective barga ming on educational polq development pro-
,resses at the district level is essentially negahve. Considerable energy goes
Into negotiations detracting from both themanagement of the enterpnse
and rational policy development processes. In fact, collective bargaining
in some school districts has becorA a major policy-enunciating activity
for the system and is a process that fads to meet the cnterion ot political
openness.

The collective bargatthg process as practiced presently is sheltered,
nearly clandestine, and rules out participation of marty interested parties.
Zhe interests of students parents, taxpayers, teachers, administrators,
and others are ineffectively reflected at the table. There is little room for
considering the items under negotiation in terms of their implications for

\ such basic policy matters as learning outcomes, the effective desegrega-
tion and integration of schools, or the extraordinary pi oblems of moving
from adolescence into adulthood that young people experience today.

Thus I am proposing that salary, wage, and frmge benefit determina-
tions be moved to the state level. This willallow local dtstnct board mem-
bers and administrators to focus on policy development that is related fun-
damentally to pedagogy and learning. Such a change will lift an enor-
mous burden from the shoulders of local school officials and liberate
them for work directly and fundamentally related to the learning of
young people.

Bargaining at the state level has been discussed recently in California
where staff for the senate education committee conducted hearings on
the concept. Obviously the political implications of this proposed change
are profound, but they are not without posihve consequences at the sta te
level too Education w ill be center stage, inescapably attracting statewide
interest in the problems of teachers a nd other educational professionals.

Proposal Eight
Representatives f professional groups deachers and admunstrators or-

ganizations for bail school dist-icts become numbers of local boards of edu-
cation and assume poltcy and .u.ountability responsibilities equivalent to
their offices.

Most, if not all. sttes would have to pass legislation that would permit
representatives of professional groups to have designated places upon
local policy bodies. It Ls a proposal tha t has many flaws and is offered atter
considerable reflection. It is advanced partially trom frustration and atter
witnessing the displacement ot the educational welfare ot children and
youth with other intelests that tend to erode educational opportunity.

There have been unfortunate divisions between and among teachers.
administrators, and school board members who on a day-to-day basts are
responsible for local district teaching, managing, and policy making. The
weight of this proposal rests on shared responsibilities for policy development
and institutional accountability among professional staff and school boards,
Practitioners at the classroom and building levels are informed people
with contributions to make in the educational policy development pro-
cess The products of policy development activity ought to reflect directly

4the best thinking of layrnen and professionals. Thus it is of substantial impor-
tance that such persons be responsibly involved.

Historically it was expected that superintendents would and could re-
flect the educahonal significance and implications of policy under con-

sideration by boards of education. Such is not the case any longer, at least
in many school districts with long htstories of negotiated agreements. In
some districts, perhaps many. it is literally not possible to develop
needed new educational policies either because ot existmg negotiated
contracts or the implications for future contracts are so severe as to cause
board members and superintendents to abandon such educational policy
development all together They have reached an unfortunate stage ot edu-
ca tional policy paralysis. Thus this proposal. linked with the movement
of collective negotiations to the state level. is intended to produce badly
needed new education policy at the local district level.

Proposal Nine

Boards of education utiltze a disciplined framework for policy enunciation
and employ that framework within a facility especially designed for that ac-

j one which emphasizes the efficient and rational use of data retnetui
and display technology.

As indicated earlier, It is my belief that boards ot education and execu-
tive staffs adopt a rational approach to policy development. I would go
even further and recommend adaptations of the decision seminar model
of policy development authored by Harold D. Lasswell." The decision
seminar is both theoreticallv complete and practically feasible when per-
sons are trained in its use it has been tested in many contexts and holds
unusual promise as a tool for public problem solving." The model is both
simple and complex simultaneously It is data and information depen-
dent, miles heavily upon rational processes, and permits (even de-
ma,-Is) in its usage that the most contemporary and signiticant intor-
mation be incorporated."

The decision seminar operates most effectively in a physical environ-
ment conducive to the use of computer technology and management in-
formation systems. Ideally the policy development processes should
occur around a large octagonal table with prtmary participants seatedin a
"theater irVhe round" arrangement allowmg secondary and tertiary par-
tidpants to witness and take part in policy development activity within
policies and procedures established for that purpose. Technology
should also be available to broadcast andor telecast the proceedings
to the community Interactive communication w Ith the community
should be possible through telephone arrangements or other more ad-
vanced cable television ppacity, again through policies and pro-
cedures established for this purpose.

Proposal Ten

School board members and executive staffs of school districts be trained to
'iamlie policy development activity for their enterprises.

l'iere is an assumption that persons elected to public office as well as
those appointed to professional administrative positions are fully compe-
tent to engage in policy development activities consistent with their re-
sponsibilities. Nothing could be further from the truth in either cate-
gory." Ttie complexities which surround policy development and ad-
ministration of education (and other institutions) are so extreme that they
escape the ordinary patterns of learning andor preparation." Gover-
nance and management require disciplined approaches that are both effi-
cient and effective. And persons must be especially trained to use those
a pproacil.7s if they are to produce policy and administrative activity con-
sistent with the needs of contemporary institutions 39 Haphazard, catch
as catch can incoherent and irrational approaches which have charac-
terized policy and executive life in la-ge institutions over the past two
decades will not carry the weight of governance and-management needs
much further Radical change is required and that includes the incorpora-
tion of an open, ordered approach to policy development and the special
training and preparation of persons,who are expected to employ a more
rational system.

Proposal Eleven

One or more states should pass special legislation allowing school districts ,to
suspend (for a penod of time) current statutes, rules and regulations for the
governance and management of school districts in order to test alternative
approaches to governance and management.

'The concepts and ideas incorporated in the proposals above are radical
from one perspective, modest from another. They are probably too radi-
cal for state mandate and thus warrant special. almost hothouse condi-
tions, for their testing and trial runs. Thus I urge state legislation which
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win permit local school distriits, within prescnbed parameters, to set
aside existing governance and management provisions in order to test
new appmaches. A tew ot our local sihool distncts cannot survive much
longer with existing governance and nunagement patterns." Therefore,
it would seem detertsibte tor state legislatures to establtsh conditions and
circumstances under w hich the test of new approaches can go forward
possibly within these troubled districts at least Careful thought and
planning w ill be necessary even In the formulation of legislation to allow
,uh e xperimen tation to UtUf But those ,onddiuns and sround rides An be
venal Qui to allow expenmentation to proceed responsibly

Proposal,Twelve

The pnocses of pohcy development and them enunciation as well as the
processes of management be designed so as to include genuine sustained
student parent, and other warn involvements

These proposals may appear, despite disclaimers, to be elitist in charac
ter and intent. It may be teared that they would produce a dosed by stem
rather th,tit an open one, to overestimate the value of knowledge and
intormation, and to place too much confidence in board members ability
to develop policy, and managers ability to manage under conditions of
freedom and nonintervention They are not.

I beiieve, with others, that policy development processes and man
agement prosesses must be open and iniurporate many perspettives.
Participation IS essential tor a broad spectrum of citczens and profession
ais in ad phases ut policy development and management. Policy de
veiopment implies a developmental process. Policy should nut emerge
tuil blown nom the mouth of Zeus. :one, ought to be the product of
lengthy study and investigation, citizen and professional review, and
rennement betore enunciation. The policy itself must reflect the finest
thanking available, enlightened by the ben research avatlable. Similarly
martagenal activity m ust.proceed with citizen involvement especially in
the appraisal of institutional effectiveness

This Ls an area where policy about policy is needed whether or nut the
other proposals tor change are considered. Over the past dozen years or
so local school otfictals have modified their practices regarding public
participation and involvement in local decision making. But few districts
have produced comprehensive, well considered, local district policiesi.in
respect to participation and involvement.

A system ot Annzen involvement at the budding level with well defined
missions and purposes should be linked conceptually and practically to
the governance and management system at the distnct level." The pre
sent forms and structures tur citizen involvement otten lead tu frustration
rather than sanstaclion, and valuabie citizen energies are wasted as a,
consequence.32

Concluding Discussion
There are implications to be drawn from the proposals outlined

above. Some are latent. Some are manifest Some are hidden Some
are in full view

It is clear that one set of implications relates to policy development
itsett. From my perspective, At is evident that policy development pnxess is

an important concept and should be addressed to broad sectors of ed Lica
nonal policy needs. It Ls also clear that policy development needs to be a
disciplined and organized process requirtng extensive amounts of time,
conducted in settings conducive to concentration and reflection, and An
omporating participation uf lay men and professionals. Similarly there
needs to be intensive thought given to the poltcy needs of school districts.
including pu'alic and professional involvement in their identification, to
the preparation of policy development agendas and calendars to provi-
sions for the training of school officials in their respective policy-making
roles and responsibilities in the policy development process, and to incorpo-
ration of policy technologies and support capabilities to enhance the qual
ity of policy products.

It is also clear that the policy requirements of an institution once under
stood, defined, and calenda red are manageable and can be met. In chao
tic circumstances often many decisions are made but few well-developed
policies are produced Actually only a few basic policies need to be de-
velopeo each year Thus what may appear to be an overwhelming prob-
lem is not so intimidating when it is broken out into policy sectors and
fitted into a rational agenda of review and development The segmenting
of intensive work on policy permits a staff to have reasonable penods of

time tu perform policy dev elopment serv ices to board members Much of
the current frenzy w Inch marks executive actic ity s is a s 15 schbol board

need w uuld be reduced...Information. which results trum w ithin district
research as well as new knowledge acquired from other sources can be
incorporated into the policy development processes " Now it is not

It Is nut the intent ot these Proposals to depoliticize education. It As the
intent to make the policy process more open and accessible to larger
numbers ot stakeholders, less vulnerable tu the machinations of policy
eines, and more y telding to the best policy science intelligence that man
has been able to devise. Implementation ot the proposals would cum
partmentalize a bit more clearly the work of board members and execu-
tive staffs. But It would also lead to the integration of these two functio'ns
in order to produce an improved quality of institutional performance. In
terms ot power, more power would exist in the situation. The power and
influence of neither the governors nor the managers would be reduced.
Both would be enhanced. Implementation ol these proposals ould in
my judgment vreate a setting where the idealized creative,expenence '
so wisely 'arnculated-by Mary Parker Follett in the mid 1920s could be
realized, It w ould in fact be possible for integrative behav lot to occur,
reducing the occasions'for compromise and stalemate

There are constitutional, statutory, and other legal profilems associated
with the proposals. If taken senously they may lead to rather general
reexamination of the constitutional and statutory provisions fur the gov
ernance and management of local districts. Fur example, many current
school board responsibtlities may need to be managed in other way s
Determining salanes and wages of school personnel, constructing (ev en
naming) school buildings, authonzing the issuance of bonds, setting
schocil tax elections or referenda of other sorts, the approv al of federal
applications tor tunding, and other such decisions may be designated as
responsibilines of other governments.

The removal ot the collective bargaining function from local districts
and placing it at the state level would clear out underbrush and permit
boards of education and top school officials to focus more directly upon
pniagugical and tarnms pvsy. State le v el bargaining may lead to a

tearer, uniform delineation of the scope of bargaining and to the
identification of educational prop am costs as distinct from those uf
personnel.

The three basic resPonsibilities of board members stated earlier would
set the tone and establish the parameters of board and executive activity
Consequences would flow from responsible attention to those three
board responsibilities. Much of the current trivia w hich occupies board
member tune and energy would fall away in favor of responsible educa
uunal policy activity and appraisal. The energies of the administrative
staff, on the other hand, would be devoted to the effective administration
of policies en unctated by the board. As a consequence of longer contracts
for supenntendents the period for judging the effectiveness of adminis-
trative leadership and performance would be extended. At the same time
school distnct planning would tail within longer time frames, and some
sanity could be restored tu the admintstration of many school districts
where chaos is now the rule.

The ttnal set ut implications surrounds the need to prepare both policy
makers and exeiutives in ways consistent with these new emphases, It Ls
proper to caution that the precise terms and content o( policy deve4ment
process tramats is yet to be organized. In fact, there LS substantial skepti
cism about the current capacity ot policy scientists to contribute much of
value to policy development. Lindbluum and Cohen in commenting
upon poliiy analy scs and sy stems analy 56 say that

vvaste, noise, and the excesses ot policy analysis all reflect we
suggest, a kind ot hyper-rationalism among pPSI ipractinuners of
Protessional Social Inquiry). As a result of inattention to the limited
contribution ot PSI to social problem solving su far, pPSI often suc-
cumb to the bend that, given enough PSI, all social problems can be
significantly ameliorated by it. In actual historical fact, thy 'solution'
to many social problems is simply continued suffenng. Or repres
stun. Or a solution that itself creates new problems

The present conduct of governance and managerial activity often ap-
pears rational, but that is essentially a veneer. A tteniunce at board meet-
ings of a large city recently was shocking, even though I have been at-
tending board meetings in school districts tlarge and small) across the
nation tor n early 30 years. The agenda tor the session, a regular meeting,
was on a single sheet ot gaper with no documentation. There was no way
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for people in the audience ft) follow what was happening. During the
meeting no explicit references were made to the agenda. Board members
were obviously posturing and preening tamed:a and constituents in the
audience The administrative staff was unorganized. No reterences were
made to learning, all discussion w as adult-centered. The relationship be-
tween the work of the governors and managers in this district and learn-
ing activity in the classrooms of that-large city were not discernible
School board members and administrators of that district las well as
many others) would have to be trained in policy development. Thus there
are implications for colleges, universities, consulting turns, state depart-
ments, school board and professional organizations. and other gov-
ernmental agencies regarding the pre- and inservice training ot execu-
tives and board of education members in policy development "

These proposals are modest when we consider the seriousness of the
need for improved performance In my judgment the time has passed tor
casual, uninformed policy making.34

Some local and state boards ot education are moving in some ot-the
directions that I have proposed The State Board of Education in Illtnois
is reqecting in its practice some ot the ideas I have discussed, specific-
ally the utilization at a policv development process, an annual three-day
retreat tor learning and plannmg, training in policy development pro-
Lesses. and the development ot an extended policy agenda. The Toledo,
public schools are designing a ':rnap and strategy" room to facilitate pol-
icy development The Milwaukee Board of Education is considering

about policy and the new Chicago Board of Education may con-
sider some of the onsepts herein proposed. The Calitorma State Senate
held heanngs recently on moving collective bargaining to the state level.
At The Ohio State University we will be convening (in conjunction with
the University Council for tducational Administration (UCEA) partner-
ship program) representatives of a half-dozen school districts to con-
sider the above proposals for potential adoption or adaptation.

These are modest beginnings. Much more fundamental, far-reaching
reforms are required

Footmotes
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possible alternatives, and pursued, or intended to be pursued.
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tion Salt Lake Cits October 4, 1979. in a paper entitled The Gosernance wt
cwhools at the Local Level Rules ot Boards Ndrninnuators, Teacher Organiza-
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sity of Chicago Press. 1962), pp. 240-243.
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procedures, rules and regulations documents The problem is complicated by
the growing numbers of rules and regulations accompanying state and tederal
programs As a consequence administrators, teaihers, board members, and
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21 Length of contract has been discussed thoroughly oVer the years. Liberman
argued for five-year contracts 2q years ago in Myron Liberman, The Future of
Public Edusation (Cnicago. University of Chicago Press. 19601. p. 282. Neverthe-
less Utah. for example, limits supenntendents contracts to two years.

22 This situation was particularly severe in San Francisco in the mid 1970s. Indi-
vidual board members "demanded" that the superintendent's staff make
studies, prepare reports. or makemyestigations of matters of particular: nterest
to theM .0n one occasion one board member ordered that thecentralstaffmake
a conflict of interest analysis of the boards of directors of all foundations that
provided grants to the San Francisco Unified School District. Many foundations
were involved one of which had nearly one hundred members on its board. The
problem was made more severe iv hen only two weeks were allowed tor the
completion of the request.

23 Few cnteria for the evaluation ot supenntendents contain explicit statements
regarding competence in leadmg a policy development process. Carol studied

e evaluation of supenntendents in New Jersey in the early 1970s. There were
no examples of policy development cntena bemg applied. Ltla N. Carol.
Etvluating Chief &hoot Officers in Local $4.hool Dist nets (Trenton, New Jersey:
New Jersey School Boards Association, 1972)

24 Harold 0 Lasswell. 4 Pre View ot Pohcy Sidences (New York. b.tsevier Publishing
Company. Inc , 1971)

25 Luvem L Cunningham, Policy Sciences in the Fie 973-78. Quarterly Re-
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Cunningham, 'Applying Lasswelts Concepts in Field Situations Diagnostic
and Prescriptive Values Paper presented at The International Society ot Polit-
ical Psychology, Third Annual Scientific Meenng. June b. 1980. Boston. Mass.

26 For a synopsis of concepts involved in the decision seminar se; Philip M
Burgess and Larry I Slonaker, The Decision Seminar IColumbus The Ohio State
University Press, 1978)

27 There are some things that can be done to improve the performance of public
officials See Glenn D Paige, The Scientific Study at Leadrship

28 John W Gard.rier in his recent book %,forale sets the context and requirements
for modern leadership insightfully stating that "The task of leaders in our kind
of society is to help us understand the problems that all must face, to aid in
setting oi goals and pnonties. and to work with others in finding paths tathose
goals Jahn W Gardner. Morale iNew York W W Norton and Company.
Inc 1978), Chapter 16

29 It is intetestmg that a solume wntten in 196o directed to the problems of 1980
contained a chapter where the author emphasized the n&-d for the public to
educate Itself about its problems and to use social inventions particularly as
defined by Harold D Lasswell to meet that need Roger L Shirm. 'Human
Responsibility in an Eme rging Society. In Prospective Changes in Society IN 1980
Edgar L Morphet and Charles 0 Its an eds iDenver Designing Education for
the Future. 1362 Lincoln Street. 19661. Ch.,pter 15

30 Th.. 1. Cleveland, Ohio Public School Ss stern is a case in point It remains on the
verge et fiscal and educational bankruptcy with little hope at improvement
short et iomplete retorm within its gos ernance and management

31 Luvern L Cunningham et al ImprotniN &twat ie.. in Florida 4-Reas-e.unent
ITallahassee. Ronda Select Joint Committee on Public Schools at the Florida
Legislation, 19781 Chapter 3

32 Robert E Hernott and Neal Gross eds The Dynannt. ol Manned Editor lanai
Change (Berkeley, California McCutchan Publishing Corporation. 1978) pp
255-56



33 Such contexts fur policy development permit the achievement of -double loop
learning tirst noted by Eric Ashby, For turther discussion of 'double loop
learning refer to Chril Argyris and Donald A Schon Theory m Practice h. rrii,
in1Prore.satal Ettromenr., (San Franctsco )(asset,' -Bass Inc Publtshers. 19741

34 Charles E Lindbloom and David K Cohen, Usable Knotrtnige (New Haven and

London lair LInwersity Press, 19791 p 914

15 It is well to remember that there are psychic J3 well as dollar costs involved in
retraining. Harold D Lasswell "The Changing Nature of Human Nature.
-Immo?' Puma( of Nycho Analysts, XXVI. No, 2. 1967

lo Alvin Touler s book Future Shock (New York Random House. 1970) was pub-
hshed nearly ten years ago It is well w9rth reading again, as his most recent
volumene TIOnl Warr (New York William Morrow and Company. Inc . 1980)

Alt I Mir Dr. Cunningham is Novice C Fawcett rofessor of
Educational Administration at The Ohic State Uni-
versity, In addition to his academic rarft. he holds
many positrons related to the develop ent and on
provemenrof education and practice 'fore return-
ing to the faculty at The Ohio State from the deanship
at that university. Dr Cunningham erved as a
teacher. pnncipal. and superintendent J5 well as
assistant director of the Midwest Administration
Center and professor at the University of CIpcago
Dr. Cunningham has published extensively in the
area of school administration and has research in Zs

terests in stich areas as citizen participation in edu.

cational problem soltrIng, policy analysis. edutationai change. community power
structure. and institutional appraisal

62

AIN THE EXECUTIVE REVIEW

Institute for
School
Executives

Published eight times a year by

The University of Iowa
210 Lindquist Center
Iowa City, Iowa 52242

William C. Bozeman, Editor
George A. Chambers, Director



-a #%/orkshop

developed .by

Leslie G. Wo1fe, Ed: D

4



INTRODUCTION

This handbook was developed to introduce school
board members to the advantages of a policy making
process. The systematic use of a well defined
policy making process will strengthen lioard control,
improve effectiveness, increase efficiency and pro-
vide educational leadership to students, staff and
community. Policies based on the board's goals
provide the advantage of guiding the professional
staff during the day to day operation of the school
district.

We hope this quick over.. .v of the policy process
will encourage you to become familiar with your
district's current policies and assist you in making
decisions based on the policy made.

1



WHAT IS A POLICY?

Dictionary Definition:

POT,ICY: "a definite course of action or method of action to guide and determine present

and future decisions..."

School board policies are guidelines to chart a course of action. They tell what is wanted
and may include why and how much. They should be broad enough to admit discretionary
action by the administration in meeting day to day problems and yet specific enough to

give clear guidance.

By developing policy, the Board defines parameters for those who deal with a given iss
For example, the board develops a yearly budget for the district. During the year the bard
regularly refers to the budget which sets the fiscal lithits for what can or cannot be do e.
Policy is much the same. The board develops policy as a ready reference to make good

decisions about issues that arise. Policies should Pe working documents. Like the budget,
they should provide a plan for what can and cannot be done, spelled out and available to all.
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WHY DOES A BOARD NEED WRITTEN POLICIES?*

A school board is an elected public body
with authority to set rlirection for the school

system. Just as lav lat are established by
the legislature must be in writing, so should
school board policies,be in writing. Increasingly,
the Legislature, the State Boazd of Education

and the courts are.demanding written statements
of policy.

WRITTEN SCHOOL BOARD POLICIES FOSTER STABILITY AND CONTINUITY. Board members

come and go; staff people leave, retire or are separated. But policy endures. A policy book,

containing current policies and regulations, permits smooth transitions when changes take place.

2. WRITTEN POLICIES AVAILABLE IN AN ORGANIZED COLLECTION KEEP PEOPLE INFORMED

ABOUT THE BOARD'S GOALS AND ITS POSITION ON MAJOR EDUCATIONAL OPERATIONAL

PROBIrS. When any.public body operates in the open there can be no charges of secrecy.

Accountability becomes reality.

3. WRITTEN POLI,MS AND REGULATIONS CLARIFY BOARD-SUPERINTENDENT RELATIONS.

When the board gives the school superintendent the kind of broad directions he or she needs, the

superintendent can administer the school system and get jobs done.

4. WRITTEN POLICIES AND REGULATIONS SAVE TIME AND EFFORT FOR THE

SUPERINTENDENT. When problems come upthe use of school buildings by private groups,

ciiticism against textbooksthe superintendent does not have to go to the board each time for a

decision. He or she can take care of the matter on the basis of the board's standing statements.

5. WRITTEN POLICIES SAVE TIME AND EFFORT FOR THE BOARD. When policy and

regulations exist, there need not be long board discussion on details of administrationthat's

the superintendent's job. There need not be a rerun of arguments on a problem which has been

settled before. There need not be tedious arguments late into the night. "We enacted a policy

and saw regulations on that question last year," is all that needs to be said to end the discussion

and to move on to the next order of business.

*Reprinted with the permission of the National School Board Association.
3
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WHAT IS THE POLICY PROCESS?

First, the Board identifies a need or concern:

Example: At every Board meeting a different
teacher requests to take his or her class on a
field trip. It appears the Board needs a policy
on field trips.

STEP I.: The Board discusses the policy need.

Question: Do the Board and Community support
field trips as a part of the educational program of
the district?

If the answer is "no", then the policy is simple
"There shall be no field trips".

If the answer is "yes", then the board needs
to identify how field trips wiLl be handled.

a. Should all students get to go on a field trip?

b. How far away may they go?

c. Must the student pay a fee?



STEP 2: The Board directs the Superintendent to conduct a policy analysis. The analysis
should include all the options available to the Board in terms of:

costs in dollars for each option

staffing for each option

proposed regulations and rules for each option

range of policy options



STEP 3: The Board needs to take time to study, discuss and identify the basic eleMents

of each policy option.
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STEP 4: Someone, usually the superintendent, needs to draft a policy and bring it to the

Board for first reading.
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STEP 5: The Board reviews the draft and makes changes,
if needed, and then makes the draft available to
students, staff and community for response and
discussion.

.,..

The Board, after a second public reading (or more)
may adopt, reject or send the proposed policy
back for rewrite. '
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After the policy is adopted the community, staff and all others w'fio may be affected

need to be informed.

BOARD POLICY ON FIELD TRIPS

Policy Code 11CA

The Board believes that field tript are a vital part of the educational process
and allow students to enrich their cléss work with on-site visits to appropripte
places. The Board also believe; that no student should be denied the right

to participate liecduse of lack of funds and will therefore pitivide adequate
funds in the district budget for field trips. The superintendent shall develop
administrative regulations to implement this policy using at least the following

guidelines:

1. No field trip shall be farther than 30 miles from the district.

2. All field trips will have one adult
chaperone per each 10 children.
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STEP 6. When the policy is formally adopted by the School Board, the superintendent

then becomes responsible for its implementation.

RULE S

AND

REGULATIONS

011..

Field Trips
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WHAT ARE REGULATIONS OR PROCEDURES?

Regulations or procedures are the mechanics and administrative detail needed to put a policy into

effect. Where the policy was a broad guideline, the regulation will include how, by whom, where

and when things are to be done. They may include step-by-step procedures and assign specific

responsibility.

Policy Code 11CA-R

FIELD TRIP REGULATIONS

The principal shall use the.following guidelines in implementing the field trip policy.

1. The teacher must make his or her request to the principal

at least 10 days in advance of the field trip.

2. The purpose of the trip and its relationship to the
instructional prop= must be stated.

3. The teacher shall send permission requests to parents
five days in advance of the field trip, indicating time,

date and purpose of the trip.

4. The principal shall make arrangements for necessaiy
bus transportation.

5. The teacher shall designate at least one adult chaperone
for each ten students on the field trip.

The list of regulations or procedures could be extended. The superintendent met all the guidelines

established by the Board in its policy and also developed a system for orderly planning and

scheduling o( field trips within the regulationi.

1 1



WHAT* HAPPENS NOW?

The superintendent and staff generally develop regulations to fiut the policy into effect.

Howeyer, on poAtically or socially sensitive issues the Board has the responsibility to

review and approve the regulations. ,
i

The staff is aware of the poliCy and its guidelines and regulations and can plan more

efficiently.

The Board will not need to take the time to make routine decisions.

1,

12
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-- REGULATIONS OR PROCEDURES

1. Establish the mechanics for implementing policy

2. List the steps to be followed

3. Contain tile important deta,i1

4. List the do's and don'ts

5. The superintendent can change it
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STEP 7: The school board is responsible for .ieviewing and evaluating

its policies.
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REMEMBER

POLICY DEVELOPMENT is a cooperative effort involVing the Board, the staff and members
of the community,

POLICY ADOPTION is the function of the Board,

POLICY IMPLEMENTATION is a function ot the superintendent and staff.

POLICY REVIEW AND EVALUATION is a function of the Board and a responsibility of the
superintendent.
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POLICY CYCLE

1. Identify a need

2. Direct a policy analysis

3. Require policy options

Costs in dollarS

Staff

Rules, regulations and guidelines
;

I. Review policy draft

5. Take action

Rewrite

Reject

Adopt

6. Implement and monitor

7. Review and evaluate

8. Revise or remove as needed
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POLICY EXAMPLE WORKSHEET 1

First read each paragraph
listed below and then respond
to each question with a "ves"
or "ro."
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Field Tripst Excursions and Outdoor Education

The board recognizes Chat field trips when
used as a device for teaching and learning
integral to the curriculum are'an
educationally sound and irmportant ingredient

in the instructional program of the schools.
Such trips can supplement and enrich
classroom procedures by providing learning
experiences in an environment beyond the
classroom.

All field trips which take students out of
the state or are planned to keep students out
of the district overnight must be approved in
advance bu the board. Outdoor education
resident school plans shall be presented to
the board for annual approval. The
superintendent has the authority to approve
all field trips.

16



1. 2. 3. 4.

The superintendent shall develop procedures
for the operation of a field trip or anr
ouLcoor education activity which shall insure
that the-safety of the student shall be
protected and that parent permisLion is
obtained before the student leaves the
schools. Eich field trip must be integrated
with the curriculum and coordinated with
classroom activities which enhance its
usefulness. Private vehicles may be used to
transport students if approval is obtained in
advance from the school principal.

No staff mem!)er may solicit students for any
privately arranged field trip or excursion
without board permission.

Guest Speakers

The district encourages the extension of
insttuctional experiences through the use of
guest speakers. A sound education requires
that students face issues and gain access to
divergent points of view.

The superintendent.shall establish procedures
for the approval of the use of a guest
speaker. When an invited speaker expresses
opinions which are partisan or considered
concroversial by a large portion of the
community, the school shall provide for the
presentation of opposing views.

Class Size

The district shall make provisions for class
size appropriate to students' learning needs
for different grade levels, courses or
learning situations, within the limits of
available resources. Class size averages
shall be in compliance with the Basic
Education Act.

The superintendent Fhall have the authority
to combine classes or eliminate classes when
class enrollment does not economically
justify the operation of a class.

17



Grouping for Instruction

1. 2. 3. 4.

A student will be assigned to a classroom
which will best serve the needs of that
individual. Factors to be considered in
classroom assignments are class size, peer
relations, studentteacher relations,
learning style of individual students and
teaching style of individual teachers and any
other variables that will affect the
performance of the student. Homogenous
ability grouping of students will be
discouraged.

School Closure

The superintendent may order the closure of
schools in the event of extreme weather or
other emergency, in compliance with
established procedures for notifying parents,
students and staff. (See also Policy 8111,

Energency Routes and Schedules.)

Grade Organization

The grade organization in the district for
instructional purposes shall be as follows:

Kindergarten through Grade 5:
El mentary School

Grades k6 through 8:
Mid School

Grades through 12:
High School

Instructional programs shall be coordinated
between each grade and between levels of
schools.

Delegation of Authori-v

Unless otherwise specified,. the
superintendent' shall have the authority to
designate alstaff member in his/her .:';apacity

for the implementation of district policies.

18



Alministration in the Absence of Policy or
Procedure

The superintendent or other staff tO whom
administrative or supervisory authority has
been delegated shall be authorized to use
.their hest judgment in the absence of a
specific policy or procedure; provided,
however, that such action shall not be in
conflict with the general aims and objectives
of the district.or with any local, state or
national ordinances, statutes, regulations or
directives. In the event there is doubt as
to the appropriate course of action or if it
is apparent that the consequences could be
serious: the staff member would be expected
to contact the superintendent or other
administrator who could provirle appropriate
assistance.

Whenever action in the absence of specific
policy has been taken by a Staff member which
creates a potential for controversy or a
potential for the incurring of district
financial obligation or where the situation
is likely to reoccur frequently, then such
action shall be brought to the attention ot
the board at tts next regular meeting. In

situations where a reasonable person could
determine that the above actions taken by a
staff member should be brought to the
immediate attention of the board, the
superintendent shall be notified and the
superintendent shall immediately consult with
the president/chairman of the board as .to the
advisability of calling a special board
meeting to review the staff membet's action.

Superintendent-Board Relations

The board shall exercise those powers that
are expressly required by law, those implied
by law and those essential to O..: purposes
and goals of the district. To this end, the
boa-d shall delegate to the superintendent
such powers as may be required to manage the
district in a manner consistent with board
policy and state and tederal law.

19
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The superintendent shall supervise all phases
of district operations. The superintendent
may delegate to other staff the exercise of
any powers -And the discharge of any duties
imposed upon the superintendent by this
authority or by vote of the board. The
delegation of power or duty shall not relieve
the superintendent of responsibility for the
action taken umder such delegation.

Testing Programs

The district will establish a variety of
educational measuremmnt and assessment
processes to:

1. Derermine the effectiveness of the
instructional programs

2. Assess the progrgss of(individual students

3. Diagnose the needs of individual students
who are not progressing at their expected
rates

4. Identify gifted and talented students who
are in need of specialized programs

ThSdistrict shall provide for the
administration of tests at appropriate grade
levels. No tests or measurement devices
containing any questions about a student's or
his/her family's personal beliefs and
practices in ftmily life, caorality and
religion shall be administered unles; the
parent or guardian gives written permission
for the student to take such test,
questionnaire or examination.

Parents who wish to examine any test
materials may do so by contacting the
superintendent. Parent approval is necessary

before administering an individual
intelligence test or a diagnostic personality
test.
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POLICY (PROCEDURE AND REGULATIONS) .

ACTIVITY WORKSHEET 2

,MIIMM

Read the following statements, Testing Program and Field Trips Excursions,

Outdoor Education, etc. Make a judgment about the total statement to

determine if it best fits as a policy or regulation. Place an "X" in the

appropriate column.

Procedure Policy

r 1. 2esting Program

2. Field Trips, Excursions

3. Guest Speakers

4. Special Instructional Programs

5. Guidelines for Co-Curricular Programs

Clues to Policy Statements

1. Does it communicate the expectations of the board?

2. Does it give directions to the superint,ndent?

3. Does it inform the public of the board's intent?

4. Does it tell the superintendent how to do it?

Clues to Regulations or Procedures

1. Does the statement establish the mechanics for implementing policy?

2. Does the statement list the steps to be followed?

3. Does the statement contain the important detail?

4. Does the statement list the do's and don'ts?

5. The superintendent can change it



Policy (Procedure and Regulations)

Testing Program

A dist ct testing committee, representative of the staff, will meet at least
once per ,ear bo review the district testing program. The committee shall
submit it recommendation to the instructional department for the following
vear's testing program by May 15. The test schedule shall identify and
schedule all tests which.are mandated by the district, the state and various
categorically funded programs. The test committee shall be responsible for:

1. Content Analysis. DoeS the proposed test cover the area to be measured?
Pre the items compatible with the district scope and sequence?

2. Test Administration. Are directions clear for the teacher? For the
student? Is the format attractive?

3. Interpretation of Results. Are test results reported in a form that is
oonvenient for the teacher? For the student?

The proposed test schedule shall be approved by principals and by the
instructional department. The schedule shall be distributed to indLridual

schools by August 15. The instructional department shall be responsible for
ordering tests, distributing materials and scoring sheets, and distributing
administrative instructions.

After tests have been scored the instructional department shall be responsible
for developing district assessment reports and for assisting individual

schools in interpreting test results.
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Policy (Procedure and Regulations)

Field Tripsu Excursions and Outdoor Education

Field trips are defined as travel away from school premises, under the
supervision of a teacher of an approved course of study, for the purpose of
affording students I direct learning experience not available in the

classroom. The tranaportation costs for all such field trips conducted during
school hours shall be borne by the district. The following procedures shall
apply:

Field Trips

1. Each school shall receive a field trip allocation. In addition, buildings
may submit applications for state-funded field trips (e.g., Pacific
Science Center, environmental education centers, environmental studies).

2. The staff member shall submit a completed field trip request form to the
principal at least two weeks prior to the fic.ld trip.

3. The staff member shall contact the site to make specific arrangeinents for
the field trip so that the desired activity can be coordinated with the

classroom studies.

4. The staff member shall be responsible for securing additional adult

supervision for the trip (one adult to a maximum of ten students).

S. If private vehicles are used, field trip forms shall be'completed which
acknowledge the name of the driver of each vehicle to be used. The
district's liability insurande coverage will protect the driver who, in
this instance, will be acknowledged as an agent of the district.

6. Each student participating in a field trip must first return a permission
slip signed by his/her parent. Parents shall be informed if private

vehicles are to be used for the field trip.

7. A letter of appreciation should be sent to the site host upon completion

of the field trip.

Outdoor Education

1. The outdoor education plans for the coming school year shall be presented
to the board for approval at the May board meeting.

2. All staff to be involved shall be notified of plans after board approval.

3. The proposed curricula for the outdoor education school shall be presented
to teachers at least one month prior to the session.
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4. Information to parents regarding fees, special clothing, dates,

supervising proposed activities, and other duties shall be sent bp parents

at least one month prior to the session. The parent must sign an approval

form.

5. If feasible, parents may opt to have their child participate in daytime

activities only.

6. Students who do not elect to attend shall engage in meaningful learning

experiences at school.

7. Students must purchase accident inaurance or have family accident

insurance.

8. Students who are unable to pay the fee may be granted a waiver if they

meet the USDA guidelines.

Overnight FieldTrips

1. The staff member must submit to the principal a written plan, including

purpose, supervision, '..tinerary, cost, housing, and student costs (if any)

at least two weeks prior bp submission to the board.

2. After approval by the principal, the proposal should be submitted to the

superintendent at least one week prior to the board meeting.

3. The staff member should attend the board meeting to answer any questions

the board may have.

4. After approval by the board, a written description of the overnight field

trip shall be sent to the parents. All such field trips are optional. No

district funds shall be used for transportation, housing, or food. Parent

perxission is required.
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Guest Speakers

The following procedures will be in effect when guest speakers are being
considered for use in the classroom:

When a teacher believes that a guest speaker will contribute to the curriculum
by helping to achieve the goals and objectives of the course, the staff member
will follow the procedure set out below.

At least two (2) weeks before the date the speaker will visit, the teacher
will notify the principal on the attached form whom he/she wants to
invite, how the speaker's topic will relate to the curriculum and when the
speaker will visit.

Any teacher may request a waiver of the two-week notice period and any
principal may grant such a waiver in order to accommodate the scheduling
of a speaker on short notice. However, such a waiver shall be at the sole

discretion of the principal and the previous granting of such waivers
shall not obligate any principal to grant a waiver for any future request.

2. If the teacher and the principal believe the guest speaker's topic is
controversial, both parties will attempt -to agree on a course of action on

the controversial issue. (See Policy 2331 - Controversial Issues.)

3. In the event the speaker's topic is determined to be controversial, the
teacher will notify students beforehand that any student who wishes not to

attend the presentation will have an alternative assignment.

4. Unless the principal approves, the teacher will not allow nonclass members
to hear the speaker.

5. The guest spcaker will be registered in the office by the teacher on the

day he/she speaks.

6. Approval of a guest speaker will be exercised in a manner consistent with
the principles of free inquiry and expression.'

7. If the principal has reason to believe that the appearance of the.guest
speaker would not contribute bo the curriculurt or'would be harmful to the
students, he/she may deny the appearance of the guest speaker. If the

teacher disagreeo with the denial, he/she mayi utilize the appeal procedure

to determine whether the speaker should be allowed.
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Special Instructional Programs

Applications for special fands or categorical grants shall be based upon the
needs of the students, staff, or facilities within the district. Such

applications may be related to the funding needs of a particular building or
;the district as a whole. Each proposal for special funding must address the
following points:

1. Needs. The proposal writer should succinctly state what are the specific
needs at which the proposal is directed. Hard data should be supplied.

2. Objectives. The stated needs should be converted into objectives. What

does the project hope to accomplish?

3. Procedures. The action plan should be stated. How will the objectives be

accomplished?

4. Evaluation. What kind of data will be collected? Who will collect it?

The proposal writer should also develop a tentative budget which includes

proposed expenditures and proposed Levenues. A timeline should also be
included which shows the submission data deadline, funding agency approved
data, and the project status data. The proposal writer must identify any

district obligations that will occur as a result of securing a grant award.

A proposal must have the recommendation of the principal before submission bD

the district office. Proposals must be submitted to the superintendent at
least two weeks prior to submission to the board.

When a project is approved, the business office will be given a copy of the
grant award notice and shall establish Ehe appropriate accounting procedures
for operating the special program.
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Guidelines for Co-Curricular Program

Elementary School. At this level activities will emphasize the maximum

participation by all students. The activities,selection shall be based on at

least three criteria:

1. The general criteria spoken to in policy 2150;

2. Emphasis on individual skill development at different levels of

performance;
3. Sportsmanship attitudes emphasized throuth game experiences; and

4. Competitive drive allowed to evolve from within the child rather than from

external forces by keeping competition "low key."

Competition shall normally be limited to students within a given schl-^1.

Middle School. The intramural, extramural and modifiea athletics program

shall be built upon those criteria used at the elementary level. Again, the

broad participation of students shall be stressed and encouraged with primary

emphasis placed on the intramurals and extramurals and any competitive

athletics kept at a minumum level and as an outgrowth of intramurals.

High School. The high school program
criteria spoken to in this policy and
the earlier grades and should be open
respective interests and talents. At

placed on competition.

should be based upon the general

the whiCh guide the programs at

to all tudents who wish to pursue their
this level greater emphasis will be

Musical Activities. Musical opportunities will be afforded students at all

leveTh in order to develop the interests and talents of as many boys and girls

as possible. The criteria for selection of these activities shall be

nsis.tent with those referred to earlier.

N--; many cases activities will be extensions of the music class and will

provide individual students with increased opportunities for involvement in

many facets of music. These activities should encourage students to use music

as a, means of self-expression and should also devdlop their understanding of

the role of music in the life of the community.

Service and Interest Clubs and Organizations. The district endOrses the

development of appropriate service and interest clubs and other approved

school organizations and activities for the purpose of implementing the

instructional goals and reaching the interests of as many boys and girls as

possible. To spread the benefits of these organizations the board encourages

the establishment of a system which encourages the participation of as many

students as possible. .

Student Government. The district endorses the concept of student government

and encourages the organization and mainter .nce of a realistic and meaningful

student government program and related activities consistent with the general

criteria of policy 2150.
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WORKSHEET 3

KEY POLICY QUESTIONS

The purpose of thi* exercise is to provide you with the key questions you and your board
should be asking about the status of policies in your district. Remember, policies are the
tools that school directors use to oummunicatt what they want done, when it is to be done and
bow much of it is to be done. School directors do their most important work through policies.

Answer each question either "yes or "no" or "in part."

1. Are alllof your board policies written and filed in such a manner that they are
accesslhie and understandable?

2. Do the policies define the roles and the relationships of the school board and
staff?

3. Are most of the routine problems covered in policy so the school board won't
have to waste its time on routine matters; i.e., policies on field trips and
building use.

4. Are copies of the policy book readily available to the communit_ and staff?

5. Do board members confine themselves to policy making and stay away from policy
implementation?

6. Does the policy manual contain a philosophy of education that reflects the
values, belief and styles of the community and the school board?

7. Does the policy manual contain a statement of t. goals and objectives of the
school board in the areas of management, oommunicating with the community,
learning and instruction and policy development?

8. Do your policies provide for equal opportunity in education?

9. Do-the board policies provide for the timely and orderly handling of complaints
and grievances?

10. Does the board have bylaws that govern its cmn procedures?

11. Are all parties who will be affected by a new policy tistematically approached
for their opinions and contributions?

12. Is thete a board policy that requires the orderly and timely evaluation and
review of all board policies?

13. Do you activmly support all the board's policies even though there may be a few
you don't like?

14. Have you read and do you understand all the board's policies?

15. Do yol do your homework as a board member by making every effort to keep up
current trends and issues that may have an effect on your board's policies?
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CASE STUDY

Guest Speakers

Plaintiffs Wimble and Louis seek a declaratory C"--rinjunctive relief from a

schookl board order banning "all political spea4rs" from Exitor Union High
School. They contend that the order violates the First Amendment and is
unconstitutionally vague and overbroad: Jurisdiction is based on 18,U.S.C.

1343 (3,4).

Wimble teaches the political science class it EMS in which Louis was a

.student. This dispute arose when Wimble invited a Communist to speak to that
class. Wimble already and without objection had presented a Democrat, a
Republican and a member of the John Birch Society. The Communist was to be

the last of this quadrumvirate through which Wimble hoped to present each of
four points of view.

Wimble followed customary procedure and reported this invitation to the
principal. The principal approved. The defendant school board discussed the

invitation at its November meeting and also approved. There was no policy;

the board reviewed each request.

77)
The board's approval inspired mixed reviews. Two severe critics called a

commmnity meeting in December where they circulated a petition asking the
board.to reverse the decision; approximately 800 persons eventually signed

it. Several townsfolk, in letters to the local newspaper, mentioned the
possibility of voting down all school budgets and voting out the members of

the board.

Faced with this petition and many outraged residents, the board in December
reversed its decision and issued orally an order banning "all political
speakers" from the high school.

Should the board have a policy? If so, what should it include?
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CASE STUDY

Is Age,8 Too Young for Guilt?

YOUR TOWN - In some ways it is a miliar story. The debate over social

studies in your own is reminiscent of the struggles over sex education or new

math, or a doze other issues in a czen other cities. .

The school curriculum has always been the battlefield in our wars over

values. It's the zone in which parents with vastly different ideas and

experiences struggle to achieve some kind of victorymover what their children

should learn together.

And yet there is something just a bit different going on in this community.

YoF town, mostly white and nearly,all middle class, has been worrying about

how their children learn about a world unlike theirs. ,

For the past year, the third grade has been Taking "Inquiries into Culture."

They have been learning about cultures that are not middle class, that are
full of ihe extremes. of wealth and poverty, and hope and despair.

The fourth grade has studied "Life at *the Top" and "Life at the Bottom" in

Brazil. They have read about child brides in India -and discovered that in

Appalachia some families live with eleven people in two beds.

Marilyn Dunn was one-of the first to start a protest against the news

curriculum. She was angry,41or openexs, that the textbook was written at a

second-grade level. But more fundamentally, this mother of five who resents

being considered a censor, objected to the program's message, even Its mission.

She complains about its Aegative vfew, its "hopelessness."

"It dwells too much on the economic questions about these, other cultures. It

makes the kids feel guilty. We face these questions, thee and me, we face

. them," she says about world-poverty and inequality. "But Why give them to an

8-year-old?"

e school superintendent, Dr. Oziie Resenbaum has disagreed. "The fact is

hat most people do live in poverty and don't eat on a predictable basis." If

.the program gets children to talk about these things more openly, he approves

of that goal.

But another protesting mother, Laverne,Stait, uses the word guilt again. "I

don't think my children can'handle.the guilt that comes from these sensational

stories.. Yes, I know these things exist, but isn't 8 years ad too young to

start telling them. . .?"
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The issaes, then, as they are drawn over the curiiculum in your town can lead

-ell of us to think about the ways we'deal with the range of moial and ethiall

. questions ln our children's lives. At what age are they ready to confront

painful truths about the gaps between our ideals and realities? When are

their concerns "morbid" and "unhealthy"? Who is most disturbed by the

questions they raise: the children or the adults?

Next week the Board of Education will'meet in your ton to decide whether to

keep or remove this curriculum. In the process they hhould consider that
8-year-olds are not too young to understand the world context in whickthey
lead their lives--not boo young to feel pain or to make adults squirm1PNWhat

policy should they establish for the curriculum?

,
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POLICY IS POWER EVALUATION

,

Circle the Amber'of yobi response. n

A At
,

1. Please raee the overall usefulness of
% booklet for you as a board

member.

Please check one:
School Board Member

Superintendent
Other

Not useful
1 2

4kA

It
Has some usefulness

3 4

A

7

Very useful
5

2. Did the accompanying presentati6 contribute to the usefulness of the

brochue?

Not at all
1 2

Somewhat
3 4

Yes, to a
great extent

5

3. Do you feel that, as a result of the presentation Id the booklet, you
. have increased your understanding of policy? 6

o , .
/

No, not at all Somewhat Yes, definitely

1 2 3 4 5
. .

Please surkgest ways,;.,limprove either the presentation or the booklet itself.

Booklet: c--4)

Presentation:

Oti
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SCHOOL BOARD'.S EXPECTATIONS
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co IMPROVEMENT OF EDUCATION
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FOUR FUNCTIONS OF SCHOOL BOARDS
,

t

Providing for
.

A PROGRAM OF pUALITY INSTRUCTION .

s

/

,
,

1

MANAbEMENT Ai\ID DIRECTION OF THE SCHOOL SYSTEM
4

..

4 QUIDANCE OF THE SCHOOL SYSTEM-11-1ROKH P9LICIES
r

*

,

s ,

COMMUMCATION BETWEEN COMMUNITY AND STAFF

r
r

N.,
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WHAT IS A POLICY?
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POLICY: A definite cobrse of action or method of action to guide
and determine present and future decislons

POLICIES ARE: POLICIES TELL:

Guidelines
A course of action

What is wanted
Why

How much
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WHY bOES At:BOARD NEED WRITTEN pouciEs?
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WHAT IS THE POLICY PROCESS?

, STEP 1

Identifies a need

Board discussion
Develop key ideas
Agree on basic elements

4
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STEP 2: The Board direCts the superintendent to conduct
a policy analysis. Die analysis should include
all the options avail,able to the Board in terms of:

costs in dollars for each option

staffing for each option

a proposed regulations andrul es for ea h option

-range of policy option

(
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STE' 3: The Board needs to take time to study, diF4\ss
and identify the basic elements of eachlibliCy
option

1BOARID
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1

DRAFT A POLICY

STEP 4: Assign .4erson, usually the superintendent, to draft
a policy and bring it to (he Board for first reading

,
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STEP 5:

Q y
4 0 I-)

rlIPS
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The Board reviews the draft and makes
changes, if needed. Next the board
makes the draft available to students,
star and community for response and
discussion.

After a second reading or more
the board adopts
or changes the policy
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The community, staff and all others who may
be affected are informed
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STEP 6: The superintendent i.s responsible for
implementation



WHAT AREREGULATIONS? ...
,

Regulations arethe mechanics and administrative detail
needed to put a policy intä effect. The regulation win include

how, by.whom, where arid whe'n. They may include step-by-

-.4 step procedures and assign specific responsibility.

,
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CLUES TO REGULATIONS OR PROCEDURES:

iC Establish the mechanics for implementing policy

2. Lisrthe steps to be followed

3. Contain the important detail

4. Lists the do's and don'ts

5. The superintendent can change it
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ISSUES, RELATIONSHIPS,
POITICS , -

/

i

Goals
Objectives

?

-
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THE

SUPERINTENDENT

ADMINISTERS
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1
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School
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1
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STEP 7: The school board is responsible for reviewing
and evaluating its policies
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I.
/ REMEMBER

4

fiLL EFFECTIVE POLICIES:

o Began with a problem or need /

o Were written Or 'designed so people know what to do

o Are enforcec(evaluated and changed as' needed

i
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REMEMBER

POLICY DEVELOPMENT is a cooperative effort involving
the Board, the staff and members of the community,,

POLICY ADOPTION is the function of the Board,

POLICY IMPLEMENTATION is a function of the superintendent
and staff.

POLICY REVIEW AND EVALUATION is a function of the Board
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POLICY CYCLE

IDENTIFY A NEED

DIRECT A POLICY ANALYSIS

REQUIRE POLICY:OPTIONS

Costs in Dollars
Staff
Rules, Regulations and Guidelines

REVIEW POLICY DRAFT

TAKE ACTION

Rewrite
Reject
Adopt

IMPLEMENT AN6, MONITOR'

REVIEVAND EVALUATE

REVISE OR REIV1OVEDED
PP 21
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