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f someone had suggested that stucents

would be interested in coming to school
on Saturdays, it's unlkely that anyone
would have believed it. School on Satur-
days? Unheard of. But when the offer was
made to 50 students at Drew Elementary
School in Miami, Fla., more than 200
decided to pass up “Pee Wee's Play-
house” and showed up for class.

Saturday Morning School is but one of
several innovative programs to spring from
a unique, nonadversarial partnership
between the Dade County Public Schools
and the United Teachers of Dade. It is a
partnership built on trust and cooperation,
where both union and management func-
tion as equal partners, with the mutual
goal of improving the school system in
Dade Cor:nty, Fla.

By 1970, Florida had grown from the
20th to the 9th most populous state. Miami,
with a history of boom and bust, and
surrounding Dade County were ac-
customed to economic and social up-
heaval. But Miami began to witness a
continual influx of emigres, ma.ly with
little or nn knowledge of English, and
incidents of racial unrest polai.zed the
city. These conditions, coupled with the
biggest building boom in Miami’s h,  ry,
have forever changed the image of this
city of the future.

The muilti-ethnic challenge and see-
sawing economy had a tremendous
impact on all of Dade County, by 210 less
S0 than on its public schoois. The stuaent
population grew by more tiran 10,000—t0
254 ,000—by 1987. Serious overcrowdinig,
low student achievement scores, high
drop-out rates, and a teachers’ shortage

presented additional challenges to an

by Donna St. John

already overburdened school system. The
methods then in place for dealing with
these problems didn’t seem to be work-
ing. But a number of events and develop-
ments made the Dade County Pubhc
Schools ripe for experimentation in edu-
cation reform

With certification of the teachers’
union in the '70s, the groundwork was iaid
for joint problem-solving, and the estab-
lishment of a joint labor-management task
force on “professionalizing” teaching
became the springboard for a series of
joint initiatives. Coupled with efforts to
respond to the reports on education re-
iorm and legislation establishing financial
rewards for merit schools led to perhaps
the most radical reform of all—School-
Based Management/Shared Decision-
Making. This grassroots process meant
that teachers and school administrators
have a say in how schools are run, how
teachers teach, and how students learn.

This experiment in providing greater
autonomy for teachers ano principals has
led to a series of revolutionary changes
in Dade County Public Schools, the
results of which are benefiting not only
students and teachers but also the com-
munity. The Dade County public school
~ystem has become a national model in
ed ication reform.

THE FOUMDATIONS FOR REFORM

With more than a quarter of a million
¥ students ana an aninuJal buiget of
$1.2 hiliion, the Dude County Pubhc
Schoot System 1s {na fouith largest in the
nation. Reprasenting some 118 countnies,
the student bc dy 1s approximately 40-

A Unique Labor-Management Partnership
Has Made Dade County Public Schools a
Model in Eduzation Reform

to-45 percent Hispamic and 25 percent
black. More than 25,000 full-time staff are
employed in the schoc! system, 15,000 of
whom are teachers represented by the
United Teachers of Dade (UTD).

The turning pontin relations between
the school administration and teachers
grew out of a 1968 teachers’ strike The
three-week, statewide protest—against
the governor and state legislature—
concerned a serious underfundirg of
public schools. At that time, the Class-
.oom Teachers Association, a professional
group representing teachers’ interests,
had been informally recognized by the
School Board for some 20 years

As a result of the strike, several
teachers filed suit with the Dade County
Circuit Court over the fact that the union
had been recognized as the sole collec-
tive bargaining agent for teachers, even
though all of them had not agreed to
representation. The Court issued an in-
junction aga.nst both the School Board
and the union.

Tne union appealed ihe decision to
the Flonda State Supreme Court, which
reversed the lower court’s ruling. The
higher court held that puktlic employees
had the same collective bargaining rights
as private-sector workers (except the right
to strike). The Court then directed the
state government to pass legislation per-
miwing collective vargaining for public
employees. .t was not until sevf al years
later—1974—that the leqislature passed a
biil which piovided co'lective bargaining
rights for public amployees throughout
the state.

UTD was the first union to requsst

certification, filing jointly with the Dade
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County School Board. The petition was
uncontested, and the union was certified
in 1975, This action was to mark the be-
ginning of the formal. noncontroversial
relationshir, between the school admin-
istration and the union, a relationship that
continues today.

The leadership of the Classroom
Teachers Association continued to direct
UTD upon certification. The first contract,
effective in December 1975, essentally
incorporated existing School Board rit'as
which had been in place prior to formal
recognition. But there was one notable
exception: The agreement included the
establishment of task forces to discuss
issues not specifically covered in the
contract.

Pat Tornillo, Jr., Executive Vice Pre-
sident of UTD, noted, “It was the first
time that both the union and manage-
ment were sitting down together over a
period of time to address difficult issues.”
And this first joint union-management
task forc~ et the stage for expanding
future ¢ .operative efforts and shared
decision-making.

The second contract continued with
what was to be a series of reforms and
vicluded the establishment of faculty
councils in every school. These councils,
which functioned like quality circles,
served as advisory groups to the school
administration. Principals and designated
teachers elected by their peers had a
vehicle for resolving problems of mutual
concern by meeting, discussing, and
resolving issues.

This unusual, nonadversarial ap-
proach to union-management relations
was not due specifically to the outcome
of the teachers’ strike. Tornillo insists it
was partly the result of the trust that had
built over a period of time, as well as to
the commitment of the leadership—both
union and management—who conveyed
that commitment to their respective
organizations.

Frank Petruzielo, Associate Super-
intendent of Dade County Public Schools,
is in agreement on why Dade County was
ripe for such joint labor-management
coopera.ion. He believes it grew out
of ‘the continuity of leadership, the
number of people on the management
side and then, of course, on the union
side, who have seen eye-to-eye, who
have agreed on the importance of main-
taininq a cooperative spirit over the
years."

Petruzielo is emphatic in attributing
much of the success of Dade County’s
ezucational reforms to a long history of
labor-management cooperation within the
s.ii2nl system. The commitment to mu-
tual trust, combined with visionary lead-
ership from the School Board and the

UTD, has made the county’s schools an
ideal laboratory for expenmentation To
successfully change a school system,
Petruzielo believes that a positive. mu-
tually supportive, labor relations climate
must exist to encourage people to take
action for lasting and meaningful change.

Much of this cooperative climate grew
from the excellent working relationships
nurtured over many years hy various
school superintendents and union lead-
ers. Therr philosophy, and one that is
shared by the School Board, has been to
work as partners, not adversaries, to
achieve common goals. This philosophy
has grown from an organizational policy
goal to become a basic tenet of the
county’s educational system. It has pro-

vided the impetus to convert a labor re-
lations process into dramatic educational
improvements

While faculty councils were jointly
solving problems of mutual concern, other
events were taking place that also had an
impact on the cooperative effort.

RECOGNIZING QUALITY SCHOOLS
n 1984, the District Meritorious School
Program was passed by the state legis-

lature, providing financial rewards for

“‘que"‘ty schools” that could demonstrate

improvements in student achievement,

both academic and physical.
Once the legislation was passed, the
school system and the union promptly

ith the passage of legislation providing
financial rewards for “merit” schools,
the Dade County Public Schools and UTD
mgoﬁmdnphnnowhownastheQuality
Instruction Incentives ngram «Qunp).
QU!IP is designed to recognize significant
nts in student achievement, both

academic and physical.

Each school, as well as each teacher,

votes on participation in the program. When
QUIIP was first introduced, more than 75
percent of schools chose to participate, with
the approval of at least & two-thirds majority
of all faculty members. Of the 243 schools
then eligible for the program, all but 11 chose
to join.
Each individual school’s plan, developed
by a council of school employees, is evalu-
sted and approved by a QUIIP Committee
made up of equal numbers of UTD and Dade
County Public Schools representatives. The
committee, co-chaired by a member of each
organization, also administers the program
on a daily basis. The State Department of
Education grants final approval.

In developing plans, schools are free to
focus on whatever areas they detcrmine
should have a high priority, based on that
school’s special needs. In elementary
achools, most plans focus on basic skills,
especially communication. Geography and
culture have been targeted in junior high
schools. In senior high s«hools, efforts are
concentrated on reading skills, geography,
writing, and math.

At the end of the schoul year, the results
of each school’s efforts are evaluated to deter-
mine the gaing in student achievement since
the previous year, based on Stanford Achieve-
ment Test results. Because the focus is on both
inteliectual and physical development, stu-
dents also must have a participation rate of
st least 80 percent in the Presidential Fitness
Test and must have maintained or exceeded

the participation rete of the previous year.

The Quallty Instruction Incentives Program—
How It Works

Selection of schools is a two-step proc-
ess. Schools that show 2 dramatic improve-
ment in student achievement are selacted in
the first “Quality” round. Of these schools,
those schools that have developed the most
outstanding projects to improve student
achievement are selected as “Educational
Excellence” schools. A panel of promineat
Dade County citizens judges the special
projects, selecting those that have had the
most impact on students.

The School Board also has approved
funds for a companion program—QUIP.-SC,
for “special centers.” These schools are
incligible for QUIIP because they don't
compile the required test data on which
QUIIP criteria sre based, such as alternative
schouls, exceptional education centers, and
vocational, adult, and community schools,

Awards are made “Acaderny award-style”
each October at a special luncheon attended
by members of the school administration,
union, and community and business groups.
The entire school staff has a share in the
financial rewards—teachers, administrators,
aides, secretaries, cafeteria workers, and
custodians.

Apart from the improvement in the
schools’ instructicnal programs. QUIIP has
resulted in cther benefits. Morzle has in-
creased among teachers and administrators,
as well as among the nonprofessional staff
who have been made to feel they are part of
the program and can share in the financial
rewards.

During the 1987-88 school year, more
than 69 schools participated in QUIIP,
Employees rpceived a share (up to $1,140)
of the $3.2 million set aside for Dade County
by the state legislature. Since the program
began, employees of Dade County Public
Schools have shared more than $16.9 million
in QUIP funds.

KC ‘bor-Management Cooperm»on BRIEF
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negotiated a plan, now known as the
Quality Instruction Incentives Program
(QU'IP). With the unanimous approval of
the Dade County Public Schools, UTD
and the School Board, QUIIP came into
being. It was the first formal cooperative
program that was applied throughout the
cnunty and the first such plan ever to be
included in a teachers’ contract.

While recognizing schools of merit,
QUIIP also gave teachers the opportun-
ity to create new learning programs for
their students.

Paul Bell, Deputy Superintendent
of Education and co-chair of the QUIIP
committee, says that when the faculty and
adminictration jointly plan for education
improvement in the school, it is the high-
est level of professional involvement.
QUIIP, therefore, moved the school sys-
tem one step further in “‘professionaliz-
ing” teaching and involving teachers in
the day-to-day operation of schools.

THE PROFESSIONALIZATION
CF TEACHING

Based on the successes of the faculty
councils and QUIIP, in 1985 the Joint
Task Force on the Professionalization
of Teaching was formed to further the pos-
itive environment of cooperation through-
out the district. Senior managers and
union representatives discussed ways of
professionalizing teaching, improving the
workplace, improving teachers’ sala*ies
and benefits, and improving the pub-
lic's perception of teachers, as well as
teachers' perception of teachers.

The Task Force was co-chaired by
Leonard Britton, then Superintendent of
Schools, and Tornillo. Together, they vis-
ited schools throughout the county in an

Photo Courtesy of Daa~ County Public Schools

effort to sell their ideas to administrators,

teachers, and parents. Says Tornillo, “We

wanted to show everyone in the school
system how imgortant the two of us feit
what we were tzlking about was.”

Under the direction of ine Task Force,
new programs involving both union and
administration personnel began in rapid
succession. The bargaining and joint
problem-solving became a process not
only for solving mutual problems but also
for initiating positive change.

While the goals of the Task Force were
gaining acceptance, the Carnegie Forum
on Education and the Economy issued
“The Report on the Task Force on Teach-
ing as a Profession.”” Several recommen-
dations—some then considered quite
radical—attracted national attention.
Amony them were:

« Upgrading teaching as a profession,

«» Raising salaries based on competence
rather than tenure,

» Providir~ more autonomy for individ-
ual sch. s, with the involvement of
teachers,

» Restructuring schocls to make teaching
more effective and rewarding, and

» Encouraging minorities tn enter the
teaching profession.

Both the American Federation of
Teachers (AFT) and UTD issued similar
reforms shortly atter the release of the
Carnegie Report These reports also
explored some of the same issues as
the Carnegie Report and made siirilar
recommendations.

The Carnegie Report was studied by
educators throughout the country. But in
Dade County, coupled with the AFT and
the UTD reports, it provided additional
motivation for continuing to search for

new ways to deal with the problems in the
school system.

The Professionalization of Teaching
Task Force expanded i's efforts to address
some of the reports’ recommenda‘ions,
and the next union contract included a
plan which created specific assignments
to explore these issues In greater depth.
The Professionalization of Teaching
movement, which had its seeds planted
in the mid-70s, continued to evoive.

The “professionalization” concept,
says Petruzielo, “is a bottom-up type of
philosophy involving people—not only
teachers, but people at the workplace
being involved in the day-to-day operation
of the school "' He also believes the pro-
fessionalization movement is largely the
evolutionary result of the earlier attempts
by union and management to work to-
gether to solve problems through faculty
councils, QUIIP, and the Task Force's
efforts. Says Petruzielo, the movement
hasledto” . acommitmenton thepart
of both parties to professionalize the work-
force so that a better educational product
can be delivered, and so the children of
Dade County can be the recipients of a
better education ’

THE KEYSTONE OF REFORM

he continued success of QUIIP

brought with it a s‘rengthening of
relations between the Dade County Public
Schools and UTD. And it was one of the
factors leading to the development of
the School-Based Management/Shared
Decision-Making (SBM/SDM) concept—
the centerpiece of the “‘professionalization
movement” in Dade County. Because
earlier contracts had established a faculty
council in each school which acted as an
adwisor to the principal, shared decision-
making seemed to be an inevitable exten-
sion of the cooperative effort.

The process expands faculty-
administration cooperation in the mar:
agement of schools i a revolutonary way.
S.ated simply, SBM/SDM allows teachers
and principals to develop their own sys-
tem for the total management of their
individual schools, with minimum direc-
tion from higher authority. Rigid policies,
programs, and procedures can be elimi-
natad or modified, giving school staffs
greater flexibility to meet the special
needs of students in their community. The
goal is to achieve the best education pos-
sible through the best use of resources.

Joseph Fernandez, current Super-
intendent of Schools, describes the philc-
sophy behind the concept: “The whole
idea is for the practitioners—the pcople
out in the field—to tell us what’s good for
the students. It's the classroom teachers
who know what kids need. It's time to let
them try things that they think will work.”

O r-Management Cooperation BRIEF
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Participation in the pilot effort was
voluntary but required a two-thirds vote of
the teachers. Each school developed
a joint decisicn-making structure and
established a governing body, as well
as a means of evaluating the results of
their goals.

One crucial aspect of SBM/SDM is
that there will be no additional funding
provided to the participating schools. The
experiment must succeed as a result of
cooperation of all s,hool employees—not
by throwing more money at a problem.
Each school is given a budget allocation
based on allotments per student, depend-
ing on wheiner the school is an eleman-
tary or a high school, or for special
education, gifted, or vocational education
students.

Schools then have total control over
their budgets and make decisions on how
the school will be run—from the number
of teachers, the selection of textbooks,
and class content, to the size, duration,
and number of classes. Schools also have
the flexibility to use funds for other pur-
poses, such as special equipment and
even the hiring of special teachers.

Although this program began only in
the 1987-88 school year as a four-year
experiment, the concept had been build-
ing for a number of years. Thomas Cerra,
Associate Superintendent of Schools,
says, “There’s been a series, one building
on the previous program—in an effort to
improve the achievernent levels and make
the school a more productive one.”

0Ot 279 schools, 60 volunteered to
participate and 53 actually submitted
proposals. Thirty-three proposals were
accepted by a task force of administrators,
teachers and union representatives. The
proposais needed further review to deter-
mine If it would be necessary to obtain
contract waivers or changes :n schoo,
board policy. Approximately 100 waivers
from labor contract provisions, School
Board rules, and State Department of
Education rules have been granted. Both
the administrators and the union have
been willing to take risks in pursuing these
waivers in order to ensure success of the
program.

Some of the proposals were quite rev-
olutionary. But as Fernandez explained,
“The instructions to schools were very
simple. We told them the sky's the limit.
We had to get them to believe that we
were serious...ahout moving out all the
impediments that we had in place.”

Says Merri Mann, Professional Issues
Coordinator of UTD, . . .if we really are
talking about empowering teachers, and
giving the teachers the opportunity to
determine the kinds of conditions that
they’re going to work under, then we have
to mean what we say, and give them the

opportunity to try something that they
want to try.”

One school proposed that extra
classes be taught beyond the number
stipulated In the contract and without
additional pay, If class sizes would be
reduced. Another proposecd to redesign
the Spanish curriculum by providing
instruction to students in grades 2 through
6. One school wanted to hire sp<cial
teachers for art and music. An inner-city
school with a high rate of drop-outs and
student suicides wanted to revise the daily
schedule to allow one-hour counseling
sessions for students.

The School Board, superintenderit,
and top UTN officials further removed any
obstacles by assuring participants that
mistakes would be permitted in this pilot
program.

“We have told people that there
are going to be some failures,” says
Fernandez. “We wanted that because we
didn’t want to in any way deter them from
thinking, from creating. We wanted to
remove that threat from hanging over their
heads.” And he urged those schools
choosing to participate: “Don't be afraid.
Try it. Go with it.”

This attitude provided additional
incentives for those involved to work
harder for success. Any shortcomings
woula not be regarded as failures but
lessons learned that would pave the way
for future successes.

Evaluation, however, Is built into the
process, says Joseph Tekerman, Execu-
tive Director, Office of the Deputy Super-
intendent for Administration. “We know
that there are things in shared-based
management that are going to work. And
there are going to be some that are not
going to work."

*. .We're not leaving anything to
chance,” adds Fernandez. “Ii we see
something that is not working, we can go
in and try to correct it. Let’s not continue
hke we often do in education: We put
things in, and we leave them there
whether they're good or not.”

Some employees are, nevertheless,
wary of SBM/SDM and are waiting for the
results of the experiment to see if it really
works. Because the process requires a
redefinition of roles, many have expressed
concerns about such changes. Some
supervisors feel that their authority will be
compromised and don't want to alter the
status quo. Some teachers are opposed
because of the additional time required.
Gerald Dreyfuss, Assistant Superinten-
dent of Schools, says, “Some people
(aren't) ready for change. Some are not
ready to be innovative; a lot of people like
to wait and see what happens before
they try it.”

But based on the first pilot's suc-
cess, SBM/SDM has been extended to a

second group of schools who have voted
to participate. Planning 1s now underway
at 50 schools for iImpiementation in the
1989-90 school year.

At the end of the experiment, student
test scores, attendance rates, and disci-
plinary actions will be reviewed and eval-
uated, as well as teacher and student
response. The results will be published in
mid-1990. But no one doubts the success
of the effort so far. Morale is high among
both students and teachers, as well as
parents. And in some cases, students are
actually transferring from private schools
to the public school syctem.

Tornillo confirms that view. “(SBM/
SDM) is right for the future of the school
system. It's an 1dea that will be very diffi-
cult to hold back, not just ir. Dade County,
but nationwide. We are convinced that
kids are going to get a better education
when the decisions that affect them are
made in tt.2 schools they're attending,
by the people who are there In the
classroom.”

Paitnars in Education

BM/SDM was already in place at ali
schools expressing interest when a

new initiative was introduced—one de-
signed to reduce dropout rates a2d
improve academic achievement. This five-
year experiment, known as Partne:s in
Education (PIE), was launched in 12
schools during the 1987-88 school y2ar.

A guiding force behina PIE was T.
Willard Fairs, Chief Executive Officer of
the Urban League of Greater Miami. Like
other urban centers, Dade County was
experiencing alarmingly high dropout
rates. Although the rate had been declin-
ing more recently—dow~ to 24 percent
(against a national averayje of 30 percent)
—~Fars felt the rate was sull too high and
appealed to the school administration to
confront the problem.

The proposed solution was a unique
one—for sevaral reasons. The program
is similar in approach to SBM/SDM, but
PIE corrals the energy and expertise of
the Dade County Public Schools, UTD,
the Urban League of Greater Miami,
Miami-Dade Community College-Mitcheli
Wolfson, Sr, Foundation, .. well as
parents.

Each schoo! voting to participate in
PIE appointed a five-member committee
consisting of the principal, assistant
pnincipal, union steward, and two teachers
selected by their peers. Grants were
provided tu each school to help them
develop the proposals which would then
be implemented by the school staff.
School committees discussed restruct:,-
ing the school environment and curricu-
lum, taking into account such factors as
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studewd attendance, discipline, socal
behavior, parental and community atti-
tudes, and special needs. The proposals
had t2 include these thres elements:
improving student achievement, imple-
mentiny shared decision-making, and
involving parents.

Dreyfuss, who s project consuitant,
says, “Most other programs have been
top-down programs. In many cases the
federal government imposes, or the state,
or the district. In this case, (Partners in
Education; s a program that is bottom-up.
The changes are going to be made by the
teachers and the principals in the school.”

Some of the ideas developed by the
schools: a “buddy” system where a
chronically absent student is paired with
one with a perfect attendance record, a
fully equipped science lab, workshops to
teach parents how to help thetr childrer
with homework, a study hall run partly by
parents, a school code of pehavior. and
daily typing classes to help students with
reading skills.

The Urban League asked churches
with presominantly blacl. congregations
to allow their facilities to be used for
tutori:ng and study hall after normal school
hours. Teachers as well as members of
the individual churches were asked to
volunteer to tutor students

Another aspect of PIE is providing
financial incentives to encourage student
achievement and to promote higher edu-
cation. One program, called “The Mami
Promise, actually “promises” a college
education to students who graduate from
high schorl. The proceeds of the First
Annui | Superintendent's Ball, held in
honor of Suncrintendent Fernandez, will
help aid 73 students in the 1987 sixth-
grade class of Drew Elementary School
who graduate from high school and attend
Miami-Dade Community College. The ball
raised cash and pledges fram the Urban
League of Greater Miami, UTD, and other
interested groups and individuals. Contri-
butions were matched dollar for dollar by
a grant from the Mitchell Wolfson, Sr.,
Foundation. The event, noaw an annual
affair, raises additional money for the
schvlarship fund.

“Dollars for grades” is the motivating
factor in “The Black Student Opportunity
Program.” Seventy-five students earn
“cedits” toward tuit )n at Miami-Dade
Cominunity College, based on their
grades in English, social studies, math,
and science. Rates are $30 for a “C"
$60 for a “B,” and $90-for an “A.” Other
opportunities for financial assistance will
be provided for those who successfully
compiete the two-year progran, at Miami-

Dade and want to obtain a four-year
degree.

Saturday Moraing School

ne of the early successes of SBM/

SDM was Saturday Morning School
The proposal was submitted by one of
the PIE schools—Drew Elementary.

Fredenck Morley, principal of Drew,
describas how one of the school’s com-
mittees came up with the idea” “The
instructional program committee said,
‘how can we make a difference with our
children going to school the same amount
of time as those who are ahead of us? We
had to give them more. Let's try doing it
on Saturdays. Let's invite 50 stude !s to
come on Saturday and see If we can
make a difference.””

The approach was to attract students
by offering them a chance to spend iheir
Saturday mornings at school but ina less
structured ana more relaxed atmosphere.
There are no paperwork requirements
and no formal lesson plans. The intent
was to offer an educational and enjoyable
alternative to Saturday morning TV by
combining computer games and music
instruction with more traditional class
instruction.

On the first day the program was
offered—September 19, 1987—200 stu-
dents out of a student body of 550 showed
up for class, includina some pup..s from
surrounding schools. Reading, math, and
writing have been targeted as hosesub-
jects most in need of supplemental in-
struction, but teachers use their own
methods and innovative 1deas in teach-
ing them.

Says Morley, “These kids want to be
here. The parents want them to be here.

.-

And the children are learning without
discipline problems.”

As interested in making this idea work
as the students was the faculty. Teachers
are paid the regular hourly rate with funds
provided from the school’s budget and a
foundaticn grant. There was no shortage
of volunteers. In addition, students from
a nearby high school volunteer as tutors.
While classes are in session, the Parent-
Teachers Association also is holding
meetings, increasing parent involvement
in the program.

Within a few weeks of Drew's first
Saturday Morning School session, other
schools adopted the icea Federal support
also has been p-ovided to Chapter One
schools—those that are eligible for spe-
cial federal funding. Seventy-nine schools
currently offer Saturday Morning Scnool,
which ts now nationally recognized as a
way to reduce the dropout rate: and im-
prove stucent achievement.

Schools in the Workplace

Dade County’s student population is
expected to grow by some 45,000 b,/
1992. With this prospect looming, new
ideas were needed to cope with an im
pending shertage of teachers and already
seriously overcrowded classrooms.

Approximately 93 percent of the Dade
County student body come from a one-
parent family or a family with both parents
working. Since meny companies already
operate day-care centers, why not pool
resources and combine day care with
public education?

This novel approach toward eas. g
the overcrowding crunch was suggested
by Superintendent Fernandez as he was

Photo Courtesy of Dnde County Public Schools
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addressing a meeting of the Greater Miarmi
Chambar of Commerce in June 1987.

The idea sparked one employer into
action: R. Kirk Landon, Chief Executive
Cificer of the American Bankers Insur-
ance Group, a company with approx-
imately 1,100 employees. American
Bankers already had an on-site day-care
center for some 90 childrrn, ranging in
age from six weeks to kindergarten.

Shortly after Fernandez's speech,
Landon called him: “I heard your concept.
! like it. Let's do n.”

With both Fernandez and Landon
eat'ar to set the wheels in motion for the
county’s first satellite learning canter and
with the complete cooperation of UTD,
the proposal became reality within a
matter of months.

While a structure was being built,
which was to be known as “The Child
Place,” a trailer was moved to the grounds
of a senior high school adjacent to Ameri-
can Bankers Group property. Over the
1987 Labor Day weekend, union and
school administration staff prepared the
site, and a group of 24 kindergarteners
began classes on the first day of the
school year. A lead teacher runs the
school, which is a satellite 0. a nearby
“parent” elementary school where stu-
dents from the satellite center can attend
assemblies and plays, and participate in
other activities.

The satellite learning center provides
benefits to everyone involved. For tha
school system, transpoitation costs are
lowered and overcrowding is eased. Be-
cause the workplace tends to be more
desegregated, the worksite school brings
together children from different back-
grounds and cultures. Communication
between parents and teachers is im-

proved. The center also reduces school
overhvad expsenses for custodial care,
utihties, maintenance, ard security. The
cost of liability insurance 1s sharaa with
the company.

For the employees, school transporta-
tion worries disappear. Parents have
greater access to teachers anrd can spend
more time with their children.

For employers, an on-site school
boosts morale, has the potential to iower
the turnover rate, and provides a competi-
tive hiring edge.

The students have since outgrown
“The Child Place,” and a new center—
“La Petite Academy'—has been built.
First-grade classes were added in the
1988-89 school year, with second grade
to be added next year. The kindergarten
class is filled each year from the day-
care center.

This experimen , the first in the nation,
prompted other bu<inesses to investigate
the possibility of starting similar centers.
Fernandez had planned to send letters to
other large companies in Dade County,
but the publicity generated by the success
of the American Bankers satellite schoo!
made that unnecessary.

A secund satellite learning center has
been opened at :he Miami Internationai
Airport where approximately 36,000 work
for more than 246 employers. Bezause of
the nature of the workforce, the satelite
school has an around-the-clock operation.
Another center with a unique twist is
the one established at the Miami-Cade
Community College-North Campus. This
center provides services not only for
children of employees but also for
children of students.

Other centers were added in the
1988-89 school year, and additional

agreements are in development. Those
interested include several hospitals and
an industrial park with more than 50 firms.

PROFESSIONAL GROWTH
FOR TEACHERS

n addition to the initiatives designed to

benefit stidents, the Professionaliza-
tion of Teaching movement has resulted
in a number of programs specifically
designed for teachers. The goal is for
teachers to reach higher levels of excel-
lence, while nelping students gain a better
education in the process. The highights
of this effort are the Dade Academy for the
Teaching Arts (DATA) and the Teacher
Education Center.

At DATA, teachers are going back to
school, but to learn—not to teach. It is
unique in that DATA is planned and oper-
ated by teachers for teachers. DATA pro-
vides teachers with ar opportunity to
take mini-sabbaticals—to reiieve them of
normal teaching duties in order to pursue
education and research opportunities
while retaining their teaching positiors.

Participation is voluntary, aithough
certain critena must be met for selection.
Twenty secondary school teachers known
as externs are chosen for one of four
nine-~eek annual sessions. Ten resident
weachers in six disciplines (math, social
studies, learning disabilities, foreign lan-
guages, English, and science) serve as
mentors and remain for all four sessions.

In the mornings, the mentors teach at
regular schools; the externs work on
individual research projects. In the after-
noons, the externs attend lectures, clinics,
and seminars, and exchange ideas.
Teachers focus on six areas of study:
critical thirkking, evaluation and testing,
societal factors that affect learning,
computers, gender disparity, and motiva-
tion. Twenty other teachers serve as
visiting professors, teaching the externs’
classes while tiey are attending DATA.
Plans are currently underway for partici-
pation to be extended to elementary
school teachers in the near future.

The Teacher Education Center was
estaushed to serve as a center for
teach s to keep up to date on teaching
techni jues and to renew their teaching
certficates. The Center, at a centrally
located facility, 1s run by a council of
teachers and administrators. Courses also
are offered at other locations throughout
the county.

ATTRACTING THE BEST

Because of special recruitment ini-
tiatives and the successes of the
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professionalization of teaching move-
ment, the number of applicants for every
teaching vacancy in Dade County has
grown from two to eight. Dade County
Public Schools advertises and attempts
to recruit the best from the nation's col-
leges and universitie *. But they also take
their recruitment efforts a step further.

Each year a national teacher-
recruitment fair is held and, on being
hired, new teachers receive an intensive
five-day orientation. Jointly conducted
by the Dade County Fublic Schools and
UTD, orientation includes workshops on
classroom management, discipline, and
techniques for teaching in a multi-ethnic
community.

Photo Courtesy of Dade Counly Public Schools

To attract students into the teaching
profession, the Future Educators of Amer-
ica was established in each of the dis-
trict’s secondary schools. Now in its third
year, chapters have been extended to
middle and junior high schools. A teacher
serves as club sponsor and oversees club
activities, directs members on field trips,
and conducts saminars and workshops.
Those club members who go on to teach-
ing careers and return to Dade County are
given preferential treatment in hiring.
Scholarships also are available for stu-
dents who meet certain criteria upon
graduating from high school. An addi-
tional incentive more recently established
is the “'signing bonus,” which is available
to graduating college seniors who accept
positions in Dade County Public Schools.

In order to avert a teacher shortage,
Dade County Public Schools launched
the Teacher Recruitment and Internship
Program (TRIP), in partnership with UTD
and the University of Miami. College
graduates who do not have education

degrees are recruited and trained to
become teachers and then hired in Dade
County. A TRIP participant teaches and
plans classes under the supervision of a
mentor teacher. Upon completion of a 12-
to 18-month training program, these In-
dividuals will meet all of the requirements
for a teaching certificate.

ON THE CUTTING EDGE

he Professionalization of Teaching

movement, grounded in the 1970s,
and the environment in the Dade County

Public Schools has encouraged teachers

and administrators to continue to work

together to improve the schools.

The SBM/SDM process recently has
been applied to an entire area or neigh-
borhood of some 60 schools. This new
plan means that teachers, administrators,
parents, community representatives, and
students together make education deci-
sions, and plan and implement them.

The new three-year teachers’ contract
continues to build on the Professionali-
zation of Tedaching efforts. The contract
Permits certain teachers to earn as much
as $64,000 by the 1990-91 school year,
and teacher salaries will increase an
dverage of 28 percent over the next
three years.

Says Tornillo, “Our landmark labor
contract sends a clear message—teach-
ers are professionals.” And the proof is in
the contract, which includes an article
specifically devoted to Professionalization
of Teaching. Highlights include:

s Selectin, a second group of schools
in the S3M/SDM program,

= Involving teachers in planning and
designing new schools,

s Establishing a pilot Career Achieve-
ment Program for teachers, based on
performance, professional growth, and
financial incentives,

s Expanding the Dade Acadeniy for the
Teaching Arts to include elementary
schoot wsashers, and

s Establishing a professional leave bank
so teachers may ‘“‘borrow” leave to
attend conferences, meetings, and
courses.

The original Professionalization of
Teaching Task Force has been reorgan-
ized with a new role-—that of reviewing the
progress of all professional initiatives and
planning for future efforts.

The Task Force makes recommenda-
tions for new or medified programs. The
Planning and Oversight Subcommittee
issues progress reports and also reviews
requests for waivers under the SBM/SDM
program.

Because of the phenomenal growth
in Dade County’s professionalization
movement, the Bureau of Professionali-
zation Programs and Operations was
established. The Bureau oversees all

professionalization initiatives throughout
the school system and is responsible for
planning, coordinating, and distributing
information on the various programs.

Another important function is super-
vision of the SBM/SI*M programs and
DATA, and providing technical assistance
and support.

On the union side, a new Departmrent
of Profecsionaiization was created within
UTD. The Department provides technical
assistance and support for the reform
initiatives. In addition, the union estab-
lished a Future Leaders Training Program
in which union members are groomed tor
leadership roles.

The full potential of the Professionali-
zation of Teaching movement in the Dade
County Public Schools has yet to be
realized, as each year new initiatives
are begun and old ones changed or ex-
panded. The cooperation between union
and management has never waivered.

The education reform movement has
not been without risks and the possibility
of failure. But the leadership on | oth sides
agree that the risks have been worth it.

Warns Tornillo, “There’s just no way
to find out if this is going to work with-
out doing 1t. if you wani to be safe, you
shouldn’t take the first steg in this whole
professionalization movement, because
there's nothing safe about it."

Superintendent Fernandez con-
cludes: “My role is to provide the best
education | can to the children of this
district. If one way to o that is through
a better working relationship with the
union, then I'm all for it. We dare to
dream, to tat.e rishs. That has put Dade
County on the edge cf ed\’cation reform.”

Donna St. John 1s a freelance writer
based in Washington, D.C.

Thanks to Vincent T. Finan, industrial
relations spacialist with the Pureau, for
providing most of the original researct; on
Dade County Public Schools

For further information on the Pro-
fessionalization of Teaching programs,
contact:

Dr. Joseph A. Fernandez, Superintendent
of Schools, or Dr. Frank P. Petruzieio,
Assoc. Superintendent, Bursau of Profes-
sicnalization Programs and Operations

Daae County Public Schools
1450 N.E. Second Ave.
Miami, FL 33132

(305) 376-1470

Pat L. Tomilio, Jr., Executive Vice Presi-
dent, or Ms. Marie Mastropaolo, Director,
Department of Professionalization

United Teachers of Dade
2929 SW. Third Ave.
Miami, FL 33128

(305) 854-0220
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