DOCUMENT RESUME

ED 324 831 EA 022 398

TITLE Acgpuntability Options:-Most Effective When Combined.
Executive Summary.

‘INSTITUTION Office of Educational Reseai... and Improvement (ED),
Washington, DC.

REPORT NO 1S-90-982a

PUB DATE Jul 90

NOTE 4p.; For the complete document summarized here, see
ED 318 804.

PUB TYPE Information Analyses (070)

EDRS PRICE MF01/PC01 Plus Postage.

DESCRIPTORS sAccountability; Administrator Role;

Decentralization; Elementary Secondary Education;
Incentives; Institutional Evaluation; =Policy
Formation; Schoonl Choice; School Effectiveness; =.aie
School District Relationship

ABSTRACT

School accountability options are briefly discussed
in this exectuve summary of the document, "Accountability:
Implications for 73tate and Local Policymakers,™ by Michael W. Kirst.
Six accountabilit/ policies are examined, which include performance
ceporting, monit- ing and compliance, incentive systems, reliance on
the market, raanging the locus of school controyl, and changing
professional roles. A combination of policies adapted to state and

_local goals is recommended for maximum effectiveness. Policymakers
“must also be aware of policy-related issues, such as fit between data

systems and performance indicators, local policy model
exXperimentation, innovative incentive systems, authority for decision
making, and ineffectiveness of the market accountability approach.
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Executive Summary

This Executive Summary is presented to inform the debate on this issue and does not necessarily represent the
position-of the Office of Educational Research and Improvement, U.S. Department of Education.
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Accountability Options: Most Effective When Combined

s the public continues to demand that

schools be held accountable for how well

they educate their students, policymakers
are being called upon to decide which types of ac-
countability systems to implement.

In Accountability- Implications for State and Local
Policymakers, a paper commissioned by the U.S.
Departmeni of Education’s Office of Educational
Research and Improvement (OER1), author Mi-
chacl W. Kirst of Stanford University examines
six accountability options. He argucs that they
are most effective when used in a combination
adapted to local and State goals.

The concept of school accountability 1s necnew.
For more than a century, schools have been held
responsible for how much students fearn. In mid-
nincteenth century England, for example, stu-
dents were given a standard examy; their schools
were then paid according to exam scores. This
practice sparked immediate debate when English
administrators dropped geography and hastory in
order to spend more time on the 3 R's—subjects
on which the students were tested. Today, ac-
countability policies fall gencrally into six broad
categories: performance reporting: monitoring,
and compliance; incentive systems; rehance on
the market; changing the locus of authonty or
control of schools; and changing protessional
roles.

Performance Reporting

The perforniance reporting approach, similar to the
audit report of a business, uses techmiques such
asstatewide assessments, school report cards, or
performance indicators to measure a school’s sug-
cess. Thisapproach canbe used io spur mdividu-
alsor groups into action to improve education. A
n-gative assessment report, for example, may con-
vince anaroused parent group to lobby the

school board for a new principal.

Ideally, techniques that assess performance
should:

e measure what is actually taught,

e provide information that 1s policy relevant,

® tocus on the school, rather than the district;
e cncourage tair compansons; and

e provide a maximum amount of intformation
wrth a minimum reporting burden to schools.

Monitoring and Compliance

The monitoring and complunce approach to ac-
countability addresses a school’s comphance with
standards or regulations. The key accountabulity
criterion concerns procedural compliance, such as
individualized education plans for handicapped
children and targeting funds under Chapter (151
ementary and Secondary Education Act) pro-
grams. ltincludes su iz legal issues as the due
process rights of handicapped students and audit-
g approaches, such as budget reviews  This
strategy is most useful as an accountabihty tool
when it1s combined wath other strategies that
measure what students learn.

Incentive Systems

The tncentive systems approach uses such imcen-
tives as ment schools, pcrmrmdncc-lmscd accred-
itation, and teacher menit pay These systems,
however, have been plagued with technical prob-
lerws and resisted by educators. Menit pay, espe-
clally, has run into trouble. One reason s that,
while schools seem abile toidentity incompetent
teachers, they appear unable to sort out the top 10
or 20 percent who perform exceptionally well. As
a result, attention has shitted to the school site as
the unit for performance measurement avording
competiion among teachers Howoever, develop-
ing assessments considered fair by evervone in-
volved s «till a problem

Reliance on the Market

Accountability through relance on the market de-
pends on consumers to choose among, schools,
with the less successful schools presumably “run
out of business.” This appiroach runs the gamut
trom vouchers or tuttion tax credits to the more
limited strategy of open carollmest Hiowever,
free market systems have not been fully tested in
the United States because ot vanous obstacles, m-
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cluding political resistance and concerns about
equity,

Where choice remains a prominent issuc in many
arcas, analysts caution it is ncithera panacca nor
a low-cost school improvement, Choice programs
must offer diversity and quality, be well planned,
and carcfully implemented. They must include
procedures to ensure racial balance and to pro-
mote racial integration.

Changing the Locus of Contro!

Some strategies for making schools more account-
ablc would change the locus of authority or control.
This rclics on creating parent advisory councils,
implementing school-site decentralization or com-
munity -controlled schools, or initiating State take-
overs.of local school districts. Radical
decentralization in Chicago is an ¢ample of par-
ents controlling school policy; while in Rochester,
New York, the teachers” contract provides for
their participation in school-site councils with
membership "parity.”

In the past, the public has depended on local
school boards to hold schools accountable. Al-
though many citizens are losing confidence in
school boards, they still prefer that they, rather
than the State or Federal governments, retain con-
trol of the schools.

Changing Professional Roles

The final concept exanuned by the author 1s
changing professional roles. The emphasis hereis on
professional accountability mechanmisns, such as
peer review for tenure or dismissal and teacher-
controlled boards for imtial hicensing,. For this ap-
proach to work, pchcymakers must trust teachers
to provide sufficient accountability and allow
enough flexability in classroom practice tor profes-
sional discretion to be exercised

The Policymaker’s Role

All six accountabihity concepts have thair
strengths and weaknesses, and cach 1s more or
less appropriate for certain types of educational
interventions and contexts. At the <ame time, the
six categories are not mutua’ly excrusive and
should be combined in creatise and effective
ways. Besides recognizing the need to combine
accountability strategies, policymakers must be
awre of a number of other pohey issue 1mvoly-
ing accountability.

1. Data systems and pertormance indicators
have improved substantiall providing an
array of potential input, prca s, and out-
come variables useful for accountabihity.
However, the problem remams of how to de-
velop and fund a data base that adequatety
covers the full range -~ educational endeav or

There is also a need to scrutinize the assess-
ment tests used in local school districts to de-
termine whether they overemphasize
minimum competency and low-level general
skills at the expense of higher level skills such
as analysis, synthesis, inference, and exposi-
tory writing,

2. Many policymakers are rethinking their
heavy reliance on legal and burcaucratic ac-
~ountability. While regulations remain im-
portant and arc cssential for certain
programs, it isimportant to allow several
models of practice to develop within categori-
cal programs and to lct local practitioners ¢x-

riment to sce which one works best ina
ﬁ)ccal context.

3. Theincentive system approach that uses in-
centive pay to promote better input-output re-
lationships rcmains questionable. Merit pay
seems to have lost whatever slight political
momentum it had in the carly 1980s, and
merit schools are spreading very slowly
through the States. Incentive systems that are
part of the normal school budget process also
arc not gaming ground and the approach
needs more experimentation.

4. A major issue 15 the debatc over who should
make the decisions regarding the best way to
get educational results: politicians and par-
ents, or educators. Decentralization 1s a popu-
lar outgrowth of this debate, especially when
combined with restructuring, professional-
1sm, and commumity control. Educators also
are exanuning industnial restructuring con-
cepts that allow school-site employees to
make more of the decisions.

5. Many questions remain about th.e market ac-
countability approach (vouchers, choice, et
which s focused more on public than private
schools. As open enrollment within and be-
tween public school distnicts becomes more
available, 1t 1s not clear if—or why—-students
will use it. For example will parents choose a
school because it 1s close to their workplace o1
because it is a good school? Will parenty’
knowledge that they have a choice be an -
portant accountability techmque? And will
those schools that lose pupils imprasv e their
cducational performance or continue to dete
riorate?
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