
RESTRUCTURING SCHOOL GOVERNANCE: TWO I~IODEL.S 

Abstract· This Chapter focuses on restructurlng Gefllands rJ~,1iI'J irofll the 
conviction that schools as presently struct.ured are OUT. oi sync!'> WllJI t.helr 
environments: with their external political and ClIenT. t'I:'vi~\jm;;E'nts, anG 
wIth their internal envIronments as constltuted tlY stuaems ana teachers. 
These demands seek changed governance and cOnlrol .:wrangernems for 
scnools. The two most fully developed and wldely 0l5cusseo rnooels are 
school site managemen and public schools of cnole€' These two me/oeis are 
described here, contrasted with present school governance, Jno examlfleo 
for their potential fDr altering such core characteristIcs JS scrlOol 
mission concept lOn, SOCIal order, and partiCIpant rOles. 
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There i~ yet.; third domai n of concern currentl y ;;palini ng demand; forsclIOol re"tr-uc\uri fig. 

As lie have seen, some of the present calls ior restruc1uri fI'j are i rF,pi red hlJ a des] re \Ii better -illi'jn school organization and pr;,die" to accord ·w·ith present kno'w'ledge about (";,chi fly ;jfld 

learni fig. Others are i nspi red by a desire to better ;jli'jfl Hie %[;001 % a IY'orkpl;;ce 1,lith the 

requisites of profes-sional practice and \~e11bei ng. A thi rd i flWi ration is the desi re to reorganize 

the school so as to align it better with its environment -~ both its external politicol 

envi ronmen! and its internal envi ronmenl. -This third vie',i oi restructurin'J stems from the conviction that the 3chool is si mpllj flO 

longer i~ synch with its poi itk"l envi ronment - - i.e, \1ith the desi res of the parents ;,nd tt~ 

communities it presumabl y serves, or \1it h the political system ... ,hose proce,jura I pri nci p le3 

public institutions are expected to relleel. Nor, say proponents oithi,; conception (oj 

restructuring, do school conditions and practiCes accord ·;"ith thelr internal environment;j;; 

defi ned by the nature and needs of the human bei rm \1ho popuj;;te schools - - the .;ou It'> ;;; 'vleil a'3 
4 " --

the youngsters. This third io',piratiQn ior restructurin'J otten IJet another vhlOn of the major --sctlool problems to be solved, and heflce of the sorts of changes nece'3sary, and tfle pOlicie:, needed 

to introduce them. 

The second h;j1f of the 20th century has seen rBpeated (:hailBnqe to lafyB3cale: c~rgaIi12;Jtiun3 (if 

all sorts. It has been a period ofinereasing publico skepticism about major :,ocietal institutions 

and a 'Jrowi fig lack of confidence in major orgafli Z,jti0 fI:3. Pollste r5 have repeatedllJ !ji:3p le!Jed nIt 

scope of such disaffection, to enc9mpas5 

and even .. ActualliJ, ::Khools 

have received fe' .... er knOCKS t h"8fl some other i n:3titlJtions., \./ hose leader:3hi~' h~::, :;;ometi mes been 

taken to lack trustll/orthi ness andlor competence. The public ranks schooh j n about the middle 

of the list of major American institution,: a3 less irushiorthy th;,o 

, but as moreso on the other hand than 

The critique oflargescale institutions has included a number ofconcerrF'. One entire set flo"; 

addressed the matter of co fit rol ;jfld gover nan0. The iS$lJe of mai fltai fit fig !]e moe r~ti (: ;:tuth(lri t q 

~d responsi bility ina society of i ncreasi ng technical experti,;e has been a major que"tlOn . 

... ·Vhere doe"the expertise dew-ably limit the kind and amount of pol Jti cal control, and Iio',.·/ may 

the experts then be controlled? HO\1 can ',ie assure quality control ina large:,.::.le ente,-pn"e, 

liith appropriate mechanisms of ;;cCQuntabilitlj, ·w·ithout si rJiu1taneousl y i mpedi fl9 the 

eiiectiveness of the i fl3tituti 0 flS co ntrolled? Another parliclj];lrl IJ lhlj r nlJ j(;'3IJe for plj b] i c 



schools has been the desi rability both of extensive i ncl usivity and of manageable sea Ie The scale 

problem is of relative1 y recent vi ntage. But it recurs in :lchool di:lClH:,:ion:l, as Hie liumt'e,' of 

negatives associated \vith bigness lengthen:;, and the number of j u:ltifiGatio n,: for IMI)e :3C 111)01:3 

dimi nishes. Thes~ are onliJ a sampling of the :lortsof challenges tMt have been put TO DUmer,)'J:; 

l:lrgescale public and private organizations. 

it is not surprising that one dimension of this critique has been a broad-Ijiluge'J ch:liierilJe to 

bureaucrac,), the century's dominant mode of orgllnizin91arolescafe enlerpr·i$e. Over 1M po:,t , 
three decades it has been critidzed as i[,effieient and i neffe~tive (ib \',,'(1 I)rolJnd:; of gre:;test 

alleged superiority), as inhumane, as non-responsive to its client:l or tD the re3t oflts public, 

:;s domi nated 81 most enti reI y t'l technolo'lic:,l and turf imperative:;., and :lslanlel IJ ~ut of control, 

leaving no one to stand effectively at tile helm. Such criticisms Mve been brOU9[,t to appl'! to 

vi duall Y:l11 bureaucr:ltieall'J structured organiz3tion:, i n recent 'jear:,. - - cor porati,)fI:'" the 

churCh, the army, the post office, as 'tlell as the schools. 

\"lhether just and othet"l.1i:le :;ppropriate, Vie\iin'J bureaucracy as the source oi.s,;f,ool ill:; 

spotlights Il number of alleged pathologies. it points us in the 11i reGtiofl of the ffl<ljor elements 

of organizational structure: govern;jf!ee and co rnmlJni(:e;tioB ar r6 nqeme nb} role ;jlloc;jti on::. } ;j nd 

'w'orkpI3ce norms and procedUt-es. The8e in turn suggest four ffi;lj[,r challeii'Je:;: closel,) tied to 

schOOl organization and ~tructure. if ',tie toke :;eriou:;l y the idea Hi'lt pen,ap3 the 3chool '$ 

problem;; stem from its structure -- and their re:lolution rbtl on altering !nat ,;\rlJc\lJre-­

then :school reform is venJ much a m;jtter (If 8»)Jfflifllflq present and deslt"ed pn1ctice: with 

respect to: 

1;' Ho\; the school as an institution construes it; mission. 

'j') T',e t'uf,lj;>n',"nt,>l ruleo ,".j ;'ru"',ud"t-u< "1', .· . .-.hl"U·1 ">'·"-·'i,,u .... , I· .... >:: '... ...' .... 11' t' ......... _'~_ ,_ ..... ,_ .j..., 11'-' I j-' I .... '_. '. ,'-" ... . 

3) The roles - - fUfjc:tlon::;.' prerogative::;) re::;pon::;\ billtie::. - - of Hie 'pltlyer~;' 'w'ithi n;:1 ::;(:1101)1: 
~ 

students J teache rs J S pecla1 i::;t:~} admi ni::;t rators f parents 

4) The W8') school~ are governed, both i flterflall q ",od exterflall w. 

Both present ~,J.;hool str-ucture, and the major alternati"ies no',,; bei fiq :;:u'j'Jes\ed 10 repiac,; it, 

represent particular p'13itions on these four i%Ue areil,;. 

To date \v'e have evolved just t'w'o rna ior Pt~O[!(J:3;jlsJor r_e_~n~;jni_~i r~q ::;(:t!l?O 1:3 30 as to i rnpro"le 

them. One seek-3 to do so pri maril'J by expandi ng the i nil uence that parent", or more prew:el y 

thei r elected or appoi nted representatives, can exert over deciSion:; made for thei r :,ehooi. The 
% - --

other abandons the approach of enhanei flg repre;lentative 'lover-nance and 'Jive:, i ndivi,jual 

families more direct and extensive control. it does so by enabli ng them to select the school that . -.---~----~----~--best suits them and their youngster. To date, these are the onl'J detailed flropo:3al<: 'w'e ha'Je for 
,. ---... 
i mplementin'l the \1ioel y voicelj demand to "restructure" the Sdlool;; in the i nteres!:, of different 
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governance patterns_ 

The first of these propo3als is known 8S <ilemllll8i?e 'Nil he other as the{gM,)hN-d[Qice 

concept The t\YO ideas are not i ncompati ble, and indeed hoM a number of features in common_ 

They do, how'ever, fe:;\ on some'ylhat different dia'Jflo:;e:; of current. :;ch,;ol ill> and heflce 
• 

recommend some differences in treatment A brief descri ption of each of these propo:,,13 may 

prove hel pful at the outset 

Thet~prOPO$al recommends that c~rriculum, personnel, and budget decisions 

be made \vithin, for, and by individual school,;_ The auihQrity to act, and the re"ources to 

implement the decisions, should be returned to the schools by states and districts, \iith each 

$c:hool receivi ng its budgetary share (the amount bei ng determi ned blj its enroll ment) in ill ump 

sum for i!SI)\1n allocation_ Each school i:; expected to oJ),erat" Itlithi n policy guideli nos 'iet bu Hie 

state and district -- but in 'leneral, $;hool accountilbility shifts irom the presentinput and 

monitori ng controls to outcomes such as attendance, and student achievement on ,itate and 

district exami nations_ The preparation of annual reports on these and other matter:; becomes ij 

major sCflool responsibilit'J, as doe,; carefullongrange planning_' 

All school site management prc'po:;a]:; c,;ll for the establishment of one or "wI'e committees 

- - typic;ll y deSignated "School Advisory Councils" - - for o~tai ni r'9 the 31Jstematk input on 

;;,"11001 decisions of teachen, parents, and sometime;; of other citizens and ;;tudents as 'tiell_ Site 

management proposals differ, hOlllever, on the ;:..Cf;,.' u;.;c .. ·io;;;-l""f_e;:;at",u .. t-:;;e..:,o,;.f .:,:\1,;;fI;;:.et;,:f:;:le,;.r.,:t:;;he;,.-. ';,;-:c;.,;'Ij;,;;n:;,cl;,:-l;;,.o,;;;",;.fe:;.-,;;to;,.[::,'e . ..... 
decisionmaking bodies setting polliel) folr the school, or "Ihether thel) should merell) be i;dvisor1 

)0 the pri nci pal who is the decisionmaker. A related feature on 'yitlict, proposals 'liffer is 

'w'hether the principal is appointed and continued in that po:;t £.y the advis(.ry councilor by the 

district superintendent. Obviousl,), these hiO :;trlJctlJral a rrilngeme nls are kel) matters in 

setti ng up a site m;;nagement system. 

The\ff,oice ide~calls first for the deliberate divenification of schools, so that each :;chOol 

(and $ometimes mini-sehoo13" and $choob-\lIithifl-3{:ho(13) develop::; ih o\'vf! ~lr(IIJr;jm thilt 13 
• 

distinctive il\some way (for example, as to its philosophy, its curriculum, in~itrljctional 

approach, school di mate and etho:;). The p!Jblic i; then invited to celec! thei r 'ichool from amon9 

the array, dependi ng on the stUdent's particular nee,js and i nteresh or on fam!l;J preference as 

to general school orientatioln_ 

Schools of choice have origi nated under more varied auspices and a3 an answer to a 'lreater 

variety of pi'oblems than has the site management idea, which ',ias developed largell) blj :;o;r,olar:; 

and policy analysts to modify school governance Some choice arrangements have been adopted to 

acco m modate st ude nts not ot he p,"i se bei ng ',.'e 11 :;e rlied i n the s yste m, ot he r~ ii:; il re:; po n:;B to 

strong parent andior teacher preiuences, others to provide pilot sites for i nno',,'ation and 
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experiment, and still othen as an alternative to forced busing. The multiple roots tend to make 

for more varied rendering~ ofthe choice propo:,al, rel1ecting rather diiiereni ieature:'; and 

qualities as the idea has been developed indifferent places. (Hence the diiierenees amOfl'J, for 

example, magnet schools, alternative schools, an,j open enroll ment schoo]:;') 

As it has gro',/n in some districb, the choice opportuni\'J extends to gtafi'",'ho <J13o :;elect 

thei r ol\,-n programs. Under such ci rcum:;tances, teachers often coliectivel y ,jbi'JfI tile pro'Jr:;m , 
',/ithi n thei r school, an arrangement calli ng in turn for a COMiderable de9t-ee of i n,jependen.;e 

from curricular and other mandate, origi nating at state and distrid levek J n othet' 1 OC:liee: , 

ho',lever, the choice arrangement has not substantia]] y altered top-do',;n proqram design and 

control, or the way in which teachers are as:)igned to schools. Choice program:; oithe iirst sort 

',ave much 1 n common Vit., site management arrangements, ",;llile program:) of the ,;econd :lort ,jo 

not Even, however, in those schools of choiee 'w'hieh enjolJ (:on:liderable au\onorfllJ, that 

probabl!) occurs more often i nformall y and perhaps 30meti me3 even accidentall y or oy default, 

~tlan by formal delegation of pwer over curricui um, budget, and persolnne] ,jecicllOn:; - - the 

hall mark of site management. 

The :lite managemeo!: pro~'o:;al ;;:;:3urnes tt,,\ todal{; major edu(:ation problem::; ::;tern irom the 

highl y centralized control to \1hich schoo]; h;lve become :;ubject, and tne con,equent dis\aneinq of 

dechionmaki nQ from the level Ofilpplicatioln. Control prolperl I) belongs in the hand" of th03e -
most di redl y associated \,-ith a school, sal) advocate:::: its ::;toff, and its :::tUojent:; and thej r 

families. Most site rnaflalJement proponents give no hi ot of tin intent t(1 e::.hibli:sh a nB'w' bsldtl£c' 

be\'w'een :;chool, district, ;rllj state level> of controlL R;,ther the j flter";! b j r; 1'J,jl)tn:; ,;;jntro1 

pri maril y at the ;}choolleyei. 

'" 

V1'e :3: hall look at both of these major reonJanization sugge:3tiorr;; for schoo]::; .. :.:;ite m;jnatJement 

and eh01(:e .. exami ,,1 fig the n::-3pon~;e:3: eaeh 'w'(tuld rIIar.:e to the four challenge i::';:;lle::; identified on 

page 2. We shall a];;o be lookinlj at the \\lal) in \,.-hiGh Gonternporan) :;chool Dn~8mz8tiofi respond:) 

to those i~ue~. fir$t~ hO\'/tver J it may be 'v/el1 to emphasize ttn31 both the .3choo13 of chOlet -proposal and the site mana'lement proposal ;lre calli n'J for a fundamental reorderi n,) of ')chool 

organization to ~rmit and enable the i ndividlJal :;cholol to defi ne itself to <; f:lr Qre;;ter e:;(tent 

than i3 no\v' the case. Just such a reorderi ng ha3 riO'N' been recommended blJ il :,;ub::;tanti8l number 

of reform reports, includirlll the National Governor:)' Association's TiflUNi;-r ,"-~$.&'lt5:; the 

Committee for Economic Development's ltll·Y;;:...:;titll}iff{}ijrL-:-/iih;:·~-elr; and the Carne91e fljrUfIi Oft 

Education and the Eeonofi"j', ,4.'ls//'-'1I Prepirfd 

The recommendation that the school be recognized and treated a:) the pri nUrIJ unit of education 

is a proposal further buttres:)ed by a broad arralJ of contemporan) rese;lrCf; ,jOfln Goodlad h;l3 , 
urged it on the basis of his extensive study of 3,;hools. Effective Sehoob rese;lrch "a:) 
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uoderscored it. Organizational specialists are proposi fig it. And most feceMI y, those coovi need 

of the superiority of private and parochial schools have attri buted the advantaqe of the:"" 3chool:; 

largel y to the i ndeperidence of each, and it3 n;;,ulti ng opportunitlJ to defi fie i\"elf. I 

I. ConceRtion of Mission 

A ;,ubstantial part of the demand for restruGturi ng schools stems from the cMnje th"t they 

are not doing \1ell blJ the youth eotrusted to them. The particular oDJeet oi IfiLl complaiot 

differs - - i nel udi fill, e.g., that the :;choo!; are oot educati ng - - I) r that thelJ are flot educati fll) 

substantial numbers, they are faili ng to teach the ri'lht thi ngs, thel) are faili ng to motivate or 

i n3pi re, they are i nvadi n'~ '.1hat :;hould remai n the f;lmil y':; pro"li nee .. they are violati fI'l 

individual youn'Jsters \tith unfai r treatment or i ndiffereflce. The·se eomplai fitS, as I'iell as many 

others, brin'~ challenge to the · ... ay in vhich the school constrije, it:; mission, 

The mission of schooli ng - - and especialllJ of public ,chooli ng - - Ms long been 

multi -faceted. Perhaps those r-las;achusetts colonist; oi 1620 had the :,i nglerfll .,,jeane:,:; often 

sttri buted to them in seeki fig onl y to enable the IJOUO,) to read the Bi ble :,0 that the l) mlglit kww' 

the word of GOd. But lfso .. tht!iJ may be the /i.::Y grolJP "cHh ~;o cJear fInd uncomplicdr.!j;j V1::;100 

of j ust ,,"hat schools should accomplish. Later colonists clearl Y SOlJllht public and secular 

purposes, as \tell 8;; individual, in urging the ;;pread of edu'~3tion. And rnanl, ,Jj"i:;greemenb 

over sC~lool practice can be traced to dis81Jreemenh 1)"lB( 'w'hethr:,f the $(:flool 1;:; ;j:3:;:;umed to be 

primarily a public good or a private benefit. The stance taken on tid" rfi;ltter 'Joe; a lonl)'w'aIJ 

to\tlard deterreJi fll ng approp (lete school orientation. i C for eXij m pJe., Hie :3(: hOD 1'3 frii:::;::;l(IIJ 13 

primarily to serve public interests .. then such funGljons as :,orti,"). :;lotting .. an,j certiilJing . 
'Jouo'Jsters for thei r subsequent careers ,;eems" reasonable focu$ ao,j funeiion. LeW o'l 

young;;ters $, nk or s'vIi min one progrilm and then tracki ng them into ;lnother h under::.t"filjable.' 

But if the school ought iostead be construed a private benefit, then the:;e practice:', are liard to 

justify -- and it h diffieult to argue advanta,)e;; for ilny individual to ever havin,) a iailin')'jrade 

entered 00 his or her academic record! 

BelJond the public versus individual question, the mission issue al$J) incllJlje,; the matter of 

Lust \1hat sort of enterprise 3Ghooling h. is it:; tusk the delivenj of pariicul:;( 'jOOa3, ,;ijch as if,e 

multi plication tables, Shakes~teare, the al phabet, the Civi I \'iar, or other items appeari fI'l un 

culturalliteraclJ lists? Or is it the dispensi og of particular serVlces, such as GU310,jial, 

instructional, developmental? 

Some of the schools' difficulties stem from different positions 00 these mattu;, :lome from 

the cootlicti ng and contradictory nature of the alternatives. A part of the restructlJri n<) demand 

is that \.;e recon3titute the mi'3ion. I n some cases .. '.,'hat is SOlJllhi b a shift to a ,,\ron'Jer pUD!ic 
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good orientation. That certai nl y seems the message in the demand for better sct,Do1 performance 

to improve the nation's economic competitiveness. So a public good orientation haB ,.comed to 

i nspi re much of the current Excellence f"lQvement. There are also, hO\leVer, a fjumt,er of 
• 

restructuri nfj proponents whose interest lie in ,;trerilltheni ng the ,;chool's determi n'ltion to 

beneiit each and every child. 

The school's posture on such matters appears to be that of mO'lt largescale contemporary 

institutions. tts mission is to make available a set of services to people seekl n,) those 'lervic:s. 

That seems straightforl1ard and reasonable enough. But in the C;l';e oi the school., the po"ture j,; 

complicated by several features not shared by other j nstitutions. I n the fi rst pl;;ce., those to be 

served ~re not there vol untaril y but are JegalllJ compelled to present them',eJv!)}. i fi the 'lecond 

r,lace, the youthful ness of service reci pients t-ecommenlj; me'lSlJreS Ije"ignelj io see trial. they 

avail themselves full y of tt,e services. I n the thi nj place, our niltiona] comrmtrnent'l to equitl) 
• 

and equal opportunity recommend measures qoi ng beuond the si mple I ""i ng out of the '3ervicn 

There may also be an obli1lation to render them me'lni ngful ;lnd geflui nel y acces;;l t,le t.:, ;;ervice 

recipients. The'le differences make school ,;;,rviee delivenJ unique. They abo le;;'>!e U3 feeling 
r . 

,;orne"l/hst ambivalent iibout "choo);;. On the ofle hand, ',,,,e believe they open 000;;;3 .. even "iorld", 

to the young. On the other, sehool functions "',n ,,100 be perceived ",,"rvie'.:l rna"qiJenili fig ti 

Qifts ," the institution can be seen as both obtrusive and i ntrlJ;;ive, and teachi n'l can be vie",ied a 

;;tiee b-ased on condescension. 2 . 

The clJnical view' retlech just hoW' a number of people h.:ave (:ome to pereelvEdarye ::;(:hooh. 

Those \.ho stafithem have been variously tagged as part of "the helpini) profe,,,,ion,," aM a" 

"street-level bureaucrats.',3 A" they have f1ursued the p'lth of ott,er proie",;:iofl;jjc" ond other . . 
bureaucrats, they have become the targeb of the ki nd of resentment" 8ddre,;,;ed to other fil)uie". 

Schools have odopted the bureaucratic model in identifl,inQ mOt-" ,;nd more function;; for opecial 

It-eatment, and in proliferatin9 offices of ne',,; expert; to offer them -- e'L plannd-"' .. 

eval u8tor~, ,pedal readi fig teal~her;;., :.peteh therapist;; .. coun3elor3., curricul um developer;; .. 

sCflool social \"Or~~ers, remedi"l ",peciali~'ts. Cine result has been;j depenonaiizinlj tren,j along 

with the fragmentation of services. 

Psychologists have 3ug'je,;ted that one of the reasons for the contemporary resentment ilyili r,st 

doctors is that the specializing './ithin their profession has led to'thingific3tion.' Tile patlent l,' 

dehumanized by the doctor \1ho h toncerned "'ith a partkular organ (,r a particular 'w'(,ufld ')t­

disease, rather than \vith the individual. Ttle d(iCtor- patient encounter. as p',ycholoqbt Ervi fig 

Goffman put it, is not a human one but a transaction bet\1een a service provider and 8 client's 

rnaliunclioni ng object4 I"lany suggest that the school's Wlture has become analoqou:l: that 

school is a set of transactions between a service deliverer and a client's particular at-etl of 
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deficency - - be that a matter of deficient mathematical skills, of social I y unacceptable 

behavior, or 8 lack of knwledge of histoflJ, 

One of the major consequences of the large school orientation has particular import for its 

mission_ The school has become increa;;ingl y oriented b:Mard effective ser,ice deli',ery" rather - ---
than to\vard success, I n other words, its focus has been on its task, not on it; achievement: on , ' 

the pursuit of what is generall y re';ognized as good practice, r;lltter than on ;;ueeeeui fI'l 'w'it" 

individuals, True, sound practice h not unrelated to ',/hat has been found su(;cessful - - but 

succe;;sfu] according!o statistical norms that nVilJ not apply similarly to ali popul;ltions, Thus, 

schools and teachers have not been judged on the basis of their success, but on the basis of 

'whether they \oIere doi ng \1hat sound practice recommends, . . 
There have been good reasons for such a tendenclJ, As more youngsters have presented 

difficult ehallew,es, and as ci r,~umstances have posed further ob~bclejJ, it h~$ seemed that all 'We 

can reasonably expect is sound practice. But it appears that the 1i mih of public tolerance and 

understanding have been exceeded (perhaps, for instance' by such extremes a;l the i-ie''II' York high 

school ~Ihich \vas graduati n9 onll) 7% of ih students). For ',Inaiever reasons, neither 

individuals nor the public at large seem lii11ing ani) l>lnger to accept the 'soUil,j pr;lctice' defense, 

That is in considerable part 'Ihat the accountability preoccupation of the pr-esent is about. 

Ex~rnal demands viill no 10nger permit the 'sound practice' orientation; critics ;ire i nsisti ng 

that sC,hools <;tlift ttlei r mission to that of enljagi fig in practice nat 5i1,,,:-etd5 in v,i r!1j;jll y all 

cases. 

A corollary tendency of prB:3:ent school posture will probabl Y ;jjS(! be 8u8iJuOiltu 'vJitll the :?ill~t 

a'way from the 'sound practke' orientation, It reinforced accounting to the fiiet-archl) -- one',; . ' 
superordinates '/Hhin the or'}lnization -- for they, after a11, 'w'ere Detter .lUIJ!)e:; t,,8[; tile public 

of what 'sound practice' COfr,i;,t:; in. Thus, complaint~; from olJbi,je tended to De pas;,ed up the 

school's hierarchical ladder and accountability diffused and obfuscated in Inti r treatment. /; 

success focu~ demands a more di rect form of accounti nQ to the public, and a clearer 'lie'.,' of just . ~ 

where respolisi bility lies, It is li kel y to change the traditional praciice oflodgi fig ulti mate 

respoflsi bilitl) with a si ngle figure at the top of the hierarchy, to diffusi fig it a lot more _ - r 

2:nerouslu throughout the sustem, 

Many ofthecurrent calls for restructuring address this mis;;ion shift from cotTeci to 

successful practice, The ramifications of such a shift are hard to overBsti mate. The difference 

bet\oleen a clill for restructuring and a call for reform usually hifl'les on an assumption ;,t,out 

how fundamental and pervasive the needed change will prove. The aS3umption in this eas" is that 

\ole urgentl y need a very fundamental reconstrui ng of 1,1ha! ::.choo13 are for, 8eIJOf"J trial., 

hwever, proposers differ as to just hoVl they \1ould restructure, The domi nani trend oil he last 
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five to ten years has been a sharp increase in the state role in education. Thb tegiln to octur in 

the late 70s, largel y through the imposition of :,tate competency tests to determi ne student;' 

eligi bility to graduate, and in some cases e'len to be promoted to the next grade. The effot-! has 

been stepped up during the 80s, with curricular miln,j;;tes and course content :,pecifiGation, in 

addition to more tesl3. There are those who maintain that the right combination) a"d 

proportion:; oj state and local inputs can eventualllJ eorrect tOdalJ'3 imbalances in Hie control 0) 

sehools, and that such correctives will suffice. Others, ho', .. ever, are eon'li need that .!lothi ng 

short of real restructuri fig 'w'ill do; 

To the extent that site management proposals fail to as"ign D:i'jjor roles to cOmrnlJnitiJ figures 

other than parents, they ' .. ould appear to be reflecting a private benefits vie',>, of e,jlJc'ltion., 
r 

construi fig it pri marily as an entitlement and advantage for the individual, rather (han '1 matter 

of public i ntere8t. Although ttle monitori fig of partkular outcome'; C;ln hel p ~o:;ure the 

fulfillment oflarger purposes (those of the local and national communities), the ?mptl'l'li> 

seems to be Ofl the purposes oj the school's i mme,jl;Jte .;on::.lituents. W'hetherparticul:;r site 

management arrangements rellect the partici patot-y democraclJ ll'lvor of share,j 'Jeci3iofrl, or 

'w'betber authority remains essentially in the bands Dftbe principal .. the ":,ub:'d,jiat'itJj" 

principle is pre~upposed -- i.e., the conviction th:;t decision:; are be:;t reacl!ed at the k.,.'el 

closest to their i mplementati(~. The i ntere~13 most strongl y voiced at th"t lewl ;,re Ii kellJ to toe 

the i mrnediate and personal concerns of the partici pants. 

It seems reasonable to suppose that the upshot 'w'ith re;jpect to ::ochool mis:::lofi 'w'ould til:' 

schools more attuned to the particular characteri"Iic::: of thei r students - - 10 thei r educational 

need:; and aopirations .. lind pertlaps to their intere,tJ. Such sc"oolsl)ughl to displ'lY a goe"j deal of . 
11exi bili! IJ as compared to schoo Is 'lI'here dist rich/ide regulation,: and procedure:, have been 

e;t';Dlished to cover lar'Je numbers of young3ters, many of ",v hom fOa!J differ in i mportiint """J:'; 

from the population of any particular 3chool. Dependi fig on the match beh'leen the pr-i nClpai and 

the parent COf?munity -- and hw the principal is ;lppointed -- :;ite maoagement could abo 

mean closer alignment betveen the particular ethnic orientation of parents and the val ues 

r.Hected in the school. This 'vlould mean an increa;e in what h often colled set,»o! ..... .-
"responsiveness," a3the institution is better 'lble to adapt to the orientation, of particular 

groups. The result could be a ,ji:;ti nctive ethnic ilavor for the mission aM "enerai ,tyie that 

many schools reflect. 

I rrespective of the extent to \lhich ii particular :;ite management arran'lement divide:, 

authority among and bet'>'een profes:;ional educators and parents, the increased conrad iniplicit 

in the arrangement may alter their relationship;;. The social distance malJ niirn)'w' bel\-/een 

educators as professional$. and emplolJees ofthe bureaucracy, and parenb 35 'laIJper"c;n".' The 
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partnershi p aspects of the parent-educator connection, and the home-school li nk, are li kel yto 

loom larger. The arrangement should make both pilrenls and educators mot·;; prone to see 

themselves as engaged in a shared enterprise direcielj to\.'8rO comrnon pur po:,,;;:,. Thu,', a 'lreater 

sense of mutuality seems probable. Under ;ucho::ircumsiances., the bureaucratic te.-"Jenc'j to 

depersonalize service deliverlJ is li kel y to rec:ede and the personal di mensions of education's 

mission expand. The sch(lI)l mightvell become more flexi ble in its \1il1i ngne3:l to rt;:3pond 

differently to individuals and their differinoa needs. 

81Jt although site management £!!!. conduce to slJch tendencies, it i;, also quite pliiU'li ble th,;t 

it 'w'ould change very little in any of these regards. If the School Mvisofl) Council remai ns 

advi:;oryonly, and its discussion; trivial or perfunctory, it ic p03:3ible that the :,ite 

management impact 't/ould not extend much further than the internal shift of authoritlj vithin 

the district's hierarchlJ. Deci:linnmaKing pover ior the Scheu)l Advi:,:orlj Council vou1d certain]") 

strengthen the likelihood of 3uch tendencies as a :;ense of partnership and mutualit') and of 

increased penonalizi ng and tlexi bility on t he part of the :;choo1. Short of the Ijeci:3ionrna ki n9 

~e, hovever, such tendencies are far less assured. And it is even possi ble that a "trong, 

decisionmaking School Advisory Council with!l bureaucrati,; orientation mi»t.t ,:eep its pO"l/ers 

strictl y wit hi n the Council and the empOVIerment · .. 'ould extend no further than theSe 

re p rese ntatives. 

It is conceivable that dependi n'J upon the extent and the adequacy of outcome:; monitori fill, site ..,.-

management arrangements could neglect the i ntere:lts of the publh:: and the w'i,ier community. 

Dependi ng upon the extent of the rejection of cent ur y-l ong tendencies t"\'i.;nj slan,j.;rdization ,;iId 

pr(IIJram uniformity, the rani)" of program diver;;ity could become a problem .. alon'J '",'itn 

coordination difficulties bet'ileen educaiionalleveis. Both of the:,e challenges ad,jre~:3 the 

possibility that a slJstem ve now perceive as overll) centralized ilfpJ horn0'lenized (.,,",iei t,ecorne -
so much less 30 as to pose opposite problems ofira'Jrnentation and disarray. That is po:lSi Die, 

although the roanv other factor:; a]:;o functioning to as:;ure edueationaluniformit'j mi<)ht 'Nell 

suffice to maintain strong school-to-schoollikenesses. These factors include 3'Jci; things as the 

wide use of particular textbooks ~nd other materials, the si mililritl) in teacher preparation 

nation\1ide, and the common elements in collective bargai ni ng agreements. 

There is an additional challenge .. posed quite earl yin the history of the site 1TI';nagem;;nt idea 

by one of its formulators: "The kelJ question in eommlJnity responsiveness is \'ihether the 

t'Jranny of the majority at a si flgl" school site v'luld produce better public poliey tt,an the 

tyranny of the majority in an enti re district.',5 There are tvo note'liorthy features >If the \vay 

in vhich the author, La'ilrence Pierce, frames the challenge: the fi r:lt is his a:",:umption of the 

tyranny of the majority .. \"hether its j urbjielion be the schooi or the district. Any coiiedive 
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enterprlse may prove unavOldabl y tyrannical 1fl relation to dI331dt!lit3, but tlie nyfll Lit a 

minority to register efiective disagreement, or to pur use itso'vln course., 10 more re:,tncl8d 
under tt.e arrangements t,y \,'hieh 't ... e organiZe sctlool ttl8n i:3 the Ulse in lOaf;!) otrler Dur,;uits -­

e.g., religion, leisure a.;tivities, the selechofJ of assorted professi onol ex perti Se \. medical, 

legal, etc.). 

A secund t~ature of Pierce's ch;lllenge is that it calls attention to our political tt";l,jitl0n's 

assumption that a lar'Jer decision base - - e stete instead of a dhtrid., the natio n i n:ltead of a 
• 

3Me -- may yield \1i3"r deciSions", or at least decisions \'Ihere the inte,"es!:, of minoritie,; have a 

better chance at representation and i ncl usiofl. Civil rigMl demands of the 60s denied this 

assumption, ;;nu the public 3chool':, conti fllJi r.'l iaillJre to meet the needs of particular ')roup::; 
• 

ce,nti nues to fuel the hope that if Hie disadvantaoJed could control H,ei r Ow n pn;gr;;rn,; .. i he 

programs would adapt better to 'Yih~t h needed ~nd hence P(ove ii,ore "ljcces;,.jui. 

Profes$or Pierce's response to the 'tyrannlJ' challenge \</as to combi ne H,e me manoJgernent 

idea W'ith the opportunity to choose one'" ,,,chool. ThU$, if a famillJ di,j not :lhani or af,prove of the 

orientation of the neighborhood school, thelj could ,;eJect another. 'Ouch a ::;olulion U"i""-'''; sense: 

~ichool:3 pe (rOl tted to de''.''elop t hei r O\'l fI vl::;JOn of etjuu~tion 'w'(Juld ::; urei lj Ijj Her rri(l(e Ulan ::;chooh 

ean 00\';.' because of COfl3tant current pres:;;ure~; tCI'w'ard umforrm1.y. ·\,vnen trie difference::;} and;j 

porticular 3chool'3 resultino) orientation, "re plr,inllj logic;]]] I) 3rbitrary --(he CO fl"eqlJenCe of 

just one of several strains of profe:%10nal opinion --then it ::;eems only fair H~1jt 8 IJoungster 

needing
J 
or & family preferring, ;3 diti'!irerd 8tr~in be. fre~ t,) ":;eek it. (Thl:;, doe.::: not mB:jO that 

schools autonomous enough to differ ',,'ould necesc'lril y prove 6ny more IO'lic;]lllj arbitrary U,an 

centrally controlled schools: the extent to vhieh educa\ior",l :;cien.;e :0; U PPC,;"j:, an arrilY of 

different and even contradictonJ pract1ce~; - - ;Jnd the extent to 'w'f!lch e~jucatjon i::: permanentl!J 

value-bBsed -- mean:;; th;jt 8ri~1 ~;(:hljol's pr;jcllct must be to oj l;jrq~ r1eqree loqj(:ally arbltra(lJ') 

Does t01S mean that the schools emerqing ft-om the site rnarKll]efllent arr;JBq8ment "'v'ili De 

ldio~yn(:rfJtlc? PO:5::;lbl~L to :jomf; exteflt. It h eertainly (:ol)ceivtlble} fClf e:X:;Jrnple .. Hltlt;j 

neighborhoOd \1here a number of thespian,; 11'·ie might "i/ant theseho(,]'s m1::;,;ion to feature the 

performing arts -- or that;j community of professon; might \y';jnt the ml:j::;lon tel empha::;lze the 

cultivation of intellectual pro'".e" - - or that a di:ladvantageJ community miqht ·,,';jnt ;j mj":lion 

offeri n'J a C;jreer empha;3is and empj,)yabilitIJ a$::,urances. But. proponent,; of ,oite if!,jfl<igement 

assert, such schools vill be flO less l09icaIJlJ arbitraflj than are present schoo)l onei,\;l(lOn:; and 

practices) a great many of vhich enjoy no more - - and ~;orneti mesle::;::; - - efflpj r1c;Jl .::;upport 

than the alternatives they excl ude" 

Thls1eads to today's second maJor proposal fur n;~;tructiJfi lig 3i~riiJLi13, nic CtiG1Cc .-
arrangement. A:3 t ('Ie parag njpfis 1 mmeal atellJ 8til)Ve h;j"le sUlJlJe3ted, :30rne !j;j\/f come to t rH~ ctlolc:e 
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idea as a necessary concomitant of the site management arrangement. For others -' it is the choice 

feature that is the more salient and significant one, \>tith school governance oi lesser import. 

What might be the effects of the choice arrangement on the schoon conception of mh;ion? It 

seems reasonable to anticipate tendenc:ies similar to those 'Ne as~ociated , .. ith site man;,gement, 

but probably more sharply pronounced. When a school's clientele has explicitl y cho:,ul to be 

there, it is reasonable to expect agreement on at leosl one miMer of substantial edU!::ationai 

import and significance. Dependi og on the school's th;;n~, or the 'day in I"hieh it has estoblished 

its Wfl disti nctiveness and identit y, a school of choice' may enjolj exl" [liii'.!;; val ue ;;'Jreement 

among the groups associated \>tith it, staff as I>Jell as parenb and students. Hlat means there may 

be 5ubshmtially more ufl8ni roily \\lith respect to mi3sion thon i:; common in public education. 

This could make for more , .. ;hOol-to-school differences - - at the same ti me that it yields the 

benefits \>thich eff".ctive schools re-search and private schoois research have li nked to high 

levelsof mission coherence. 

Another mission- related li keli hood as:;ocialed 'with a· school of choice is IhaHt is even more 

prone than a site management school to feature responsiveness to individual ,;tudents and 

parents. The fact that it is chosen alters the relationship of chooser and (;ho;,en, in ',/ill):; that - . 
changes in school governance may not accomplish. It stands to reason that a halanci n'l of statuses 

and pO'ller differences, and il resulti ng mutuillity, are more Ii kell) to arise ina relation to 

Id,ich neither of the parties involved is captiw. And a Ii kel y consequence is added efforts at 

res po ndi ng adequatel y to Bit' i ndividua1s., rather than :;i ropl y addressi ng tt,e average or the 
t 

majority. (It milst be recognized, hO\llever, that sucr, a benefit ean be antiei palM onl ij ina 

system providi fig enough attractive schools of choice to go around. I n those locol",; 'w'here magnet 

schools have hundredS or even thousands of appilc3nts for each openin9, report::: s!J:J!Jt:3t that tr:e 

indifference and laCK of re$PQn$ivefle~s can be even hhJher than in the %hoo1:; the m;l'lnel:l 

replaced !) 

ThU$, the choice arrangementi3 Ii kel y to bri n'l an i nten3ifieation of the $c[,ool's private , 
benefits ori,mtalion. Interests associated \1ith the public good \1Quld need to be mai n1:li ned either 

by input controls and monitoring, ;jS under present arrangements, or blJ accountabilitlj for 

outcomes as the sHe management arrangement 'WOuld have it. 

II. Rules and Procedures Defi ni ng the Scho,:.l's Social Order 

Accordi ng to some, a great many of education's difficulties are fai rl y di redl y traceable to 

mailers rarel ydiscussed and often unrecognized. These i nel ude the most fundamental bel iefs and 

commitments, and the most basic understandi ngs of ihe I,'BY thi fp)3 IllorK, "ihich are 30 deepi y 
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ingrained as to be taken for granted, rarel y discussed, and vi rtuall y never questioned. They 

constitute the culture of a school and yield its soCial order as they give ri'3e to ruleC:; and :3\;lndarij 

operating procedures. School culture is, ofcour3e, far broader. It con:li:lts of norm:; and belie!:, 

about students, about the world, and about life and its f,urpose. I refer here onl'J to th;;t part of 
p 

this broad ideological system that gives rise to those rules of behavior, both '",Titlen and 

unwritten .. \1hieh control the i nteroctions of the partiei pants. 

Withi n contemporary schools, thh most fundamental belief system appears to i fI(,1ude a 

commitment to bureaucracy as the only plausible, viable form of sodal organiz"tiofl. At leveh 

too fundamental to be challenged, many of those in schools have accepted that there must b~ 

differential status and authorit') aSSignments, fixed rok;, clear1') divided t-esponsibilities and 
• 
accountability measures, and \,tritten rules governin'J interactions. Irrespective of 1"Yv/ they 

may complai n, and even of the explicit attacks on bureaucraclJ of the p;lS\ several decade;;., large 

numbers apparently continue to assume its singuiar superiorit,! as ilit! \\'all to organize 

largescale enterprise. r'1any aho accept the i ne'lita bi lit y of burealj(T:;tic domi nance 1 n any 

modern socie!IJ. 

Such understandi ngs, and the i flter-action patterns they produce, ')ield a school'S soci;;l order. 

This 'order' determines the ,la', in ',,fhich it; con:ltitlJents 'do' :3choc.] , and this, in tUfn, 

determines the school's climate. Thet-e i3 good reason to be concerned '.·!ith ';lJch matters. A 

\videning range of research is suggesting that they determine ho ... " those associ;lted ... ,iHl:; ,d,o,}] 

react to and feel about it - - and that\his in turn determi nes the i mportar,ce they will ;;;",igo it 

in their lives and the kind and amount of effort the') ... "m devote to it. This seems true of staff as 

""ell as of students, and it seems to go a long \yay tOvlard defini ng the ,iifference bet'w'een a go,},j 

and a poor schoo] 6 

Within the school, such assumption:; have yielded.l ,.trung tendenCij to"doni form;;l fulb 

generation (even to the poi nt '.ihere stUdents at-e confronted at the Deqi nni Ii') of the school year -
with long lhb of rules to be folloVied in each of thei r c1a3$e3 ilnti extra-curricular activitie"). 

The need for and a>'propriateness of such - - as the best VijlJ to have thi n'Js run ;3ml,othl y and 

avoid chaos -- is simply assumed. The need for bQ%es to command, oversee .. and enforce the 

\,'ork of teachers is si milarl y assumed. The impersonality fostered by bureaucntic ort)anization 

is not onl y accepted but receives particular rei nfofcement in the school: The \\'orl: is so 

onlanized and apportioned among the staff as to di%oura'le if not to enti reI y pred ude 
~--- -. - - ----- - -- - - - - --- ~- ... 

collaboration. It is pursued in isolation from colleagues, 'behi nd the classroom door.' . 
in what ways would toda'!,s tw'O major restructuring proposals for schools revise thh social 

order? Would the site management arran'Jement alter it in an'J "ubst:;ntial ";Ia')? 'l'!'olJld the 

choice arrafl'Jement modi fy it? The answer i fI eaerl case f,ro batll') t ij r ns in siqfli fi cant rnea;;ure 
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on one key governance contingency. In those sHe management arrangemeflt';"·:'.,/I"i(!(e tfi~ Buthority 

3hlfted to the principal re;,"{sl/tif?"::i \ .... ith the prindp.::Il" ;jnd \/8::; not ;harelj "Ihtf"! the ::;Cf!ool 

Ad"lisory Couflctl ~ there maiJ be only ml flimal chanye in other t'e1j;3:r03 i3:;:; \\;el1. I n th03t ::-eilO(rjs 

of choke 'w'here the top-do',,',·'n control pattern remai ned IJfI1ji::;turbed .. othet' Ch;jfli]fZ; miqlJt abo 
- ~ 

prove mi ni m~l. But oS:3umi fig site manaqement and cholce arrangements \'t'fllCh actual1 iJ 

,j];;persed authority, I'lhat sellOol "oeial order change" flilqht De antici pate,,.;' 

Site maoa'Jement is it less a:jslJred source of such change than;$ the choice ;j((lj[[!Jement. The 

reason 1S that even if School Ad ... ·'isorIJ Couoc:i1. member::; ~re empo',,~terfd a::; tJeci::;lonmakef::' .. 

changes for dii-f-r members of the staff and other parents may pt~ove mini mal. Site managw,ent 

is a plan that di rectll) .ffeclt onl y the rfpres't'[rtstil''if$ ofte;jcher and p;jreni 'lrOlJp2, - - and then 

only in their policymaking ro]e:,;; even the teacher representative's (ole ma'J rennin unellan/lelj 

all by the arrangement. 5ite management is pri moril'J a governance arr,jngerner,t. It j:, ~ 

clear that formal governance changes aione ',iouid 3er',,'e 8;; slJfiicient clltaly;t to Dro;;det- "oel;;J 
• 
order Charl,~e~ - - although of course thelJ \l/(iuld do so If teacher i ntllJtflCt if! the deci::;ionmakin9 , 
(:ouneil \\lere to lJleld polh:~ie::; :::peclfiJlnq functions dlfferently; or e>;:plicitll~ c:h;:ifitJiftY kf.IJ 

procedures (e.g., estabi ishi fig team teachi fig). 

But there i31ittie reMon ",thy the s'h'itc,h to a representative 90vernmeni need be 

accompanied blJ exten::;jve socli11 order chanIJe. It 'w'olJld .. of cOlJr::;e., charllJe the relation::;hi p to the 

\ 
school of the parent member::; of the de(:l;:;lonm\1~ fltJ bodlJ. But a:3 ;:;(:~O(il boards h6ve provto: .. that 
------~------------~~~~~ 
8 rrangernent certa] nl'J needn't !jjsturb 3 bun:.;j iji::rati e (I rientiltiGfI fo r :")C 111)01:). T Itlj:3 } ",'it J::!)i!eJ lHje 

that site management may, but need not, lead to broader change". in the ,.oei;i order of ti,e '3chool ~ 

Its imtalhtiofl may "et the '3t:;ge ior ilJrther changes, but ther-e ."" nothln'llf! H,e madnnery it 

e:5tauli:3t!e:~ (If the dljn;~mj(:;:; it ::;eh io motion that make:.:. it oj prot,;jble cat;Jllj::;t of tl(oad ~;j)(:h:11 

order charule 'w'ithi n the school. 

The cliolce oj rrfioqeroent} 1 n (:ont ra;:;t} ',/lolJld probabl 14 be ;j~::;urejj of !jiB idi nq [I n:r'j!]er ;:;(H~i 31 
e . .. ._. ~ 

order chaflqe::3: J ::dnce there: 1:3;j .c;t"rong tendency to disper:3e aDi4 additionaJ C!lJthfi)(itlJ ;jmonqtht. 

stafi ,7 therebl) bri ngi n'J di reet empolverment to" comiderabl iJ lar'jer 'jrc,ljp.~ Here are the 
~ 

dlJnamics Ii kel y to bri ng about "ueh generalized empoI,/ennent. 
~ 

Recall that the ne~1 authority transferred to" sCflool 01, the choice arrangement h nwi.; 

ne(:e:js~r Ij by the (:~rge to estahli:3h a dlstl fictive pro9ra rn repre:3enti nq lj Uf11q ue ide ntit q. T hi:3 

necessaril'J entailS the empowerment of all the program pl;Jf,nen, ;;3 H,e') 1"f,U"\ .;n;.;,te~ an,j 

carry out their O'"TI vision of scr,ooling~ It makes sense thai the full te"Chlf,'l staff be Hi'iolved, 

hecaljse the novelt lJ or unjquene:33 needs to be pervasive and manifested thrOUQfiout tile ::;ctiool! 
• 

not Just to be reflected ina '-ilJpplemenlary add-on or sideH ne. it is ihis hnd of i n\'olverneni i fI 
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plan'riing "t.·'tllch 1S thought to account for the repor-t of teacher':; in :~cr,(;;j13 of c:tKd,~2 tfjQ~ tiie~r 

\v'ork 13 more pr(lfeS~;10nal in nature than 'w';jS the ca:3e in thei r previolJ) :j.:::::~i]f1mBnt::;.g The 

prcuJram- planol fliJ obliqation places a premi um on reflection - - arpj on col1tctl":'ij (;:oilBctiofl -­

as staff seek to evolve" mh;iofl for their ,;chool.> \,'ork out CIJrt"icuiu[{, ,jecisi'),r; and '",,':jlr' to 

package academic content, and devi5e learning activities. Because the charge 13 to mount a 

distinctive program, they cannot simply pursue eXl';ting course ,:Ijllabi or accept lfie ie:;Genr,lp 

novel roles: i nst-ead of bei fig (:;jst as the (:0 n:31F(!er::; of (: urrh.:ul urn de.~;ign::; ,jnd m;jt~ r-i 'J 1:::., t htdJ 

, ? ~,~--~~~==~~~====~==~~~~~~~ 
must function as the creators of them. Hlis in turn ,"enerates expectations of c'-e"tivi I 'J f(om 
t, _ - <_ '.' _.. .. . _ 

lead,er" rather than ;;ski n9 coniormit'J oi them. _ 4 

In the course of the ~;orb of experlences j IJst ~;~::etclled~ the i:301ation t IJPlc::jl of ti!e tbKiil nq 

r01 e in mo::;t sehool s i-e. 11 ketlJ to be -al tered :::ub:::1:jfltlal1 y. TeB(:tler;:; 'wlll t!:jve· tCI be i r!"lO 1 '<;'ed 'w'i tn 

colleagues in such tasks as %11001 mi3siofladoption.> and coll1lbOr'ltiofi m:;y become:;s fleces:;3['J 

a part of role demands as lfl,jependence and :::e!t"-:3IJffiClency h':ive.pro"led to d,jte,' 

There 1$ another quite i"una;jmental re'Jard in \\ihich the chOlet ar-faflgement i::; likel1d to 

tr-,jflsform teaching and ::01 mulbneou:31iJ to ;jlte( the ;:,0(;1>:'11 (Irder of Hie $chool. Todal{':; pubHc 

:;;(:[/(11:1]3 an~} In Tonne:::;' c1a~;::;lG terms,9 .{;"f:5tJls~(·/~:!?·ll in::,tHul1on:;,. The1j e::(i::;t .. tti;Jt 1::,; biJ fi)tn"F::11 -agreement to perform cert;jln ;:;pec:ified functions. Governmenb" po::,t offi(:~::;., dep")rtment :.::tores 

represent :3uch 1 fish tUtiOfr3, BIJ flO ::;t retclI of HH:;' i rnaqi f[3tio n d;) they ;j nd the} ( 6::::::il)Cl 'Jte:.:; 

constitute. real communitje:::. r..";:e-/iUili._%·li6"ll institutions, on the other h:jnd, an?, communitie::;. 
, . ._-------

They consl st of people bound tOl]ethe r by ;::enti rnent:; .. :.:;fiared be I ief.:; and co mmi t me nt:3.' 'J n,j 

feeJings of kinship to one anothet~. ,~¥.5e/l5"f.." .. ~.;}/! institutions :Jt-e marked tiiJ ~;t.cer::j;jn1 

'::'0'-"""1' ·-tl·,'n-J 0 - - I'el"jtl' (I n.;·I-,', 1"-' t-",,:·tt-~, de,j I,'> ',',',.:. ':'1' r,,' 'Iw n 'J 1- p,',.: . ..:, .:; [,,< 1''1 n,·'tl· rr'" t h· ... t h·.:..~. h ,-,-, ",,:-.+ "'';''').'.' 'j .• ' '.' _" •... _,J r")' ""'_'.1 '-".' ._'.;. .• .;; ::I ,_. r-' :-"_"_" __ '..! I'J ',,"'.'. _;; '.'i·""· 1)'-1'_' i./i '_"-1',,11'. 

hv'o human bei nil): tCIiJether. A C u::;to mer ;jfllj a supermarket C)j::.jller :~.h;]re ,j ::,e.(:i)fitj~jnJ ;j.:;'i::i(,(.li3th:tf! 

- - as or-di narillJ do a L3\v'IJ8( iJnd client., and in mO:3t high school::. I ;j teBchet- dlld a ::;tude~it. A 

te,acher h a math Qr flO Enl]1i::.h teacher and hM no (:(In(:~rn or rt.::;pon::,ibilit!J fOr-;1 ::;tucent'::; 

performance.l n other classes nor 1 n the i ndivlduai 's per~;on;jl 11fe. Pri m,j(JJ ;j:::::;(lcj;:JtiufI::;, on the 

other hand .. are ty~d(:&l (If ~Iii-gil!.SJ~"::/j.fllt institution::;;. These are re1;jtion::;hip:.:. rfi'3n:eo tIlJ::I ranqe 

ofintere,! and concern, ,uch thot the whole li'ito of particip:;nb, p:;;,t; present, "flU future, are , 
~ectively relevant ,;lId germane to the relatlorMllp. 

No'.,.,.' it seems that the choice arrtlngemeflt tend::; to make 5Ghool:':, i fifo 1.:':6"/"/f.!:i/f:5(l\ij/~.J -(:ommunltjes, and to make relationship;:; there lnto prlmar!~ ;3~;::'ix:iatiDn::;. Such ,j tend~iK:(J h;J:~ 

"'e o nu'ledtY'nun',bof'of't,'Ot">'I"l1 It "'["" -t'I"el'I"'- _· .. ··'·1 "'J"'" '1'"'' .... I.R!·II I '.l OJ IJ .j~ It: to. . :jt: .... II::; tU;j :j. lid] :""iG'.'i;fd ::;1) rt:t'::;. I I ::"." tilt' 

1 -,' 

(:ommun1tlJ can rl~;e - - and ~;omet1mes it reflects one that is a1 rea1jy pre:;:Jjnt i
'::" 
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Se,cond} there seems a strong tendency in schools. of choice to pursue broad educatlc,,-i;j) ai ITi::) , 
addre~3-inq the full intel1eetual ;jnd character Ije' .... eloprnent of :.:;t ude nt::_ :::;UCfI ::;Ghoo!:~. ;j(8 

concerned \'lith intelle-ctu;j1 qp)'w'th (:I:;; "N'ell a;:; ',/ith academic 3Cftie',/emtnt. Tr!lji~ tenlj a]::;o to be 

concerned 'w'ith the ::;ort of liUrrK3fj being th'Jt 1::' e\"OlVl n9 - - 'vlith per-::;onalit IJ ;j:::; 'w'til a::; 

character ~ iJnd ',,,11th tastes and proclivities 3S '\'tel1lj:3 \\,'ith kno\'lle,jge and iiJe,j::, :::t;Cf, C(lnCern::; 

require primary associations bet'w'e-en ::;tudent.3 arilj teacller:3., ;jiJrj the~~.e if I ~U(ii I~ene(c;:.:: 

Third
J 
there h a tendenclJ in ::;chool:3 of choice t(! de-Did the b!j(f.at~,::(,Jh(: p;:;ttern (If fl)(fiV1111 

den ned and :3pecific roles. Role den nition::; in man1d :)ijch SChDOls tend to be muct, ~j'ji)(e i1exit:le. -
the ;~t;Jtlility and endunince oi role dr.finition::. 'vlhicfl i,jfgely ;j(:(:(JiJr,t I!j( the d~~,c:r1Jj,jbijitjJ .jr,d 

'3tabiiity of the organization. Thei t· re~istance tv chafjge ;:3 per,::el.".'e!j a m'::Jot· ',':1 rtue or 
bureaUi~r'3ti(: orqaillZ;jtion::.. ROlE: mai nte nanCB i::. t h lj::, :j P (1 m;lrl..l v;31 lie . T lie r1.jr.j 11 e 1 V;'j 1 ijE; i n . __ 1 _._ -' 4 __ • ____ _ 

::;c·ho(l1:3 of choice., hO\'lever., is bJ pi ca lllJ j u::;t the 0 p po::;i te: ro1 e n t>:.i bll i tlJ L::: ~I;)::.i t hie \>';.':11 ue ! 

'JI''l'en it:3 capacity to ma::d mlze ,j!japtatlon ,jfpJ lienee re::;~jj)rl::;iVGf!e;;}. 

It appear::; then that the C1iOicB arrafigemeflt fiGS (:on::dder;jtde potential for Ch;jfjl~; nq d li:JmtiGr 

of the di men310n::; of a 3cflOOi':3 soei;jl order. At le-3:3i under :::0 me (:ondi1ion~;., it lead::; to e>::1t:fI:-:d,,/t 

i ncre;j~d ng ttlB li keli hOOlj of :3!JC h GllanIJe::; In se hoo 1:3 of choIce. The e:3:3r.nti a1 ::; ;Jp pea)" h t,2,9l1j 

.... /lth the opportunity to choJ)::.e -- \lhieh in turn pre::;ume;~ a Ll(Cii:ld en(IUafJ :JI"(,j1.l ::;(1 tj;;~t 
.-.' - . 

(:hoosers can find a pnllJram \v'hith appeals. TIle eh01ce opportlJmtlJ f(t( ::);jff ~:;8em:j ar.le~:r3t ';j::, 

i mport'jnt a$ choice for s'twjeflt::; and thel r f;jrnillB~;.12 The ::;t;jff ffilJ:3t tli~ (:ll;j(l~td 'w'in 

designi nq i.l unique and Ijhti ;\ctivE: ptoqnjm~ and t.ht9 rflu::;t [lB '~hie·li trl~ ;3uth;)ntJj nee-de;] tel do ;:;i) 

• 
i.e ... the speCific authorization to :jet f1:311je ext.ernal (:!Jt-ricujat- ilruJ !)ther fiJand;Jlt:::., ,jnd to devi:jB -
c.e::,pDnsit,llitie:3 .. and eommon time peflod:j reguhH"ly ::;et ;:,::;J.:le felt" (:(llJ;jtlor-atl',.:e ·,.'/,:,n:. TlleY·(:6/;· 

include provl.:jl0n for team te;JGttin!~J Ijut-of-cl'j::;:.::room a;:;:31!Jrlfl-!tnt:3 fe.l" :3-tu,~erlt:; (0 frc..; ttj:jCrlet---- -". -
~ t.lme for \,,fork v/tth c(ll1ea!JlJBs.< perlodlc st;jff rBi~tsJ :3h;jred ::;UfnrnBt' '','{ork:::!"Jof!s MI!j \·/(!(k 

;l(:fle,jlJle;l. 

Obviou~ly~ the ki nd of sO(;1al order desc(l bed hen:: !jepart3 31gnific;jntllJ from that (;f f!lD:3t 

::;cflooh. it m;lY (:a11 fot" different ki nd::: of teacher:;.' differently prepared. It \lJ 11 o[l''t'iou:::;l Ii pl:3ce 

a premium (In IjiHerent per::;onal attl:"'lbutes than do present school ((I!e::;. [.11 ifere nf qU;Jlltie.::; 
'C 
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would 'be needed and different competencies must be developed. Training in cooperative ',/ork , 
would be important, for instance, along with negoti;;ting skill,; ;,nd other strategies (if i)roUp 

• 
endeavor. Additionally, teachers need more kno\iled'le uftheir teachin'l field:; to t,e curriculum 

designers, than if requi red onl y to carry out a Gurricul um a;;;;emblect by someone else.13 

III. The Rolles of the Players 

One of the major criticisms uften directed at schools is that they have divided up ta::;b ~nd 

func:tions in ways that are counterproductive. As the previous sectiun suught to :;Uggb\, most 

contemporary largescale organizations onlanize and parcel out functions in predIctable 'N'ays. 

The di recti on of the enterprise, and its coordi nation, are rnastermi nded from the top, ;,nd the 

IO'."er one's position in the pyramind-Shaped hierarchlJ, the narro'.'er the range of function and 

the fewer the discretionary decisions to be made. T'.isK:;, and the roles of tho,;e'whoperform 

them, are \1ell defi ned and deli neated, and one ',lorker is Ii kel y to be steppi fig on another's toe::; 

by a,sumi ng other functions and responsi bilities, or·even·by understandi fig or knpl,,'i fI') hO'w' to 

perform them! 

Ultimately, the principle employed to divide up the tutal task, and to as:;iqn respon';jbilitIJ 

for the separate pieces., i:; the /(il/l:';,,/ divisibilitlJ of the toltal product or service. ,Just 'w'flich 

logic to employ as the division base is fai rllJ clear i n pro,juct manufacture ...... here the elemenb of 

the parts are the ulti mate components of the final product. Thus, the production of each of 

these 13 the task as:3:igned & pojrti(:uiar set of 'workers - - i.oj.} prodlJdjoil in an ,jlJtomoblle 

manufacturi ng corporation mi9ht divide \,'orkers into groups oi rivet maker", uri II hole 

punchers, and , A:;sembly spe'cialist,; are then re;;pon::<ible for ".ldin'l ]u::;t one of . 
these components in the assembli fig of c;,rburdors, generator':3, axle:" elc. 3tH I other ,,:,sembll, 

;;pecialists :,ubsequentIIJ install one oithe;;e part:; in n,e emergent pro,jlJc\' The 3nalo,) i:'; a bit 

harder to identiflj, hOl",'ever, in organizations establi:lhed to provide a service nlther tMfrto 

manl~facture a product. Service organization" typica]] y divide up the parb in tern-,$ of the 

kno'w'ledge bas~ that unden)i rds each one - - and ::;0 ve 'let history teacher;; a, disti net irom 

music teachers .. and counselors and admi nistratofs '.is disti net from teachers. He kno'wle~ 

base keeps expandi og .. and 'with it the t"nctencl! to further redivide and thereblJ to deli mit the 
.... . 

tasks and functions of individuals. 

The results of these role-defi ni ng tendencies of largescale organizations have been tt,e obje'ct 

oi much criticism of schools. They are ahu 'w'hat prompts a number of tho,e de rna n,ji n'l the 

restrlJcturi ng of school organization. Some are convi need that the ceaseless multi pi yi r"J of 

specialties and experts is ser"i ng :;tea,jil y to deskill classroom teachers, leavi ng them i o· 

shri nki ng and di mi nishi ng roles, with les, and less knO\'iledge uf tt,e total enter pri:>e ;jf 
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scho,oling. Others stress that even short of such a progressi\"e deskillirllj, nan'D'w' role 

definitions serve to alienate '.10rkers in the school -- the staff as \1ell as the '3tudents for " ... hom 

they are responsible. Some are l~onvinGed that today's fUrther tiijtltening of the tOP-ljo'w'n control 

arrangements ahlays pre';ent i n 'Iarge organizations is i mpedi ng the teacher's task and alienati nil 

teachers from thei r work. Others focus on the fi nancifil consequences, chargi ng that a 

disproportionate amount of school funds are qui ng to the 'superstructure' - - aljmi nistr';\on and .. 
staff specialists - - and correspondingl') few resources remai n to be concentrated on classroom 

instruction. It is ~ho alleged that the '.iay \1e have divided up the service,,; to be performed i fI 

schools is fundamentally ill- suited to the clients to be served - - that the division of 

instructional areas into disci pli nes taught by different teacher3 makes for a sItuation in ·· .. /flich 

studentsremai n UnkriO\1f1 by Ihei r teachers, just as the ;lubjectl taught OiJ tliei r colieague" 

remai n unknown to teacher. The division of counseli fll:! from t""chi ng functions, for example, in 

effect deprives youngsters of contextual adult counsel and guidance. The division of di,ci pli nan! . . 

from teachi ng functions undermi nes the teacher's abilitv to mai ntai n control i n.the (,las,'>room. 

~fld the programs designed to have remedial or enrichment speeiali,;ts deal \I'ith special Ijroups 

narro'.l"s still furthe r the range of ,tudenb tile cl ",'>sroom teactler handle;, ;j nd e'.lentua]] y tt,e 

skills and general competence of that teacher. 

Several of these ca~e~ are '110 rt h exami ni fill i n ;j bi t fIlO re detai I, fo r I,' hat the IJ see m to 

recommend by \>lay of re-dividi ng tasks and functions in;; school .. and hence for real10cali ng 

roles. Consider first the alleged impacts of current role divisions on slulienk II Ll chanlelj 

that the div1s10fl of instruction into separate d13{:ipllnf.:3 taijlJM by different tB(JC!JB(~; ((fates a 

situation in which the dail y o;xperience of ,'>tudents h ,,0 fragmented a3 to denlJ meani ngful ness to 

what is taught. at the same ti me'that it becomes i mpossi ble for stUdents to be kno'lln as 

individuals. Thus, the allocation of tasks according to substantive experthe b thoug"t to 

undermi ne the effectiveness of instruction as \,'ell as to deny youngsters the psychololJical 
,ro .. 

~upport they need . 

. Negative effects on teacher:; are abo attri buted to the role defi nHion$ typicai of pubiic 

schools. The sociology of \v'ork identifies the nar-ro\v'i ng of worker function \liith d 1(1% of 

meaningfulness and attendant 10S3 of pS'Jchic r,,'.,'ar-d for employment. ./!d Peter Drucker put it .. 

"The quickest way to quench motivation is not to oilO'vi people to do Vlh;lt tr,eY have been trai ned to 

dO." 14 ~ccording to some analysts, this particular feature of school organization blargely 

responsible for the 'burnout' phenomenon receiving so much attention several yeat-s "')0. A;', 

tasks are more narrowly and rigidl y defined, Inorkers become less able to specify thei r o\v'n 

'worki ng Gonditions .. to perceive the outcomes or i mpads of thei r efforts, or hence, to engage in 

tasks they Gan find meaningful. Thus., at least for some, current role definitions in "chools lend 
17 



to decrease teacher task engagement and job satisfaction. 

It is thu3 not surpri3ing that some find present role allocation,; to GontributE' to "chool 

i neffectivness. B'J produci ng debilitati fig psychological effects on both :;ets of ;:e'J figures, 
j ;: 

teachers and students present task division:, are :j;,id to undermi ne 3chool nroductivitll of all 
J ... t' )~ 

sorts. But the toll is alleged to be particularl'J heavy \iith re3pect to education'" broad or 

general goals. As tasks are defi ned in i ncreasi ngl y nano\v' and explicit term;.' re:;pon:,i oilit'J 13 
;:::> 

increasingly difficult to assign for the development of such traii:l a, 'load cf,oracier, ;;od (:ivi(: - \ . 
responsibility, and sound jud'lment. And estranljed 'vlorken are not likely to ;j,::;Uflle IJn;;c;,;j'lned 
, -
responsi bilities. 

Such charges lend added force to the suggestion that the 'w'ay in \;thich tash are apportioned 

liithin schools needS re-examination.' At pre:';ent the di$triDution L epi3ternol,IIlieBlll) rooted. 

Organizational pradice predic:ates assignment,. on kWvlledge bases, 'vlith ;,n expanded knowled'le 

base yieldi ng (or j ustifyi ng) new special izations. But if the consequence of this is the 

fragmenMion and ineifectiveness '.18 h"ve seen, ',I hat mighi be ,jone instead? no"", c'i.V,,,l ve to 

apportion task,,:? 

One possibility is to attenuate the connection no'." linking knovledge loac;" t,;, orgoniz;ltion;,l 

Bpeci,jllzatlon) ,jDkno'w'll}dgi fly th;jt the requls1tes of effec:tive ser'.,.'lDe deli ve r IJ :31 mpllJ di !fer - . ---
~:.:-f.:;i c:;:i:::" n:;.t:;.l Y;:._ .:.;f r~o:,:.m::..:.t h::;e:.... r:.;e:.oqc:u.:.;i ":,.:i .:.;te;::.3.:0~f::.3:::C t::;,o:,:.l ~::-r..:l;!.'J.:e;:::x!::pe::t..:-t.::i3::e:..:t:::h:<i t:..t:,:h::"..:1:8t:.:t:e r~3 h:::o:.:u:.:.1 d:..:,:fI':::)\:.;O:.;i:.ct::".:::te:.t;.:t:;::.'" 

former no matter h(tv extensive the knovledge base become:l. neretie;ll a5 this may i ni ti ali 'J 

appear, there is much to be 'lsid for it. For eX;lft1ple., de,pite present demands for incre;;sin'l 

teacher expertise in the subjects they teach, it i:, '.'ell knwn tr,at particularl') in the dBclplines 

representing cumulative knov/ledge (mathematics and the sciences), teacher,: simpl') cannot 

U:le their advanced knO\i1edge. His ,,130 vlell kno',,"fI that the indi'li,l'lal Dest versed in (; :3ubject 

n-,alJ not be its be;;t teacher, :;fld that the adrnini:3Ir;ltor best v&ned in tI,e ,;ociolog'j ,)f 

on)anizations rna') not be the SC[II)01'S O10:3t effective leader. 

Without firgui ng the art oVer :;cienee conception of \<;achi nq or admi nieteri 09., "Ie mitJht at 

least ask \"hether or'Janizational practice i n schQol<' [,3$ identified the ,f.l-('per kno'w'le,j"e lo;;3& 

for role allocMions. It could be, for in$ta,,'~e, th;;! It", proper baSe mi'lht be ne'vi "r;i:ltenwlogical 

cornbi nationo.' "rn~19amati ng kno'vlledge, for i n'ltance, ;,bout a particular stUdent ;jIJt; ']roup (e.lL 

• 
3c~ol organization and structure (e.g., middle schools and jUfIlor highs). 'Whether or not this 

particular combination seems felicitous, it may well be advantat)eous to re-explore, ',;Hhout 

jus! assumi ng, the nature of Iv'hat reall y con:ltitutes specialized knOW'ledge for edu(:atGr3. 1-
Particularl y as discussion proceeds on ho'u' to strengthen the prep'lration of educators., it· may be 

important to challenge the traditional notion that teacher~;, for example, need much ~;ubject 
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matter preparation, plus some acquaintance '''ith pedagogy. Perhaps a more iundamental 

restructuri ng i;;i n order, 
:;, 

It is clear that the addressi ng of extant critici:lms \10uld entail very fundamental and 

far- reaching reorganizi ng of the school. It could ~ield very different sub-structures and 

alignments of responsibilitie3. Lt might prove beneficial to start all over to decide hO'yl best to 

divide up the tasks. PerMps 'w:e ""Quld not have groupi ngs based on a'le and abilitiJ leve]; t.ut 

"iould divide students into different sorts of groups. Perhap~ we vii)uld not use the Carnegie uni\ 

s'Jstem - - and if it is relai ned for students, it might not be for teachers, or vice versa. Possi bl y 

one or t~/O or three teachers would remai n ",.ith a student Qroup all day. 

In any event, it appears that the way the functions need to be distributed may not accord \;lith 

the logical divisions of products or services at all - - and hence that school:, are / i noted, no'", 

allocati ng tash in WS'JS that impede instead of assuri ng 'loal realization. But ',hort of :;ueh 

fundamental rebuildi ng of the school as an organization, ··",hat role changes might be antici pated 

in the wake of the 1\.0 restructuri ng proposals that are nO-w bel og urged? Iflould ~ite 

management or choice bring :lubstantial related changes? 

Site management \,ould di recti y expand the roles of those teachers i rr ... 'olve.j i fI the School 
~ 

Advisory Council, to include polieymaking (or polic'J advisement) fUflction~. The role:'; of ot',e.r-

staff '''Quld not, however, be modified by the arrangement - - uflle~s, of coune .. specific policie3 

\,'ere adopted, sti pulati ng speci fic changes in teac her responsi bi Ii tie;; and functions. Nor 'liould 

;,n'J of the sorts of role chan.,es considered above be i nwived even for teacher member, 0f 

School Advisory Counci];;. It is certainl y plausible that tt,e added inil Ilene" of parenl; '-iiigM lea.j , 
to poliCies modifying current role allocationsvithin the ,.chool - - particul;rly role ,,]ioeations 

bet,,'e.en parents and school staff ~- but it is quite possible that it 'Iiould not. As "lie have tried - .... 

tt,roughout to :;uggest, a great deal of the change potential of the site management arT3n'lement 

hi nges upon the extent to which the School Advisory Council is actuan y empo'w'ered. Ii it , -

remai ns unempowered, and advi30ry onl y, little may change, and in fact disappoi ntmen\:; m3Y 

generate nega~ive feelings on the par-t of parents. But, as \1e have ;lho tried to :31J'jge,;t, even ii 

the Advisory Council is empowered, there is little in the :lite mana'lement arrangement 

providi ng an automatic catal 'Jst to (:hange'; in [;tlitr elements of the s(:t;ool's organizational 

structure. 

By contrast, the choice arran'lament does seem to come \'lith built-i n dynamics GondlJci nq to , 
change in the several parts of a school's orqanizational structure. The need to j(.i ntl y construe! a 

school mission changes work patterns from solitary to collaborative. The Ii keli hood that 

unsuccessful youngsters ,,/ill leave the school provides an incentive to construi n9 :3C hool fni:';:;ion 

as effectively serving all ofthose enrolled. The self-selection opportunity which choice entaiis 
, , 19 



he] ps generate Cemel:='!l81l community, 'With respect explicitl y to tr,e effects of the choice 

arrangement on roles .. the evidence sugge~;t:3 that :jtaff 1 n schools of choi-ce are cleari y likellJ to 

assume more extended rolts than those 'assigne,j them in otr,u :3chool:;] 5 n,h often occurs t"J 

necesj,ly"i nee man'J school:; of choice are small enou<)h to lack the specialb;d per30nnel to 

offer particular services, But someti me:l it happens in other \/'j!J3, as young:lten come to kno"'; 

and trust teachers as individuals, and teachers become more a\Oiare oHM tr"it:; and t",o:ground~ 

of their studonts. It appears that the choice ilrrangement is li kel y to usher in conditions and to 

establish dynamics chan'lin'l the teacher', role considerahly. Co11ec:iively, these conduce to 

making staff roles far broader than in other schools. Teacher:> come to functwn le:3:3 <l:, subject 

matter experts and more as experts in 3tudenh. 

It might ;;1:30 be noted tI,at the heightened job ,;atbfactions of teachers in :lChools of choice, and 

the stronger fidentification with their school.. aiso produce a 'w'illi ngness to t;;Ke on adde,j 

functions and to ",sume respansi bi lities \oIe11 beyond tho>;; of teachers in Dthe;- .3ehc,0]3. This. 

yields a separate i mpetu3 to the tOotle extension common}y ·· ... is1 bie in zcr,Qo]:; of choice, it ri"'jllt. 

also be noted thai ~i roles .. too, are li kel'J to t'e expanded in ocho!]]:; of choice, it 1.:3 not 

uncommon for st~dents to te:jch cour::;es) or units \dithiD (:olJr::;e::.,. and in othf.( ',,'\,)1';::; to reiled:j 

strong sense of responsibility in relation to the school. 

I'I. [;overance 

Current school criticism ha:; come i fi,;reasingl y to rest on ti,e "ildY sche'lh ;jre 90'ler ne,t 

Indeed .. as voiced by many, the demand for re;;tructuring is prec1seJ,) a demand for ne'w' . 
governanee arrangement;; Mid machiner". The dis,o;,tisf'le1ion "a:; seemed to dlLleh Jargth) to 

:3everal features. Perhap:~ tht mO:jt frequent t;j(get I::' Ctntr;Jnz3tion. 

For almost a eentur'J, a steady trend Ms shifted educational control farthee anG flr!t,,,r from 

the c1a:;;;room, its final point of ~pplicaiion. "Hith the ;,doption of l<lt''le,,(;o;le UlJreoUO';;li(: 

organization came the rationale for controlli ng the teacher':, ':.'ork and, to the extent pC;:hi ble, 

placin<) the reall y important decisions for the clasoroe,m in the hand;; of a,jmi r,Uraton, But tr,at 

same or<)anizational structure abo "erved a:; a steady drai n on the pret'ogaii\:e:; of Duildi f,g 

admi nistrators, as the prerogatives of e:entral admi ni:;traton 'lathered more oj,,,1 more control 

into district offices. 

In some states, there ha;; long been a visible tendenc'J to centralize school 'Jo'let'fI<lnce ;;till 

further, assigning the county or the state a dominant role. Such a tendency ha:, r-ecelve,j 

pO\\lerful support from the Excellence f'lovement. \o,Ihio::h has :lignjficantl 'J i ncrea"c,j the %hool 

control exerted at the state level. State control i:, no'\\" exercized through a cornbination of sueh 
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measures as curricular mandates \-lith specified course syllabi, and standardizeU 

state-administered testing pro9rams. In this 'tlaIJ .. legislatures and state education departments 

have sought to control and monitor classroom inputs, processe:;, and outcome;;. it is not 

surprisi ng, then, that the · .. igor \v'ith 'tlhieh "the regulatoflJ i mpul:3e ,,16 ha:3 been exerci:;e.j over 

the past five to eight years is nw yieldi ng sharp complai fits to the effect that $chooh are 

over- regulated - - and burdened 'Ilith stultifyi ng homogenization and standardization. The 

results, 30me charge, have been to impede the success of teachers and to drive the best ones out 

of classroomsilltogether. 

As earlier chapters have made clear, a related complaint against present school governance is 

that it fits poorl Y \-lith the discretionarq po\-ler necessaru to "ffeelive te.chi nq. Thus, ~ome 

clai 01, present school governance impedes the use and application of the teacher's experti:3e, and 

deprives teachers' of the requisite conditions of professional performance. 

A corollary tendency has been the i ncreasi fig i nsulation of the school from public control, 

",·ith more and more decisions made by those l,f.erati ng the system. As one pai r of anal iJsts 

describe it, school control 'Ilas "'tltested from the people.'·l! Their explanation, and that of 

others, is that di reet parent i 1'111 uen(:~ hilS been effective] y blDn:ed and 'w'alled out. and e··,..e n the 

i ndi reet i flfl uence thelJ might exert through the board of education 03;3 been 01 unte" til!;l ,.Inft in 

boord functions. Bo~rds, it i3 chorqed, often deal extensivel U "lith matter" oi le3;l import than 
~ - ~~~~~-~~~~~~~~~~~ 

those they i •• nore.18 And many board membe;, construe their iunction more in term3 oi • 
F • 

representing the school:> to the public ,than of representing the public to ,.,hool authorilieo,; in the 
I 

formulation of school policy. 

Accountability to the pubhe has thus been obfuscated as :;ehoe.] efllploIJee,; - - te;JCherB --
weEt 

have been accountable to thei r :3 uperordi nate; n department chai rs and pri nel pills h nther ... . -- - ----_. __ .- ,.' -,-- - --" - ~ 

than to the p.areo.ts or pUbliC ",tho have 'v/anted to voice complai fit::; or to expre33 e:\pect;jt]of!:SO. 

In concert \-lith these tendencies, there hilS been another: 8 trend to'w'ard the amalqamation or -" .. 

1 
connating of val ue is~ues \-lith matters of technical knov/iedge, ~Jjch that the public's 

prerogatives have been usurped \-lith respect to the val ues to be served in 8chooi:3 and the 

priorities to be observed among them. This tendency, identified 03 the "hyperrationalization,,19 

I of school practice, has placed professionahin chanje of manlJ deei,;jons tt.a! ,,",Quld earlier helve 

been identified clearly as issues for public determination. It ha,. been marke.j a:,; 'w'ell tllJ a 

temptation to over-extend the evidence, and to mandate arrangements that are ]ogic811 y 

arbitrary in that there is as much empirical support for alternative arrangements 3S there j; 

for those imposed and enforced. 

A final governance challenge of a different sort has been rai,;ed by those ·· .. /DO maintain that the 

incentive structure built i fltD present school governance is fundament;;]] y lla\v'ed. T "ocher:,;, it 
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is claimed, have now' here to go, 'w'ith the only means to increased responS1Dlillk; Dr to sliltus 

enhancement, tski og them out of the classroom. t'loreover, collective Darga] ni n,) agreements 

effectivel y deprive them of rward, forextraordi nan; effort or "al utary perf,)r mance, and the 

assignment of students to their (:lasse:3lea'les them not only \1ith a 'captive audience' but 'Ilith a 

group to \I,'hich they, aloo, are captive. 

No\,' hO\1., and to 'nha! extent, do current i ntluentiai restruciuri ng propo:,al;; ",lUn;;., "uch 

pro.blems? It seems worth repeati ng at the outset that onl y hio models for alteri n'l the 

govunance structure of public schools have achieved m~ch promi nenee: the ~ite m<ifi;;gement 

model and the proposal to mal~e public schools inio :,chools of choice 20 {FN: A thi rll suggestion 

is, of course, the voucher proposal, and a number of permutations [,ave been ehlbor"i.ed i n 

e::<tensive detail. Space Ii mitation" have recommended tr,ei r omh3iofl [:ere., in HIe i ntere:"t" of 

focusing more thorough attention on the restructuring no'w' being urged witr,in the put,lic ;ector. 

Privatization b yet another restructuring p05~,ibility, and it ho} fIO"w' been propo.,ed in "evera1 

form$ in addition to voucher~'. for example., a plan has been 'je· .... eloped for- teachers to e:,tabli:,h 
• 

themselves ~s private entrepreneurs and to contract thei r str.,.]ces .. i ndividua]]JJ or ] nl)r-oup:" 

\-:,11h bDards of educatlon.} No other modeh have been elaborated for restructUt-in9 :::(;11001 

governance wit hi n the public ',ector, altholJljf, there ·has been much taH~ of (e"cher 

empowerment 'y/hlC~ \I/ould} of course} neces3-itste, ljovernance ch.:sfllJe. 

Betvleen the site management and choice modei:l., li is the former \,'hich makes m!},,! explicit 

repllJ to sc.hool qovernance objections. Site mafiQ9Bment h lmmedi;jttdy re::;p(.n:::lve to the 

challenge of over-centralized :3chool control. It accomplishe:, tt,b by maki ng the school n,e 

pri mary unit of education and .. to a considerable extent, a self-determi ni ng uoit. External 

authorities at district and state levels \'iould continue to "et polic'J pararneten :lnd Uro,;.j 

quideline$ -- presumably, for example., with respect to equit,) and .,tandard:, - - and ir,,jivj,jual 

schools 'w'ould have extensive autonomy in terms of thei t-- 9081::;., priorities, ciJi-ricular 

organization., learning acti'litieo, (:limate, and 'leneral orientation. 

The e~nt..to \{hieh the ,:ite management arran'lement \,'ould affect the distri bution of PO\'itJ: 

and autonomy 'w'itoi n the school, and bet'w'een school and parent;, would depend hw,i1 q uporv (l) 

the ',ia'J the School Advisory Council is constituted and (2) the fundi on:, a:"jign",j it, ,,:, ".'iell :;::; 

on (3) the 'nay in which the pri nci pal is flamed and mai niai ned in office. A site management plan , 
in which the School Advisory Counc:i1 is named by and strictl'J advisoF'J to ihe pri ncipal ha:~ not 

redistributed authority bet'.,'een sehool and (:ommunity at ,,11 -- :;]though tt,e princip"l fila') 

choo:,e to delegate some of his or her pO'w'et'. 

Eveo in such a mi 01 mal change arrangement} hO'w'ever., there D3:3 been (ine: hiqhl':i :3ignlfic3nt 

:,hift: considerably more authority no',,' r"sj,le, at tt,e 3cr,oolle'1el aM nilj$ H,e priflcipai Ms . 



potenlially become a much more pOW'erful figure. One must stress "potentially," ho',,'ever, 

because so long as prinCipals are named and continued in office at the pleasure oi Iji:';tric 
-

autl)Orities, those authorities \',Ii11 be i fI a posilion to exert sufficient pressure to call the s, 010 . 
quite extensivel y for the buildi fllJ level. Nevertheless, the pri nci pal's position in ttl" elite 

management arrangement \>lill be more promi flent, and that i fldividual ',,'ill doubtles:, be looked 

upon by parents and public: as more responsi ble and accountable for school operation U,an 

prinCipals are generall y taken to beno\>l. Thus, from the standpoint of incumbents, (he price of 
. -

this prospective enhancement of the pri nci palshi p 'will be increased vtil nerability. There ',Iill 

quite probabl y be an increase in status for the pri nci pa!" - - as "dell as in pay, aceordi ng to many 

site m3nagement proposals -- to matc:h the apparently expanded responsibilities. But \"hether 

there is a130 an increase i n Ww'er must depend upo n the 3IJperi ntendent unle,;3 the fl ri nei pal i, 

otherwise named, 

By contrast, a site management arrangement i fI'vlhich the pri flci pol i;; named blj ;,nd 
• 

responsible to an elected School AdvisonJ Council has :lulntantiall y mOljified e\i,ti '"l pover and 
<C' ' 

authority distributions, This providtl"3 the struc:tural foundation for a genuine reapportioninl) of 

f,rofes:lional and community control, as "Ilell as for a return (If :';ub,;tantial effective pO\1et' to the 

schooL But it is not fill tMt i3 necessary to the ijc:complisllmen\ Jjf these major purposes of sHe 

mana"ement Reoall that site management is ordi naril y defi ned to entail the control of 

curricul um, budget, and personnel at the school level. The:;/; are not all-or- Dothi ng decision:" . -
of C:1)urse, and varyi ng degree:; of c:ontrol are p'hsi nle w'ith re:lpect to each. But :lO basic are 

these three elemenh to school operation thflt unle:3s at le;]::;t :30fne authority fBy80jifJ9 Gil tiU"Be 

is transferred into the school, it 'w'ould be h<ird to say that site man;;llement existl. r···ij ni mal llJ, a . 
school must receive a I ump sum bud'Jet to "!loc:al" as it sees fit - - even though there m;IJ be 

:lome exc:1lJsions and Ii mitations. Oilen,. at least i nitialllJ, salaries are exc] uded from this :;um 

and regulated at the district level. The freedom to purchase serVlce:l and supplies di rectI y from 

private sUPfllien if deSired, is 8130 8 budgetaFlJ prerogative often e:,(clljJjed initi~l1IJ, despite the 

right to allocate sums as the school sees fit A:; the site management arnngement develops, 

however, instructional cost decisions are 8130 made at the site level .. and individual sehools are 

free to decide to purchase tec:hnical assistance services, for example, from the di:,tnct or frofO 

outside it 

Hi ni mall y, \\/ith respect to personnel, a gite management sc:hool must be able to control 

rliring to the extent that a teacher who seems a poor prospeet for it;; particular prol)rarn cannot 

be externally assigned to the schooL As the site management concept is more iully developed, 

control over personnel decisions '.,/ould also include the right 10 adopt differentiated stiiffiillJ and, 

for example, to employ one teaeher and three aidb rather than Ilia te;;cher-s. 
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('li ni mally, with respect to curricular control, the 3~e mana!)ement "cluJol must be free to, 

arrange and package its currieulum a$ it de3ire,; -- for example, to teach ,'Ubject3 'j;'; :',eparate 

disciplines or as inter-diJeiplina['lJ offering,. Within cour,es, there must be :"ufficient 

freedom to permit ;>ueh decisions, for i nstailce., as 'whether histor'J :;hould be themancali y 

taught, or offered as a chronology of events or a3 3 'let of recurring i~s'Je~, c.r 33 a number of 

different strands of development. In order to claim curricular control, ,j "d,o.)1 mu:;\ a1:;.o from 

the start have at least the freedom to supplement an "xter nali 'J speeified set of oiieri n!)s (i .e., a 

set dictatelj by rellui red tests) \1ith offeri ngs and topics i rnportant to its con.o;(j (uen(.l even 

though not to others. 

There are both si milar-Hies to site management, and contrasts, in the "lilY the schot1ls..0 

choice idea responds to current school governance complaints. Of course, clloiCe entails -Ijecolntralization also - - si nce the deli Derate diwniflJi 09 of ,Ghouls is i neompati bie 'Witt, thei r 

centralized control, AutonomlJ and rei ief from standardization are requisite to cr'eot, Dr; the 

uniq ue and disti nctive programs ilJfJdamenta I to the eMi fe conce pI. 51 n'll ];jr I Y., diffe renti ated 

pr09rams tend to set centrifugal forces in motion,i f,,::e they are ineornpati ble I.,;itt, the 

Ijeneration of standard operat.ing procedure;; li)(' ail. Thus, although tt,ey IjD flot call explicit]lj 

for sHe manaqernent, cholce iJd'',''ocGtes envlsion ::;I:hoo13 ofc:holte 3:;; qdininQ;::I CQfl;:;j!jerDbk 

<imount ot' <iutono01IJ and control over thei r 0'" n progr<ims. -
The~ also envision :30me de9ree of contn)l o\"er per:3ljnnel "dlihi n the ~;(hoi)l. By extendi ng the 

choice- opportunity to :j.taff ;j:3 'Well ~s to ::;tudents., theiJ :::eek to ;j::;~;ljre tfiM P(t)::;pBctive tB:j(:hers 

are sympathetic to the school's miSSion and identit'J- But choice "dvocates ahlJ un)e the 

p,;rticipation of present :,(;hool stafiin intervie'"I, and hiring decisiofl'" \/ith the Dover to 

~nGI ude that a pro;,:peet i$ not ~ IlDod eandid,,!e :lod chould not be offered a PO:3JtlOfJ in n,e ,:ehooL 

The choice literature contai n:llittie IjiscussiofJ of budgetanj (iontr!)l. Although there h"ve 

been discussions of relative GOS1B) the:3e have not retlected school-lf1cun-eJ] expenditure::; but 

largely expenditure" taker. on ot the dbtrict levei for particular ;;choob. HI"" it. flo3 been 

aseertai ned that malJnet sehoob cU1tornaril y r"qui re 3torl- up exper",e3, "nd thai eler;"lenta.-y = -- - -
school magnet::: often (:ost Jess to oper:jte thereafter than other eiefflt.fHaflJ ~;(:h(lI)h in the 

district, 'lihile secondary school mill) nets aver6gB hiQher per pupil cos.!,; than o(her dillrict 

programs. 21 I ~ other types of ;;choo]; of choice., per pupil co:;!;; are typical I y at or [le1o'\\' 
''')''1 

district averages."" But in none of these cases is budget:,ry control n;portelj to tie e/er\;;lj at 

the "ite leveL 5~,ort of explicit provision to that effect, it should not be antiGipolteJ to folio ....... 

from the choice arrangement. 
I>. . 

The choice arrangement stri kes es<:entiaiJ y the same bargl n ''/I'it" respect to ;-"'lUj;;!10" "nd 
• Ilccountability as doe:, the :jite m:,nagement school: it obtains increased alJtonolTJlJ vi", freedom -24 
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from 'mandates and process monitoring, i ncreasi ngl yin exchange for outcomes assessment. This . 
i3 precisel y the bargai n Governor perpic!, offered l'li nnesota s(:hoo];; in hi,i Arces:, to Excellence 

plan proposing ul,!!mately to transform all otthe state',i schools into ,choed:, of choice, it rftU:,t 

be noted, ho\,ever, that schools of choice face a difficulty ,lith this bargai n that site milnagement 

schools need not confront. Their distinctive programs may differ as to edlJcolional'loill,; or ends, 

as 'vlell as with respect to means, This means that they need to be apf,raised 1 Ii relation to 'Ilhat 

they are trying to ".;complish, as ,Iell as in relation to \oihat other :lchooh are tryinq to 

accomplish and 'ihat test-designers are tryi ng to test. Thei r major :,trer,gtf,,; fi,;lY indeed lie 
~ 

else'Nhere than in what the tests examine - - 1eavi ng them at a disadvantage in score 

compari$003, . 
5choo]; of choice offer Quite a different, and novel, response to the charge:) that 3(:hijols have 

insulated themselves from public and parent control, ""hile at the ;laf"e ti me aDc;orbi ng more and 

more of the decisions that ',,,ere earHer public deeisiom, Rather than relying on the return of 

pwer and authority to the immediate vic:i nily, ";lhere it Can be exercised and monitore,j by local 

officials, the choice arrangement si mp1 y offers opportunity to fi nd the orienbtion one prefers 

and to choose it. The arrangement in effect ackDo\'iledge'i that school must lnevi!ilblq repre:,ent 

an i nter'vleavi n,! of val u"s, preferences, penD nal orientations h'itl; tech nici; 1 k nO'w'le;lge about 

teaching and learning, 5chools of choice do not undertake, then, the divi3ion and , 
re-apportionment of decbiofls bel\,een profeSSion and public. it] eaves them large] y i Po 

profeSSional hands, But it enables families to leave school :;ituations the'J do not like an.j to , 
affiliate ';/ith the one they fi nd most compati ble ilnd mosi promi:;i ng for tt,;;i r youngs!;;r, 

If the val ue di mensions of an educational program are large] ') i nextric:ab1e from the . . 
technical dimenSions, then this may be a more effedive ',iil'j to empo''.'I'er par-enb tI;;jf1 the 

reallocation aM power shift approaches can deliver. It recognize:; the inextriCabie entanglement 
I 

oj technical and public questions in the design of educationai proJjrait's, It pr-oiec13 the 
> 

profe:;sion~l integrity aftho";; pr0'lr~m;; -- i.e" the extent to ,-,'hier. they can be ba3e,j on 

technical kno~1ledge and the professional j udg rhe nt, of teacher'i. And it "iso protects the 

interests (of parents b'j empowering them to choose among progr.;ms_ Note that the d,,;ice -
arrangement does not promiSe decision- maki ng W'ilH or prerogatives 'w'ithi n tr,e school. (I Ii 

some schools of choice such power is extensive - - indeed, 'vIHr. some even featunng joi nt 

decision- making as a major theme, But such a role is not an element of the choice concept. ) Yet 

indifferent terms, choice offers individual farm lies more po,",er than even di reet partiei pi,tion 

in decisions ",'ould offer: participation does not always assure influence, But the right to plaCe 

one's child in a 3chool one has chosen -- and to remove that child if :;ufficienti'J moved tD do % 
r ' 

-- carrie~i a guarantee of persona1 efficacy, 
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, The choice arrangement \ ... ·ould not totally shift the lncentive stt"UctU(2 fot ed:J(:-ators; £13 some 

governance critics are demandi ng; but it ',Iould tend to modify it in rather i mporblnt 'w"'Y3. 

from the start, the opportunitlJ to choose and to t,e affiliated ':lith a school reflecti ng one's 0'','1'0 

professional orientation - - or better yet, the opportunity to develop such d ;;chool -- is the sort 

ofvi3ion that brought many people into teaching in the first place. It aCCDrd; \,ith the incentl' .... es 

reBearch has sho'w'o to be prominent for teac;hers.23 But at the ';C,",»; time, ano,,,er ;;;Ot-j of 

incenth'e sholul,j serve to heighten teacher respolnsiveness to the public: the ('Pf,ortumtlJ t'j 

maintain a school "ccolrdi fI'J to one's olvin vi:lion of eduo;ation i3 conti ng;;"t upon parental 

acceptence and shari ng of that v1s10o. Tti,J$,;j schOOl of choice c~rl remai n open on] I) so lOflq ;jS l! 
conti nue;; to attract a colnstituency. Should it t!ecome i fj3ufiicientl IJ attune!j to lOCal i"milie" .. or 

unsuccessful in its efforts vitti students, the '>chuol must tIe redesiolned Dr ib ;':taff must be 

re1oc;ated elsey/here. Thus .. the choice arran'lement w'ould appe';r to intn)duce "e'N' and fairi~ 

effective sorb of i ncentives_ 

ISSUES AND CHALLENGES 

\'\"e can be faIrly :3:lJre that neither site r(lanayement nor choice 'w'ould pr(r'le a psn:)cea, ;jnd 

that both \v'ould lntroduee chtdllenqe~; and ri~;k;:;. V'le turn flO'w' t.Q an eyarm f1ah(ifjof \yh;jt rnl!Jht 

prove to be the h~ues that the::;e t'vlO ::'!J3iem::; "l/ould need to (J)flfrDnt Perh;jp::; the fi r~,t t~, the 

protection of the lar'Jer pubik interest in schooll;, qoverned pri maril IJ blJ the educators dnG 

pllrent$ most lmmedi;Jte11J In'\''olved (as in sHe m&f!&qement) I ijr iii ::;c.lI(to1t. dBV1s€!d blJ gn)ijp3 of 

educators for :3e1ection by IJrolJps of famihes (0::' i Ii schools of cflc!lce). Bot.h ;jrrang~rnent~; 
~ 

pr-e:;ume that state and di;,\rict guideiines 'w'ould eonti nue to rellee! the put,lie i flter,;,;! and to 

keep :3chools operatlnlJ \n'ithirtthe par,jffleter3 outlintu by public policy. Both ::;He rnaniJ:Jement 

and choke assume., hO'w'tNe(., that t ndlvidu,jl :~,(: hooh 'vli 11 htive ;j (Of/side r,j bl !~ erllarlj.ed 

I - decisionmaki ng sphere. Presumablli nih can come out oi the ;;;uo,;jaot]a] sphere Gurn,nll y taken 

up vith burtaueratka1l y imposed requirement~ that do not 3ub~tantia111J impact upon the public 

i nlerest 8n'1 vi11 not dimi ni;;h its sphere. Nevertheless, this W'ould bedr 'w'a tc hi fig un,jer both 

~ite management and chOIce af filngementl;; iind 'w'ould need to f.e mal n a concern of offl(:l;Jl::: at both 

state and district leveh. Whether the accountabilitlJ arrangement" evol\led to date - - the 

as,;es;;mentsfacilitated by testing program:) and dilta collection -- could serve to sufficiently 

protect the public's stake in public education remai ns to be ';8en. 

,. _ A seeond challenge thaI W'ould bear 'u'atchi fl9 j;, Ylhether the i ntere;,tl of slw';;rtfs ;lre 

suifjciently protected under site rnanagementand choice condition". AlthoUllh young"jeu \1ould 

of course iormall y conti nue to enjoy '"lhatever le'lhlBtive and j u,jicial prDtecti0 n,; the'J 

c:urrentllJ possess~ 1t is conceivable' that the~;e \~loulJj not receive 8$ :3ub:::;tantj;Jl proh:ction in all 
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site management and choice programs as under current circumstances. One reason is that 

particularly under site management, \1 hat is sought h not checks and bal~n(;e3, but 3 
• 

preponderance of authority to lodge Vim the s-choo1. Thus, the overlappi ng of responsi bilities 

Vihich currently affords some protections might tend to disappear. One can a1:3o envi;:;ion 

ci rcumstances and programs i 0 \1hich children', rights could De systematieall y at,rogated, lor 

i nstaf,ce ina program tendi ng tovard rigid control, a3 defi ned by parents an,i tead,ers. One C,H, 

also envision circumstances under,thieh \,/hat should be educational entitlements mi'Jht be 

in:3uffkientl'j regarded. Imagine, for example, a ;;chool in 'which little 'Foundvork i,; laid for 

the later development of higher intellectual skills - - i.e., in this e~(ample, prucesses that are . 
crucial but perhaps testable onl 'J at 30me later date. School3 of choice a3 ',lei! 03 site 

• 
management 3ef,ools could be subjed to this ;30rt of in. B,) and lan)"., ho\,/ever, the right of 

students to 'w'ithdra'w' frum a school':lnd enroll Bl::a:.where might tie Bxpecteij t9 fundioi"! ;j':~ a 

strong deterrent to the tendenc'J of organizations to overlOOk U,e nt)fl\3 and ddl re~. of tt,ei r 

clients. 

, _ A third area of prospective challenge pertains to \,'hether the inte'lritu of technical kno'N']e,jge 

f 
and profes3jo_~lil1 judgment can tie prc1tectey,uflder the site mitflagement ,jfjd cholce clt"rangement:.. 

V'lould the partieipation of parents in a site mana'lernent school, or the po'w'er of paren\:'; in il 

t-chool of choice., jeop;jt"dize ~'/hether e$t;jblished kno\'lled'Je or profe~:jiDn,jl cli::,ct-etion \/ere 

permitted to gwern the situations calli ng for them? This is a motter of con;3i,jerable and 

undentandable concern to educators. Althouqh there i'l little ~Y'lternatic e"ii,jer,u; Of, tt,e 

question., \v'hat there is is rea:3::;uring in relation to such profe::;:3Ill flal concern::; f ;jt le8:3t ~"j far ,j$ 

,;choo13 of choice are GOficuned. One of the conclu,;ions reached \1ith respect to the mlJc,,-;;tudied 

Ai um Rock choice demonstration \,as that the ptNer enliancement seemed to favor teachers 
- - - .,,-'- .- - - -- -- - - -- ,-. 

more than p;jrent3.~~ This voullj ~;IjIJgest that teacher::;' ability to pr(lte(:t tilB prf;(oq;:lti·',"BS of 

experts fnlght be strengthened in relation to those of parents .. ij::; \vell a~; in atr=;c;] ute terms. 

q.... But professiooal edlJca,tors must be eoo(;erned about otlier mattere; as '!lell, ,lnd a :::eparoie 

questlOfl must be r31-sed 8DOUt ho'':!' thelJ rmqht iare 8:3 \\laIJear ner·2, u nde r :31te manBqement and 

(:hl)ice. Certai nl'J under eae:h (If these arrijngement:j., protection::; no'\'!' lj::.ual1IJ o;:.slJr6d ~ 

contractual agreement \1ould have to be mDdiiied or othep,"i:;e 11I3Mle,J. For e/,;mpl8" the 

individual's right to replace le,;s ,enior te;;chers ',/iitn n an'J ;3(hool in:; period of retrenchment 
• 

i.: not compatible \,'ith the autonomy of site management schools or ',lith the pro')f'"fllrniltic 

i nteJ~r1ty of ~;(:ho(ils of c:hOl(:e. It is not impossible to retaln sIJch 'vlf:lIJtarne( qU:jr;jntee::. ufj!Jer -
each of the ne'w' structures un,jer examination. But doing so in a fashion cons1:ltent vith those 

structure~, is :; challenge that vi1l need attention. 

~-- Sti1lanother challenge lies in the risk that site managerneni and choice }choo!:3 nllllJ become 



institutions marked by majority tyranny. I n some respects, the sorts of protections rnai ntai ned -
outside the school should suffice - - the protl'.(:tions extended toy ,tate and dj:,trict PC,JiclJ,f0r 

example, and blj the court>. In anon,er respeet, lIo'w'ever, they cannot, iin,j eitr,er "fthese 

structural reforms 'w'ould introduce a real antinomy. On the one hand, research :,u9'le:lh 'Alith 

i ncreasi ng force and daritlJ that strong val ue cO~3ensus and missioncoherence Gontri bote muen 

to school effectiveness. The capacity to generate such agreement 1S a substantial part of the 

benefits of both the site management and the choice proposal;. But at the same ti me, ~enlJi ne 

deference and responsiveness to all 'w'ho are a school's constituent; ala .given moment could *", ___ - - _____________ - . ___ n ___ 

di I ute that strong agreement. Is there a sol utian recognizi fig both theedIJcalioQ3l beneiits and 
- c ______ n_ 

the individual rights 'w'hich can thus :3tand at loggerheads? Some ii od it i fI the choice 

arrangement: the individual or group co nstit uti fig a dissati:3fied mi nority ill (In? ::;cooo] fio\"? tr;e 

privilege aod the opportunity to leave it for another. But there moy be other, le% extreme 

responses to this challenge and it should be vie'lied a Question for consideration. 

Ie.... Still another such Question involves assuring certai i1' sort:; of equity "Ilithi n ::.a,oel" of cMice. 

Although such schools have proved effective i n3truments for furtr,eri ng equity concerns, they 

have al;o posed t'w'o kinds of equity cMllenge~;. The fj r:lt is hO'II' to avoid further ethnic ;lnd , 
soUo-economic segregation in schools thot are ch""eo, given the KnO'NO correlation:3 bet\veen 

3uth groupi ngs andchild- reari ng tendencies. Although there have been exceptions, it is 

'lI'ell- kno'Nn that middle class and affluent pare.nts often :3e] eet open s(:hclI)]~; for thei r youngster:;, . 
'w'hile 'w'orking class and undercl&:3S parents gravitate to'w'ard t,,;ck-to-ba:;ics a",l iun,jdmental 

sChoo1s. Experience of several sorts suggests 'w'ays to avoid thi" ki nd of segregation by cnoice: 

experience '.vith respect to the vay school theme::; ;jre :lelected and articulated, tr.e vi;jij ,;chool, of . . 

choice are locakd, and the \",ay they are marketed. But this ki nd of equitlJ (J)(lcern l=l a ch;;llenge 

'w'hich needs to be addressed i n q chOice ~;IJ,;tefil. 

1- Another such challenge is one that has been variou.~] y labelled "t':::'problem of the unc:tlosen" 

and "the problem of the inaetive chooser :,24 Fint, he"" can each iumlly be "pprioed of the 

choice opportunity in such fashion that all are able aM disposed to use it, and to U:le it 'w'i:3ell,! 

Unfortunatel y, those families most prone to take rapid advantage of the choice option are the 

more educated and 'w'ell-to-do. Thus the i nteresh of the less iortunate malJ need protetti ng ina 

choice system. What happens in such a system to those IJoUftl;J'lters \vhose familks fail to ...... 
exercise the choke option? This becomes a challenge because the temptation i:l to use these 

non-choosers to solve the swtem ~s problems (for example, blJ plad ng them i fI under-enrolled 

programs). An all-choice system that ended up ",.ith some 3choois filled 'llith choosers and 

others populated solely by non-choosers 'vlOuld face real equiliJ problems. 

There can be comparable sort;; of equity problems in district! 'Nhere some of the sciwols ere 
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schools of choice and others are not Since the schools of choice are likely to receive more 

fa'!orable funding, some ha'!e cried foul, even in districts Vlhere ihe differential h plainllJ 

marked as start- up funds onl y. Even more fundamental are the equity problems rai::;erj blJ the 

departure for schools of choice of youngsters ""hose families are active chou:;ers.. lea'li ng 
• 
neighborhood schools to the non-choosers. The staff of these schools has protested that the 

consequence is an unfai r, tVlo-tiered system. The rer.] y of choice advocates is thot the 
. ~ 

r 
arran "ment should bring benefits in the form ofimpro·· ... emenls not just - the sch?ols ofcho1ee, 

but to 8/1 local schools. Nev;;rtheless, there remains a challenge\\o help assurelhe realization 

of this kind of benefit. 

1\ final challenge of a somewhat different order is a130 vtorth mention. Both the elite -management and choice proposals efltail different Undo, of roles for- forrnalleadership · .. ·ittlin 

these schools. I\s earlier noted, a number offl'esh responsi bilities are added for the pri fici pal >If 

a site management school. Such individua13 need preparation that is more like that 'liven flO"1( to , 
prospective district official:, - - in addition to the preparation for 1 nstrudion;,l I eMenhi p that 

pri oei pals in other schools are expected to provide.25 The pri nd pals or di recter::. of :,chooh of 
4 • 

(:hoi(:e also need to be prepored for somevtMt different functions. They m.,'! be cBlle,j upon 10 
'--
perform more often as i flstructional and as symbolic leaders tt/on most pri flci pals appear to 

do, 26 'liith leadenhi p function~ generali y becomi n9 at leatt 'l3 r,rOnounGed 03 the management 

functions more typical of the pri nei pahhi pin other SChQols.27 it is pos,;j ble, too, ttlat thi::; 

preparation challenge 'will not be re:ltriC-ted to leadership. It may be th"t \e,l(:hen in site 

management schoohand in s(:hools of choice need different sorts of preparation trion teaeher-:; 

tlJPicaJly receive.28 l\t minimum, thi3 is a question that needs to be examined carefuliy. 

CONCLUSiON 

This concl udes our exami nation of the t\,.o major pror,osa]; under mo:;t freqUent dioclJs:3iGn a3 

modeh for restructuring public school>. Both ,tem from convictions about deepoeated and 

pervasive school problems. The demand for re;tructuring is precisel'J a ,jemond for fundamental . - .... 
and thoroughgoing chllnge -- as opposed to minor tinkering "N·ith and adju~tin9 oi \,-rl'lt is there. 
I,. 

or perhaps maki ng a feVl additions to cover nelllllJ perceived oJW3. ! fI:ltead, lile :'enJ meani fig of 

J 
the term r,;:$/ru#urilij involves a fleVl beginning from the ~tar-t.1l full re,join" or re-inventinrJ , 
and re-creati ng. Man'J are i nsisti ng today that not hi ng short of such extensive o·· ... erhauJi ng can 

ori n" the necessary i mprovemento in school:3. 

Such an interpretation of the challenge stems from the conviction that toda'J'~ public schools 

are in profound difficulty. At its core there usuall y lies a peiwption of extreme mi:l;lii<]nment 

betvteen schools and thei r envi ronmenh. As \1e have tried to :3 UoJge3t, some of thOSe dernandi ng 
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restructuring are most concerned about tllI~ riJ1.Salignment het'w'een Hlt~ school Zind its Bxternal 

political envi ronment - - i.e., the expectation~; of parents anlj communitiB:3 an;] of the ian)er 

political system. Other re:,iruciure demands come from tM:,e empha:"zi ng the 3c1loo1 ':'; i nter-nal 

environment and its misali'lnment "ith the adults \"ho staff schoo]:) and the IJOiJD1Jster:'; ',;no 

attend ihem. Both these misalignments, it is thought, call for a rethi nki n'l of the mo:,t 

fundamental qUiJhttes of ~;(:huui3: V~I'hat 1:3 thei r CfKtrge and mt3::;10n? Ho'w' Oi.I1j;lt the!J qo about 

pursui ng it daillJ? 'If/hat h nds of tasks need dOl fig ina $(:0(101 i and '·/l flO oUGh t to b~ rt:j ~i;jri$i ble 

for them? ~ov;ought the \1hole process be organized and controlled? 

We have examined the replies to these questions rel1ected 10 todalj's hiO re>1urcturifll) 

model$, and we have juxtaposed their replies tD the replies implicit in pre,.ent :3chool practic,!. 

Detailed exami nation of the tvlO models re'lea];; ttlal neither Itlould ve undert;lken \vith full 

assuranc;es or W'ithout ehallenges. V'ihether either the. site mana1lement or the ';et;Dc,] of choice 

propo,;al could accomplish the sorb of fundamental recon~tituti ng ohctlool3 Hi"t rec,tr ucturi nq 

advocaje;j seek W'ould depend upon the details (if the plano in eo;(:tl ease. 80th are.ffJUltl-iaceted 

proposals - - as, indeed, adequate res ponse to mlJ Hi - f~(:eteoj fl FP tole me must be The t-e,o ult, 

ho'Wever, h that either prop,;::;!!l (ail be deie;;ted b\.l eliminatin,) from tt,e a1jop\lon plan one (Ir 

more of the f;]cets reglJ1$i te to ~;ljcce:j:3. t"-joreo'.,.'er .. all!) re::;tr ud u h nq p n:;po::;;j 1 i::; 1 ike 1 ~ to 

i nt.rodlJc:e c.haracterlstlc c:hallenqe$ [If it::; 1)~4n. They nl81J be different c hall efltJe::; thM! tno::;e p03ed 

by current arranlJemenC and there malJ even be 1 mprovement potenti;:;f in exch;jngi rllJ HIB 

present. ·.:-.et for d flBw ::;et; tlut ;::tny onJafllzatl.)f!i11 ue::;i9f1 (:omtj::; 'w'Hit its O'w'fI (l:s,k::;-.. ;jnd th8 t'w'l) 
e::$Cm - -

considered here are not exceptions. To· tho:;;e., hO"l/ever.' \,·'ho ur9f sCflDoi ft:3trlJl:turl fjlj, the 

situation is di re enough -- and the present dlificlJ1tie3 prc,fouri'i enolj'Jrl - - to make :lUeil n:':>-::, 

'ylOrth taldng. Site mamigement 0E choice) they hOPe) wll1 ftlter the school ':~ pre::;ent minim:Jll1J 

productive relatl0nst"il p to it::; envl ronrnent. 
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