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by 
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In October 1986, the Milwaukee Public Sc 11ools (MPS) 

Board of School Directors .::ippointed a brc.Jadly based 

committee to study the feasibility of Site Based Manag.,:::;rrtent 

(SBM) fer the NlS. The commi~tee was compris0d of varied 

staf~ from the educatianal community including elementary, 

secondary and college level~. Also included were business 

and professional people from the Milwaukee coillmun1ty. In 

March of 1987, tte committee ~el~vered their report co the 

Board. The committee recommended ~hat the MPS esl blish SBM 

in all of the 140 school buildings, starting with a small 

number of volunteer pilot schools. In th2 fall of 9'o7, te~. 

schools voluP~eered to be the first pilot schools. As of 

September 1990, the Pilot School Program has qrown to 

thirty-six schools, whicl1 is still far short of the total 

140 s~~ool buildings. Milwaukee Public Schools needed an 
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implemE~ntation program to effecti.ely <''J.nd E·fficient.lv expand 

the SBM proqram into the non,-SBM schools on a timely bas1s. 

To develop i1n MPS SBM InpJemertation Program! data were 

collected from the literature, a University of Wisconsin 

study of the Phase I and Phase II pilot schools, and by a 

survey of the 4 5 members of 1-he Council of Great Ci ties 

Schools. The survey, designated the SBM IntervJew, was 

developed and administered during the MARP. It consisted 

of thirteen que2tions that were asked of those membe~s of 

the Council of Great Cities Sch:::ols who had ~c:;tablished a 

SBM program. r:f'hl:: goal was to explore SBM programs in other 

urban school districts. 

When the data from the literature, the Pilot Schools 

Study, and the SBM Interview given to the Council of Great 

Cities Schools were combjned, there developed an agreement 

regarding the definition of SBM. All perceived SBM as an 

ongoing process unique to a specific school building rather 

than a general product or destinat: m. Other components 

suggested for the definition of SBM ir ~~ 4 j~ion to, process, 

were tha~ it should be a school improvement strategy, change 

oriented, participatory and representative, and reflect 

commitment by the school staff to a commonly held vision 

regarding the possibility for mutual empowe-m8nt toward the 

goal of all students succeeding. 

Data collected were analyzed and combined into a SBM 

I1r:plE-~mer.tation Program for MPS to utilize in moving, the 
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traditional school i;,to the SBM procJram. The resu.l tinq 

ram devel vLa t.hc MARP responded 

to several needs 2nd issues identified by the newly 

appointed SBM Coordinator and the Universi~y of Wisconsin 

Pilot Schools Study. One of those was the conLinuing neP.d 

for extended 1nse:rvicP training for traditional, non-SBM 

schools as they become SBM. Trairing was alsc important for 

members of the tradi .. , ,.mal p::iwer structure such as the 

central office staff. These adn1inistrators were sometimes 

seen as resisting th<1 SBM schools process of e,ui=,."')'vlerrne'1t. 

Another concern was to increase the verbal and 

demonstrative commitment to SBM by the teachers union. 

Teachers ai.: SBM schools expressed the need for a waiver 

process to occasional set aside restrictions such as staff 

placement by seniority, teacher certification and certain 

other changes in working conditions that were 

teacher's contract. 

of the 

A major workshop was 

leaders who chaired 

developed 

the SBM 

for the SBM council 

council meetings. 

Recommendations were made for the SBM coordiuator to expand 

the m~rketing strategies and to publicize the benefits of 

SBM to attract more non-SBM schools to volunteer for SBM. 

Other recommendations included a SBM newsletb:!r and annual 

conference to instruct and highlight SBM succe~ses. Al~ 

recommendations and strategies developed within th~ Major 

App] ied Research Project were intended to focus on the 
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ultimate, long-range MPS goal of increasing student 

achievement and accomplishment. 
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Chapter 1 

lNT'RODUC'I'ION, STATEMENT OF l .WBLEM, Mm 

BACKGROUND AND SIG: 1IFIC1\NCE 

In_troduction 

In response to community pressure to make the schools 

more accountab] e to parents and the community, the Milwaukee 

board of school directors (the board) mandated that the 

administration study the concept of site based management 

(SBM) for the Milwaukee Public Schools (MPS). On October 

29, 1 986, the Milwau~ee board of school directors endorsed 

in principle the concept of SBM and directed the 

administration to develop plans for such a system. 

The concept of SBM, also called school based manaqement, 

was ~ew and dramati~ally different than any previous 

management innovatim .-roposed for MPS. The application was 

so unique that the administration decidBd that all 

components of the Milwaukee community, both educational a~d 

nun-educational, should provide tnput regarding if, when and 

how SBM should be implemented in the MPS system. 

The superintendent established a broad-based committee 

comprised of MPS staff, university staff, representatives 

from professional organizations, employee barg;.,ining units, 

business; the Milwaukee communic.y and parents. The 

committee was divided into seven subcommittees to study the 
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mcch,.1nic of huw t the local 

schoo.! si tE".:. The cornrni submitted. theit.- to thr.: 

supE•rintendent and the l-- :iar, f schocl directors on Ma} 20, 

1987 w~th enthusiastic ~xpectat1on. 

This report is the ct.lmi.nation of extensive research 
and analysis of the concept of site based management by 
a dedicated gro11p representing the Milwaukee community 
in gene~al and its professi0nal edur~tors. It is only 
through involvement of the c0 1mu~i~/ that this document 
i.s transmitted to you with tn8 assurance that the 
resu1 ting process of moving toward site based management 
will be a growth endeavor on the part of many 
individuals (Milwaukee Public Schools, 1987a:ii). 

The committee report 1 is r ... ::d several recommendations, 

includir1 (1) SBM be initiated in all of the MPS as soon as 

reasot1able, (2) the SBM program start with several volunt 2r 

pi lot schoC' 1s, -=tnd , J \ ,"1ther schools be added as the 

implementation of thP SBM process was more fully understood. 

The MPS administration and the bodrd of school directors 

endorsed the committee's recommendations (Milwaukee Public 

School3, l987a:2). 

The Milwaukee ~ublic Schools defined SBM as 

a decentralized form of organization a' 1d r.1anagement in 
which decisions now made by central office 
administrators and school board members are shared with 
those who know most about the quality of ed11cation 
students receive--principals, teachers, t'~Lents, 
citizens and students. This form of decentralization 
attempts to place maximum educe. tional pla:ning 1 

acc0untabili ty, and management of personnel and 
resm..1.t~l~es at the local school l2vel, while retaining 
certain administrative functions centrally (Milwaukee 
Public Schools, 1987b:2). 

SBM was seen as an effective way to respond to the 

Milwaukee community's increasing concern about the quality 
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of educntion their children receive in the MPS system. As 

a result of SBM 1 people outside of the school system would 

be given a greater voice in local building decisions. The 

p1incipal and the scnool staff who are the closest to the 

students would also have a greater impact in the~r 

building's operation. 

As a :resu1 t, SBM was designed to respond to several 

sources of dissatisfaction 1,<1ithin the MPS s~?stem. There 

had been increasing frustration bec~use of the perception 

of MPS as being a large, unresponsive bureaucracy. Parents 

and community members felt disappointed with their lack oi 

impact on local schools' decisions. 

State Legislator, Annette P. Williams, had called for 

a new educational task force to study the MPS. In 1988, 

Williams proposed legislation to establish a separate school 

system totally independent of MPS. If this were to happen, 

MPS would have lost millions of dollars of s~ate funds for 

the approximately 20,000 MPS students that would have been 

assigned to an independent district. It was defeated by one 

vote. Wisconsin Governor Thompson had proposed a voucher 

program for MPS students to allow them to attend alternate 

non-MPS schools. These actions demor.strated a serious 

degree of dissatisfaction with the quality of education 

provided by the MPS (Holt, 1989). 

Milwaukee Public Schools Superintendent Peterkin and 

SBM Coordinator Jackson shared this concern for student 
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achievement and ted the MPS SBM definition tc reflect 

their recognition o this urban crises (Appendix A). They 

emphasized that SBM is not an end in itself but a vehicle 

to the goal of improved achievement, both social and 

academic, for all students (Milwaukee Public Schools, 1989). 

School based management is a participatory leadership 
style based on shared decision making and shared 
authority. SBM is a vehicle for improving student 
achievement. It is not a gcal in and of itself~ One 
must give care to the process of SBM and to the content 
of the decisions that are made. 

An independent educational journal, Rethinking Schools 

(1989:1) published by Milwaukee area classroom teachers and 

educators, reported the following concern: 

Most importantly, people at the grassroots are beginning 
to formulate both a critique and an alternative vision 
for the Milwaukee Public Schools, particularly regarding 
the education of poor and minority children. Parents, 
teachers, and community leaders are becoming ever more 
insistent, organ-j zed and eftective in demanding 
educational reform and working to make it happen. 

Reform WdS also being demanded .in other segments of the 

community jncluding business. 

There was an emerging awareness of the need for 

management changes in business to respond to tnese types of 

problems in the work place. Employees were being given an 

opportunity to participate in their company's decision 

ma.king process. A Milwaukee company that had successfully 

applied participative management to its business is Harley

Davidson. Beals (1987:5), Chairperson of the Board and CEO 

for Harley-Davidson, was familiar with his company I s succ2ss 



expectation for SBM in MPS: 

As several Milwaukee ~ndustrial companies have found, 
giving employees at all. 1evels decision-making authority 
and holding them accountable for the results has 
unleashed a trerneridous source of previously untapptc~d 
energy. The result has been better quality products and 
service, improved production and greater employee 
satisfaction. I fully expect that SBM, which is based 
on the same principle of • employee .; .1volvement, 1 will 
afford similar dramatic improvements in the field of 
education. 

The participative management programs ir business and 

industry m::i 1 i ze sma 11 groups for dee: s ion making, goa 1 

setting and problem solving. These groups meet continually 

as a pa.rt of the process of shared go-1ernance in their 

businesses. In the MPS SB~ program, this problem solving, 

decision making group was designated ~he site based 

management council (Appendix B). 

Along with the opportur-ity for having a greater impact 

on policy came the complexities of group decision making. 

Each pilot school has a site based management council 

composed of the principal, representa~ive teachers, other 

staff members, parents, business and community people and 

where appropriate, students. The SBM council is expected 

to operate together ir a process of systematically 

empowering building level personnel with the authority to 

1ake key decisions in the areas of educational planning, 

implementation, personnel assiynments I and material resource 
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usage consistent with state statutes, ScnooJ Boilrd rules, 

policies and goals, and contractual obligations. 

In September of 1987, ten schools volunteered and were 

selected to be the first MPS buildings involved in SBM. To 

become accepted as a SBM school, the principal had to 

volunteer and at least sixty-seven percent of the teachers 

had to vote to have their building in the program. These 

schools were identified as Phase One sites. Phase Two 

schools started in September of 1988 with eight 

participating. Ten additional schools were included in 

Phase Three which started in September, 1989. ThPrefore, 

by September of the 1989-90 school year, twenty-eight of 

the 140 MPS schools were involved in SBM. The other 112 

schools have not volunteered nor voted co be SBM schools. 

Therefore they are not SBM schools at this time~ 

Eventually, al 1 MPS will be expected to accept SBM into 

their buildings. 

The gradual phasing of schools was recommended by the 

Board of School Directors in order that later SBM buildings 

could learn from the eX!:JP-ri•"mces of the earlier SBM 

programs. An evaluation of the Phase One schools done by 

Grant and McCarthy (1988:22-23) generated several concerns 

including the follm,ing: 

1. Teachers in the ten Phase One SBM schools h&d 
difficulty in discerning accura~ely what the operating 
parameters of school based management were. 
2. In order to better address the first concern, it is 
suggested that Milwaukee Public Schools develop an 
educational jargon free pamphlet that will provide a 
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cJcfin.it1on of srn1, .i.Ls stu?nqtbs, •.;c:at(nE-2s::;es, problems 
ilnd issues associated with school implementation. This 
pamphlE!t r:.~hou1d t·e distributed tc, ~lll schools in the 
Milwaukee system. 
J. SBM should be e~tcnded to other schools; (1) wnen 
the t,2-acbLr::.-:,, and commun1 ty mernbc!rs have had an 
orpor::.unit~/ to understand its meaning and implementation 
impact; (2) when a majority oft~~ teachers and staff 
decide they are in favor of bring~ he program to the 
school. 
4. Greater efforts should be made tc include the 
leadership of the Milwaukee Teachr.::rs Education 
Association in SBH. The union has expressed support 
for the concept and it is impo-tant that the uni~n be 
involved in its implementation. 
5. Central off ice administrators are perceived at ti.mes 
by school staff members and others at the local level 
of operation as bureau~rdtic barriers rather than as 
facilitators. The h.1.erarchical levels between the 
central office and each school should be flattened out 
as much as possible to loosen up the control mechanisms 
that discourage new instructional approaches. Central 
office staff members should receive educational 
1 i terature on SBM and participate in workshops, that are 
designed to help them clarify their role and 
responsibilities with schools implementing SBM. 

Now that there were twenty-eight schools in SBM, MPS 

felt the need for overall coordination and appointed a staff 

member a~ the District Coordinator. In an interview with 

the Cooroinator (Jackson, 1989), several concerns were 

expressed as district-1:,Jide responsibilities to implement SBM 

into al-~ of the MPS & ,Jackson agreed wi t:h the Grant/McCarthy 

evaluation of the pilot schools and had a special concern 

about central office staff and support personnel~ 

Assistance was needed in adjusting to new roles as 

fr-.\cilitators in SBM schools because those roles differ 

significantly from their traditional management roles. 
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These support personnel had no training in what SBM is 

and hn- important they were to the implementation process. 

Jackson reported need for insight into the dynamics of the 

change process, how it affects them, and how to support 

change in the SBM schools. 

Another concern reporteri by Jackson was the need to 

nxpand the role of the Milwaukee Teachers Education 

Association (MTEA; in the district-wic~ implementation of 

SBM. An essential component of SBM is ownership. For the 

SBM program to be effective, the MTEA must feel a sense of 

involvement and ownership. 

Jackson also expressed the concern that as schools 

implement SBM, they had discussed solutions that require a 

waiver of contractual, Board and/or State Department of 

Public Instruction rules and regulations. Information 

needed to be gathered to establish a policy for handling 

waivers and their implementation. 

The problem was that the Milwaukee Public School System 

did not have a comprehensive ~lan for the implementation of 

site based management into their schools. The Milwaukee 

Public School's administration needed a district-wide plan 

to provide direction to insure an effective and lasting site 

based management program. 



Mai or I~::;c.;u(~s a.nd ___ R_esParc;h ____ Qu_e_'.':.t: i_ons 

There were major issues chat the study addressed related 

to the implementation of SGM in MPS. These issues included 

the dP~inition and im~lementation of school improvement in 

general and SBM i~ particular, training of both the school 

staff and the central adminis~rators, related pr;~rams in 

business, teacher bargaining unit support, waiver policy and 

the evaluation of t, pilot schoc 1ls. 

The Milwaukee Public Schools has twenty-eight buildings 

in the SBM program. Ten schools began in Phase One (1987-

88) and ~ight ::- oined Phar-·e 'I,10 ( 1988-89) .. Phase Three 

(1989-90) added ten more schools in the SBM program for a 

total of twenty-eight buil~~ngs. 

The MPS appointe~ a coordinator of SBM, in June, 1989, 

to direct the ef~icient implementation of SBM into all of 

their schools. Previously, the MPS system's concerns 

focused on the small number of individual buildings, but in 

September, 1S89, there was concern with the increasing 

number oI S~M schools and the district-wide implicatio~s of 

SBM. The MPS have 140 schools and 96,000 students. The 

board and the superintendent expect that eventually all MPS 

schools will be SBM. In such 1::,u-ge system, it is 

essential that MPS has sufficient informat.ion regarding how 

to most effectively implement SBM. 
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In order to :initidtP ,~,ftit::.~-tive irnple:;rJentation of' SBM 

into the MPS, 

formulated: 

the followin J research questions were 

1. How do other school systems define their SBM pro-

grams, how do they implement SBM into their s~hool systems 

and what additional elements should the MPS district-wide 

program contain as more buildings become SBM? 

2. How do other school systems train their staffs to 

be skilled in SBM strategies? This includes the local 

school staff and central off ice administrators and SDA 

personnel. 

J. How does ~he SBM proce2s in MPS compare to other 

urban SBM programs and SBM programs described in the 

literature and what obstacles c0uld MPS avoid? What can be 

learned from participative management programs in business 

and ind~stry ta assist in the development and implenentation 

of the MPS SBM progran:: 

~. How do other SBM programs obtain waive~s froro the 

local or state rules and regulationd? 

5. What techniques do other SBM programs uti.l. ize to 

generate teacher/staff bargaii. .... ng unit support? 

6. How well did the MPS pilot schools pr~gram work and 

what aspects of that program should be continued, modified 

or deleted? 

These research questions were answered by collecting 

data in three ways: 
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l. Reveiw of the literature. 

2. Administration of the SBM Inte::ryiew to the fo::-ty

five members of the Council of Great City Schools. 

3. Summarizing the SBM Pilot School Study done by 

Grant, McCarthy and Volpiansky (1989). 

Research questions one through five were answered by the 

review of the literature and the SBM Interview. Research 

question number six was answered by analyzing the SBM Pilot 

Schools Study. 

Definition of Terms 

The following definitions are used in the study: 

Central Office and local school culture: "the pat-

terns of practices and attitudes in an organization which 

are, or seem to be, ingrained or difficult to change" 

(Vaill, 1973:236-237). Bower (1966:25) has a simple but 

elegant definition of culture as, "the way we do things 

around here.u 

Central Office/Support Staff: Staff designated to 

central off ice such as curriculum supervisors and staff 

assigned to the six Service Delivery Areas (SDA) such as 

the Instructional Support Team (IST)~ 

Organization development: School improvement includes 

strategies and techniques from the field of organization 

development {OD)s The classic definition of organization 

development is presented by Warren Bennis (1969:9) as 
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A response to change, a complex educational strategy 
intended to ch&nge the beliefs, attitudes, values, and 
structure of organizations so that they can better adapt 
to new technologies, markets, and challenges, and the 
~izzying rate of change itself. 

Burke and Schmidt (1979:194) givf' a slightly different 

definition of OD: 

Using knowlec]go and techniques f ram the behavioral 
sciences, organi~ation development is a process which 
attempts to increase organizational effectiveness by 
integrating individual desires for growt~ a~J 
development with organizational goals. Typically, this 
process is a r-,~anned change effort which involves a 
total system over a period of time, and ....... :iese change 
efforts are related to the organization's mission. 

School Board Monitoring Committee: A committee of the 

MPS staff, board members and community representatives who 

oversee the MPS SBM program. 

Service Delivery Area: Six administative service areas 

of th2 MPS resulting from the reorganization of the central 

office. Each SDA has a co~munity superintendent, an 

assistant to the community supPrintendent, and an IST 

comprised of six former central off ice sta-Ff. Each SDA 

serves twenty to twenty-five schools and approximately 

15,000 to 20,000 students. 

Site based management: A form of sr.l-1001 district 

reorganization that makes the indiviJual school the unit 

where a significant number 0= decisions about the schooling 

of children takes place. 

Site based management council: A mechanism for the MPS 

implementation of site based management. The site based 



rnanaqeme i :t council f.ol low:s the d0mocratic model 

representative government. Because the school community is 

so broad, it would be impossible to inv~ 1 ve everyone 

directly. The .Key concern in forming the site bas&:~d 

manageme,1t counc i 1 

represented. 

is that all concerned groups are 

iirnitations 0 the Studv 

Since SBM is a process and not a product, it takes some 

time for the true impact to demonstrate itself on a school 

systerne This needed to be taken into account when 

evaluating the SBM programs of other school systems and the 

final MPS program. 

A 1 imitation was that the SBM information gatn•. -~~a was 

from the literature and from telephone interviews~ The 

study design did not incorporate vis1.tations of other SBM 

programs. 

Another complication was when dealing with large school 

systems, it was sometimes difficult to gather accurate 

information because of theJ"t'.' bureaucratic systems~ There 

were often people with v~ried, emerging responsibilities and 

because of poor internal communicaticn they went unnoticed 

by others in thb.1.r st..'"lool system. Members of these 

burbaucracies often felt the need to answer questions in a 

way th0t puts them in a desirable position rather than with 

accuracy& For example, a secretary answering the phone 
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vJOuld be cert:-lin they .had an SBM program 1n their system. 

AL-Br being switched to several different offices, someone 

who knew what SBM was would say they did not have a~ SBM 

progrdm at this time. 

School systems also define concepts and improvements 

according to their policies and guidelines. Therefore they 

may report that they have a SBM program, but it does not 

conform to the general definintion use~ in the literature. 

Assumptions 

It was assumed that the problems facing urban school 

systems, in general and specifically, Milwaukee were of such 

a ser io11s nature that the continued existence of these 

public school systems depends upon their fin~ing some 

extraordinary ways to respond to the current crises. These 

solutions ,ould include a restructuring of the Milwaukee 

Public Schools,. 

According to Goad (1982), at the heart of the concept 

of androgogy (as opposed ~o pedagogy or youth learning) is 

the assumptior at adults want to learn~ It is s~fe t-:> 

assume that t~~Y arrived f~~ Lraining because they desired 

to learn something (provided~ of course that what was 

offered is what they came to get). 

Since the council ~embers were entering a school 

improvement program ( SBM) they had never experienced before, 

many questions and ccncr~rns were present fo.:- them. 
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Therefore, it was assumed that they would see 

training/workshop experiences as opportunities to increase 

their SBM knowledge and the skills necessary for SBM. 



Chapter 2 

REVI F:~,J OF RELATl.D LITERATURE 

This chapter is organized in 3ections corresponding to 

the research questions. Research c_:·uest.ion number one asked, 

"How do other schoo 1. systems define u-,~~ir SBM programs, how 

do they implement SBM into their srhool systems and what 

additional elements should the :•IPS district-wide program 

contain as more buildings become SBM?n Section headings for 

this question are: Definition, Description and 

Implementation of SBM and nadditional elements," School 

Improvement Strate0ies and organizatlon Development. 

Research question number two asked, 11 How do other school 

syste~1s tr.ain their staffs to be skilled in SBM stratAgies? 

rrhis inclu,les the local school staff and central office 

administrators and SDA personnel. 11 Section headings for 

this question are: Training of School Staff, Role and 

.... T..;;;ra....a=i=· """'n=i=n ..... g...,.___o ..... f __ • _c ___ ,e=n:...;:t:...:;r;.....a"'-=-1..........;A==d=m"--i:;;..::;n...:;;.;i=· =s--=t=r;....;:a;;;;..t.;::;_o=r-=s, and Adu 1 t Education 

Methodologies. 

Resec.rch question number three asked, "How ctoes the SBM 

process ir MPS compare to other urban SBM programs and SBM 

programs described in the literature anr! what obstacles 

could MPS avoid? What can be learned from participative 

management programs i~ business and industry to assist in 

the development and implementation of the MPS SBM program?" 

16 
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Seclion heading 

Managgment. 

Researc~1 quest i.c)n nutrtbE2~r tour asked 1 
11 How do other SBM 

programs obtain waivers ~ram the local or state rules and 

regulations'? 11 Sf.=ct ion heading tor thj s quest ion is: Wa. i ver 

Policy. 

Research quest.ion nur:1bcr five asked, "What techniques 

do other SBM programs utilize to generate teacher/staff 

bargaining unit support?'' Section heading for this question 

1.s: Supportive Rese_a rch ~ 

Definition, Description and Implementation of SBM 

Site based management is a new name for a very old 

management idea. Simply put, it embodies the concept that 

decisions should be made at the lowest possible level in 

organizations, where they can lead to solutions implemented 

by the people most effected by the decison. Custodial 

decisions should be made by custodians, and instructional 

decisions in classrooms by teachers Contemporary SBM also 

intends that no decisions be made without the input of those 

affected by them, and that as many constraints as possible 

be removed to create maximum conditions for problem solvi~g. 

Removing as many bdrriers as possible means that solutions 

can be initiated from the "bottom up' instead of from the 

''t0p down." It does not mean, however, that all decisions 
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must come trom the l.)ottoi1, up, or tt1a.t a decision from th1:2 

top cannot be gorJ or ev~n legitlm~te (English, 1989). 

Ramsey ( 1988) think:::; of SBM as a process, based on 

democratic principL::;c:~, which ernpo\•Jer•:; the ]o\.:::al schools with 

the ability to make decisions regarding their unique needs. 

Th":Se dee is ir:,ns i. nc· t 11di::. pc]1.1c;it ional plar'tn ing, personnel 

needs, material resources, and special needs. Site based 

management 1>romot.es ownership, commitment, and 

accountability through th('! school and community working 

together t~ improve the quality of education. 

Sweeping the nation's schools is a relati~ely new 

management concept empowering principals, teachers, and 

community members--site based management. According to 

Burns and Howes (1988:8), the practice of SBM is grounded 

in the following research pri~=:~lAs: 

The school is the prima~y ~nit of change. A healthy 
school climate is an important prerequisice for 
effective iwprovement. A positive social climate, high 
trust level, open commun ~cations, and a holistic concern 
f0r people promote effective improvement efforts. 
Significant and lasting improvement takes considerable 
time. 

School improvement requires pe~sonal and group 
commitment to new performance norms. In effective 
schools, teachers and principals believe that all their 
students can master the basic learning objectives. The 
role of the school principal is the key to effective 
improvement. 

Collaboration, dialogue, school decision making, 
and adaptability characterize school improvement. 
Efforts to change schools have been most effective when 
they have been focused toward influencing the entirE:? 
school culture in a risk-free, collegial atmosphere. 
Change in the total organization is fostered through 
worker participation in project planning and 
implementation with strong, active encouragement, 
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acceptance of the 
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results from 

According to i•1,1.r·burgi::~r (198 1::i:J), SBM is not a product 

that is ac~omplished or finished but a process that evolves. 

School basec ~. nagement is a school improvement plan 
intended to g iv, __ ; the school building personnel more 
control over ~he decisions that effect the way their 
schools 2re IJn. Unlike other school improvement plans, 
SBM is a pro 0ss not a prescription 0 There are no 
curricular recommendations or "right" w2..y to implement 
it because~~~ central theory behind it is the belief 
that each district and each school within that district 
is unique. 

While the specifics may differ from school to school and 

district to district, all district SBM programs have three 

common elements: a management phil0sophy, an educational 

strategy, and an organizational structure (Marburger and 

Hansen, 1989). 

English (1989:1) writing for the National Association 

of Secondary Scheel Principals sees several are3s tha~ are 

definitely within the sphere of SBM: 

SchJol scheduling 
Instructional delivery 
Instructional support 
Curricular alternatives 
Student wellness 
School climate 
Parent/community involvement 
Facility cleanliness ~nd security 
Financial prioriries. 

The principal is the only one who sees the whole school as 

it functions on a day-to-day basis. Other personnel may 

see pieces and parts, but no one else has the vantage point 

to view the entire school. Any problem requiring the 
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coon:Li..natcJd work u individua1 t2ac~hers will. ultimately 

upon the one who coordinates and integrates those 

efforts. Whether that person is called headmaster, dean, 

executive secretary, or princ he or she must be 

responsive in i ng and directing the enterprise. A 

committee cannot be accountable. Individuals can and must 

be. Principals should not be afraid to open avenues ot 

input and involvement. 

F i.nancial priori ties are very .important. Sit ~ based 

management is greatly facilitated if the school system 

budget permits the tracking of program dollars by schools. 

Local customizing takes money. Principals held to a rigid 

line-item bud9et will have diff1_culty finding funds to 

support local decisions. Even if the system budget will 

not provide a detailed breakdown, the principal can still 

create a customized approach within the traditional process. 

A "crosswalk" or 11 hybrid 11 budget can take the allocated 

dollars and relate them differently. As long as the total 

budge~ is not increased and can be reconciled within the 

centra:t. system's format, principals should be free to 

develop better categories and tracking procedures to support 

local efforts (English, 1989). 

Public education has 

pressure from all sides. 

schools has generated 

been experiencing tremendous 

Criticism of American public 

demands that educators stand 

accountable for providing students with an e~ucation that 
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ls commensurate with t""ir,:, 1--,uman and r:1aterial. resources being 

c,-..pendfJd on school::::;. '3tudents, teachers, and community 

~~TI~ers, pre:iously u~derrepreser1ted in educational policy 

decision making I have been voicin.,r their determination to 

exercise greater influence a~d control over decisions which 

affect their lives. 

According to Caruso (1983), the key to collaboration 

has been the concept of parity. P~city in educational 

policy decision making eIF:tbles st:1dents, teachers, school 

administrators, parents, and cornmuni ty members to come 

together on a "par 11 to design, conduct, or evaluate 

educational programs. The c0nc2pt of parity, its roots in 

the idea of equality, is a concept rerngnizing individuality 

and is based on the notion of individual differences. 

Members of a collaborativta come to the table with great 

natural and social inequalities. It is the recognition, 

dpplication, exchange, and ~0nversion of these inequalities 

into sources of energy for change that enables a state of 

parity to exist. This is the ultimate goal for SBM rn~ncils 

with their unique representatives from a number of d.1tit.rent 

c')nstituencies., 

According to Cawelti (1989:46), Executive Director, 

Association for Supervision and curriculum, when making the 

shift from traditional management to SBN, districts should 

1. Build strong alliances with the teachers' union. 
2. Create direct communication links between school 
staff and top leader. 
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--~. Provide a c1 Cd t process fer ~-:;eeking v:a i vers from 
~-=: .. 'l or stat(2 r--?(JUlations th;:1t. n::strict the flexibility 
of local staffs. 
4. Promote creation of r-:2w ro:tes in schools and ci:3n

tral oftice. 
5. Reduce the size of central office. 
6. Pro~,te the role of central office as facilitator 
and coordinator of school ch~~ge. 

The transition from the status quo to SBM is not an easy 

one. According to Parker (1979:20), educators have varied 

perceptions of SBM: 

It has been touted as the salvation of public education; 
stil 1, many sc.:hool bo;::.~:::::~ are scared of it. Some 
superintendents arP wary of i~. Principals are hesitant 
about it, and teac .. ..:rs aren 1 t so sure about jt, either. 
The truth: Most people don't understand it. 

It .is essential that the central admj nistration and the 

board continually and clca~ly explain their vision of SBM 

in MPS and their commitment to its being successful 

throughout the system. 

School Improvement st=ategies and Organization Development 

School improvement is the desired outcome: from SBM. 

Schools are empowered to make decisions regarding their 

unique needs concerning educational planning, personnel, 

materials, and special program needs.. Site based management 

helps to balance the decision-making accountability between 

the school a.nd the district. rrhe content, the "what 11 is set 

at the district level; stra+_egies, processes, "hown the 

instructional program will be delivered, is determined at 

the school level. Within established guidelines and 
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£.,i:lr-,irneter:::~, t:.he ~.~chocL l1.::1s th(' f.lc~xib.i.i.ity t.o plan and 

irnpl;_c·ment the E:ducc1t1.oniil proqrar:1 fHarnt;ey, 19GH). 

:::omrnon charactet·i:::,tics that an:.~ ev.i.chJnt in a SBr1 school ts 

~ucces~. They are as follows: 

1. r:anning for improvement is a continuing process. 
2. Planners beg:n with a long term view based on their 
vision of excellence, not with only a single problPm. 
3. There is no one vision of excellence. Each 
principal, each school must develop 2n individual vision 
of excellence based on exposure to many views. 
4. Basic to the improvement planning process is the 
establishment of a planning group that represents all 
vll.o will be i nvo1ved .:.n making the i111provements. 
5. The plan of action developed by the planning team 
shou 1 d specify clear objectives for improvement 
ac:tiv:ities, anticipated costs, personnE.":!l responsible 
for carrying out each activity, evaluator, ~nd how and 
when each activity will be evaluated. 
6. Effective school improvement ~lans should be 
flexible enough to change as obstacles arise. 

Significant and lasting improvement takes considerable 

time according to Schmuck and Miles (1971). School 

improvement also requires personal and group commitment to 

new performance norms. 

to behave differently. 

Planned change comes from a desire 

Such a desire is more likely when 

educators have cooperatively developed a commitment to 

shared visions for improvement (Sarason, 1971;. 

Site based management is most effective when educators 

heed the foundations of r~search: 

. efforts to change schools h~ve been productive 
and most enduring when directed toward influencing thP 
entire school culture via a strategy involving 
collaborative planning, shared decision making and 
collegial work in an atmosphere friendly to 
experimentation and evaluation (McLaughlin, 1978:44). 
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Effective !?,chooJ i!-,,provement requires col 1aboration and a 

decision making. Coll~boration, dialogue, shared decision 

making, a~d ad~ptab~lity all characterize successful school 

improvement (Goodlad, 1975). 

Accor~ing to Saphier and King (1985:68), school. 

improvement emerges from tne confluence of four elements: 

the strengthening of teachers' skills, the systematic 

renovation of curriculum, improvement of the 

organization, and the involvement of parents and citizens 

in responsible school-community partnerships. 

elaborate on t:.he importance of culture to any lasting 

improvements: 

Underlying al 1 

culture that 
Essentially, i 
at ion for the 
seeds will not 

four strands, however, is a school 
'ther energizes or undermines them. 

culture of the school is the found
..::hool' s : l"" provement. In short, good 

grow in weak cultures. 

A healthy school climate is an important prerequisite 

for effective improvement in an SBM school. Positive social 

climate, trust, or ·- communication, and a holistic concern 

for people all promote effective improvement efforts 

(Goodlad, 1975). Saphier and King (1985} suggest that "core 

norms" are what give and direct ion to a school 's 

culture. C0ro norms are the values for which a school 

stands. They maintain that if the core values are the f~el 

in a school, then school culture is the engine. 
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Saphier ~111 Ktng (1985:67) list twelve norms of school 

culture: 

1 Coll iality 
2. Exper mentation 
J. High expectations 
4. ·rrust and confidence 
5. Tangibla support 
6. Reaching out to the knowledge bases 
7. Appreciation and recognition 
8. Carin~, celebratio~, and humor 
9. Involvement in decision making 

10. Protection of what's important 
J_}. T ... -adi tions 
12. Honest, open communication 

They maintain that these cultural norms can be supported 

where they exist, a~d built where they do not exist, by 

leaders and staff. The degree to which these norms are 

strong mal;:es a huge difference in the ability of school 

improvement activities to have a lasting, or even any! 

effect. They make the following suggestion: 

Building these norms depends equally on teachers' will 
and commitments since good leadership alone cannot make 
them strong; but without such leadershir, culture cannot 
begin to grow or be expected to endnre. 

Wherever these norms exist, they reside in 
teachers' and administrators 1 beliefs and show up in 
their actions (SaphieL and King, 1985:68). 

1rhe first three norms that Saphier and King offer seem 

to have complicated and dependent relationships witl: one 

another. For example, {1981) shows that high 

expectations in a school go hand L. hand with collegiality 

and experimentation. Collegiality is an expectdtion that 

is explicitly stated by the leader, recognized when it 

happens, and sanctioned when it does not. 
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The sixth cultural norm, reaching out to the knowledge 

base is particularl appropriate for a staff engaging in 

SDM for the first time. Saphier and King (1985:69) assert 

as follows: 

There are generic knowl bases about teaching skills 
and how students learn, about teaching methods in 
part~cular areas, about young people's cognitive and 
affective development and ab~ut each of the academic 
disciplines. These kncwledge bases are practical, 
acc~ssible, ~nd very large. Teachers and supervisors 
are continually reaching out to them to improve their 
teaching and supervision. 

There are two important features to this norm. The first 

is its aggressively curious nature. There is always more 

to learn and teachers can respond to that understanding ith 

energy and reach out beyond thPir classes or their school 

building through many kind~ of sharing. The second feature 

is discussed below: 

The erroneous belief that there is no knowledge base 
about teaching, limits any vision of teacher 
improvement. It is also isolating beca.us8 in the 
absence of knowledge, good teaching must be intuitive· 
if " goodness" is inborn and intai ti vet then having 
problems is a sign of inadequacy or too little of the 
"right stuff." This syndrome discourages talking about 
one's teaching, especially one's problems. Furthermore, 
if good teaching is intuitive and there's no knowledge 
base, what's the good of working on improvement (Saphier 
and King, 1985:69)? 

Sergiovanni ( 1984) describes five leadership forces that 

make a difference in building good SBM schools: Technical, 

Human, Educational, Symbolic, and Cultural. The cultural 

force refers to the twelve cultural norms mentioned above. 
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Teacher~:; and leaders need to make use of all cf tht.?sE:~ 

orces. Saphler and King (1985:72) contend that 

Cultures are built through the everyday business of 
school life. It s the way business is handled that 
bo·t:h forms and rei'lL!cts the cul f::ure. Leaders with 
culture-building on thLir minds bLing an ever-present 
awareness of these cultural norms to their daily 
interactions, decisions, and plans, trus shaping the 
way events take place. Because of this dynamic, 
culture-building occurs simultaneously through the way 
school people use their educational, human, and 
technical skills in handling daily events or 
establishing regular practices. 

Purkey and Smith (1982:68) concur regarding the 

importance of an institution's culture in jts becomirJ a 

more effective SBM school: 

We have argued that an academically effective school is 
distinguished by its culture: a structure, process, and 
climate of values and norms that channel staff and 
students in the direction of successful teaching and 
learning. The lo<Jic cf the cultural model is such that 
it points to increasing the organizational effectiveness 
of a school building and is r,ei ther grade-level not 
curriculum specific. 

The symbolism of a school and its staff has a great 

bearing on SBM implementation. 

symbolism as follows: 

Deal (1985:601) defines 

... language and ideas that describe a spiritual and 
moral essence of schools, to the idea that objects or 
activities often have implicit me2ning and serve 
important hidden purposes, and to an awarer1ess that 
schools do far more than produce learning. 

The symbolism of a school and its staff are part of its 

culture and a primary factor in SBM programs. Deal t.alks 

about shared values and beliefs, heroes and heroines, 

rituals, ceremony, stories, and an informal network of 
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eq l tur;:_,_ l pl ayers. He notes that the idea of culture has 

not become as popular yet in education as it has in 

business. Schools continue ~o emphasize climate or 

effective schools' characteristics as guiding concepts 

rather than the overall culture. Deal (1985:608) comments 

in this respect: 

This is ironic because the momentum for studying 
culture was stimulated in part, by research in public 
schools. Culture and symbols have played--and will 
continue to play--a major role in school performance-
both actual and perceived. 

The:..:-e are two empirical sources linking cuJ.t:.1re to 

performance in sct.ools (Deal, 1985): school clim<lte studies 

and the influence of subcultures on performance. McDill and 

Rigsby (1973) document some interesting linkages between 

school climate, student achievement and stu~~nt educational 

aspirations. Al though the conceptual match between climate, 

ethos, or culture has not been precisely specified, it is 

clear th~~ something intangible about a school--style, tone 

or social atmosphere--is related somehow to student 

performance. 

Subcultures can refer to students, teachers, 

administrators, neighbors, commur~ity and other sources. 

Deal (1985:61.L) makes the fo11,~T ~ng observation: 

The values, rituals, -Juage and beliefs of the 
teacher's subculture are glso well documented in the 
lit~ratureo For example, norms--or informal rules--of 
autonomy and equality dictate how teachers relate to 
one another and undermine efforts to introduce 
innovations such. as open space architecture, team 
teaching, or performance-based salary plans. The 
teaching subculture can directly infl~ence teacher 
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instruction and thus can al: .. 30 .i.nflu2nce 
performance and achievement. 
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spend on 
student 

Teacher subculture relates to SBM through the perceptions 

of staff regarding the messages of empowering, welcoming 

and inviting/disinviting. Also important are the teacher's 

beliefs and various expectations about students, colleagues 

and the solvability of problems. 

To impact on a s2hool's a~d staff's culture there must 

be a clear idea of the characteristics of a strong 

organizational culture. Deal's {1985:612) list of these 

characteristics is the following: 

1. Strong culture with shared valu2s and a consensus 
on "how we do t.hings around here." 
2. Importance of pr~ r)c ipal as hero or heroine who 
embodies core values or who anoints ot~er heroic 
figures. 
3. Widely shared beliefs reflected in distinctive 
practice~ or rituals. 
4. Employees as si tuati0nal heros or heroines who 
tepresent core values. 
5. Potent rituals to celebrate c..nd transform core 
values 
6. Balance between innovation and tradition, autonomy 
and authority. 
7. Widespread participation in cultural rituals. 

A SBM program needs to consider these facets of an 

organization. These characteristics are also expressions 

of values about students and their potential to succeed. 

Deal s~~gests (1985) that the pathway to educational 

effectiveness is .inside each school. It exists in the 

traditions and symbols that make a school special to 

students, teachers, administrators, parents and the 
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Polic}~dker~ can lay the groundwork, but the 

people in each school will dic~ate through words and deeds 

what happens next. Deal (1985:617) has various suggestions 

to change or renew a school or staff culture: 

1. Explore a school's history 
2. Anoint and celebrate heros and heroines 
3. Review a school's rituals 
4. Use ceremony effectively 
5. Tell good stories 
6. Strengthen rather than resist the cultural network 

Parish et al. (1989:393) discuss the importance of 

organizationa.l culture and leadership in our urban SBM 

schools: 

It is the culture-the conditions 1 relationships, norms, 
and structures-of urban schooling that must be changed 
if we are to achieve real success in educating all our 
children. Creating new organizational cultures takes 
a particular type of leadership 3nd vision, one that 
adopts a set of outward looking priorities, one that is 
participative rather than authoritarian, and one that 
maintains continuity over time. Such leadership nrust 
create its own legends, myths, and heroes in the 
schools. 

As Mccambridge ( 1989: 1) states, ''Managers are appointed by 

the other managers- -leaders are appointed by the followers. n 

These leaders dare to dream, they formulate plans, 

communicate the plans to their employees, seek out their 

assistance and talents to achieve and demonstrate the 

positive personal relations with their employees. site 

based management programs need to emphasize a sense of 

vision and develop a mission that the total SBM council 

endorses. 
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According to Coodlad (1975), the principal 's r(Jle is 

the key to effective improvement. The principal is the 

person traditionally responsible for the effectiveness of 

the school. He or she motivates and rewards staff, presents 

an image to the community. The principal 1 s active 

leadership is critical for school improvement. 

School climate has historically been a pivotal area of 

principal influence. Climate is enhanced when staff 

members, stuu~nts, and parents bec0me involved in shaping 

aspects of their own environment. Effective schools involve 

parents in more ways than making cupcakes for the annual 

bake sale. Meaningful parental involvement creates local 

ownership and strong support for the school and its mission. 

Site-based management can broaden the useful scope of parent 

and community involvement (English, 1989). 

Improving a school's climate and examining current 

behavior patterns is both a philosophy and a strategy of 

the field of organization development (OD). Frame, Hess, 

and Nielsen (1982:1) define OD in the following way: 

Many of the more noted writers in the field have 
stressed collaboration as the main characteristic of 
successful OD efforts and have tended to define it as 
'involvement, 1 'power sharing,' 'participation,' and so 
forth. To some, OD is not in effect unless 
participation is visible. In :fact, another common 
assumption about this characteriRtic is that the more 
democratic and participative the system, the more 
effective the OD activity. 

Organization development is viewed as a highly respected 

strategy for effecting a positive change in a school's 
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climate. Individual activities are seen as proactive steps 

·.~r .. -.t 21n:; takE•n tc1 a} }ev .i.ate anx 1 cty regarding impending 

Cftc,nqes. The practitionc:r is thought of as a sen:-::;itive 

change ag~nt whose respcnsibility is to help the manager 

(principal) to unfreeze commmucat1ons. Tne manager 

(principal) is acutely aware of potential resistance to the 

chanqe from tt~ traditional man~gement sustem to SBM and 

percei~~s a strong linkage between this resistance and the 

OD process (Frame, Hess, and Nielser, 1982). 

Pfeiffer and Jones (1978) discussed several factors that 

are necessary for a training program to be successful in 

dealing with the change process. An intrigJing parallel 

seems to exist between the concept of organization 

development "readiness" and the dE ·elopmental trait of 

"reading readiness.n Once an individual child is ready to 

~ead, it is ~omewhat immaterial which ceaching method is 

used. Conversely, when a child is not ~ea~y to learr to 

read, all strategies are relatively unsuccessful in teaching 

that child how to read. In ar, :1nalogous way, once an 

organizational system ~as ~he necessary prerequisites, 

change is likely to take place r~gardless of which 

methodology is appli~d. Converse.Ly, the tost sophisticated 

techniques ertployed by the most competent and experienced 

consultants and xrtanagers are doomt:>d to failure whe::-i the 

organization itself to undertake a project of 

planned change. 



Pte1tfer and Jones (1978) presented several indicators 

to determine OD rcadin1.~ss for chanqe (l:,.,ppendix C). There 

were two of th·J indicators that seem 0specially appropriate 

for an urban school system such as MPS which is changing 

from traditional management to SBM. These two indicators 

were OD history an1 the organization's culture. According 

to Pfeiffer and .Jores, (1978:22Cl), if an organizations 

( school is) OD h.1story has br:!en seen as II i1uposed from 

outside, unsuccessful, and impractical" then any new OD 

effort may be subjt:::cted to low (?!Xpectations .:'l.nd limited 

effectiveness. 

The aspect of culture that is most important in 

predicting OD readiness is the organization's responsiveness 

to change. According to Pfeiffer and Jones (19:8:222), 

Very frequently, the other indic2tors of OD readiness 
are positive, but commitment to the status quo in the 
organization may be very stronr. The culture of the 
organiza~ion may present such a formidable block that 
it is virtually impossible to discuss the changes 
necessary for carrying out a successful OD program. 
Bureaucratic, heavily unior,i zed, and ritualistic 
organizations are likely to be closed, rwntrusting 
systems that do not invest heavily in efficiency and 
effectiYeness. 

Sirotnik and Clark ( 1988: 661) explained why so many 

school innovations were not successful and why OD trai~ing 

is necessary for SBM to be effective. 

The traditional model of school improvement p, ts experts 
against practitioners and suggests that knowledge comes 
from experts and is to be handed to practitioners. 
Educators in the schools are seen not as professionals 
who can reflect on ways in which they might best do 
their work, but as workers deficient in one or more 
skills and in need of retraining. Schools are viewed 
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as places in neort of repair rather than as imperfect 
inst.itutions that ;:~rt.:~ continually qr"owing and changing. 
'I'hey are looked upon a::-; 1 obj ectr:; to be chanqed, 1 not as 
'centers of change.• 

For SBM to be effective, the organizational cultur8 must be 

one where the staff see themselves as tne center of their 

own change process . 

.T_r_~;,i_ning of School staff 

There is no doubt that staff development and successful 

innovation or improv~ment are intimately related. However, 

even in the narrow sense of successful implementation of a 

single innovation, people have underestimated what it takes 

to accomplish this close interrelationship more 

fundamentally (Fullan, 1990). Effective staff development 

responds to how adults learn. Effective staff development 

minimizes threat, provides opportunity for practice ar_,_ 

feedback, al lows participants to share control of the 

learning experience, is experiential, and often nccurs in 

teams (Joyce and Showers, 1980). 

Staff development is conceived broadly to include any 

activity or process intended to improve skills, attitudes, 

understandings, or performance in present or future roles 

(Pullan, 1990). Despite the fact that we know a great deal 

about what effective staff development looks like, it is 

still not well practiced. There are at least two major and 

often mutually reinforcing reascns for this. 



One ls technic;:c>l, it takes a great dea of wis .J:rn, 
kl l, and persistence to design and carry out 

successful staf~ development activities. The other is 
political. Staff development is ab business, as much 
n:1 ated to power, bureaucratic pm:, itioning, and 
territoriality as it is to helping teachers and students 
(Paris, 1989:5). 

Putting st.aft devel·Jt)::nent in an innO'/at.ion perspective 

will help in sorting out where and how to put our energies 

into a· roac:.es that will have both specific and lasting 

effects. Ther are three different innovatiot1 perspectives. 

The fj ~st j s "staff development as a str3tegy for 

implemE:ntation," a·id second is "staff development as an 

.innovation" in its cwn right. "Staff dE1 velopment as 

i r:st.1 tut. :.anal development: H is the third and mor5 fundamental 

perspective. The first two perspectives a.l:-e usef'.11 for 

certain limited purposes but only the thjrd approach 

fffumises to make continuous staff development:: and 

improvement a way of life in school which is essential for 

SPH to succeed (Fullan, 1990:4). 

A Staff d;:;ve 1 ·1pment SBM implemP.ntation program in a 

school deals with institutional change. Robinsor. ( 1979) 

offers some general observations t~at are important in this 

process (Appendix D). In such an inservice program, helping 

the sta f arrive at some group decisions and some consensus 

points is important to their ) ater participation in SBM 

council meetirgs. Robinson (1979) describes an excellent 

decision-making process called Nom~nal Group Process which 

would be especially effectively when employed i.n a SBM 
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advisory council meeting. This technique precludes some of 

the pit.falls of most braim;torming strategies (Appendix F). 

The physical environment is very important in training 

because of the irnpacL it has on the participants. When 

participants enter a m2Pting room their first impression 

should be feelings of warmth, brightness, carefulness, and 

difference .. They should feel that the room is a special 

place. It sbvuld not appear austere or make do. Certain 

features will help promote those positive feelings: special 

comfortable chairs, warm bright lighting, cheerful colorful 

wall coverings, ac:equate spocing between chairs, and ample 

distance between tables and the walls (Finkel, 1989). 

'I'he process of motivation is importar-'_ to consider in 

staff development because lack of motivation equals lack of 

learninq. Wlodkowski (1986:47) defines ~otivation: 

Motivation is a process that can 
1. Arouse and instigate behavior. 
2. Give direction anrt purpose to behavior. 
3. Continu to allow behavior to persist. 
4. Lead to choosing or preferring a particular 

behavior. 

The questions are how to get the participant's attention 

and how do to keep them interested and involved? 

should you do when, during the learning process'? 

What 

'ro gain predictability and control, humans seek to 

understand why things happen. If people crtn find out why 

they were successful, they may be able to repeat that 

success behavior. More importantly, perhaps, when people 
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determine what caused their failure, they may av0id it in 

th~ future (Weiner, 1980). Arising from social psychology, 

attcibution theory is concerned with our constant search 

for the causes of succ,:::::sses and failures. Hunter and 

Bark<?r, (19H7: 50) tersely e:l.ucidate this theory and its 

implications for teachers and students· 

our perceptions of causality rather than reality are 
crucial because they influence self-concept, 
expectations for future situations, feelings of potency, 
and subsequent motiva~lon to put forth effort. While 
other factors may affect a person's intent to put forth 
e.f fart, perceptions of causality constitute an important 
qtimulant to motivation. 

In our ::ul ture we attribute success and failure to four 

factors: ~~tive ability, effort, task difficulty and luck 

(Frieze, 1976). Native ability and effort have been found 

to be the most dominant factor::; (Welner, 1980)@ 

There are many implications in attribution theory for 

btaff development. For example, persons will be better 

learners if they believe that success depends on effort more 

than on luck or ability. If someone invalidly attributes 

success mostly to native ability or luck, he/she will lessen 

his/her self-esteem as a learner. Again if something is due 

mostly to native ability, there is no need to ~ark hard. 

When success is beyond a person's control, they are not well 

motivated to make a major effort in learning. 

Barker (1987:53) contend as follows: 

Hunter and 

While much of attribution theory is common :::;ense, 
educators should stay alert to 1~~ far-reaching 
impl~cat~ons. for im~rovi~g stude~t lea~ni~g. Indeed, 
the J.mpl.1cat 10n carr 1.es directly into prJ_ncipal-teacher 



and 3UpE;C i ·•'.:tcndi::;nt-·pr .inc 1pal interactions. r·or example 1 

when a pr inc ipa1 says "Your teaching mal .. es that cl ass 
look: easy, n the mE.~~::sage is very diffArent from the one 
we hear in wycu 1 :-'.'."e Juct:.y to have such an easy ,.:Jass$" 
Expending effcrt enhances everyone's chances ~~r 
'-3:Xcellemce in oerformance, anci f(;-:e.iing in chaJ:ge .is 
essential to a 6ealthy self-concept. W~ must down play 
ability as the asset of ultimate worth and emphasize 
effort as the controllable variable with tr"e h i.ghest 
probability of producing success. students, teachers 
and ad:ministraton-:: must net be allowed to plateau with 
acceptable current performance but should expend effort 
to :rnd.ke "good better a.nd better best." 

At SBM schools, staff must believe th~t effort expended ~jll 

result in succeE"uful resolutions of their problC!m 

si tt-.ations ~ 

On~ of the most important components in an SBM staff 

development program is to provide some ongoing techniques 

t0 assist -:;;tan: dild teachers in using the SBM skills they 

have learned. current research suggest that one of the 

most powerful tP-chniques here is peer coaching. Peer 

Coaching is teachers helping teachers to apply their skills 

effectively in a non-evaluative setting. Showers (1985:45) 

describes coaching in ths following way: 

... the missing link in staff development. Coaching 
develcps the shared language and set of comMon 
understandings necessary fo~ the collegial study of new 
knowledge and skills. 

The elements of coaching (Showers, 1985:46) are as follows: 

study of the theoretical basis or rationale for the new 
skill. 
Observations of demonstrations by persons who are 
relatively expert in the model. 
Practice and feedback in protected conditions. 
Teachers coaching one another. 
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Joyce and Ghow0rG (1988) graphically demonstrate the 

power of ;:.-:oaching as a trainin9 step over other training 

steps (theory, demonstration and practice/feedback) in 

results f')r on-·the·-job applicatitH1 (Appendix F). When 

teachers see the practical benefits of peer coaching, they 

will act as follows (Joyce and Showers, 1988:24): 

Generally practice new strategies more frequently and 
develop greater skill. 
Use the new strategies more appropriately. 
Exhibit greater long-term retenti.on about and skill with 
strategies in which they have been coached. 
Are more likely to teach new strategies to their 
students. 
Exhibit clearer understanding of the purposes and uses 
of the new strategies. 

Strother (1989:824) offers that coaching 0 is a 

collaborative process; teachers can learn new ideas while 

giving and receiving t::motional support." Peer coaching 

emphasizes the notion of equals (peers) inquiring together 

about teaching and learning rather than an expert "fixing" 

a colleagues's problem. In coaching both parties gain from 

the process. The peer coaching process will be valuable for 

SBM council members to teach each other the necessary 

communication and problem solving skills required for an 

effective SBM program. 

The understanding of leadership skills and group process 

is essential to the effective implementation of SBM. Most 

of the business of the SBM council (planning, evaluating, 

deciding, sharing) is done in group meetings. rn1e SBM 

council meets in committees, subcommittees, and with the 
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complete school staff. The ref ore, it ls necessary to 

consult the human resource:; literature regarding 

co1.;1nunication and qroup process. Marburger (1985:55) 

emphasizes the critical nature of such training: 

LParning about how groups function and about your own 
bt::1,avior as a group member can facilitate the workinqs 
of 2 group and make meetings more eff2ctive. We 
strongly recommend such training and do not introduce 
school hased management to a school district without 
traL1i:ng the council members. 

Francis and Young (1979:6) in their studies defined a 

team in the following way: 

An energetic group of people who are committed to 
achieving common objectives, who work well together and 
enjoy doing so, and who produce high quality results. 
The team consists of individuals who relate directly 
together to get things done. 

In other words, teams are ab.le to produce outstanding 

results and succeed despite difficulties. The SBM team 

members must feel responsible for the output of their team 

and act to remove difficulties standing in their way. 

Role an~ Train1n~ of Central Administrators 

Ramsey (1988) sees a balance between the functions of 

the local school and the central office. Neither SBM nor 

centralized management is absolute. Many school based 

functions depend on the centralization of others, and vice 

versa. It is not the intention of a SBM system to make a 

school center a totally independent unit with complete 

c::utonomy. Each school center is a. part of the total 
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distrLct and 1 a u d1. , mu st w or}: i n coop e r a t i on v.r .i th 
i .. , 
.l. J. 

the other parts if the whole 1s to function 

effectively. 

School District Nurober Twelve in Adams County, Colorado 

has had SBM for three years. Importa~t lessons have been 

learned from their mistakes which they are willing to share. 

One area that they would approach differently is the role 

of their central office staff: 

When a district shifts from centralized management 
to SBM, the roles of central office staff change from 
those of decision makers to support personnel. But we 
failed to stipulate how this change would affect central 
office staff---and to support and rnodEl the new role 
expectations. Consequently, school personnel became 
responsible for making their own decisions, but central 
office personnel operated as they alway3 had (Harrison, 
Killion, Mitchell, 1989:56). 

Results of several studies suggest that SBM may open 

lines of communication between central office officials and 

site par~icir~n~s, usuallJ principals. Research also 

indicates that SBM in some settings may prompt district 

officials and school principals to modify their roles. For 

example, district officials may become more facilitative 

than directive 2nd p~incipals may consult more with teachers 

and pare~ts (Sheive, 1985). 

In describing the role of central off ice and school 

board, the terms 0 enabler" and "facilitator" were often 

preferred in SBM. Other roles that central office and the 

Board wo·-1ld maintain include the tallowing~ to monitor 

equity, hold schools accountable for student performance, 
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and enaLle them to smoothly fulf 11 their responsibilities. 

The district must also coordinate rules and regulations that 

are properly dis tr _;_ct w de such a.s fundiD";J formulas, busing 1 

food service, and ;:_:;ome s c,f .-·urr.iculum (Liebert, 

1989) -

The shift in manag011H:::nt resronsibility in SBM from the 

district to the school requires everyone to change roles, 

routines, and relationships. Research on school improvement 

and organizational ch0nge is strong on this point; such 

change does not happen wjthout leadersh 

the top (Smith and Purkey, 1985). 

and support from 

studies of successful S';·rM !Jractices reach the same 

conclusion: 

Successful practices havt less to do with management 
details such as, size of b.1dget, type of decision-making 
body, amount of control over staffing or curriculum and 
more to do with the leadership and culture of the 
district and the moral and material support central 
office offers school staff (David, 1989:25). 

Site based management dema.nds ch,:tnge·,; for all school 

system staff involved in the irnplernentat~on process. This 

is especially true for central office staff and the SDA 

personnel. Therefore, knowledge about the process of how 

change happens is essential to assimilate in or~er to help 

the central off ice staff and tbe SDA personnel make the 

adjustment to SBM. 

All too often when school system staff de.velopment 

personnel encounter resistance t...., change, they 11 explainn it 
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by i n q the c 1 i ch e that " p e op 1 c n:. s .st· ch an g c~" c:i. :id n E-:; v er 

look further. It does not fo1low therf=.fore, that SBM 

implementors must II force" the change down the throats of 

resistant staff. According to Lawrence (1988:36), people 

do not resist chan9e as such a11d most of the n:!sistance 

which does occur is unnecessary: 

The key to the problem is to understand the true 
nature of resistance. Act0ally, what employees resist 
is usually not technical change but social change--the 
change in their human relationships that generally 
~ccompanies technical change. 

Resistance is usually c!:"eated because of certain 
blind spots and attitudes which staff specialists have 
as a result of their preoccupation with the technical 
aspects of new ideas. 

Management can take concrete steps to deal 
constructively with these staff attitudes. ~ne steps 
include emphasizing new standards of performance for 
staff specialists and encouraging them to think in 
different ways, as well as making use of the fact that 
signs of resistance can serve as a pr8ctical warning 
signal in directing and timing technological c~anges. 

Lawrence also recommends that as much attenti,n be pai~ to 

the staff's feelings about the change as tc the mechanics 

of the change itself. 

Karp ( 1988: 144) recommends two basic assumptions to 

develop a positive approach to dealing c:reatively wit!1 

resistance to c~anqe: 
1. Resistance exist~. People will 
knowingly or not, those things that 
not in their best self-interest. 
2. Resistance needs to be honored. 
with in a respectful manner. 

ah:ays resist, 
they perceive as 

It must be denlt 

Educational research indicates that school cent~rs 

appear to be the largest educational units in which 

meaningful change can be brought about. Research al so 
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indicates that ~chool principaJs appear to be the key agents 

for effecting chanqe 1n a school. 'Tht::~se two r(~search 

indicators support the modern management philosophy of SBM 

which is related to decision-making and to effectively 

organizing to bring about desired results in a diverse and 

rapidly changing society (Shomer, 1987). 

According to Shomer (1987: 26), "Change will occur. The 

option we have is whether to intentionally plan for change 

or to react to change as i.t 0ccurs. n 'rhe utilization of SBM 

indicates a choice to plan rather tnan react to inevitable 

change ever occurring in an urban school systtm. In urban 

schoois, administrators and staff will either learn to be 

mastere of change or they will continue to be the victims 

of tremendous societal changes. By reacting instead of 

planning, they never really improv2 their school system. 

Ramsey (1988) states that all schools must be involved in 

the "becoming" b1.1siness ~ Schools never remain status quo .. 

They either are becoming more effective or less effective 

hut never remain~ng the same. The central office and SDA 

administrators are key contributors to this "becoming" 

process .. 

Adult Education Methodologies 

Bellman and Kelly (1986) have described adult education 

workshops as providing training in three areas: knowledge, 
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;::iititudes ='ind skills_ for the SBM 

councils need to focus on all three of these areas. 

The effectiveness of any ins rv ice program for SBM 

council members is ongoing, beyond the duration of the 

workshop. Wallinq (1984:xii) reports how school staff 

become discouraged by ineffective staff development 

programs: 

Experience has shown that aimless and ineffective groups 
do more than simply fail to accomplish meaningful goals. 
They also breed frustration, lower staff morale, and 
reduce feelings of job satisfaction among group 
participants. Moreover, unsatisfactory group 
experiences set a negative tone for the future and make 
it harder to achieve success in later groups. 

Zemke and Zemke (1988) reported from their research that 

adults are self directed learners. They seek learning 

experiences to cope with specific life events, especially 

when change and/or stress are involved. Eighty to ninety 

perc8nt of the time adults approach their learning to gain 

knowledge or a needed skill. Progressive teachers recognize 

that SBM will help them respond to the challenges of urban 

education and will want to learn the necessary skills to 

effectively implement the program into their schools. 

The incentive of professional advancement for classroom 

teachers remaining in the classroom is well supported in the 

literature. This strategy is especially effective as a 

reinforcement to reduce teacher's resistance to change. As 

Zemke discussed, inc8ntives are an effective technique to 

reinforce change. 
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The instinct to prer;erve trz.iditional forms of hierarchy 
and bureaucracy is understandable, but it's worth 
suppressing when the goal is superior service. Manage~s 
are only free to lead when they are able to free their 
employees to think and act, to understand and do 
something about the problens encountered in day-to-day 
business. Nothing signals the sincerity of that message 
like an incentive for exceptional service (Zemke, 
1988:50). 

Fitzgerald and Murphy (1982) recommend a series of check 

lists as useful in determining an organization's chances for 

successfully implementing a participative managemfrnt 

program. They emphasized how important careful planning and 

rrepara t .1on are for effective implementation of a 

participative management program especially if the staff 

demonstrates some resistance to the program. one of the 

instruments measures an organization I s receptivity to change 

based on three levels of operation: maintenance, synergy, 

and environment. The synergistic level seems to be most 

closely related to the application of SBM. 

The section entitled 'Synergistic T£veJ' measures the 
condition that exists when people have found ways to 
work in harmony,. By contributing their ideas and 
abilities to a common pool, they achieve a greater 
result than can be expected from each individual working 
alone. It is the authors' experience that positive 
organizational attitudes and synergistic teamwork lead 
to change (Fitzgerald and Murphy, 1982:30). 

Zenger (1985) reports that to be truly effecti,e in an 

organ:i.zation the leader (principal) , must move away from 

"managementn which people experience as control. Instead, 

the "boss" must move toward n1eadership 0 in which people 

feel inspired, and motivated toward a vision. The staff 
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must move from a feed i nq of being control Jed tu a fe.el ing 

of commitment to ideals and mutu~l cooperation. 

Gordon (1989:25) mentions that an organizatiors must 

important resources are its human resources. He emphasizes 

the importance of continually training your staff. 

According to Gordon, 

Tomorrow's illiterate will not be the man who carnet 
read: he will the man who has not learned how to learn. 
uue to the exhilarating pace of change and the 
competitive demands of a global economy, life long 
learning has become a new imperative for an individual 
and corporate survival. 
Perhaps by now it's unnecessary even condescending to 
stop and exrlain that 'change' is permitted to serve as 
a noun in 'l..!iat sentence ( as a thing) because it is 
understood to denote the whole kit and caboodle of 
technicological, social, political and economic changes 
that are reshaping our economy, our world, our lives. 
When preceded by a phrase 'exhilarating pace of, ' change. 
is further understood to refer to a whirlwind series of 
shattering upheavals precedented in human history. 
Change from the industrial age to the information age. 
Change in the sense of Alvin Tofler spoke of it in 
Future Shock and the Third Wave. 

Gordon makes the point that concinuous education is the 

engine that pulls the train of continuous improvement. He 

discusses the approach taken by the Corning Glassware 

company to continue to be competitive. Corning set a goal 

in 1986: by 1991, 5 percent of all hours spent at work by 

all CorniDg employees (collectively) will be spent in 

training. The company average now is about ?.5 percent. 

Prior to 1983 it was less than l percent. 

Burns and Howes ( 1988} recommend specific types of 

training for an SBM program~ Basic training focused upon 
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skill-building activities and understanding of group 

dynamics. Topics and skill areas included selecting a team, 

gath3ring information and conducting a school climate 

assessmant, Lorting information for goal setting, and 

dev,9l0~ing i.mplemen·_:ation and evaluation plans. ·ream-

building activit.i,::.s were also an integral part of the 

training sessions. 

Gordon (1989:27) shares how the Corning Glassware 

Company increased their problell solving effectivness by 

recognizing the importance of training. Less than a yE:ar 

into a massive training effort, Corning decided it was not 

enough. uwe realize we ar("' only giving them informati·:m 

about what we wanted them to do~ We we:re just doin-3" 

awareness training." rrhe enti.re curporation had been broken 

down into a hundred and fifty quality improvement tearns, 

each r8sponsible for making continuous improvements in its 

area. But while Corning had organized people into problem 

solving teams, 0 we had not equipped them with problem 

solving skills or meeting skills~ 11 That line of t~ought led 

to phase two of the training effort: mandatory, company 

wide courses in probJew solving and decision making, 

communication, group dynamics, and stat5.stics (for a 

statistical process control). 

The changes in organization structure keep evolving, as 
do the demands on the wotkers. Employees may serve on 
permanent teams, similar to quality circles, as well as 
corrective action teams (CATs) that form to attack a 
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~.;pc-:::c 1 t 1c prnblErn, a:r;d dissolvr~ once the prob] ...!ill is 
solved (Cordon, 1~89:28). 

Gordr:rn ( 19t3 :J: 29) cd.a.borates that t.he point of it is tc1 

gf~t every last person in rhe corpoc1tion thinking, a.na 

thinking effectively, ahout how Corning can ge •. better at 

doing everything it does. Last year, Corning received 

17,000 suggestions from its teams, anJ acted on 8,500 of 

them. Workers are asked to take on more responsihility, to 

understand ir greater depth the processes by which the 

c.Jmpany operates~ so that they can figure out ways to 

i~prove those processes. 11 We have asked people to l (~arn 

th :.nas we couldn • t have imag i (h. d asking from ct1t:.m f iv .a years 

ago. We have unleased taleDts and abilities we never tapped 

into before. n rroday, average workers must expect as a 

matter of routine that they will be called into a meeting 

where their ic.eas will be solicited. A work:er may even be 

asked to lead a team charged with improving some processo 

1rhese workers are thinkim·, and doing "participation." 

Therefore, proble~ solving and creativity trainig are 

1n,:reasing·1 .. y important topics to address in SBM training. 

It is evident that busiress, industry anti. educatior,, have 

recognized the value of creative thiJking. There has been 

a proliferatton of cassettes, books and journal articles 

published regardinq l..hi.s topic. A survey of a Chicago 

bookstore revealed over 20 banks on ~he subject. During 

the past year :naj ,· !' national rnagaz ines L1cl uding Newsv.,reek, 
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written cover stories on :he importance of creativity. The 

most im,ressive evidence that ~r~ativity training has come 

of age c~n be s~Ln in th£ •~test indust~y survey by ~raining 

Magazine. It th~t 25.6 percent of all organizations 

with 100 or rr.:Jre c:mplt,~'ees are now offering "creativity" 

trainin~. This figure is up from below 4 percen~ for 1985 

and represents a nomeral 540 percent increa~o (Zlemann, 

1990). 

Lee (1989) cautions tr0iners to be aware of the 

part.ic attitudes, perceptions and "mind set" as well 

as the content to he ~aught. Trainers need to be careful 

of becoming so enthralled with content task analysis that 

they miss 11 pE'.rspecti ve a ,dlysis," a form of needs analysis 

that focuses on changing the way individuals think about 

their jobs. Genuine performance involvement requires more 

than just skill training. It requires a certain mental 

ntake" on the job. The way people think about their work 

is every bit as important as skill. The trainer must think 

about the way people think to do a responsible training job. 

These Adult Education methodologies ar.e essential to the 

critical area of training for a lasting impact. 

Participative Managemen:-

Site based managem2nt is consisten-c. with trends in 

modern ~usiness reanagement that emphasize the advantages of 



maximum delegation of decision-making to the operational 

level within a centrally coordinated framework (Peters and 

Waterman, 1982) . It also builds on the widely documented 

finding that effective schools are characterized by active 

staff involvement in school improvement efforts, involvement 

that fosters commitment and 3ense ot ownership. 

Participative management is glibly discussed these days 

in...-- )Zirn:~s and boo}:s, but it is not a theor,3:tical position 

to be adopted only after studying a few journals. It arises 

out of the heart and out of a personal philosophy about 

people. It cannot be added to a corporate policy manual as 

though .it were one nwre managerial tool, The people 

involved must t .. ave a sense of visi '1n and a mission that 

guides them. Everyone has che right and the duty to 

influence decision making and to understa~d the results. 

Participative management guarantees that decisions will not 

be arbitrary, secret, or closed to questioning (DePree 1 

1989). 

Quality c~rcles (QC) is a participative management 

process used in business. It has had a dramatic effect on 

productivity in Japanese industry. Aquila (1983) suggests 

that QC and other Japanese management techniques can be 

successfully applied to American schools. Some of his ideas 

are appropriate and cogent for this M.J\.RP. He thinks 

teacher I s unions would be supportive of the QC process 

because of the need for increased teacher input. 
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Research O" sc:l:ool c;1 i.mate ha~, establ. it .. hed that: there 

is improved organizational climate and student performance 

when employees are involved in decisicrs affecting their 

work.. Moreover the QC model hac the potential for 

responsibil 1.ty-shift i.ng to include teachers. ·rhe problem 

oriented focus of QC with its constant cycle of problem 

identification and creative problem solving can improve the 

general climate of a school. Aquila (1983~182) maintains 

as follows: 

With Qualit} Circles it is mandatory that staff take 
personal responsibility for the success and failure of 
the school mission. This person~l assumption of 
responsibility for improving quality and productivity 
may be the greatest benefit of the Quality Circle 
process in Americz,1.n ed·,.cation. 

The conceptual underpinning of QC is that the people closest 

to the product are most likely to develop creative solutions 

which will improve the quality of the service or product-

a fundamental application of job effectiveness research in 

the organizational and behavioral sciences. 

A staff development program can benefit tremendously 

from ongoing teamwork. The QC approach provides for school 

staff to fulfill their goals by working together through 

structured interactions. This approach can result in more 

ownership, teamwork, enthusiasm, and professional growth in 

the school as it has in Japanese business and more recently, 

American industry. 



Occasioni:il ly, a ::'BM conrnittee .-,•ill devc~lop a plan of 

uction that is contrary to a scho~l board or district rule. 

Whr:::n this happc-:rns ther,.;"! m:c•~:s to b•.:!. a way for the SBM 

com:mi ttee to pursue the ;_r plan. 

Site based management 0lars differ on the d~mensicn of 

discretion. In some 1nsta~ces, compliance ~ith existing 

rules j C! expected. In othc:r instances, districts 

occasionally suspend specific school board and State 

Department of Public Instruction regulations or contractual 

requirements. In other settings, waivers can be requested 

on a c~se by case basis or requirements can be exchanged for 

school developed accountdbility models. In all instances, 

districts "retain tiH3 right to inspect results, u often 

through ass2ssments and student achievement information@ 

In several settings, SBM councils~ plans are coupled with 

nconsumer accountability." An example is open enrollment 

options (Johnson, 1988). The waiver process needs to b~ 

studied and creative solutions ~eed to be developed when a 

rule or policy stands in the way of an innovation. 

SUPPORTIVE RESEARCH 

'rhe implementation of SBM is increasing thrm19hout the 

nation. This is especially true among school executives who 

are familiar \A.Jt.h the~ f ir!dings of the effective schools 

research. Acco£iing to stover (1989:19), 
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although educators have been paying lip service to the 
school based management notion for years, no~~ number 
of :::::choo1 systt:,ms an? putting their money w':i ::10 the 
prjncipal 1 s office is. 

site basf~d m;:1naqement is bE~ ing her a ldE:-::d in some q11 :' c\_ers 

as a nev approach to reso1virKJ problems in school and 

districts bogged dawn with inertia, tedium and paperwork. 

Some r·eformers, legislators, policymakers, and professors 

have b(-=:come disenchanted with the use of administrative 

power in schools. They are convinced that those with power 

have not used it properly, 01 that current school outcomes 

(i.e., mediocre test scores) have been caused by faulty use 

of administrative power. The solution is to pass the power 

3round (DePree, 1989). 

Several authors mention their support for the concept 

of SEM, especiaJ.ly in urban education, Bernard Weiss, 

( 1988: ~l4) Superintendent of Schools, Baton Rouge, summarizes 

the fe 1 'ings of progressive school systems in responding to 

the se1 ous need for SBM in hrban education: 

. the traditional centralized control of a school 
district is 'an anachronism. 1 

One can't presume to oversee the operations of a 
hundred schools and do so cogently from a few offices 

ocated in one place in the city. If we are going to 
save our public education system, it 1 s got to happen at 
the school level. 

Even though implementing SBM is not easy, it is worth 

the effort and ris}c Neal (1989: 16) elaborates on the 

matt'S\r . 

. int ~ucing school based management isn't easy: 
It takes long hours of planning, in-service training 
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for admin.i strat 1 , rs 
I 

and a n:?al :::omrni tment from the 
super1,tendent and school board. 

But considering the growing demands .Jeing placed on 
today I s schools, can any ~:;chooJ execut~ ve risk the 
improper :.11J ocation of scarce E!ducational resources? 
We th ink not, We bel ievE: the move to school based 
management is our best: ~pe fo~ improving our schools. 

Research has s1]pported sev£ral a~pects cf the SBM concept. 

Hodges (1986:22), reports on several b2nef1ts of SBM: 

Every major research study on what makes an excelJ.ent 
school cites the principal as the person who determines 
success or failu~e. Second, it would credit both site 
administrators and faculties with the presumed knowleilge 
and ability to make valid educational decisions. Third, 
it would ~ngage teachers in issues most directly 
~ffecting classroom instruction, discipline, curriculum 
content, class size variations, changes in the daily 
schedLle, staff training requirements, and a host of 
others which affect student achievement. Finally, 
shared decision-making produces a sense of ownership. 

PEt.er\:in ( 1988), newly appo:.nted MPS t.upPrintendent in 

August of 1988, has expressed his commitment to SBM and sees 

it as a vehicle for teachers to increase their impact on 

their local school. 

Research questions one through five have been addressed 

by this chapter. The sectiuns of this chapter corresponded 

to individual research questions: 

Def i.ni tion. Description and Implementation of SBM, School. 

Jmprovement Strategies and Organizatior1 Dev81opment 

(Question one) . Training of School staff, Role and Training 

of Central Administrators, A<..ul t -:J.ucation Methodologies 

(Question two). Participative Manaqe·,T1ent, (Quet":.ion three). 
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wa i Vf?_r_ ________ pol l cv, (Question four). fi11..f>QQt't ive Research 

(Question five). 

Res~arch Ques~ion six regarding Pilot Schools was addressed 

in Chapter "our of this MARP. 

~ummary 

Definition. Description and Imple.fil~ntation of SBM 

SBM is defined as a process where decisions that effect 

the loca - school are made at tr;_e local school. These 

decisions include educational planning, personnel needs, 

material resources, and special needs. Site based 

management promotes ownership, commitment, and 

accountabiJ ity through th2 school and community working 

together to improve the qu~lity of education. Local 

decision making results in greater ownership of th~ 

educational process. The SBM process .is a continually 

evolving one and does not result in a finished product. 

9cpool Improvement Strateaies and Organization Development 

Site based management helps to balance the decision

making accountability between the school and the district 

and this results in school improvement. The content, the 

"what" is set at the district level; strategies, processes, 

0 how" the instructional program will be delivered, is 

determined at the school level. According to Saphier and 

King (1985), school improvement emerges from the confluence 
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of fr:iur elements: the st:renqtheninq of teachf2!rs' skills, 

t}1e systematic renovation of curriculum, the imp1ovement of 

the organization, and the involvement of pa.rents and 

citizens in responsible school-community partnerships. The 

existence of a culture that nurtures these elements is 

essential. School administrators set the tone for the 

organization and then it is up to the staff to keep the 

culture strong and accepting. The teachers need to see 

themselves as the instruments cf change rather than the 

objects to be changed. 

Training of School Staft 

For any improvement or innovation to occur, staff 

development and training are essential. 

development responds to how adults learn. 

Effective staff 

This means a 

trusting team-like environment, opportunity for practice 

and feedback and input into the content and process of the 

learning. Training for SBM requires knowledge of group 

dynamics, communication, problem solving, assertiveness 

training and team building. 

Role and Training of Central Administrators 

The support of central administrators is crucial for 

any SBM program to be successful. If the administrators 

feel threatened, they can frustrate the actions of the 

sch0ol SBM council and impede any progress. It is es:.;ential 



58 

that the central administrnlors become advocat0s of SBM in 

thf~ i l'· schoc .Ls. 

-P.dul t Ed~cation Metqg_~t9Jggj_~§. 

Effective adult educdt1on needs to focus on three areas, 

knowledge, attitudes and skills. Adults are self directed 

1.(::>arners. 'rhey seek learni!"lg experiences t-.o cope with 

specific life events, espe~ially when change and/or stress 

are involved. Eighty to ninety percent of the time adults 

approach their learning to gain knowledge ~r a needed skill. 

Participative Management 

Quality circles (QC) is a participative management 

process used in ousiness. Small groups of worke~s 

(teachers) meet on a regular basis to plan and implement 

problem solving strategies to improve their school. 

Waiver Policy 

If granted by a school ~ystem waivers are allowed only 

after an elaborate explanation of how the waiver will 

improve the school. Some type of accountability was a part 

of the waiver request. 

SUPPORTIVE RESEA~CH 

Research in fBM and school improvement confirms the 

findings in business, namely that participation of the staff 

in the decision ma~inq process will improve their school's 
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productivity. ThE~ de'Jt::0 lopmcnt or teamwork greatly inc:reases 

every staff members effectiveness. 



Chctpt.E:r 3 

PROCFDURFS AND METHODOLOGv 

Several strateqies w~r~ u~ed to develop a comprehensive 

SBM program for MPS and to answer the research questions 

raised in this study. Data regarding SBM were collected, 

sunmarized, and analyzed in order to design an appropriate 

program for tt1e MPS system to make the trans.l tion from 

traditional s,~nooJ 1nanagement to SRM. 'l'he six rese:3.rch 

questions were answered by collecting data in the following 

three ways: 

1. Revj ew of thb literature in Chapte1· 'Two. Research 

questic~s one through five w2re addressed by the 

establishment of specific categories in Chapter Two. The 

categories in Chapter Two were as follm,1s: Definition,. 

Description and Implementation of SBM, f:?chool Improvement 

Strategies and OrganL::ation Development (Question one)~ 

rrraining of School Staff 1 Role and Training of Central 

Aqministrators, Adult Education Methodologies (Question 

two)~ Participat.ive: Manageme_nt, (Question three). Waiver 

Policy, (Question four). Supportive Resea:r;_gh rnuestion 

five). Research Cluestion six regarding pilot schoolr; was 

addressed in Chapter Four of this MARP. 

60 
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The a.d:ni nistraticn of the to the 

forty-five school distrii ·rs which are members of the Counc;i l 

of Great City Schools. 

3. Summarizing and :::valuating the information 

collected as a result of the SBM Pilot Schools Stedy done 

by Grant, McCarthy and Volpiansky (1989}. 

Research questions one through five were answered by the 

review of the literatur8 and the SBM Interview. Research 

question number six was answered by analyzing the SBM Pilot 

Schools Study. 

Research question number one stated, "Hm1 do other 

school systems define thrdr ss:1 p:.:.:ograms, how do they 

implement SBM into their school systems and what additional 

elements should the MPS district-wide program contain as 

more buildings become SBM?" 'rh.i s research quescion was 

expanded to include a general d-..:scription of SBM urban 

programs since the word 11 def ine" was too narrow "~1 s ,:ope. 

"Addjtional elements" included the general are<1 c,f School 

Improvement and t~1e spel'."'ific discipline of Organization 

DevelLpmen~ ~ince both of these were often -~ted in the SBM 

liter1ture. 

Research question numbe.1.. two asked, "Hou do otner school 

systems train their staffs to be skilled in SBM strategies? 

•rhis includes the local school staff and central office 

administrators and SDA personnel. u 'This research qu~stion 
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focused on how best tn prepare and train a school staff to 

move from a traditional style of school management to SBM. 

There were three 9cm0ral categories of training to 

ass1st a. school staff to ma!<:..2 t.his transition. 1rhe three 

types of workshops were as foJ 10·.1s: SBM Orientation 

Workshop. Council Member Workshop, Council Leader WorkP~op. 

The SBM Orientation Wcrkshop gave the new pilot school 

staffs an ow:~rview of wt-~at SBM was ar,d what :::tdvantages SBM 

would have for them in improving their school. The Council 

Members workshop was ftr the new members of the school's SBM 

Council to teach them 10w to work together as a team. The 

Council. Member worksL.Jp a:so adaressed the mechanics uf how 

SBM would operate in their school and what their 

responsibilities would be as council members representing 

their constituencies. The Council Leader workshop was for 

the SBM Council leader who would be the chairperson of the 

council. This workshop focused on leadership strategies to 

increase ~ommunication efrectiveness, rAam building, group 

dynamics, and an explana~ion of the 

responsibilities t-r the SBM Council leader. 

expected 

The central offi~e administrators and the SDA nersonnel 

were expected to be familiar with each of these three 

workshops, especially the Council Leader workshop~ The 

central administra~ors and the SDA personnel were to serve 

as consultants to the SBM Council leaders and assist them 

in carrying out their newly obtained responsibilities. 
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In order 'CO increase the workshop I s e f fecti venE~ss, 

teacl1ing strategies from the field of adult education were 

included in all three of the SBM workshops. 'ihese adult 

E\ducation methodologies came from the education, psychology, 

management, and human resources literature. 

Research question number three was concerned with, "How 

does the SBM process in MPS compare to other urban SBM 

programs and SEM programs described in the literature and 

what obstacles could MPS avoid? What can be learned from 

participative management programs in business and industry 

to assist in the development and implementation of the MPS 

SBM program?" 1rhe SBM programs described i.n the literature 

were b2.sically similiar because by definition they contained 

the same elements. Participative management programs in 

business and industry were similar to SBM in that they are 

both concerned with improving their organization's 

effectiveness by empowering their workers. In business and 

industry, participative management programs are. typically 

called Quality Circles~ 

Research question number four was concerned with the 

following, nHow do other SBM programs obtain waivers from 

the local or state rules and regulations?" Very little was 

written about waivers in the literature. School systems 

either granted waivers on a individual school basis or they 

did not make exceptions. 
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Research quest ion number five askc~d, "What techniques 

do other SBM programs uti.1 ize to generate teacher/staff 

bargaining unit s.t!ppor.t?n This issue was not addressed 

directly in the literature, instead, there were articles 

supporting the value of SBM to all components of a school 

system. Mutual suppcrt for a SBM program depended on the 

existing relationship betwe,-:m the administration and the 

teacher's bargaining unit. If trust and cooperation were 

lacking, both the administration and the bargaining unit had 

to be convinced the SBM program was in their best interest. 

Supportive research that confirmed the value of SBM in 

empowering teachers and solving education problems helped 

staff see the value in cooperating to make the 

implementation of SBM successful. 

Research question number six was concerned with, "How 

well did the MPS pilot schools program work and what aspects 

of that program should be continued, modified or deleted? 

This question was answered by an evaluation study of the MPS 

pilot schools done by Grant, McCarthy, and Volpiansky. 

Data collection was done in three ways~ First, a 

comprehensive review of the literature regarding SBM was 

done. This review corresponded to the research questions 

for this study and contained the following sections: 

Definition, 

Improvement 

Description and Implementation of SBM, School 

strategies and Organization Development, 

Training of Scriool staff, Role a.nd Training of Central 
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J\dminist.rator:::.~, .Adult !:,.:ucdtion Mc?t.hodoloqies, P,::.'l-'rticipati.ve 

M0nagement, Waiver Policy, Supportive Research. 

A second source of data was :information !-.hat ·was 

collected from the Phase One and Phase Two SBM pilot 

schools. This information was co11ectE:d by consultants 

retained by MPS. The study of the MPS SBM pilot schools 

was done by three professors from the University of 

Wisconsin-Madison (Gr<lnt, McCart~y, and Volpiansky, 1989). 

Their study of the pilot schools WdS considered to be of a 

fact finding nature and was designed to provide information 

concerning the irap1ernentation of SBM in MPS during the 

S(~cond year of the pilot school implementation. Their study 

was b;- sed upon a series of extensive interviews with a 

variety of MPS personnel, a study of relevant documents, and 

limited observations in the ten Phase one and the eight 

Phase Two school buildings during the 1988-89 school year. 

The interviews were conducted by the authors of the Pilot 

School Study over the course of that school year. 

The subjects for the r.~.wt School Study were staff 

members at each of the ten Phase one and eight Phase Two 

SBM pilot schools, central office administrators, an officer 

of the MTEA, three school board members, and several 

parents9 Over 150 individuals were interviewed during the 

course of the Pilot School study. Selections for the school 

staff interviews were made by the principal. The selectior 

was usually based upon teacher availability in order not to 
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disrupt classroom teaching. A representative number of SBM 

council members as well as non-council members were 

interv ie.wed. Parents were interviewed when they were 

present at the school. Selection of central office 

personnel for interviews- was based upon their ro} '?. and 

responsibility for implementing SBM in the distriGt. For 

example, the superintendent, deputy superintendent, and SBM 

coordinator were interviewed. 

Two interview protocols were developed for the Pilot 

School Study: one each for the Phase One and Phase Tw.::> 

schools. Approximately seven open-ended, semi-structured 

questions with fol~~w-up probes were asked of each person 

interviewed (Appendix G). The questions were directed at 

gaining information about ~he respondents' conceptions and 

definitions of SBM, the SBM implementation process, 

perceived and actual impacts of SBM, and facilitators and 

barriers to the implementation process. Respondents at 

Phase One schools were 0s} , to comment upon the amount of 

progress made since the researchers last visited them during 

the 1987-88 school year. 

The researchers for the Pilot School Study participated 

in the interviews of each principal, usually at the 

beginning of the school visit. 'rhese interviews usually 

lasted between 3 0 minutes and one hour. Bes ides the 

interviews, the researchers often had the opportunity to 

tour the pilot schools. The researchers' visit to each 
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school was usually tor aoout a half-day. Visits were made 

to one school in the morning and another in the afternoon. 

The searchers us~ally worKed separately when conducting 

inter .. ews of the staff in order to include more teachers 

in the sample. 

twenty and thi 

occurred during 

The staff interviews usually lasted between 

,,1inutes. Phase Two pilot school visits 

the winter months followed by Phase One 

visits in the spring. 

Interviews of the central office personnel, the three 

school board members, and the officer of the M1'EA were 

conducted by two researchers together. These interviews 

lasted anywhere from forty-five to si minutes and focused 

on the same issues discussed with the staff at the pilot 

schools. 

The information collected from the Pilot Schools Study 

was summarized and evaluated for inclusion into the final 

MPS SBM Implementation Program. These results were 

incorporated into workshop content, staff empowerment and 

final recommendations regarding the effective transition 

from traditional school management to SB~. 

The third method of data collection for this MARP was 

the use of the SBM Interview (Appendix H), a structured 

interview developed as part of this study~ The SJ}_~ 

Inter~iew included content designed to answer the research 

questions for this MARP. 
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The was reviewed for content 1 icLity by 

the appropriate central of ice personnel. These MPS staff 

members wcn2 the foll.o\.-dng: SBM coordinator, directai- c:.:;taff 

development academy, and a human rel:1tions coordinator. 

Also included Illas the executive di rec •.or of the 

Administrators and Supervisocs Council, the bargaining unit 

ror ;1ps administrators. These MPS staff members were asked 

to evalLate the SBM Interview for contert validity so chaL 

it was appropriate to answer the research questions for this 

MARP. They did so and thP.ir suggestions were incorporated 

into the fin~l copy of the SBM Interview. 

The £?..ft Tntf~rv.i.ew was t!1en given by teler,hone to 

officials at each of the forty-five school districts that 

are members of the Council Of Great City Schools {Appendix 

I). This Council is an organized coalition of forty-five 

of the largest urban school districts in the United States. 

The Council was organized 

to study, develop, implement and evaluate programs 
designed to secure and ensure quality education and 
equality of educational opportunities for urban 
youngsters, to discuss the educational needs of city 
children and to exchange information ahout successful 
and promising practices (Council Directory, 1987:1). 

The Council's membership consisted of the superintendent 

and a member of the board of education from each city. The 

Council Directory lists the address and phone number of each 

Superintendent', office. rrhe Directory also listed the 

names of the following for each school district: deputy 
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of 

education president, board of education members, and council 

liaisons. In each district there were also council liaisons 

who were assigned to the following areas: communication and 

information, curric~lum and instruction, equal educational 

opportn::ities, fjnance, legislative, research, special 

education, student ambassador coordinator, technology, and 

vocational education. Each of their addresses and phone 

numbers was included in the Council Girectory. 

The Co~ncil had an executive committee cons~s~ing of 

seventeen members and the Council officers. The MPS system 

has been very active in the Council since its establishment 

in 1961. Lee McMurrin, former MPS superintendent, was the 

president of the counci 1 and a member of the executive 

committee. 

For this study, the office of the superintendent of each 

district in the Council ot Great City Schools was contacted 

by telephone. The SBM Interview wa.:::: pres,~nted to the 

superintendent or their designee. In the initial telephone 

conversation, a determination was made as to whether the 

respondent had an SBM program in .... 1eir school system or 

not. Those who did not have an SBM program were asked if 

they were considering SBM for their city's school district. 

If the Council member had not yet implemented SBM but was 

exploring the possibility of doing so, that was recorded. 
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Council members whose school district had SBM were asked 

•.,,_;ho in their school system could best answer some quest ions 

regarding SBM implementaticm in their district. rrhe $EH1 

Interview was then administered by teJeohone to the person 

~esignated the Superintendent's office. Any published 

information they used in implementing or defining SBM was 

requested. 

The phone calls were placed during a three month period, 

November, 1989, December, 1989, and January, 1990. In 

thirty-seven cases, the S3M Interview was completed in one 

phone call. Eighteen of the Council members had to be 

called several times in order to talk to the person 

recommended by tl1e Superintendent's office. In all cas~s, 

the responsible persor. was cooperative when the contact was 

finally male. Sometimes the person was busy and expressed 

the need to hurry the inter~iew. In school districts which 

dij not have a. SBM prc:igram, t!1er -:-~ """ often confusion 

regarding who should ~espond si~ 

person assigned to SBM. 

1 • h~ was no specific 

The data collected from the SBM Interview, the pilot 

schools and the review o~ the literature were summarized 

for further study. ~he categories for study were topics 

•ietermined by the research questions for this MARP. Those 

categories were c~mbined in Chapter Two into the topics as 

previously discussed. 
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The result inc~ d,-::.t;:i ·1ere then summa,r i zed 3nd ana 1 yzc-d, 

and a comprehensive SBM program for MPS to utilize for ;:.he 

d·: __ strict-wide implementation of SBM 1,:as developed (Appendix 

L). The MPE implementation SBM program included the 

description of the necessary components for a successful SBM 

program, SBM training topics and workshop objectives for 

local school staff ~--rnd central office/SDA staff for the 

three SBM workshops (Orientation Workshop, Council Member 

Workshopp Council Leader Workshop), SBM implementation 

techniques, applicable ideas from business, and obstacles 

to avoid when implementing SBM. 

Site based management training topics and workshop 

objectives for local school staff and central office/SDA 

staff making the transition from traditional school 

management to SBM were also developed as a result of the 

study (Appendix L). This was done by comparing SBM training 

strategies cited in the literature. Details regarding SBM 

workshop topics were also obtained from the SBM Interview. 

For the purpose of the study, three types of workshops 

were addressed. Two workshops (SBM Orientatior: Workshop 

and SBM Council Member Workshop) were designed and 

implemented by external consultants. The impact on 

participants was evaluated as a part of this study. Both 

workshops were attended by the. author of the M.l• .. RP ~ The 

third workshop (SBM Council Leader w~rkshop) was developed 

as a result of this MARP (Appendix L). 
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Tt:Ei Orientation Workshop ( sm.-1 or icnta tion ·.-vorkshop) was 

two hours i.n lP.r.gth workshop. Th MPS Staff Development 

Academy had c..'.Jntracted f...;'i th the North Ct:mtral Regional 

Educational LaboratorJ (NCREL) to do the SBM Orientation 

Workshop. This workshop was offered to newly sel~cted SBM 

pilot school stzffs and central office/SDA st&ff. The time 

of presentation was in October and was voluntory for any of 

the pilot schools. Hixson, Directo1 of NCREL's Research and 

Development, pre£ented a lecture on what SBM is and how 

imp0rtant the process is to school reform. 

The evaluation of the Orientation Workshop was done by 

the author using information from the literature, the ;,BM 

I.oterview and the commenLs and questions of SBM council 

mEmbers at the Council Member Workshop. At the opening of 

the Council Member Workshop, the participants shared their 

conce:.::-ns, questions and perceptions of SBM. The 

participants comments and extensive questions demonstrated 

that the SBM Orientation Workshop had not answerAd their 

qu0.stions. 

'l'he SBM Council Member wo1 kshQp was presented by Barnie 

and Associates who were contracted by the MPS Department of 

Staff Dev8lopment. •rwo Phase Three pilot schools attended 

th9 workshop, an elementary school (Douglas) and a middle 

school (Burroughs). Fifteen participants from each school 

attended for a total of thirty participants. Both were new 

schools to SBM and were part of the Phase rrhree p:,_lot 
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schools. Because of the shortage of funds and substitute 

teachers only one half of each school's SBM cou~cil were 

able to attend. The participants f~om each sch0ol included 

the principal, teachers, parents and business people. The 

workshop took place on two consecutive days a~ a hotel's 

conference center. 

Topics covered included Setting Expectations and G ··ound 

Rules, Communication (Listening/Pa~aphrase), Group 

Consensus, Conflict Resolution, Assertiveness Training, 

Communication {I-Statements), and Problem So 1~ving Techniques 

(Nominal Group Process and Apollo Brain Storming). During 

tha final portion of the workshop, i.:he two schools met 

individually to discuss and prior: ize local school 

concerns. These concerns were gathered by the consultants 

through interviews with the participants a week before the 

workshop. 

The author assisted the consulta~ts in conducti.ng the 

Council Member Workshop. The workshop was evaluated by the 

officially sanctioned MPS Department of Sta~f Development 

Survey Instrument (Appendix J). Results were analyzed and 

utilized to modify the final training content and sequence 

for the Council Me,mber workshop. Recommendations regarding 

revising the Council Member Workshop's content were made in 

Chapter Four of the MARP.. 1rhe SBM Council Leader Workshop 

was one product of the MARP., It was designed by taking into 
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aC\-Otmt thE~ SBM training programs ci tec:i in the literature 

and train i r•'; programs dlsc:ussed during tht:! $.JiM., Irrtervievt. 

'The Council Leader workshop was a. proposed one day 

workshop for the council leaders from new pilot schools. 

Council leaders were responsible for chairing t~e SBM 

council met?tings. That chair person can be any member of 

the council except the ncipal. Central office/SDA staff 

should also attend this workshop to gain insight into the 

SBM process and learn how to assist SBM schools in their 

assigned areas. 

The workshop was intended to give the council leaders 

specific skills and technique$ to make their meetings more 

effective and productive. Therefore, the Council Leader 

workshop would be held afte~ the local school has had at 

least two SBM meetings. At that time the c0uncil leader 

has a :r,ore realistic idea of what his/her responsibilities 

are during a meeting and is more receptive to learnir1J 

practical skills. A ~ ist of topics to include was developed 

along with appropriate handouts and presentation strategh~s. 

The agenda was also developed. 

Pra.ctical infornation was also p-o·v ided to assist the 

local SBM Council Leader to monitor and ccntinua lly increase 

their meeting effectiveness througi10ut the school year@ 11:.he 

SBM Councils needed to be self-·suf ficient in analyzing their 

i::1terp~rsonal interactions and group process in orut"::1.. to 



continually increase their effectiveness as problem solvers 

and decision makers. 

As the result of the aforementioned inform2tion 

gathering, it was recomrn,,~ncted that a specif .Le ~t.?quence of 

activities for the MPS system to follo~ be used when moving 

their non-SBM schools to a total MPS SBM program. 

Responsibilities were listed for central and SDA 

administration tQ ~01i ,w during this transition from non

SBM to SBM. Techniques were also i11cluded for a local 

school to obtain waivers from school board and Department 

of Public Instruction rules and regulations. There were 

also strategies for involving all staff including the local 

school's MTEA building representative. Ideas were also 

included to jncrease and maintain the MTEA involvement on 

a system-wide bases. 

From the literature, the SBM Interview, and the 

Grant/McCarthy evaluation of the pilot schools, pertinent 

conc~pts were applied to the MPS SBM Implementation program 

(Appendix L) .. Applicable ideas were utL .. ized to avoid 

obstacles that interfere with the effective irr~lementation 

of SBM programs. 

In summary, data were collected, summarized and analyzed 

for the purpose of developing a comprehensive SBM program 

for MPS to use in making the transition from traditional 

management to SBM. The steps taken for the study are listed 

below .. There were some slight modifications from the !IIARP 



76 

Propos l. The mod if ication:J were usually red atc,d to the 

time tab1e uf ;ictivities rather th,n1 a ch._1nqe of the 

activities itself. Each activity is described here with 

any modification that was implemented. 

The first step had to do with the SBM Implementation 

'rime Table (Appendix K). It went from April, 1989 to 

September~ 1990 and featured the major acti ✓ ities of this 

study with expected completion dates. The major 

modification of the time table was that. the telephone calls 

to the Council of Great City Schools to administer the SBMI 

was done during November, 1989, December, 1989, and January, 

1990 rather than in September, 1989. 

Th A sec·;? J ~" u.,r r1c;1cl to do with data collection. Data 

collection was done in three ways: Review of the 

literature, the SBM Interview and feedback from the MPS SBM 

pilot schools (Grant, McCarthy, \olpiansky, 1989). 

data were used to answer the Research Questions. 

These 

The third step was to develop and validu.te the SBM 

Interview for content. Input was gathered from the SBM 

coordinator, the director of the department of staff 

development and a human relations coordinator. 

Interview was analyzed to insure that the data it gathered 

wou~d assist in answering the research questions for the 

MARP. Al 1 three gave suggestions for appropriate questions. 

These questions were combined and presented to them for 
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their approval. The resulting series of questions (Appendix 

H) comprised the final version of the ~QM Intervie~. 

The fourth step was to administer the SBM Interview. 

The ~:BM Interv j ew was administered by telephone to all 

members of the Council Of Great Cities Schools, an 

organization of the forty-five largest urban school systems. 

Because of thA difficulty in reaching the appropriate 

person, it took three months to inter~iew all members of the 

Council rather than the anticipated one month. 

The fifth step was the SBM Orientation Workshop. An 

SBM Orientation Workshop for local school staff, community 

members, and centra 1 off ice/SDA staff was presented and 

evaluated. One SBM Orientation Workshop was held for the 

staffs of the eight new Phase Three pilot schools. 

Attendance was voluntary. Although many participants 

attended, not all staff members were present to hear the 

SBM orientation. Most of the two hours was spent in lecture 

with little time for questions. The workshop and its impact 

on the participants was considered in Chapter Four of the 

MARP and appropriate changes were included in the MPP SBM 

Implementation Program (Appendix L) and CPapter Five. 

The sixth step w;:is a two day training workshop for 

council members (Council Member Workshop)" The Council 

Member Workshop was done by a consulting firm contracted by 

MPS. The author of the MARP assisted in the facilitation 

of the Council Member Workshop. The partlcipants were from 
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Burrouqhs Midd School and Elementary School. 

Since was in the author's SDA, their evaluations 

were the focus for the MARP. The pa.rt ic nts evaluated the 

effectiveness of the workshop by using the MPS officially 

sanctioned Staff Development Academy Evaluation 

Questionnaire (Appendix,-). The feedb~ck from the Burroughs 

staff was utilized in modifying the final Council Member 

Workshop content and process. The results of that 

evaluation were presented in Table 11. Appropriate changes 

were included in the MPS SBM Implem~ntation Pr0gram 

(Appendix L) and Chapter Four. 

The seventh step was a one work1hop that was 

developed for Counsil Leaders and central office/SDA staff. 

The workshop was des 

effectively lead SBM 

tJ train the Council Leaders to 

council meetings. The workshop 

contained topics, strategies and ice opportunities that 

were directly related SBM council meetings. This 

workshop was presented in the MPS SBM Implemen~ation Program 

along with workshop objectives, a3enda and a list of 

handouts. 

The eighth step was The MPS SBM Implementation Program 

(Appendix L) which was produced by the merging of collected 

data into categories. The categories were the Chapter 

headings for the MPS SBM Implementation Program. These 

Chapter headings were as follows: 

Chapter One, Non-SBM School Transition to SBM. 



Chapter Twa, Long Range SBM Support Pr~ctices. 

Chapter Three, SBM Workshop Training. 

79 

They were developed from the research questions and the 

topics jn the review of the literature for the MARP. 

Definition, Descr_ir?tion and Implementation of SBM, Role and 

Training of Central Administrators and Partic~pative 

Management were combined into Chapter One, Non-SBM School 

Transition tc SBM. School Improvement Strategies and 

organization Development, Training of School Staff, Adult 

Education Methodologies, and were combined into Chapter 

Three~ SBM Workshop Training. Waiver Policy and Supportive 

Research were combined into Chapter Two, Long Range SBM 

Support Practices. 

The ninth ste-p was to present the MARP to MPS. The 

final document was offered to the MPS SBM coordinator, for 

con:ideration as the official MPS SBM Implementation 

Program. 

Several activities suggested in the MARP Proposal were 

revised or eliminated. For example the Propos~l recommended 

that "from all the collected data, a simple jargor1-free SBM 

pamphlet will be developed for distribution to all schools 

and interested parents and community members. 11 This was 

impossible to d8 a~ this time because MPS was undergoing a 

massive restructuring with some administrative positions 

being eliminated, many administrative positions being 

relocated and other new administrative positions being 



80 

added. For example, the newly estabished position of SBM 

coordinator was undergoing review. The MPS Departm~nt nf 

Relations was hc:,sitant to publish a pamphlet under such 

tentat.ive conditions where information, people, and 

positions were constantly changing. 

1rhe MARP proposal inc:tuded provisions for tr..e 

development of a single session Orientation Workshop. The 

MPS dvpartmenc of staff development hired an exte:cnal 

com ul tant to do this workshop. The author o.f the MARP 

attended the Orientation Workshop and made recommendations 

in Chapter Four regarding revisions for future SBM 

Orientation Workshops. 

The MARP Proposal also included provisions for fi.eld

testing the OrieHtation Work.shop with the SDA I 

Superintendent's Community Council. This was impossible 

since this group was newly established and needed every 

available moment to respond to the numerous responsibilities 

that the Superintendent gavL them. 

The ongoing workshop mentioned in the MARP Proposal was 

changed to the Council Member Workshop. Because of a 

shortage of funds one half of the Burroughs SBM Council 

attended the twc, day workshop L1stead e,£: the entire staff. 

Again because of a shortags of funds, the additional two 

hour uorkshop mentioned in the MARP Proposal was not done .. 

The categories suggested in the MARP Proposal for the 

final MPS SBM Plan have been chang~d sl i.ghtly to beLter 
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reflect the res~~arch qtH::-::stions. The MARP was not presented 

to the Board Monitoring Committee bectrnse that group wa3 

undergoing change. The memtership will be expand :.d to 

better represent the constituencies involved in the MPS SBM 

program. The previous members were all MPS Board members 

and MPS admii,istrfa tors. The MARP addressed this group I s 

membership and role in Chapter Five. 

With the completion of ~chis MAr--P the Milwaukee Public 

School District has a comprehensive program for the 

implementation of SBM intc l'1Qn-SBM schools. "I1his was a 

major contribution to MPS since the Board goal is for all 

140 public schools to be SBM as soon possible. In Chapter 

Five, the ¥..ARP contained recommendations designed t.o 

maintain the MPS SBM Implementation Program's responsiveness 

to changes that may occur. 



Chaptc::c •1 

PRESENW.:I1 ION OF RESULTS 

This chapter summarizes the data collected for the MARP 

and presents the answers to the research questions. Item□ 

included in this chapter are as follows: the results of the 

SBM Interview (SBMI) given to officials at the forty-five 

school districts which are the members of the Council of 

Great City Schools, the results of the stL-~ of the Phase 

One and Phase Two Pilot Schools done by Grant, McCarthy and 

VolpJansky, evaluation of two SBM workshops, answers to the 

research quPstions for this study and The MPS SBM 

Implementation Program (Appendix L). 

SBMI Summ~1=Y 

The SBMI (Appendix H) was given to the forty-five 

members of the Council of Greet city Schools by telephone. 

The data collected from t,,0se interviews are summarized and 

presented to assist in answering the research questions. 

There were thirteen questions on the SBMI. 

Table l contains the responses to Question One (Have 

you explored SBM for your school district?). Fourtee:1 

school districts or 31 percent of the members of the Council 

of Great City Schools are currently applying SBM in their 

school districts. 
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Table l 

BM Interview CUE:sti on One: Do yc:.l have or are you 
exploring SBM in your di~trict? 

State 
City In Existence ::aw 
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Yes No M::1.n- Exploring 
datir1-3 

Albuquerque NM X 

Atlanta GA X 

Baltimore MD X 
Boston MA X X 

Buffalo NY X 

Chicago IL X X 
Cincinnati OH X X 

Cleveland OH X X 

Columbus OH X 

Dade County FL X 

Dallas TX X X 
Dayton OH X X 
;:)t:mver co X X 
Detroit MI X 

E. Baton Rouge LA X 

El Paso rrx X 
Fresno CA X X 
Houston TX X X 
Indianapolis IN X X 

Long Beach CA X X 
Los Angeles CA X X 
Memphis TN X 
Milwaukee WI X 
Minneapolis MN X 

Nashville TN X 

New Orleans LA X X X 
New York City NY X 

Norfolk VA X X 
Oakland CA X X 
Omaha NE X X 
Philadelphia PA X 
Phoenix AZ X X 
Pittsburgh PA X X 
Portland OR X X X 
Rochester NY X 

st. Louis MO X X 
St. Paul MN X 
San Diego CA X X 
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Table 1 (Cont.) 

JO San Frar;c i ::-.;c:'.) CA X 

40. Seattle ~7A /. X 

41. Toledo OH X X X 

42. TUCS0'1 AZ X 

43. Tulsa OK X 

4 4. Wake Count \t NC X X 

4 5. Washinqton DC X X 

Totals 14 31 6 22 

Percent of Total 31 69 lJ 49 

Representatives from thirty-one schools (69%) said that 

they were not at this time implementing SBM .. Of those 

thirty-one school distric.s whose representatives said they 

were not current implementing a SBM prograw twenty-two 

(49% of the total council) stated that they were exploring 

the idea of SBM for their school district. In most cases 

the exploring of SBM was a very active one with most of the 

school districts ready to implement an SBM program within 

the next year or two. In some cases it was a question of 

semantics or a missing characteristic of SBM such as the 

absence of parent participation in their program. 

Three school districts who had a current SBM program 

had a state law mandating such a program of 

decentralization. 'Those school districts were Chicago, 

Illinois, Cleveland, Ohio, and Wake County, North Carolina. 

Three other school districts had a state law mandating a 

form of decentralization and were in the process of readying 

themselves to implement such a SBM program. Thos2 three 
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school di str i_ct were New OrleansF Louis:.ana, Portland, 

Oregon, and Toledo, Ohio. 

Table 2 

SBM Interview im, Two: Do you have a system-wide 
steering/monitoring committee? 

City Yes No 

1. Chicago IL X 

2. Cleveland OH X 

3. Colmnbus OH X 

4. Dade County FL X 

5. E. Baton Rouge LA X 

6. Memphis TN X 

7. Milwaukee WI X 

8. Minneapolis MN X 

9. New York City NY X 

10. Rochester NY X 

lL St. Paul MN X 

12. Tucson AZ X 

13. 1rulsa OK X 

14. Wake county NC X 

Total& 12 2 
Percent of Total 86 14 

Question Two referred to whether the school district 

had & cystem wide steering ~ommittee ~hich monitored the 

SBP process. The results for that survey question ing 

the system wide steering/monitoring committee are included 

in 'rable 2. Twelve of the fourteen schools (86%) have a 

syste~ wide steering or monitoring committee that reviews 

and evaluates the local SBM plans for an individual schoQl. 
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Table J 

SBM Interview Question Three: 
How long have you had SBM? 

-~--~·----~-----~-,-

Years in Operation 1st 2nd 3rd -1th >-".:C.5 

L Chicago IL X 
2. Cleveland OH X (Eight) 
3. Columbus OH 
4. Dade Count/ FL X 

5. E. Baton Rouge LA X 

6. Memphis 'I'N X 

7. Milwaukee WI }{ 

8. Minneapolis MN X 

9ft New York City NY X 

10. Rochester NY X 

11. Sts Paul MN X 

12. Tucson AZ X 

13. Tulsa OK X 

14 ·• Wake County NC X 

Totals 6 4 l 2 1 
Percent of Totals 43 29 1 14 7 I 

Question Three (How long have you had SBM?) is detailed 

in Table 3. Six schools ( 43%) out of the fourteen SBM 

schools were within their first year of implementation of 

SBM. Four schools (29%) were within their second year of 

SBM implementation. One sch0ol (7%) was in its third year 

of implementation. Two schools (14%) were within their 

fourth year of implementationA One school district 

(Cleveland, Ohio) was in its eighth year of implementation 

of SBM. This school districts decentralization program was 

a result of a court o~~ered desegregation plan which 
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emphasized the importance of requiring active parental 

involvement in the management the local school. Site 

based management in the urban school district was a 

re] ;1tivE~ly new phenomena w.ith 72 porcent of the schools 

being within their first or second year of implement~tion. 

Milwaukee is in their third year c~ implementing their SBM 

program .. 

Table 4 refers to SBMI Question Four (What 

organi,_,1t· :i.onal processes .i.:- SBM charged to control?) .. 

Eighty-six percent ( 12) ':>f b1c:: school districts have some 

version of budgetary responsibility. Seventy-one percent 

(10) of the schools districts have some input regarding 

their local school personnel's as·~ignment and rlacement. 

In most school districts there was tr~mendous variety 

in both aspects of the SBM processo For example, in some 

school districts the SBM council had complete control of 

their budgets and were able to carry over a surplus at the 

end of the year if one was in existence. In other school 

districts the SBM r.om,cils budgetary responsibilities 

included only certain materials, supplies, and in some cases 

local training. Many school districts did not allow 

individual schools to carry over a balance from one budget 

year to the next. 

Fourteen ~ercent ( 2) of the school districts had control 

over some f~ature of their curriculum. The local school SBM 

council often was able to change their student's report card 
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tormat and determine how often students would receive repoit 

cards. Sequence and the choice of supplimental material 

were areas that SBM councils had some impact on. 

'f'able 4 

SBM Interview Question Four: With what organizational 
processes is SBM charged? 

Organizational Budget Currie- 0 er- Waiver 
Processes: ulum so11ne 1 Pro-

cedure 

1. Chicago IL X X 
2. Cleveland OH X X 
3. Columbus OH X 
4. Dade Cou11ty FL X X X X 
5. E. Baton Rouge LA X X X 
6. Memphis TN X 
7. MiL.Jaukee WI X X X 
8. Minneapolis MN X X 
9. New York City NY X X X 

10. Rochester NY X X X 
lL St. Paul MN X 
12 .. Tucson AZ X 
13. Tulsa OK X 
14. Wake County NC X X 

Totals 12 2 10 s 
Percent of Totals 86 14 71 36 

The central administration often maintained jurisdiction 

over the content of curriculum in order to enforce 

standards. Another concern was for the~e to be consistency 

across the scho0ls in the district for students who would 

attend several schools during a schuol year. 
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rding the responsibility of personnel, again there 

was tremendous variety. Some school districts, for example, 

Chicago, allowed their local school council to actually hire 

and flre the nclpal. In Chicago, the teacher's contract 

was not subject to any change by the SBM council. 

In other school districts the SBM council would be 

allowed (if a vacancy existed) to substitute two teacher 

aides for one teacher. There would also be the flexibility 

regarding the assignment and placement of other staff as 

long as it did not violate b0ard mandates, the department 

of public instruction, or teacher contracts. 

When a SBM council desired to change an existing state 

regulation or school board policy, five (36%) of the SBM 

coLncils had a waiver procedure to utilize. This procedure 

?,llowed the SBM council to explain in writing the reason for 

wanting to set aside a state or local board policy. Dade 

County was the most prominent example of demonstrating 

success in the waiver process. Two examples of the county's 

individual schools being able to waive requirements were for 

a middle school to teach Spanish by having its children go 

to Saturday Span.ish classes taught by Burlitz Language 

Academy. This allowed the individual school to utilize the 

Spanish language class time for other academic pursuits. 

Dade County has also allowed the waiver of certain teaching 

credentials for people to co-teach classes when they have 

a special talent that would benefit the school. 
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Dade County was also able to waive certain a of 

curriculum in order to satisfy the local SBM councils 

request. Another- example was one middle school that was 

allowed to add an extra period of instruction to its school 

day to satisfy one of their SBM cou~cil goals. 

Question Five on the SBMi asked several questions 

regarding the mechanics of the SBM councils implementation 

process. Membership in the council always included 

certified and non-certified staff, the principal and 

sometimes other administrative designees, parents, community 

people and in secondary schools, students. The proportion 

of membership was never 1-han one half for any 

icular group. In several cities teachers represented 

one half of the SBM council. The school selection of the 

representatives varied wit:h staff elections and in some 

cases, selections by the ipaJ. The number of nembers 

in the SBM council varied depending upon tl~e size of the 

school. In elementary schools councils could be as small 

as six and in high schools, councils could be as 

thirty-five people. 

as 

Table 5 contains data en who has the responsibility for 

the operation of the school when a SBM council exists. In 

ten of the fourteen schools (72%) the principal had the 

ultimate responsibility and accountability for school 

decisions. 
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Ta ....... e 5 

SBM Inter-view Question Five: Who has ultimate 
responsibility for operation of schools 

wher2 SBM council exists? 

,,, ______ o, _ _ _,.__,_., ___ F••-'' 

City Principal SBM Council Optional 
Consensus By Indiv-

idual SBM 
Council 

Chicago IL X 

Cleveland OH X 

Columbus OH X 

Dade County FL X 

E. Baton Rouge LA X 

Memphis TN X 

Milwaukee WI X 

Minneapolis MN X 

New Yo!'k City NY X 

Rochester NY x 
St. Paul MN X 

Tucson AZ X 
Tulsa OK X 

Wake County NC X 

Totals 10 1 3 
Percent of Total 72 7 21 

In most cases the principal sat on the SBM council in 

an attempt to reach consensus on all issues. If a principal 

would ever disagree with the council's decision, he/she 

would be expected to present a very thorough explanation to 

the staff and the board steering committee for why he/she 

vetoed the SBM council's decision. 

In one school district (Rochester, New York), consensus 

was the expected and demanded process for decision making. 
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Jn thrE'e systews (21 ) , thf~ school SBM council could 

determin~ for themselves when they submit th?ir plan how 

final decisions would be made at their individual schools. 

The terms of off ice of the SBM council members varied 

ac~ording to each councils individual plan. Most took into 

account the importance of having experienced counci 1 members 

an the SBM council. To insure experienced members on the 

SBM council I th0 terms of off ice were alternated so only one 

half of the members would be elected at a time. 

rrable 6 presents information regarding when and how 

often SBM councils would meet (Question Six). All fourteen 

SBM councils met on an nas needed" basis. Two school 

districts had minimum requirements. Cleveland, Ohio 

expected their SBM councils to meet at least quarterly. 

East Baton Rouge, Louisiana expected theiL SBM councils to 

meet at least monthly. 

The SBM councils determined their own meeting times. 

7hese times varied in order to respond tu the varying needs 

of the local SBM council members. Examples of meeting times 

were before school started, during sr 11001 time, during 

lunch, during common teacher preparation periods, after 

school, evenings, and weekends. Flexibility was necessary 

to respond to the different schedules of teachers and the 

community membf';rs of the SBM counc.;il. 1rhere were examples 

of teachers bE ing released during their school day by having 

a substitute ·:eacher assigned tr) their classrooms. 
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Table 6 

SBM Interview Question Six: When and how often 
do your SBM councils meet? 

City 

Chicago 
Cleveland 
Columbus 
Dade County 
E. ".Jaton Rouge 
Memphis 
Milwaukee 
Minneapolis 
New York City 
Rochester 
St .. Paul 
Tucson 
1:rulsa 
Wake County 

Totals 

IL 
OH 
OH 
FL 
LA 
TN 
WI 
MN 
"'lY 
NY 
MN 
AZ 
OK 
NC 

As Needt:~d 
Basis 

X 
X 
X 

X 

X 
X 

X 

X 

X 
X 

X 
X 

X 

X 

14 

Minimum Number 
of Meet.:.ngs 

x ( quctr. terly) 

x (monthly) 

2 

The information in Table 7 demonstrates ~ata regarding 

the question whether SBM councils developed a yearly plan 

which is ;:ipproved by a district-wide steering· committee 

(Question Eight). All fourteen school districts were 

required to submit a plan to their district steering 

committee. In many school districts, this plan was called 

the School ImprovemeP~ Plan (SIP). In some cases, the SIP 

was part of a larger process such as the imposition of 

legislative requirements. In Chicago, Illinois the plan 

was mandated by state law. In Cleveland, Ohio, their plan 
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s mandated as pa:ct of the court ordered clesegrel)ation 

process. In Memphis, Tennessee, their plan s part 0f a 

Jeregulation precess aimed at making c2ntral city schools 

more responsive to the need3 of the at-risk student. 

Table 7 

SBM Tpterview Question Eight: Do SB~ councils develop 
--early ~lan which is approved by SBM Steering 

Committee or Central Off:ce? 

City Yes No Other 

1. Chicago IL X J ocal School 
Board 

2. Cleveland OH X regation 
Process 

3. Columbus OH X 

4. Dade County FL X 
5. E. Baton Rouge LA X 
6. Memphis TN X Deregulation 

Process 
7. Milwaukee WI X 
8. Minneapolis MN X 
9. New York City NY X 

10. Rochester NY X 
11. St. Paul MN X 

12. Tucson AZ X 
13 .. Talsa OK X 

14. Wake County NC X 

'?otals 14 0 
Percent of Total 100 0 

In Milwaukee, all schools both SBM and non-SBM submit 

a Szhool Effectiveness Plan to the central office. 

Milwaukee -ioes not have a steering committee to specifically 

concern itself with SBM schools. Thers is a Board SBM 
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Monitoring Commit Je made up of board members and central 

0ffice staff. This is the group tha~ helped establish the 

pi lot SBM sc::hools in MPS. As the school system increases 

the nu~ber of schools in the SBM program, this Board SBM 

Monitoring Committee is undergoing a transition. 

Question Nine of the SBMl concerns the role of central 

office/support staff. In the SBM districts, the role of 

the central office/support staff~-·~··- from a supervisory 

one to one of support and assistance. The central 

off ice/support staff provided assistance regardi:\g technical 

mE.tters, staff developnient, and served as an advocate for 

the SBM council. 

In some cases central office staff were not to come to 

the local school building unless they were invited. This 

was done to ernpha.3ize their autonomy. This was a dramatic 

change in the central office role, responsibility and 

r~lationship with the local schools. 

Table 8 displays the title of the administrator . d the 

department that is resprnsible for the district's SBM 

program (Question Ten). Three (21%) of the fourteen were 

in the superintendent's office. Six (43%) school districts 

have established an offic~ especially concerned with school 

improvement -·rnd reform. Four (29%) sche>ol districts have 

given the responsibility for SBM to the superintendent or 

an assistant superintendem.:.. Six ( 4 3%) districts have 

entitled their SBM administrator as a director. 
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Table i:1 

SBM Interview Question Nine: What is the role 
of the Lop SBM administrator 

in the district? 

City oaice/ Title of Top 
Department Administrator 

Chicago IL Office of Reform Director 
Irnp}.ementatior. 

Cleveland OH Office of SBM Director of 
SBM 

Columbus OH Office of School Reform Manager 
Reform 

r-acte County FL Bureau of Profes- Director of 
sionalization SBM 

E. Baton Rouge LA R0design ':enter Director of 
SBM 

Memphis TN Di.vision of Currie- Assista.nt Sup-
ulum & Instruction erintendent 

Milwaukee WI Office of Super- Coordinator 
intendent 

Minneapolis MN Office of Super- Superintendent 
i1~tendent 

New York City NY Chief 
Executive 
for 
rr-... cruction 

Rochester NY Office of School Supervising 
Improvement Director for 

School 
Improvement 

st. Paul MN Secondary Currie- D'i-rector of 
ulum & Instruc~ion Secondary 

Education 
Tucson AZ Assistant 

Super-
intendent for 
Middle Schools 

Tulsa OK Office of Super- Administrative 
intendent Assistant to 

Superintendent 
Wake County NC Audit.or 
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D~t in Table 9 show where SBM programs the trairnng 

tor their staff (Question Eleven). Six (43%) school 

districts utilized their own staff for training. In one 

district, the superintendent was doing training by meeting 

wi tll his principals and community people on a continual 

basis. Two districts (14%) have used external consultants. 

Four (29%) have utilized both district and external 

consultants. one school district because of time and budget 

crunch was not able to do training. 

Table 9 

SBM Interview Question Eleven: 
Training was done by whom? 

City Staff Super Ce,n Staff No 
inten sult and Train 
dent ant Consul ing 

tant 

1. Chicago IL X 
2. Cleveland OH X 
3. Columbus OH X 

4. Dade County FL X 
5. E. Baton Rouge LA X 
6. Memphis TN X 
7. Milwaukee WI X 

8. Minneapolis MN X 
9. New York City NY X 

10. Roc;1ester NY X 
11. St. Paul MN X 
12. Tucson AZ X 

13. Tulsa OK X 

14" wake County NC X 

'J:otals C '1 2 4 5 J.. 

PE~rcent of rrotals Ll ~J •J 14 29 7 "%,.I ' 
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There was overlap for some of these districts and the 

types of tra i.n i.ng tl·h~Y utiJ i zed. This .. ,as because .in mar.y 

cases the local school had flexibility when it came to their 

own training. CJntent of the training also varied depending 

upon the eistrict 1 s approach to SBM. Team bL:i lding, 

communication, problem solving. skills, and 

orientation to the SBM process were typical areas of 

content~ Other areas were included depending on the 

distr5cts spcci.fic ;·.:·,2ds. Some districts needed information 

on budgetary processes and cm1tent. 

Chicago was a unique situation since their SBM council 

was acting as the local school board. They needed 

information on how to implement their unique form of SBM., 

For example they needed infonnation on the rules for thelr 

parent and community electionse 

TablA 10 displays how individual schools in each 

district get 

(79%) of the 

involved in SBM (Question 1I1weive). Eleven 

school districts ask for pilot schools to 

vclunteer. These schools required the commitment of the 

principal and at least a majority of the staff and parents. 

Three (21%) school districts have mandated that all schools 

be in the SBM programe Two of these, Chicago, Illinois and 

Cleveland, Ohio have state laws mandating that they 

implement some type of SBM in all schools. With the pilot 

school districts, the usual intent was to have all of their 

schools eventually become SBM. 
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1'abl E) 10 

SBM Interview Question Twelve: How do schools 
in the district get involved in SBM? 

City All Schools Pilot/Volunteer 
Mandated Schools Selected 

Chicago IL X 

Cleveland OH X 

Columbus OH X 

Dade County FL X 

E. Baton Rouge LA X 

Memphis 11N X 

Milwaukee WI X 

Minneapolis MN X 

New York City NY X 

Rochester NY X 
St. Paul MN X 
Tucson AZ X 

Tulsa OK X 
Wake County NC X 

Totals 3 11 
Percent of Total 21 79 

Question Thirteen collected information regarding, "How 

do you evaluate SBM? n If any evaluation was done it was 

coordinated by the steering/monitoring committee in the 

school district.. Ninety-three percent of the members of the 

Council of Great Cities Schools had a steering /monitoring 

committee. All reported that the steering committee 

operated basically the same in all cities. The steering 

committee would evaluate the school improvement plan or 

school effectiveness plan written by the SBM scl-1001s to 

determine whether they were reaching their goals. The 
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steering committee would do this in two ways. First, it 

would review the initial plan that the SBM committee would 

submit to determine whether it was within the guidelines of 

the district's SBM program philosophy. Secondly, the 

steering committee would evaluate the results of the SBM 

councils activities at the e:r1d of the year by comparing 

their results with their intentions or goals submitted at 

the beginning of the year. 

The one school system that did not have a system wide 

steering committee was the Chicago, Illinois public schools. 

Their decentralization plan was very unique in that each 

school's community committee functions as that school's 

school board. That SBM council has three functions in 

relationship to their local schools. Their first function 

was to pass and accept the school's budget. Their second 

function was to select a new or confirm the current 

principal for a four year contract. Their third function 

was to review and accept the school's improvement plan. 

Pilot Schools Study 

Summary 

The following is a summary of the results of a study of 

the MPS Phase One and Phase Two Pilot schools done by 

researchers from the Uni.versity of Wisconsin-Madison (Grant, 

McCarthy, Volpiansky, 1989}. The researchers divided their 

data into general conclusions and specific conclusions. 
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They fol lo\vecl trH:: conc.1us1.ons 1,,,1ith speci fie recommendations 

regarding how ~he information obtained from the pilot 

schools ( Phase one.) could be applied tn the other pi lot 

schools (Phase Two) as well as the remaining non-SBM schools 

in MPS. 

The general results of the study reported that during 

the two years of the study respondents were very supportive 

of the SBM concept. The participants '1iE:'!'vJE:d SBM as an 

opportunity to become 1:-;-.ore professional, that is, more 

involved in what happened at their school. They were very 

willing to talk to the researchers about both the positive 

impacts as well ~s tt,~ problems they had encountered while 

making SBM opcrati.:.,.ial. In no school did the researchers 

hear anyone say that they wanted things to return to the way 

they were before SBM was implemented.. The respondents 

stated that they were willing to expend extra affort to make 

SB~ work. They were dedicated to giving it a fair chance. 

They repcrted that they did not want to see it as another 

educational "innovation" that would come and go .. 

The conclusions of the Pilot Schools study combined and 

compared pa1.~ticipants e reactions from Phase One and Phase 

Two schools. The Phase Oi1e participants• understanding 

about SBM had evolved and become more clear durin~, th(~ 

course of the past two years. Phase Two participants stated 

that they understood theor8tically what SBM was supposed to 

do, but wanted to see ~~a~ they would be able to do as they 
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put SBM lnto practicE~. Howevsr, the 1.viderstandinq of 

exactly what could be implemented in terms of school p0licy 

and practice under SBM was cloudy and uncertain for both 

Phase Cne and Phase Two re5pondents. 

As a result of t~e help from Phase One schools, the 

~hase Two schools adopted SBM at a faster rate than the 

I~ase One schools. With regard to exactly how the 

implementation process was proceeding, all the Phase One 

and Phase Two schools had their SBM councils set up and had 

council meetings~ Beyond that, the schools varied widely 

on the implementation continuum. Some schools had made and 

implemented several decisions while others were stj_ll in the 

goal development stage. 

Site based rranagement goals, in many instances 

(particularly with Phase One schools), emphasized curriculum 

and instructional changes. These changes were more 

indications of existing efforts than overall sweeping 

changes. Phas ... Two schools were still in the process of 

deciding upon SBM goals. 

Imp-9 . .Q.t 

After two years of implementing SBM, Phase One schools 

had used their df.:";Cision making power most often to make 

changes in the area of curriculum (eg. textbook selection). 

Budgetary management was the second most significant area 

where SBM had an impact. School climate was also reported 
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to have been positively E.?.d. Other areas such as 

personnel, parent/community invol VE!ment, and student 

achievement were only mildly affected or not affected at all 

by SBM at the time of the interviews. 

The researchers believed that it would take at least 

several years befJre SBM would hav2 an impact on student 

achievement. It was believed that SBM would not be able to 

affect the most significant aspect of personnel, which in 

the respondents' opinions, was having a say a~ who would 

teach in the school. 

SBM Facilitators 

The princ 1 was identified as the major facilitator 

to the SBM process in the Phase One schools. Staff 

characteristics such as openness to change, positive 

thinking, and a willingness to work collaborat were 

strong facilitators as well. The achievement of 

ional empowerment was also recognized as being an 

important facilitator to SBM. 

SBM Barriers 

The respondents at the SBM schools bP.lieved that the 

central office was their greatest barrier to implementing 

SBM. They believed that the major reason for this was 

because central office did not want to give up power. A 

lack of resources, particularly lme and energy needed 

to implement SBM was also mentioned as a major barrier. 
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In analyzing the data as a whole, it was reported that 

the great majority of ths barriers to implementing SBM had 

resulted from a number of tensions within the district4 

Most significant seemed to be the tens ion between the 

central office/school board and the local schools with 

regard to the boundaries of SBM decision making (i.e. what 

decisions can be made). There was the perception that the 

power structure of the central office/school board was at 

times either unwilling or unable to eMpower thP local SBM 

councils. 

There were also tensions between the M1'1:A and their 

teachers at the SBM sites. Many of th(~ teachers reported 

feeling that their union should be willing to permit them 

to make exceptions in the seniority clause and their work 

schedules because they were SBM schools and were involved 

in decision making. 

MPS SBM Workshops Evaluations 

Milwaukee Public Schools did two SBM workshops for new 

Pilot Schools entering the SEM program. They were the SBM 

Orientation Workshop and the Council Member Wordshop. The 

SBM Orientation Workshop done by Hixson of NCREL. '!·he 

Council Member Workshop was done by Boone and Associates 

with assistance from the author of the MARP. The Council 

Leader Workshop, developed as a result of the MARP, is 
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presented in detail in Appendix L MPS SBM 

Implementation Program). 

B..BM Orientation Workshg_p 

The SBM Orientation Workshop was a two hour presentation 

regdrding the necessity of school improvement in general and 

especially sm1. It wa3 a higb.ly motivational workshop 

designed t~ inspire and empower the newly established SBM 

school staffs. Attendance was after school on a voluntary 

bas Ls. The teachers were paid their hourly rat9 for 

attending the sesson. The workshop objectives and agenda are 

presented in Appendix L. 

The evaluation of the SBM orientation Workshop was an 

informal one based on the participant's comments. An 

objective of thP SBM Orientation Workshop was to provide 

the participants with a working knowledge of SBM in MPS. 

Consequently, when the participants attended their next SBM 

Workshop (Council Member) in the sequence, they would be 

familiar with SBM in MPS .. Based on the many questions and 

extensive cont:.ision by the participants at the Council 

Member Workshop! they were lacking a "working knowledge of 

SBM in MPS,. n Therefore the SBM Orientation Workshop did 

not satisfy that objective. 

Hixson I s przsentation did seem to sc1tisfy the other 

objectives~ It did document the need for school 

hnprovement, explained the benefits of SBM and developed a 
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sens~ of motivation and commitment to SBM. His presentation 

took the two hours and there was no time for questions. 

No change is necessary in the content of Hixson' s 

presentatjon. It shouJd be video taped to allow members of 

SBM schools who did not attend to see his presentation 

later. This would result in all m~mbers of a SBM school 

staff to have a common exposure to his expertise. 

The Hixson presentation needs to be supplemented by a 

panel discussion at each new SBM school. This panel would 

consist of MPS staff involved in SBM. They would present 

information and answer questions about SBM in MPS. The 

result:. would be that these staffs would have a working 

knowledge of the MPS SBM program. 

SBM Council Member Workshop 

The second workshop was the done by Boone and 

Asscciates. It was the SBM Council Member Workshop 

{Appendix N). Actually because of a shortage of substitute 

teachers and funds only one half of the council members were 

able to attend. This workshop was evaluated by giving the 

participants the off ic: ally sanctioned MPS Department of 

Staff Development Questionnaire (Appendix J). 

The results from tre MPS Department of Staff Development 

Questionnaire ;;1hich the Burroughs Middle School participants 

completed at the end of the CM workshop, are presented in 

Table 11. The sixteen questions were divided into three 
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categories: Appropriate (Questions 1-4), CoLtent (Questions 

5-10), and Present~r (Question 11-16). The responses were 

on a five point continuum ranging from NOT AT ALL (Number 

One) to OUTSTANDING (Number Five). ThetL- was also a sixth 

category of rc2sponse (NOT APPLICABLE). 

Table 11 

Participants' responses on the Department of Staff 
Development !~service Evaluation Form 

Quest Not 
ion App 

1. ., 
J.. 

2. l 
3. 
4. l 
5 .. 
6 .. 
7. 
8 .. 
9. 

10. 
11. 
12. 
13. 1 
14. 
15. 
16. 1 

1rotals 5 
Percent 3 

Not Some 
at what 
all 

Responses 
1 

2 

1 

3 
2 

2 

2 
2 

3 

3 

~ 
...I. 

1 
2 

, 
.J. 

13 
9 

Mod 
er 
ate 

By 
3 

2 
2 
2 
3 
2 
i;:;: ..., 
4 

4 
5 

2 
5 
2 

4 

42 
29 

Very Out N Mean Str1:nr'! 
much stan ard 

ding Devia 
tion 

Weight 
4 5 

9 11 3.8 0.41 
9 11 3.8 0.41 
8 12 ., c:: 

""" .. ::) 0.80 
8 11 3.7 0.47 
8 2 12 4.0 0.60 
3 1 12 3 .. 2 0.94 
7 1 12 3 .. 8 0 .. 62 
8 4 12 4 .. 3 0.49 
3 12 2.7 1.07 
5 2 12 3.8 0.75 
6 6 12 4.5 0o52 
9 12 3.7 0.65 
4 1 11 3" 5 0.82 
7 1 12 3., 6 0.90 
7 5 12 4 .. 4 0.52 
3 2 11 3.4 1.21 

104 25 187 
72 17 
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NOT APPLICABLE was chosen a t.otal of f .ive separate: 

times, once each for Questions One, Two, Four, Thirteen, 

and Sixteen. This choice was made by o~ly one person per 

q1:esi:ion out of twelve perso:1s (8%) for five different 

questions. 

NOT AT ALL, was chosen a total of three times for t~t. 

questions. There were two NOT AT ALL choices for Question 

Nine (W~E the number of sessions adequate for the topic?) 

and 0ne for Question Sixteen (Do you feel a follow-up 

session ou this topic is nr:eded?} . SOMEWHAT was chosen 

th~rteen times for seven different questions. Three 

participants choose SOMEWHAT for both Question Six ,Were 

the expected outcomes Made clear to you at the beginning of 

the inservice?) and Question Nine (Was the number of 

sessions adequate for the topic?) . These two ques·::ions have 

rhe lowest mean scores. This would imply that there was 

some ambiguity about the expected outcomes of the workshop 

and that more time was desired to feel adequately prepared 

for SBM. 

Question Eleven had the highest mean ( 4 50) . This 

question wor.dered about the presenter's knowledge in the 

subject area. Most participants thought the presenters were 

very knowledgeable in the area of SBM pLocesses. 

Question Fifteen had the next highest mean (4.42). This 

question was concerned with the amount of discussion ~nd 

interaction between the participants. Most 0f the 



parti.c pants rated this 

posit.ive. 

0 the 
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as 'nry 

Question Eight asked abont the plc.:rining and exec, 1tion 

of tt1e workshop. r1·ne participants felt positive about this 

aspect of the workshop as well. They thought the workshop 

was well planned and well executed 

QUl. :,tion Fiv~ wanted to know if the workshop was 

~orthwhile. Again most participants rated the workshop as 

veLy valuable and worthwhile. They felt that the invPstment 

of their time was worth it. 

Overall, the criticis·n of t.:he workshop does not seem to 

be with the presenters or ~h~ topics but with the clearness 

of the objectives a!'ld the shortage of t iiue. site based 

management bPing a new concept and process, sufficient time 

is necessary to accept the concept and lP~rn the process. 

The pattern of responses suggests that the participants 

generally 3pproved of ~he worksho~ but would like more time 

to learn about SBM and ;1ou1.c1 like to increase their sk U. l 

level. 

'l'he Co:mcil JIA'~moer Workshop should be chan9ed by 

::;ubstitut i_ng a ro 1 e-play of a SBM council meeting insteafi 

of iiscussing and prioritizing local school concerns. 

Several agenda itE!ms should be conibJ 11ed to make tinle for 

"Feedback Rules'' and t] 111e for pr,:tc-.. .. icing how to give 

feedback to a:-.otne1.- JY'Rmber ;:.if SC1 Coucil. The Assertiveness 
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Train ng should be included with Conll.ict Resc..lution. 11 I

Statr2mer1ts 11 should b9 , part of Commnr,icati.)!l. 

MARP Ar;tivities 

In Chap"':.er Three the steps taken to complete the MAFP 

were described. Data were collected, summarized and 

analyzed for the purpose of developing the comprehensive 

SBM program for MPS to use in making the transition fro~ 

traditional management to SBM. The resulting steps takm, 

to complete the study included the following: 

ThA SBM Implementation Time Table (Appendix R) was 

followed. It went from AprjJ, i989 to September, 1990 a~d 

features the major activitiv· of this study with expected 

completion dates. 

2. Data collection was done in three ways: RevievJ of 

the literature, the SBM Interview and feedback from the MPS 

SBM pilot schools (Grant, McCarthy, Volpiansky, 1989). 

These data were used to answer the Research Questions. 

3. The SBM Interview was developed and validated fur 

content as a result of this study. 

4. The SBM Interview was administered by telephone to 

011 members of the Council Of Great Cities Schools, au 

organization of the forty-five largest urban school systems. 

5. An SBM 0~1entation Workshop for local school staff, 

community msmbers, and central office/SDA staff was 

presented and evaluated. 
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6. A two day t rc1 n i ng workshop for council members 

(Council Mernbe r Workshop) was done by a consulting f inn 

contracted by MPS. The author of th,::; MARP assisted in the 

facilitation of the Council Member Workshop. 

7. A one day workshop was developed for Council Leaders 

and central office/SDA staff. The workshop was designed to 

train the Council Leaders to effectively lead SBM council 

The workshop contained topics, 

practice opportunities that were directly 

council meetings. 

strategies and 

t'elated to SBM 

8 'l'he eighth step W,:is The MPS SBM Implementation 

Program (Appendix L) which was produced by the merging of 

collected data into categories. The categories wer:e the 

Chapter headings for the MPS SBM Implementation Program. 

These Chapter headings were as follows: 

Chapter One, Non-SBM School Transition to SBM. 

Chapter Two, Long Range SBM Support Practices. 

Chapter Three, SBM Workshop Training. 

They were developed from the research questions and the 

topics ir. the review of the literature for the MARP. 

Definition, Description and Implementation of SBM, Role and 

Training of Central Administrators and Participative 

Management were combined into Chapter One, Non-SBM School 

Transition to SBM. School Improvement Strat;.egies and 

Organization Development, Training of School Staff, ~dult 

Educat:ion Methodologies, and were combined into Chapter 
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:r{E! ~earch were combi.nr~d into Chapter Two, Long Range SBM 

Support Practices. 

The ninth step was to preser.t the MARP to MPS. The 

final document was given to the MPS SBM co~rdinator along 

with a verbal summary of the MARP. The MPS SBM coordinator 

was appreciative for the MARP and is studying its 

impleme~tation into MPS. 

!i':3.§§~ar_ch Quest ions 

The M.i?S r BM Implementation Program 1s µresented in 

Append!x L. It is designed to give the MPS a plan to follow 

in preparing non-SBM schools to become SBM schools. The 

plan was developed by answer! ·1g the research ques"'::ions for 

the MARP. The research questions were answered by 

collecting data in the following three ways: 

1. Review of the literature. 

2. Administration of the S,R:t,'i Intei:·vir.!w to the members 

of the Council of Great City Schools. 

3. Summarizing the SBM Pilot Schools Study done 1:>y 

Grant, McCarthy and Volpiansky (1989). 

Research questions one through five were answered by the 

review of the literature and the SBM Interview. Research 

question number six was answered by analyzing the SBM Pilot 

Schools Study. 
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In answer1nq the research question~; for thi:::c, MARP there 

was some overlap in several area~. For example the 

participative management strr:t•:~iJy c:a11ed Qua.l:h.:.y Ci::-cles 

was discussed several timE•s. The ar._.a of training and 

workshops is fundamental to any school jmprovement change 

strategy and is therefore, discussed :11 several research 

questions. There is alsc overlap regarding the role of 

central offico administration and SDA staff. 

Research Question Number One 

Research question number one wac; concerned wi.tn, "How 

do other school systems defin~ their SBM programs, how do 

they implement SBM into their school systems r1.nd what 

additional elements should the MPS district-wide program 

contain as more buildings become SBM?" !J:1his research 

question was expanded to include a general description of 

SBM urban programs since the word "define" was too narrow 

in scope .. 0 Additional elements" included the general area 

of School Improvement and the specific discipline of 

Orqanization Development since both of these were often 

cited in the SBM literature. 

The typical SBM program was described as a process 

through which the decision making is shared by a council 

repre~~~~in~ school staff, 

students. 

includes decision mdking 

parents and community and when 

Their responsibility usually 

in some combination of the 
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following areas: budget, curriculum, personnel. The impact 

the SBM c0uncil has on each of these areas depends on their 

school board and superintendent. In so~e cases, an outside 

force such as the state legislature, ma~d" 

SBM council will control. 

·~eas that the 

School systems usually implement SBM into their district 

on a pilot basis, adding schools on a gradual basis. The 

exception to this gradual implementation was state mandated 

SBM prograrrs in which all schools were to start at a 

designated time. 

School improvement and OD techniques were 

included in the SBM training progra1:1s. 

workshops included elements described 

The MPS SBM 

in the school 

improvement and OD 1 i terature. Examples are, team building. 

trust building, communication and group dynamics~ These 

ap''"ffOac~.2s were designed to make a school building's culture 

a upportive one in the midst of the frustrations inherent 

in ~he transition from non-SBM to SBM. 

Quality Circles are an additional element that MPS 

should add to thair SBM program. Quality Circles are small 

;roups (six to eight) of people doing the same job who meet 

together on a regular basis to identify and solve problems. 

Quality Circles would enable a larger number of staff 

members to be involved in the schools governance than just 

the members of the SBM council. 
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R(~search quest ion number two was concerned with, 11 How 

do other school systems train their st&ffs to be skilled in 

SBM strat~gi2s? This includes the local school staff and 

central r::ff ic>- admj nistratcrs a:1d SDA pe1:sonnel." This 

research question focused on how to prepare and trJ in a 

school staff to move from a traa -i.tional style of :::.chool 

management to SBM. 

TraiDirg w~s done by either internal or external 

consultants or both. Severdl avenues were utilized to train 

staff such as inserv ice days, after school workskhops, 

peroidic meetings, peer coa2hing strategies and discussion 

groups. Adult education methodologies were an essential 

el~ment of effective SBM training ?rograms. 

There was ··ari in the content of the SBM training 

that school systems utilized. This was because in 1T1any 

cases local schools had flexibility when it came to their 

own training. Team building, communication, problem 

solving, meeting skills, and orientation to the SBM process 

were typical areas of contenc. Other areas were included 

depending on the districts specific needs, 

Some districts needed intormation on budgetary processes 

and content. Central administrators and support staff 

received tra in.ing in orgard. za t ior. development and the char~-Je 

process. They needed insight intu how to adjust to the 

changes in their roles in working with SBM schools. 
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r:c,se(i rch __ Q_ue:::,t i_or, __ Number Three 

Research quest ion nurr1ber three was concerned with, 11 How 

does the SBM process in MPS compare to other urban SBM 

programs and SBM programs described in the literature and 

what obstacles could MPS avoid? What can be lsarned from 

pa~ticipative management programs in business and industry 

to assist in the development and implementation of the MPS 

SBM program?" The SBM programs described in the literature 

were basically similar because by definition they cont~ined 

the same elements. 

The major obstacle described in the literature and by 

the SBMI interviewees was the role played by resistent 

central office administration staff. Central office staff 

were often not prerared for the changes in role that was 

expected of them. In SB~, the cent.Lal office and SDA staff 

were to stop making decisions for local schools and help 

them to make their own informed decisions. 

Participative management programs in b~siness and 

industry were similar to SBM in that they ire both concerned 

with improving their organization's effectiveness by 

empowering their workers. In business and ind~stry, 

participative management programs are typically called 

Quality Circles. Their purpose is to use consensus and 

interactive apf)roachfs in small groups to improve 

performance. Quality Circles generate suggestions by 

teachers for ways to solve problems that they face. The 
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p10cess i:::; designed for a small group (six to eight) of 

responsibilities to do activP problem 

so by first selecting a problem, 

similar 

'They 

data 

do 

regarding the problem, brain storming 

people w:i.th 

solving. 

collecting 

solutions, choosing a solution, and presenting their 

solution to management in a formal presentation with visuals 

such as graphs, charts, documented data and the predicted 

success rate of the proposed solution. 

The distinction here is that a school could have several 

Quality Circles actively involved in problem solving rather 

that just one large SBM counci 1. The concepts could be 

COJ'½ined by having the Quality Circles make their 

presentations to a joint group consisting of the SBM council 

and central administration staff. 

Research Question Number Four 

Research question number four was concerned with the 

following: How do other SBM programs obtain waivers from 

local or st..1te rules and regulations? Very little was 

written about waivers in the literature. School systems 

either granted waivers on a individual school basis or they 

did not make exceptions. If they did grant a waiver, the 

school would be held accountable to accomplish their 

projected goal. Dade County was the only system to actually 

encourage local schools to apply for a waiver. This seemed 

to be pos~ible because of the excellent mutual cooperation 

between the administration and the teacher's union. 
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RE,!search .Quc:-;t ion .. NUTT"iber ____ F iye 

Research question number five was concerned with, "What 

techniques do other SBM programs 11tilize to generate 

teacher/staff barqaining un.it support?n This issue was not 

addressed directly in the literature, instead, there were 

articles supporting the value of SBM tc all c::::;.11tponents of 

a school system. Mutual support. for a SBM program depended 

on the existing relationship between th0 ad~inistration and 

the teache~'s bargaining unit. This cooperation was 

encouraged by having the teacher' .. ": union and the 

administration jointly plan how SBM would be defined in the 

school system. 

by having SBM 

Evidence of this cooper~tion was reflected 

infocmat.iun prinb=--:!d on stationery with a 

letterhead that contained both the administration's and the 

teacher's union name. 

If trust and c0~peration were lacking, both the 

administration and the bargbining unit had to be convinced 

the SBM program was in t'lieir best :interest. Supportive 

research that confirmed the value of SBM in empowering 

teachers and solving education problems helped staff see 

the value in cooperating to make the Lnpl.ementation of SBM 

successful. 

The implementation of SBM is increasing throughout the 

nation. This is especially true among schcol executives who 

ar1;;1 familiar with the firtdi.ngs of the effective schools 

research. According to Stever (1q89:19), 
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although educators have been paying lip service to the 
school based notion for years, now a numbe~ 
of school systems are pL·itting th =ir money where the 
princjpal's office is. 

site bi.::;ed management is being ~.eralded in some quarters 

as a new approach to resolving lems in schools and 

districts bogged down with inertia, tedium and paper~ork. 

The solution is to pass the power around (DePree, 1989). 

Research has supported several aspects of the SBM 

concept. Hodges (1986:22), repor~s on several benefits of 

a SBM program: 

Every maj0r research study on what makes an excellent 
school cites the principal as the pers0n who determines 
success or failure. Second, it would credit both site 
administrat.ors and faculties with the presumed "k::nowledge 
and ability to m,1ke valid educational decisions. Third, 
it would engage teachers in issues most directly 
affecting classroom instruction, discipline, curriculum 
content, class size variations, changes in the daily 
schedule, staff training rements, and a host of 
others which affec.;t student achievement. Finally, 
shared decision-making produces a sense of ownership. 

Research Question Nuffiber Six 

Research question number six was cr:ncerned with, "How 

well did the MPS Pilot Schools progr~~ ~ork and what 

of that program shoulJ bf.~ continued, modified or deleted?" 

This question was answered by the evaluation o: the 

f.'1PS Pilot Schools done Grant, McCarthy, and Volpiansky 

(1989). The general conclusion was that in spite of any 

tension and frustration, all SBM schools wanted to continue 

to be SBM. None wanted to return to being a non-SBM schc-ol. 



The M:;?s SBM Implemer:.tati Pr oqrarn is ed in 

Appendix L. It incluiec1 the responsibilities of 

the MPS central administrators and SDA staff in assisting 

the non-SBM schools make th~ t~ansition to SBM in the most 

effect.ive manner possible. The MPS SBM coordinator is the 

person responsible to prepare these ce~~ral administrators 

and SDA staff to fulfi~ 1 their duties. There.:ore, her 

dutieb wJr2 hi~hlighte~ and pre3ented in detail in the MPS 

SBM Iwple~€nt2tion Program. 

The MPS SBM Implenentation Prograrr. includes t.l 

following: SBM imple:-,'"'ntation techniques for MPS to utilize 

in makirlg the transi ticn from non-SBM schools to SBM, 

applicable ideas from business, obstacles to avoid when 

iir.plemer.t ing SBM, SBM training topics and wo::::-ksl10p 

objectives for local schoc1 staff and central office/SDA 

staff for the three '"3BM worKshops. 

workshops were as follows: SBM 

The three types of 

Orientation Workshop, 

Council Member Workshop, Coun1;il Leader Workshop. 

The SBM Orientation Workshop gave the new Pilot School 

staffs an overview of what SBM was and what advant~ges SBM 

would h::1ve for them in improving •·heir school. The Council 

Membtors workshop was for the new members of the school's SBM 

Council to teach them how to w0rk together as P te~m. The 

Council Member workshop also addressed th~ mechanics of how 
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SBM would operatu in their school and what t.h{::..ir 

responsibilities ~:ould be as council members representing 

their c0nstitu~ncies. The Council Leader workshop was for 

the SBM Council leader who would be the chairperson of the 

council. This workshop focused on leadership strategies to 

increase communication effectiveness, trctm b~ilding, group 

dynamics, and an explanation of the expected 

responsibilities for t~8 SDM Council leader. 

The central office administrators 2:.. .. a the SDA personnel 

were exp(:..:cted to be f ami 1 iar vd th each of these th::.--ee 

workshops, especially the Council Leader workshop, The 

Cf.:mtral administrators and the SDA personnel were to serve 

as consultants to the SBM ,;ou.ncil leaders -md assist them 

in carrying out their newly obtained responsibilir.ies. 

In order to increase the workshops' effectiveness, 

teaching strategies from the field of adult ~rt11c~tion were 

included in all three of the SBM workshO!-)E. These adult 

education methodologies came from the educo.tion, psychology, 

management, and human resources liter-~ure. 

The MPS SBM Im1,lerr.entation Program is presented in 

Appendix Las a self-~ontained docu~snt with Appendixes. 

It is divided into the following three chapters: Chapter 

One, Non-SBM School Transition To SBM, Chapter Two, Long 

Range SBM Support Practices, Chapter Three, SBM Workshop 

Training. Chapter One discusses the sequence of activities 

necessary for a school to go from non-SBM to SBM. Chapter 



122 

Two discusses obstacle3 a~d barriers to the etfective 

implementation o~ SBM in MPS. Chapter Three, un SBM 

Workshop Training contains the objectives a~d agendas for 

the three SBM Workshops and a detailed description of the 

SBM Council Leader Workshop. 

SBM Council Leader Workshop 

Background 

As a result of the MARP, t:he agenda for a SBM Co'.mcil 

Leader train1 ·g workshop was developed ,nd is present€1 in 

SBM Irrplementation Fcograrn Chapter Thre_ 

(Appendix L). 

handouts and 

MPS 

It included workshop objectives, appropri?~1 

follow-up material necessary for ·:he 

participants to understand and implement the SBM process at 

their school. The data collected from the SBMI, the Pilot 

School Study and the literat~re were combined to develop th~ 

+-raining module to assist the SBM council leader to run 

their SBM meetings effectively. Most of the business of the 

SBM cour.__:·il (planning, evaluating, deciding, sharing} is 

Jone in meetings. The SBM council meets 1 n committees, 

subcommittees, and with the complete school staff. The SBM 

council is representative of many constituencies, varied 

interests and experience. The goal was for the participants 

of the workshop (council leader and central office/SuA 

staff) to understand the d~namics of groups and to be able 
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to ap1_:::ily that l-::no~t1 l and those skills in their SBM 

council meetings. 

Especially important ls for the SBM Council Leaders and 

the central office/SDA administration staff to be able to 

E:valuate a!l.d understand the process of the SBM council 

meetin~s. With this knowledge, they will be able to provide 

the council members witb feedback regarding their behaviors 

that facilitate and thosE.~ that impede progress at SBM 

meetings. 

To train the SBM Council Leaders most effectively, 

strategies and methodologies from adult education were 

included. Also included were ideas and tE:chniques from 

both the field of human resources and educational staff 

development. 

Effective adult education addresses three general 

components: 1~nowledge, skills, and a~titudes (Bellman and 

Kelly, 1986). For SBM training workshops, these three were 

especially important~ The SBM council needs "knowledge" of 

schoo! improvement in general and SBM specifically. This 

is referred to as 11 consulting the know 1 edge base.u The SBM 

council members and especially the council leader need the 

"skills" necessary to run smooth, efficient, problem solving 

meetings. rrhe council leader needs conflict resolution 

skills and strategies to deal with the inevitable 

differences that will arise at meetings. "Attitudes" must 

be addressed in SBM training because an essential inc::r-:-edient 
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of cffecti'•./(> SHM t-1pp.licatio:n is d cornmo.n mission c1nd vision. 

The SBM counc.i. l must real I y fee 1 comm.1 t tEid to the pn)l.::ess 

and believe that it and they can mate a difference. 

Skills that the SBM Council Leaders n2ed include the 

understanding of group dynamics, and problem solving 

strategies. Grafft ('1)85) reported that communication was 

a key element in conducting effective meetings and required 

the participants to pay constant attention to their 

communication skills. H~ reco'nmended three components to 

be included as a pa~t of communicatio11: listening, 

speaking, and resolving differences. 

According to Wood (1984), the acquisition of knowledge 

and skills in such areas as group dynamics, clear, 

persuasi •:e self-expression and team building were E?ssential 

when subordinates participate in decision-making enterprises 

on equal terms with their superordinate~ 

Ouichi ( 1981) stated that produ::;tivity cannot exist 

without trust. Trust is many small items: yet for a 

successful school or business, it is a crucial ingredient. 

When that trust bond is broken by harsh feelings, criticism, 

negative expectations and disrespect, productivity suffers. 

When it is fostered by a climate of sharing and ~aring, 

positivd feedback a.nd mutual respect, productivity increases 

and individuals become a team. To accomplish their tasks 

and reach their goals, the SBM council members needed to be 
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a team with trust and open lines of communication between 

all SBM council members and the SBM council leaders. 

Problem solving strategir;s and effecient chairing of 

mf~~etlngs arEi essential to the effective f1..rnctionlng of the 

S BM counc: .i 1 , Brainstonning is a typical problem solving 

stratE:gy. Bellanca (1983:22) recommended the DOVE 

Guidelines to remember the rules of brainstorming. '11 hese 

Guidelines summarized the following brainstorming rules in 

an easy to remember format: 

Defer judgement, disrussion, debate. 
Qff-beat ideas help the flow 
Yast number of ideas first. 
gxpand each other's ideas, enable creative 
breakthroughs, encourages contributions. 

Morton (1988:3) studied the question of effective 

problem solving in small groups. He ~~veloped n series of 

guidelines that SBM council leaders need to remember to 

make their meetings more pro~uctive and effective. 

were nine responsibilities that he recommended: 

There 

1~ State the problem. This should be done before the 
meeting in writing. 
2. Clarify the probleT". During the meeting the problem 
may have to be redefined depe~ding upon issues and data 
presented. 
3. Develop alternatives. Be careful not to avoid any 
reasonable options~ 
4. Keep the discussion on track. Ask the members of 
the gr0up to help kee~ the discussion on the subject. 
5. Summarize. When someone says, 1 It seems to me that 
this is a fair summary of what's been said so far,' it 
clarifies positions and gives everyone a welcome 
breathing space.. Summarizing may also reassure everyone 
that, despite the confusion, progress is being made. 
6. Define the consequences of choices. Discuss all 
the possible effects on everyone involved, direct and 
indirect, now and in the future. 
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7. Test commitment to the decision. After a ful 1 
discuss ion of consequence:.:3, is the qroup st i1 l committed 
to its choice? Draw out second thoughts that anyone may 
have. 
8. Make the decision. Push for a firm statement that 
reflects the thoughts and feelings of everyone around 
the table. Express the statement ouc loud and confirm 
that everyone subscribes to it. No one should leave 
the room with a question about what has been decided. 
9. Create a plan of action. Define individual 
responsibil i tiE~s clearly and get agreement on future 
deadlines before the meeting is adjourned. Later, 
distribute a written summary. 

Knowing and applying these guidelines wi.11 help council 

members make the most effecient use of their time at SBM 

council meetings. 

SBM Council Leader Workshoc Preparation 

Several preparations were necessary to prepare for the 

SBM Council Leader Workshop. The plan was for the 

participants at the council leader workshop to be sent a 

written invitation to the one day workshop. The invitation 

would be signed by the president of ·:he school board, the 

superintendent of schools, the community superintendent and 

the execut.i ve director of MTEA. The workshop location would 

be at the school's 0usiness partner 1 s conference room. The 

conference room would be very comfortable, snacks would be 

provided, the location would be convenient and it would be 

fully equJ.pped with the necessary audio-video workshop 

equipmente 

The workshop would be held on a school day. Substitute 

teachers would be provided as needE!d for the teachers. 
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Student represcntdtives would fill out the usual field tr.ip 

permission forms. The workshop time would be from 8:00 AM 

to 5:00 PM and would include an elaborat~ lunch provided 

gratis by the business part~er and/or MPS. The workshop day 

would be longer than the school staff's usual work day so 

they would be paid for the extra ti~c at their hourly rate. 

The results of th.-~ Council Leader Workshop would be 

evaluated by giving the participants the MPS Department of 

Staff Development Inservice Questionnaire (Appendix J) . 

The MPS Department of Staff Development Inservice 

Questionnaire 1as th2 instrument sanctioned and re~ommended 

for all adult educatio~ training p1·ograms done with MPS 

staff. 

The facilitator for the SBM workshops should be a MPS 

training staff person who had been trained in Adult 

Education Methodologies and SBM applications. It will be 

valuable if the facilitator was assigned to the SBM school 

and would maintain a consultive relationship with the SBM 

council there. 

One week before the SBM workshop the participants would 

be sent Grafft's (1985) article "Teaming Up For Excellence" 

cited in this study to give them background on SBM and its 

application. They would also receive a copy of the Report 

of the Executive Committee on SBM to the Superintendent of 

Schools (Appendix 0). The Executive Committee Report 

outlined the MPS school board's vision of how they define 
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t.h all parties involved, 

inc 1 ud i nq thcm~;e and L o icE: rn n i. strat ion. 

The ittce rt was vQry 

1ve o th~ SBM process seen he oJ.1ow:i.ng: 

These policies w l n°ed to be f exible and 
should be reviewed to ensure ~h~t they are 
enabling rathe than constrain ~nd directed 
toward the ultimate end of ~he further 
professionalization of teaching. Si~~ based 
rnanagemc~n t is seen as a dev<::"! 1 opmenta l i_:Jrocess, 
not a ion of what must be in each 
individual schoo1. We expect cnat each school 
involved in the process will develop its own plan 
for site based This document should, 
there Core, be viewed as c1. framework to 9uide 
rather than rontrol school initiatives (1987a:i). 

C'rJncern and commi trnent were necessary but not sufficient 

to <::stabl i::-:h a wor}.:::abl e proqram :in a school< Date I and 

Hoskins (Wollman, 1985:128) reported on the importance of 

skill along with will in the following way: 

Thus two comments that are assumed necessary for 
positive interaction are caring and effort. However, 
these components, though important, are only part of 
the picture. They are like two legs of a th~ee legged 
stool. The indispensible element so often overlooked 
is skill. In or~er to relate harmoniously to others 
while working, one needs to be competent. Acting in 
peaceful ways is not so much a matter of will but of 
skill. 

Since effective SBM council meetings involves process 

as WAll as content, skill development along with learned 

information would be necessary (Carpenter, 1977). For the 

MARP, the topics that were deemed essential for the One Day 

SBM Council Leader Workshop were six content-process areas. 
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BM Council Leader Workshop w~re six content-process areas. 

These workshop topics are as follows: ( 1) Introduction; 

( 2) Team Bui .lding/Ice Breakers; ( 3 ) Perception; (4) 

Communication and Conflict Resolution; ( 5) Problem 

solvinq, and (6) Group process/Meeting Skills. 

2xperiential exercises were selected that encompassed Adult 

Education Methodol to teach the skills related to these 

content-process areas. 

Introduction 

The SBM Council Leader workshop will be opened with a~ 

introduction and an overview of the day. 

regarding current SBM policie~ will be shared. 

Information 

Questions 

will be answered related to any unfinished business from 

the previous SBM workkshops. 

Team Building/Ice Breakers 

The first phase of any group session was the orientation 

phase, when people first come into the group .. At this 

stage, they are just strangers .. 

(1990:22) / 

According to Renner 

They may work together or have taken another course 
together, but at this stage they w re still relative 
strangers. They all have their own agendas and 
essentially keep to themselves. 

At this point in the workshop, the participants needed some 

type of Icebreaker activity~ 
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Prutzman (1978) detailed the importance of team building 

for participants before they .focused cm skill building 

during training workshops. Participants need to begin to 

understand both their own feelings :rnd ,·.he fee 1 i ngs of 

others. They neerl to become aware of the advantages of 

working together, rather than against one another, to solve 

problems. Cooperation and community building exercises, 

therefore, are essential. 

Perception 

In many situations there are often :1erceptual 

distortions concerning your own and the oth(:.:r person's 

behav~0r, motivations, and opinions. According to Johnson 

(1972:210), nany of these distortions in perception were so 

cc1i1mon that they can be found in a] most any conflict 

situ.at.ion I whether it is between two individuals, two 

gro..1ps, or two countriE~s. rhr.:;se distortions were as 

follows: 

1. Mirror image: I~ is r ~ommon for both you j 
the other person to feel tha.. . .,J are an innocent vi,· _m 
who represents ",_ruth and :;ustice and who is being 
at~ackeu malicivusly ~y an evil enemy~ In most 
conflicts, both parties are firmly convinced that they 
are right an~ the other person is wrong, that they want 
a •just• solution but tte other party doesn't. 

2. Mote-beam mechanism: Often in conflict situations 
~ach party clearly perceives all the underhanded and 
vicious acts of the other party while being completely 
blind to identical acts engaged in by oneself. In most 
conflicts both parties repress all awareness of the mean 
thinqs they do to the other person but become quite 
indignant about the ~n.ean things the other person does 
to them. 
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J. Double standard: Even 1f both partles are aware of 
identical acts engaged jn by the~selves an~ the other 
person, there 1s a strong tendency to feel that what is 
legitimate for you to do is illegitlmate far the other 
person to do. 

4. PolarizeJ thinkinq: It is common in conflict 
situations for both individuals tc have an 
oversimplified vim.,i ,.)f the conflict in whic .. 4 everything 
they do is good and evf~rything the other does is bad. 

Hart (1981:XI) described the importance of perception 

in conflict: 

conflict is al~ost always cause0 by unlike points of 
view. Because we have not learned exactly alike, and 
because we therefore see and value things quite 
differently, we vary in our belief as to what things 
are or should be. 

Crtun (1987:15) emphasized that a change of perception, 

can be important in hel}?ino solve conn icts. 

struggles and conflicts are still there. 

The daily 

It is our 

relationship to them that can be totally different. 

Instead of seeing the rug being pulled out from under 
us, we can learn to dance on a shifting carpet. The 
stumbling blocks of the past magically become scepping 
stones to the future, The walls and boundaries of old 
can offer interesting vistas as we move beyond them. 

Communication/Conflict Resolution 

Communication accounted for 70 percent of people I s 

waking time as reported by Bolton (1979). And of that time, 

writirg took 9 percent, reading absorbed 16 percent, talking 

accounted for 30 percent and listening occupied 45 perce11t$ 

Listening as a skill was very important for each of the SBM 

council members to engage in, for effective me~tings to be 

their norm. 
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Unfortunatcl·y, few pc:oplc- a.re qood li::.::,te:ncrs. Even at 

the purely infor-matioi,_11 level, resc-C:trchers claim that 75 

pr::rcent of oral. communication is ignored, mi::;understood, or 

quickly forgotten. Rarer still is t..he ability to listen for 

the deepest rn2anings in what ~eople say. How devastating, 

but how common, to tal.k with someone about subjer:::ts of 

L:tense interest. to oneseJf only to experience the st..ifliny 

realization that the other person was not real~y listening 

and that h~s responses wer~ simply automatic and mechanical. 

This realization often led to hidden ~gendas, wested time 

:::i· :Li conflict between people at SBM council meetings (Balton, 

1979). 

In contrast, the "language of acceptance 11 (Active 

Listening) has the potential to c~~nge an angry disputant 

into a caring friend (Ap~endix P), 

When a person is able to feel and communicate genuine 
acceptance of another, he possesses a capacity for being 
an effective helping agent. Acceptance of the other, 
just as 0e is, is an important factor in fostering a 
relationsbip in which the other person can grow, 
develop, make constructive changes, learn to solve 
;;,roblems, move in thi2 direction of psychological heal th, 
become more productive and creative, and actualize his 
fullest potential. It is one of those simple but 
beautiful paradoxes of life: when a person feels that 
he is truly accepted by another, as he is, then he is 
freed to move from there and to begin t< think about how 
he wants to change, how he wants to grow, how he can 
become different, how he n.ight become more of what he 
is capable of bein~ (Gordon, 1974:56). 

Active listening is a powerful strategy to help SBM council 

rnen,bers assist each other in handling the stress and change 

produced by a new way of doing things such as SBM. 
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ThQ e,.1.se with \lhich. miscommunic.:ation can disrupt. a 

school's SBM program and cause conflict w~s demonstrated by 

~he Rumor Clinic Exercise (Appendix Q). 'I'he goal of this 

exercise was as follows: 

To illustrate the distortions in communication 
information as it is transmitted from the original 
source tJ1rm1gh seVE:""!ral individuals to a final 
destination (Pfeiffer and Jones, 1970:14). 

The most important aspect of communicacion was not what 

was said or written. but the perception that was left by the 

communicator. Communication managed positively avoided the 

us-versus-them perception seen so often in conflict 

situations (Barton, 1990). 

Conflict itself is a neutral term, like power or energy. 

It ha:•,, both positive and r1egative characteristics. Conflict 

can promote intimacy, cause gro1-1th, be a veh_ cle for self

awareness, promote trade, increase knowledge of the world, 

encourage cultural exchange and help to solve problems. ~t 

is our beliefs about conflict and om .. methods of ha11t.~ling 

it that cause the problems. Belief systems that hold that 

"differences are bad," that "for me to win, you must lose," 

that "we are separate frc,m each other, n are tel iefs about 

conflict that will lead to difficulties in problem solving 

(Dye, 1983). 

It will be useful for the Council Leader to be able to 

understand the conflict cyclee It also helps to know that 

most conflicts, large or small, interpersonal or 
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rrhc~ ease with 'Jhich miscommunisation can disrupt a 

school's SBi'-1 proqram and ~:::a.use con fl ic:t w2,s demonstrated by 

the Rumor Clinic Exercise {Appendix Q). 'I'he <JCia.l of this 

exercise was as follows: 

To illustrate the distortions in cc1mmun.ication 
information as .it is transmitted from the original 
source through several i ndi viduah.:; to a final 
destination (Pfeiffer and Jones, 1970:14). 

The most important aspect of communlcacion was not what 

was said or written, but the pArception that was left by the 

communicator. Communication 1nnnaged positively avoided the 

us-versus-them perception seen so often in conflict 

situations (Barton, 1990). 

Conflict itself is a neutral term, like power or energy. 

It ha:.,, both positive and negative characteristics. Conflict 

can promote intimacy, cause gro,,1th, be a veh_ cle for self

awareness, promote trade, increase knowledge of the world, 

encourage cultural exchange and help to solve problems. !t 

is our beliefs about conflict and om .. methods of han'.~ling 

it that cause the problemso Belief systems that hold that 

"differences are bad," that "for me to win, you must lose," 

that "we are separate frc,m each other, 19 are tel iefs about 

conflict that will lead to difficulties in problem solving 

( Dye , 19 8 3 ) . 

It will be useful for the Council Leader to be able to 

understand the conflict cycle. It also helps to know that 

most conflicts, large or small, interpersonal or 
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international, fol low pn~tty much the same pattern (Appendix: 

R). The ingredients of a conflict are as follows: 

Two or more people who interact and perceive 
incompatible differences between, or threats to their 
resources, needs, or values. This causes them to behavt 
in response to the interaction and their perceptio.1 of 
it. (This is the point of conflict.) The conflict will 
then escalate or de-escalate. The conflict will 
escalate if: 1. There is an increase in exposed 
emotion 1 e.g. , anger, frustration. 2. There is an 
increase in percE.~i ved threat. 3. More people get 
involved, choosing up sides. 4. The people were not 
friends prior to the conflict. 5. The people have few 
peacemaking skills at thEir disposal. The conflict will 
de-escalate if: 1. N_tention is focused on the 
problem, not on the participants. 2. There is a 
decrea:;e in exposed emotion and perceived threat. 3. 
'11he people were friends prior to the conflict. 4. They 
know huw to make peace, or have someone to help them do 
Sv (Kreidler, 1984:12-13). 

A~l of this can take place in the space of three minutes, 

or three months, depending of the specific conflict. 

Conflict resol11tion has the potential for positive 

resul~s as described by Hart (1981:9): 

Conflict releases energy at every level of human 
affairs-energy t~at can produce positive, constructive 
results. Two tt1ngs should be recognized here. First, 
conflict is an absolutely predictable social phenomenon. 
Second, conflict should not be repressed, but channeled 
to useful purposes. 'I'he role of the trainer, human 
resource developer, and OD specialist is to help others 
analyze developments, and learn about why people behave 
as they do in conflir;t si tuatim1s _ 

These insights are valuable for the SBM Council Leader in 

dealing with conflicts that arise during council meetings. 

Problem Solving 

'I~e work:. ~10p participants should be the 

importc-•"'c..e of creative thinking and how often problems 
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contain thelr solutions within themselves. Von Oech 

(1983:9) listed the mental locks that prevent people from 

utilizing ~heir natural creativity: 

1. The right answer. 2. That's not logical. 3. 
Follow the n~les. 4. Be practical. 5. Avoid 
ambiguity 6. To err is wrong. 7. Play is frivolous. 
8. That's ,~t 1y area. 9. Don't be foolish. 10. I'm 
not creativ--=. 

Williams and Stockmeyer (1987:104) agreed that people!s 

natural creativi can be "unlocked." 

Creativity is not only an art but also a skill, one 
that can be taught to anyone. Creative thought 
followed by creative action, this is the formula that 
breeds success in problem-solving, in work, in 
relationships, and in life! 

Techniques and rules of Brain Storming wer~ shared with 

the workshop participants as a strategy to be considered 

during council meetings to assist in the search for 

solutions to their problems. According to Hawley and Hawley 

(1979:69), the rules were as follows: 

1. Express no negative evaluation of any idea offered. 
2. Work ror quantity. 3. Encourage off-beat or half
formed id8as. 4. Expar.d or elaborate on one another's 
ideas wherever possib!e. 5. Record each idea. 

Group Process/Meeting Skills 

Burns and Howes {1988), addressed the need for group 

facilitators or trainers at each school. In MPS, the SB:H 

council leaders would be these people with extra training 

to conduct effective meeting·s. Lakey {1984:79) listed 

several ingredients uf a good meeting which a SBM council 

leader needed to consider for their sessions: 
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1. Commonly understood goals. 
2. A clear process for reaching those goals. 
3. An awareness that people come with their personal 
preoccupations and feelings as well as an interest in 
the subject at hand. 
4. A sense of involvement and 1mpowerment (people 
feeling that the decisions are their decisions; that 
they are able to do what needs doing). 

Evaluation/Closing 

Tt~ SBM Council Leader Workshop will be evaluated by 

the MPS Department of staff officially 

sanctioned questionnaire. The results will be summarized 1 

analyzed and utilized in future workshops. Thereby, 

continually making the Council Leader Workshop responsive 

to the participant's needs. 



c:hapter '.:> 

INTERPRETATION, CONCLUSIONS, AND RECOMMENDATIONS 

Interpretation 

The MARP was concerned with answering six research 

questions and deve.1 opj_ng SBM Imple,nentat ion 

Program. Data were collected by reviewing the literature, 

conducting the SBMI ·with tht.1 :-orty·-five members of the 

Council of GrE:at cit.y Schoc:.s and summa:iz.ing the Pilot 

School Study done by G -, McCacthy and Volpiansky. 

Research Question Number One 

Research question number one was concerned with, 11 How 

do other school systems define their SBM programs, how do 

they implement SBM into thPir school s:ystems and vhat 

additional elements should the MPS district-wide program 

contain as more buildings become SBM? 11 Also L1cluded io 

this research question was the general description of SBM 

urban programs since the word ndefine" was too narrow in 

scope. 'The general area of School Improvement and the 

specific discipline of Organization Dev~lopment were 

"additional elements." Both of these topics were often 

discussed in the SBM literature. 

When the data from the literature, the Pilot Schools 

Study, and the SBM Interview of the Council of Great 

137 
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cit i r:>s Schoo 1 s ,:1 r,2 c-::.i1r1L i nE~d thE:,re sce111s to be aqreement 

regarding the definition of SBM. Site based management is 

a··i onqoinq procesF; unique to a specific school building 

rather a general product or destination. 

Consequent. ly, creativity and fl Eix ib i l i ty a re key concepts 

to apply to any effe~tive SBM program. 

Ramsey ( 1988) thinks of SBM as a process, based on 

democratic principles, ·which empowers the local schools 

with the ability to make decisions regarding their unique 

needs. These decisions include educational planning, 

personnel needs, material resources, and special needs. 

Site based management promotes ownership, commitment, and 

accountab .i 1 i ty through the school and community working 

of education. t.:oge\:hE~r to 

Consequcmtly, 

improve 

th2 entire 

input into their local 

ownership will be that 

the quality 

Milwaukee community 

schools. The impact 

all ,Jf the community 

invested in the school's problems and solutions. 

can have 

of this 

will be 

Components included in the definition of SBM besides 

process is that it is a school improve1·ent strategy, 

change oriented, participatory and representative, and 

there is a commi br.ent by the school staff to some commonly 

held vision regarding the possibility for mutual 

empowerment toward the goal of all students succee~ing. 

Site based management helps to balance the decision

makin~ accountability between the school and the districc 
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and this results in sdY,ol improvement. 'The content, the 

0 wh.atn set at the distr-i.ct level; strategies, 

processes, the instructional program will be 

delivered, is determined at the school level. According 

to Saphier and King ( 1985), school improvement emerges 

from ~he confluence of four elements: the strengthening 

of teachers' skills, the systematic renovation 

curriculum, the improvement of the organization, and the 

involvement of pargnts and citizens in responsible school-

community partnerships. The ex~3tence of a culture that 

nurtures these elements is essential~ School 

administrators set the tone for the organi~A~ion and then 

it is up to the staff to kt=>r::p th£ culture strong and 

accepting., The teachers need to see themselves as the 

instruments of change rather than the objects to be 

changed. 

Site based management cannot be packaged in advance, 

as it is a type of innovation th-it requires changes in 

attitudes, values, and roles. Teachers, principals, and 

central office/SDA staff have to work out their own styles 

and techniques within a broad philosophy and model. 

Implementation, then, requires learning by doing and 

analyzing .. Site based management calls for new processes 

and relationships .. 

and development. 

Success is based on internal growth 
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Constant and improvement arc componc:!nts of any 

SBM pro'Jram. The need to be flexible applies to the total 

educational community from the Board to the local school. 

By definition, to have a SBM program means the traditional 

power structures need to be willing to let the school's 

SBM council have increasing authority over their building. 

The demands for SBM council empowerment should and will 

mnnifest t.1emse::. ves in sporadic, unpredictable f::1,::;,h~on. 

The tralitional pcwer structures need to understand, 

accept and support that SBM process. 

The SBM council's d~cisions usually include some 

combination of the following areas: Budget, Curriculum, 

Personnel. The impact the SBM council has on each of 

these areas depends on their School Board and 

Superintendent. In :..:;ome cases, an outside force such as 

the state legislature, mandated areas that the SBM council 

will control. There is increasing pressure on urban 

sch.col 

over. 

systems to improve or 

This gr.-c" ;> could 

an outside group will take 

be the parents/community 

(Chicago), a University, the State or a court. Because of 

the tremendm.1s pressures on urban school systems, they 

must be lmproving or they are getting wars~, they do not 

stay stable. 

School systems usually implement SBM into their 

district on a pilot basis, schools en a gradual 

bas The MPS has been successful in adding a sm.:.~.l 
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number of vo1untc-..er pi.let schoc.ls. As MPS enters the 

1Lurth year of their p_i.lot program, there ar(;: thirty-six 

SBM schools out of 140 total sch0ols. Schools have 

entered the proqrarn at a rate of e .iqh t. to ten per year. 

This ir.; a nece:ssari .1 y slow rate due to the la.ck of an 

overdll SBM Implernentaion Program and a district wide SBM 

staff of only one person, the SBM coordinator. 

School improvement strategies and OD techniques were 

included in th~ SBM trainin~ programs. The MPS SBM 

workshops inc~udei elements described in the school 

improvement and OD literature. Examples are, team 

building, trust building, co1mnunication and g:coup 

dynamics. These approaches were designed to make a school 

hn ild i.ng' s culture a supportive one in the midst of the 

frustratior, inherent in the transition from non-SBM to 

SBM. 

Quality 

should add 

small groups 

circles are an additional element that MPS 

to their SBM program. :2uality Circles are 

(six to eight) of people doing the same job 

who meet together on a regular basis t0 identify and solve 

problems. Quality Circles could be set. up 01s CJ:rrtmittees 

of the SBM council and could be open to non-council 

members* Quality Circles would enable a larger number of 

staff members to be invo 1 ved in the school's governance 

than just the members o.f the SBM council. The advantage 

of Qua.lity Circles is that it is problem and solution 
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l t encou rqi::~3 pract ica 1 ~ v1or.Kabl~- solutions to a 

·probl.(":>Yn cr1osen by che Circle qr·oup. Therefore, Quality 

Ci rc:l ,,~_; can 2wo.id Gome of the frustration and confc.sion 

reported by teachers in the Pilot Schools Study. 'The SBM 

counc i] members reported frustration with the great 

expendenture of time taken to work on global issues such 

as their mission statement, goals for the year, and so 

forth. By including the Quality circles approach, the SBM 

council will be able to demonstrate practical results more 

quicl<.ly and effeciently and achieve a feeling of success. 

Re;;earch Question Number rrwq 

Research qu,....:stion number two ;,las concerned with, "How 

do other school systems train their staffs to be skilled 

in SBM strategies? This includes the local school staff 

and c1..~ntral off ice administrators and SD.t-. t-1ersonnel." 

This research question focused on how to prepare and train 

a school staff to move from a traditional style of school 

management to SBM. 

There 

available 

transition. 

were a series 

to assist a 

of 

school 

training 

staff 

opportunities 

to make this 

Training starts with the principal since 

he/she is the key person in bringing SBM into their 

school. The SBM coordinator, the superintendent and 

successful SBM principals should give presentations to the 

the non-SBM principals. RE:sistance from non-SBM 



pr inc _1pa ls is 1y larqely 

in~"orrnation. 

to a lack 

1-13 

of 

After the principal is interested, the school 1 s staff 

needs to be inserv .iced regarding the bene£ its of SBM. A 

parel of MPS staff who have nad a succe~sful exr~rience 

with SBM should give a presentation to the ssho~l staff. 

'The SBM coordinator or other administrator frr in central 

office or th2 SDA should also be on the panel. Ample time 

for questions should be prov1~ed. The Pilot School Study 

found that o~e obstacle to SBM was a lack of informdtion 

regarding how SBM operated in MPS. There was also a 

concern about whether tlH:: MPS admi:r.istration was really 

committed to SBM. Having MPS administrators on the panel 

will g1 "-e ther:; the opportuni t.y to answer questions and 

express their dedic3tion ~o SBM in MPS. 

Besides presentations, there a."'"e three types of SBI'-'! 

workshops provided. The three types of workshops were as 

follows: SBM Od entation Workshop, SBM Council Member 

WorKshop, SBM Council Leader Workshop. 'I'he SBM 

Orientation Workshop gave the new Pilot School staffs an 

overview of what SBM wa.s and whc1.t.. advantages SBM would 

have for them in iIT.proving th2ir school. 1:l'he Council 

Members workshop was for the new members of the school's 

SBM Council to teach them how to work together as a team. 

The ~ouncil Member workshop also addressed the mechanics 

of how SBM would operate in their school and what their 



responsibi it1es would be as couGcil members .ing 

their ;::onsti tuenc.ics. The Counc.i 1 Leader wor}:shop was for 

the SBM Counci leader who would be the chairperson of the 

council. This workshop focused on leadership strategies 

to incn:::2se communication effer;tJveness, team building, 

and an explandtion of the expected 

r:::spcnsibilities for the SBM Council leader. 

The central office administrators and the SDA 

personnel were to be familiar with each of these 

t.hrec~ workshops, especially the Council Leader workshop. 

Th~ ceP~ral administrators and the SDA personnel were to 

serve as consultants to the SBM Council leaders and assist 

them carrying out their newly obtained 

responsibilities. These central office/SDA administrators 

should serve as rrocess observers at SBM council ~eetings. 

Theil:: responsiblity would to give the SBM council 

f8edback regarding their meeting process and how to 

improve meeting effectiveness. 

In order to increase the wc.,rkshops I effectiveness .. 

teacL i.~1g strategies from the field of adult education were 

included in all three of the SBM workshops. These adult 

education methodologies caree from the education, 

psychology, management, and human resources literature. 

The.re ls no doubt that staff development and successful 

innovation or improvement are intimately related. 

However, even in the nar!'ow sf.:!nse of successful 
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implementation of a si e innovcl t ion; people have 

underestimated what it takes to accomplish this close 

interrelationsh fundamentally (Fu.llan, 1990). 

Effective staff development responds to how adults learn* 

Effective staff development minimizes threat, provides 

opportunity for practice and feedback, allows 

participants to share control of the learning experience, 

is experiential, and of L.en occurs in teams ( ... Joyce a.nd 

Showers, 1980). 

The details regarding the workshops for this MARP are 

in Appendix L (The MPS SBM Implementation Program). 

Appendix L includes the agendas of the workshops, the 

workshop objectives, and a list of the handouts p~esented 

at the workshops. rrhe SBM Orientation Workshop and the 

Council Member Workshop are the revised versions after 

taking into account the evaluations of the original 

workshops. The Council Leader Workshop was designed as a 

result of the MARP. The Council Leader Workshop takes 

into account the data collected from the SBM 1 i terature 

and rne results of the SBMI. The Council Leader Workshop 

was designed to enable a school make a successful 

transition from non-SBM to SBM and maintain their 

effectiveness in school improvement over time. 

The essential nature of being adequately trained 

cannot be over emphasized. The shortage of training time, 

money arld opportunities were noted as a p::::-oblem in the 
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literature, the P·Uot School St and the r esu 1 ts from 

the SBMT given to the members of b1e Council of Great 

Cities Schools. Creative efforts must be made to increase 

training opportunites for SBM schools and the central 

office and SDA staff who work with them. 

Research Questic~ Number Three 

Research question number three was conserned with, 

"How does the SBM process .in MPS compare to other t1rban 

SBM programs and SBM programs described in the literature 

and what obstacles could MPS avoid? What can be learned 

from participative management programs in business and 

industry to assist in the development and implementation 

of the MPS SPM program?" The SBM programs described in 

the literature w~re basically similar because by 

definltion they contained the same elements. 

The major obstacle described in th0 literature, in the 

Pilot Schools Study and by the SBMI L1terviewees was the 

resistence displayed by members of thE! traditional power 

structure such as the Board, administration, unions a!1d 

Department of Public Instruction. Central office staff 

were often n0t prepared for the changes in role ~hat was 

expected of them. In SBM, the central office and SDA 

staff need to stop making decisions for local schools and 

help them to make their own informed decisions. These 

central administrators need to be facilitators and accept 
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the sayinq, "There is no limit to what you can do if you 

do not care who gets the credit. 11 The central 

administrators need to derive their satJsfaction from 

seeing the local SBM com:cil successfully making decisions 

t.:hat were formerly made by central office. 

Pa1ti~ipativt management programs in business and 

industry were similar co SBM in that they are both 

cancer· 1E::d with improv1 .. g their organization as 

effectiveness by empowering r.i1eir workers. In business 

and industry, participative management programs are 

typically called Quality Circles. Their purpose is to Ube 

consensus and interactive approaches in small groups to 

improve performance. Quality Circles generate suggestions 

by teachers for ways to solve pro!...1.ems tnat they face. 

The process is designed for a small group (six to eight) 

of people with slrnilar responsitilities to do active 

problem solving. They do so by first selecting a problem, 

collecting data regarding the problem, brain storming 

solutions, choosing a solution, and presenting their 

solution to management in a formal presentation with 

visuals such as graphs, charts, documented data and the 

predicted success rate of the proposed solutlon. 

The distinction here is that a school could have 

several Quality Circles actively involved in problem 

solvlng rather that just one large SBM council. The 

concepts could be combined by having the Quality Circles 
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their 

pre3entatlons to a joint grotJp consisting of the SBM 

council and central administration staff. 

The Milwaukee business con:muni ty is concerned about 

the educational crises in the MPS. To respond as a group, 

they have established the ~reater Milwaukee Education 

Trust (The Trust). The Greater Milwaukee Education Trust 

(Appendix S), a civic partnership created by the Greater 

Milwaukee Committee (GMC' and the Metropolitan Milwaukee 

Association of Commerce (MMAC) , .1.s commi cted tG provide 

support for MPS as SBM is implemented in :.he schools. 

Their effort is called the Manage~ent Partners Pro1ram and 

is described as follows (Greater Milwaukee Education 

rrrust, 1989:3): 

The Management Partners Program pair3 management 
people from Milwaukee's business community with 
Milwaukee Public School principals whose schools 
participate in the MPS Schoel Based Management 
initiative. The Management Partners Prog~am is 
designed to support the districts efforts to give 
principals and school staff the authority to make 
decisions affecting the opera~ion and educational 
programs in their schools. Prinr:::ipals and school 
staff benefit from the partners diverse management 
backgrounds. Managem,;;mt Partners in turn gain 
appreciation for the unique problems inherent in 
managing schools. 

Research Question Number Four 

Research question number four was concerned with the 

following: uHow dn other SBM programs obtain waivers from 

the local or state rules and regulations?" Very little 
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was written about waiver3 Jn the literature. School 

systems either ~r~nted wRivers on a individual school 

basis or they did not make exceptions. 

The concept ot al lowing a rule or regulation to be 

waived is tied up into bargaining unit contracts, local 

School Board rules, State Department of Public Instruction 

regulations and the idea of precedence, that is, "We have 

always don'? it this way." Th~se groups see their primary 

roles as protecting their power to oversee the education 

process. Traditionally, they have seen any proposed 

changes as a threat to their very existence. Therefore it 

often takes either great challenges or tremendous 

persuasion to get 1-hem to allow siqni.ficant waivers to 

occur. 

A waiver form is presented in Appendix L. Each group 

that will be petitioned with a waiver needs to have a 

staff member who2e job it is to assist and be 3n advocate 

for SBM councils. 'This would include the Board, the MTEA 

and the Department of Public Instruction. Each of these 

grnups have made a public committ:ment to SBM and the 

improvement of MPS. Therefore, they must remember to make 

this their first priority e These groups must think of 

students first before any other agenda. Their response to 

SBM councils' requests must change from, "We have never 

done that before." to nLet us see how we can do what you 

ask." 
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Research question number five was concerned with, 

"What techniqur.~s do other srm progr2ms. ut i1 .i ze to generate 

teacher/staff barqaininq unit ~~upport? 11 rrhis issue was 

not addressed ui n·ct.ly in th,2 l ite::·a ture, instead, there 

were articles supporting the value of SBM to all 

components of a school system. When tna bargaining unit 

sees tne school system's problems as a true crises 

demanding 

building 

change, then 

can proceed. 

action can 

By definition, 

happen and trust 

SBM is a logical 

response to bargaining unit members feelings of poor 

morale and helplessness in the face of their edu~ational 

problems. 

Usually mutual support for a SBM program depended on 

the existing relationship between the administration and 

the tea--=her' s bargaining unj t. If trust and cooperation 

are lacking, both the a.dminisL~ation and the bargaining 

unit have to be convinced the SBM program is in their best 

interest~ Supportive research that confirmed the value of 

SBM in empowering teachers and solving education problems 

helps staff see the value in cooper3.·cl.:ng to make the 

implementation of SBM successful, 

The im~ortance of the teachers and other employee 

union groups involvement cannot be over estimated. In 

every school district where SBM was practiced, the 

teachers' union was very active and supportive of the SBM 
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~here was one school district ,oSE:) SBM program 

was on hold because of poor relations between the 

Superintendent and the local teacher's union. The answer 

to the lack of MTEA involvement is cont2ined in the SBM 

phi1oso!,)hy. What the MTEA ne(ds is to feel empowered. 

The MTEA needs to see SdM as their program as much as the 

Superintendent's. 

~~§earch Question Number Six 

Resoarch question number six was concerned with, "How 

well did the MPS Pilot Schools program work and what 

aspects of that program should be continued, modified or 

deleted?" Th1.s question was ans.·ered by the evaluation 

study of the MPS Pilot Schools done Grant, McCarthy, and 

Volpiansky. The general conclusion was that in spite of 

any tension and frustration, all SBM schools wanted to 

continue to be SBM. None wanted to return to being a non

SBM schoole 

The school principal and the staff feeling of 

empowerment were two major facilitators of the SBM 

process. Major obstacles were the lack of time, training 

and current information on what SBM is and how it should 

be implemented. Resistance from the central office and 

the M'rEA also impeded the SBM implementation process. The 

school budget was an item that the SBM councils 

appreciated the impact they had and wanted more cont.rel 

over budgetary matters. 
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The g£meral tnemE: that permeated all the sources of 

data was the importdnce of the change process for a school 

staff to adjust to SBM. It is di ff icul t for a school 

district to move from a highly centralized eystem to one 

of SBM overniqht. Staff have learned their jobs in one 

environment. A different environment might be more 

productive for them and for students, but new patterns of 

behavior take ti.me to accept and learn. The old ways 

represent a form of security because they are predictable. 

Dramatic change is often a threatening thing for 

people to do. Often the gre~ter the crises and stress the 

more apt staff are to revert to the old unsuccessful 

strategies because of their famili.ari ty ~ Staff are most 

receptive to making the necessary change when they feel 

supported i.e. have a feeling of 

school culture discussed in the 

"teamness$*' Aspects of 

MARP are crucial to an 

effective SBM program. Especially important are 

familiarity with "the knowledge baseu and collegial ty 

which wil 1 help to encourage creative thinking and risk 

taking behavior so that real change takes place~ 

since teaching assignments have traditionally been of 

a solitary nature, in a self-contained classroom, teachers 

have become used to and comfortable with this state of 

isolation. Being alone to face prQblems and frustrations 
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isolation results in a duplication of efforts, a lack of 

communic~1tion about students, and a lack of opportunity 

for teachers to have meaningful support, advice and 

assistance frCiin ea.ch other. That is, they rely only on 

themselves as individuals and fail to see the value and 

power of being a teem. According to Conley, Schmidle, and 

She~d (1938:266), 

Training and support may be needed ror some of these 
individuals, so they will feel comfortable living with 
and implementing the concept of SBM. In order to 
develop ari acceptanr::e and enthusiasm about teacher 
participa~ion, we must help people to see the 
limitatioDs of working in isolation, and the benefits 
of collegial participation. The potential for school 
improvement lies in every school and teacher 
particip~ting in a way to release that potential. 
En+-1:.:.::.:,iasm and energy are renewed when professionals 
are exci t.=d about what are doing as a school 
community. 

As a school begins to consider SBM, the principal and 

the school staff should thoroughly acquaint themselves 

with the literature of SBM. They must recognize that 

staff, studants, parents and the community may initially 

be ~uspicious, be., ause old patterns of relating may no 

longer be appropriate. Another concern is that SBM will 

mean a greater commitment of time and energy from members 

of the SBM council. 

The principal should feel confident in initiating 

continual dialogue with his/her SBM staff. 

behind these efforts would not Le to 

The m::itive 

abdicate 



responsibility for s-·hool leadership, but to prov idE~ 

la. r-ger sphE:res of autonomy for the professional and non

certified staff members and to creatively search for and 

implement n0¼ approaches to educational effectiveness. 

This is an cmabling initiative. The principal is not 

losing power but rdther extending initiative to the 

greatest number of people possible. A person who does 

that has po~0r of a different sort. 

u .. iring SBM, school staffs and the.1.r community will be 

looking at their school and each other in an entirely 

different way. Therefore, they will need team building, 

and other training in problem solving and creativity 

training. To be effective, ,·<~y will ha\le to be in a 

different frame of mind, utilize different assumpti~ns and 

be guided by a different vision that they can and will be 

successful. As Rutkovmki ( 19 8 9) obserVE!d, "If SBM is 

allowed to really work, everybody wins .. " 

The literature indicates that the culture or 

organizational climate of schools is not automatic or 

static. 

practices 

attitudes 

It is, in fact, dynamic 

and policies implemented 

of the staff who are 

and changes with the 

as a result of the 

the framework and 

infrastructure of the schooling process. In these facts 

there ls great hope for growth, since as SBM is 

implemented and. a school culture changes, it can adapt to 

the ch.: llenges and prn!;lems facing urban schools. Many 
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'.Jrganizations othc.:?r th, ... , schools pay Emormous attention to 

improving their internal cul tun::=. Site based management 

schools have much to gain by devoting more of their 

attention and energy to understanding and strengthening 

their own culture. As they develop a culture that 

w~lcomes and embraces change, the SBM school will produce 

programs that really effect the school's primary goal of 

educating all students. 

RACO~mendations 

This study lends itself to making a wide variety of 

recommendations~ The following suggestions are offered to 

strengthen and expedite the implementation of SBM into all 

of the MPS. Thus the author recommends that: 

1. MPS should offer more inserv ice opportunities to 

both th~ SBM schools and the non-SBM schools and the 

administrative staff of central office and the SDA I s~ 

Creative formats and elaborate content for such offerings 

will be needed. Milwaukee Public Schools shfiUlc 11ork with 

each school's staff planning committee, the M':PEA, 

department chairpersons, administrators, students and the 

community (parents and businesses) so that inservice 

activities can be implemented in the most effective way 

for all staff in a school& This mutual planning process 

will be very helpful in developing ownership for any 

resulting plans. 
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inservice 

training arc needed. The major problem is working around 

the teacher I s teaching time. 'fherefore, the locf:il. SBM 

school should brainstorm ways to work with or cnang~ 

teachers' schedules. Examples cculd be to use substitutes 

for the ~each£rs, to have separate workshops and ~rLgrams 

for students and staff at the same time~ Consultants, 

other teachers, administrators, parents, business and 

community peo~le, college students, are all resources to 

be workin9 with the students while the staff receive SBM 

inservice. Another idea would be for the students to be 

in school fi fte0n minutes extra Monday through Thursday 

and then be rele=::t.sed one hour earlier on Friday. rrhe 

staff could use this extra hour on Friday for insE?rvice 

training. 

3. A signi ti.cant list of benefits should be 

established that are available only to SBM schools~ The 

list should include 11ore money and time for training and 

professional development, incentives for successful 

projects completed and a larger budget f ';r equipment and 

supplies. A list of policies that will automat~cally be 

waived should be developed. Also included should be 

sol:itions to publicized teacher • .. mncen~s such as smallP-r 

class sizes and a well~ess p~ogram. This list should be 

dev.aloped with the M.TEA anc: be widely publicized@ Since 

MPS wants all schools to become SBM, sig!1ificant 
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incentives are necessary to convince teachers to volunteer 

for the program. Voluntary participation Reems, by 

definition, an essential element cf any SBM program. 

4 o The MPS SBM program win. t;e evalua·'::,ed by how 

effectively the individual schools and their councils 

function. It is recommended that each SBM council have a 

person designated at each meeting to be the "Process 

Observer. n 'This person will help the group pay attention 

to their group functioning with an eye on ma.xi.munt 

effectiveness. 

5. Each SBM council should work with the Greater 

Milwaukee Education Trust to locate a business partner who 

coul.j provide a person with participatory management 

experience. There should be a business partner network 

for these people to meet and share on a continual basis. 

6. Networking between SBM councils should be 

e~~ouraged by meetings, conferences, sharing sessions, a 

newsletter and a system-wide SBM calendar of events~ 

Local as well as national success stories should b~ shared 

and ack1:1owledged., 1rhe local SBM school cou·1cils could 

share this responsiblity with the SBM coordinator. 

7. The MPS administration at the highest level must 

include thH ·MTEA in planning and designing future SBM 

implementation strategies8 This would mean that when the 

superintendent and the SBM coordinator meet with thG 

board, SBM principals, comm..;.ni ty groups and hold news 
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conferences 1·eqarding SBM, they should i.nvlte the MTEA 

executive Cirector as an equal partner. Sib.:! Based 

Management Statior rffy st,ould be developed that would carry 

the MPS and MTEA logo. 

8. TO}_.;- lffv el MPS administrators such as the 

superintendent, deputy superintendent, associate 

superintendent (top three MPS positions), SBM coordinator 

and the board president should constantly and continually 

say and show supporc for the SBM process in MPS. The same 

strong verbal and visible support and commitment for SBM 

must be shared with the SBM and non-SBM schools by the 

wrEA, ASC, non-certified unions (the "business side of the 

MPS Housen), MMABSE, the Department of Public Instruction 

and the husi.ness community through The Education Trust& 

These organizations should not only support SBM but 

actually be a.n advocate for it and be willing to waive 

seniority, credentials and other related restrictions. 

9.. A staff drNelopment effort should be initiated 

toward helping central administraiion/SDA staff 

understand, accept and embellish the change process. 

Business and industry has had success with the concept of 

"excellence and taking risks" (Tom Peters), the impact of 

your paradigms (Joel Barker) and studying the predictable 

nature of the change process (Rosabeth Kanter). 

10. The Board should appoint three secondary students 

to be members of the SBM Monitoring board. 1l1wo of the 
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one should be African 

American. There should be both genders represented. This 

strategy is supported by the J.efinition of SBM as being 

rep~esentative and will promote ownership among students. 

11. Milwaukee Public Schools should explore utilizing 

the process of Quality Circles as a part of their SBM 

program. Along with the multi-representational SBM 

council, smaller Quality Circles (maximum of eight people 

from the same work group) would focus on solving specific 

problems in their school. The advantage of the Quality 

Circles approach would be that it would be action oriented 

and more staff members could be involved in the process of 

solving school problems. 

12. Further study should be done to better understand 

the process a school goes through when they change from a 

traditional school to a SBM school. Thereby affording the 

opportunity to accelerate the process to lead to quicker 

success in educating all stpr' -.nts. It is essential to 

remember student success is the primary goal of any school 

improvement program~ 

13. From all the collected data, a simple jargon-free 

SBM pamphlet should be developed for distribution to all 

schools and interested parents and community members. 

14. A SBM Department should be established and 

additional staff should be hired as MPS moves to involve 

all schools in SBM. rrhe additional staff should help 
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SBM 

Those elements are, non-SBM 

school transition to SBM, Long range support practices for 

SBM and continual evaluation of SBM workshop training. 

15. That the MPS SBM coordinator implement 

immediately those aspects of the MARP that she can do 

under her own authority. Other aspects of the MARP that 

need further approval should be referred to the new SBM 

Steering Committee for review. An affirmative reaction 

from the Steering Ccmmittee would be significant since the 

Steering Committee should be representative of all of the 

major groups active in the schools such as the Board, 

administration, teachers uni n, administrat0rs bargaining 

unit, parents, business community and students where 

appropriate. 

16. That the SBM schools do an annual review of the 

SBM implementation process and submit it to the office of 

the SBM coordinator. Since SBM is a process, there will 

need to be a continual evalution of service to the SBM 

schools. 

17. That the MARP be accepted as the MPS SBM 

Implementation Program. The MARP has been shared with the 

SBM coordinator. It was also shared with the Department 

of Staff Development and the Human Relations Unit, the two 

departments responsible for the training of MPS SBM school 

staffs. The MARP is being considered by MPS and it is 
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expected that it will be accepted and implemented. 

Further diffusion of the MARP was accomplished by listing 

it in the ERIC database. 
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l Based J'.'-,tana.gerncnt 

School based management is a participatory leadership 
style based on shaced decision making and shared 
authority. SBM is g vehicle for improving studE:nt 
achievement. It is noL a goal in and out of itself. 
One must give care to the process of SBM and 
to the content of the decisions that are made. 
The ~ey areas of concern in SBM are curriculum; staffing· 
and budgeting. SBM is about vision, risk taking, 
innovation, and r~sponsioility. 
The Board of School Directors. the Superintendent of 
schools and the Secretary-Business Manager have made a 
commi~ment to this style of leadership. 

Rational2: 
possible level. 
making unit.) 

Decisions should be m3de at the lowest 
(Thus the school is the pr~mary decision 

Change requires ownership that comes from the 
opportunity to participate in defining it and having the 
flexibility to adapt it to individual circumstances. 

1989-1990 SBM GOALS 

I. To induct the ten new SBM schools into the pilot 
project .. 
II. To provide continued support to each SBM school. 
III.To work with the Board of School Directors and Central 
Office personnel on th~ir changing roles as they respond 
"· ') the needs of bBM scno0J s. 
IV. To improve parental involvement in SBM. 
V. To provide assistance and support to schools who are 
considering participation in SBM. 
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S I.'IT _ BA~3ED MM.JAGEMENT COUNCJlcj 

0~ess foe Shared Governance. 

site ba ..... .:::..d "T nagement requires the development of 
additional strategies which provide parameters and 
vehicles which allow the individual site to design plans 
for teacher and parent involvement in the decision making 
process. current policies of the Board of School 
Directors relating to parent involvement and school 
advisory committees should be continued, with necessary 
additions and changes being initiated for the pilot site 
based management program. 

The continuation of tra~itional opportunities such as 
participation in PTA, PTO, boost2r groups, special 
committees and task fore es, is important. Each school 
will have a site based management council which will 
participate actively in the decision making process for 
the school while operating within the fra:ne work of the 
rules, regulations and policies of the Board, the Board's 
contractual obligations, and the laws of local, state, and 
federal governments. 

It is expected that each school will initiate a Memorandum 
of Agreement which delineates objectives to be reached by 
the site based management pilot project in that school for 
management initiatives, educational improvements, and 
other areas which express the individual school· s unique 
interpretation of the framework developed by the broad 
based corr.mittees. 

Membership 

Involvement and input from many constituencies is critical 
to site based management. Membership will include but not 
be limited to the following: 

Principal 
Teachers 
Suppor-::.:. Staff 
Parents (cultural and ethnic representation) 
Community Representatives 
students, as appropriate 
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~_QJ __ ection Process 

Pilat schools need to review carefully the process for 
council participation by identifying groups withjn the 
school such as FTA, PTO, Pareni.s Networking for the Sake 
of our Children, Chapter 1, 5ilinguai-Bicultural 
Comni ~- ttee, and other cul ti.1ral or ethnic groups to ensure 
represer1tation. Xembersl1ip shculd be developed from the 
follow.cg: 

Self nomination 
Election by constituents 
Nomination from other orqanized groups 

The Princi2aJ 1 s Responsibility 

The school principal is responsible for the effective 
functioning of the site based management council. 'ro 
ensure its effective operation the principal should, in 
conjunction with the council, outline thE. parameters of 
decision authority, specifying which decisions will be 
shared with the council. 

ry, • • ..... raining 

Training is the key for enabling the council to operatP 
effectively. It is important, therefore, that all members 
of the council receive training. The total teaching and 
support staff should also have training. This will 
require time and appropriate resources. 

Central office personnel should also receive commensurate 
training, to ensure that the necessary skills are 
developed to s~pport site based management. 
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OD READINE:;s CHECKLIST 
J. William Pfeiffer a~d John E. Jones 

This instrument summarizes the chief indicators of OD 
readiness and weighs ~ach indicator according to its 
relative degree of criticalness. The following 
inte ions of scoring can be helpful to ~onsultants: 
a score of less than 50 would training small scale 
~~ojects, and crisis interventions; 50-70 would indicate 
man,1gement development and pre-OD activities; 70 and 
hig'1er would indicate that the consultant test the 
Tvi_J lingness of the organizat i,on tci ccmmit itself' to 
pL,nned change. 

Instructions: Using the following checklist, indicate the 
degree to which each of the fifteen dimensions is a 
concern to you with regard to the organization's readiness 
for OD. Circle the number under the appropriate heading 
for each factor. Each dimension has been scaled according 
to its relative importance in predicting the 
organization's receptiviLy to OD interventions. Total the 
scores for an overall readiness index. 

{4 = No con::::::ern; 3 = Mild Conce;.·n; 2 Moderate concern; 1 
:::: Significant Concern; and 0 -· Critical Concern) 

Gene:ral Considerations 
1. Size 4 3 2 1 0 
2. Growth Rate 4 3 2 1 0 
3. crisis (potential positive 4 J 2 1 0 

or negative influence) 
4. Macroeconomics 4 3 2 1 0 
5. OD History 4 3 2 1 0 
b. Culture 4 3 2 1 0 

Resources 
7. Time Commitment 4 3 2 1 0 
8. Mcmey 4 3 2 1 0 
9. Access to People 4 3 2 1 0 

10. Labor Contract Limitations 4 3 2 1 0 
11.. Structural Flexibility 4 3 2 1 0 

People Variables 
12. Interpersonal Skills 4 3 2 1 0 
13. Management Development <:! 3 2 1 0 
14. Flexibility at the Top 4 3 2 1 0 
15. Internal Change Agents 4 3 2 .1 0 

'rotal Score 
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XX I f I . INSTITUTIONAL CHANGE 

A. Some Generalizations About Strategy for Effecting 
Change 

1. The effectiveness of a planned change is often 
directly related to the to which members 
at all levels of an institutional hierarchy take 
part in the fact-finding and the diagnosing of 
needed changes and in the formulating and 
reality-testing of goals and programs of change. 

2. Diffusion of the change is enhanced by the active 
participation of formal and informal leadership 
(opinion leaders) in decisions related to the 
change, including modifications. 

3. Do not identify too closely with the first to 
adopt (i,novators) or devote extensive ti.me 
trying to gain support of opposers. 

4. The place to begin change is at those points in 
the system r;.Jhere some stress and strain exist. 
Stress may qive rise to dissatisfaction with the 
status quo and thus become a motivating factor 
for change in the sys~em. 

5. To change a subsystem or any part of a subsystem, 
relevant aspects of the env ir".Jnmcr.t. muc;t also be 
changed. AnticipaLe consequences. 

6. To ch?nge behavior on any one level of a hierar
chical organization, it is necessary to achieve 
complementary and reinforcing changes in 
organization levels above and below that level. 
Obtain needed support. 

7. If thoroughgoing changes in a hierarchical 
structure are desirJble or necessary, change 
should ordinarily start with the policy-making 
body. 

from An Int~oduction to Helping Adults Learn and Change by 
Russell D. Robinson, 1979, (Omnibook Co., 1171 necorah 
Rd., West Bend, WI 53095 414-781-2866) 
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Nominal Process 

--in the nominal group process :·eople worK in silence 
{nominally in the preser.ce cf ei.lc:. other) while they 
list possible solutioPc. 

1. Present the problem to the group. 

2. Members (each individually) list all possible 
solutions they can thi11k .:;f in a s!_)ecif ied time, 
without talking to each other (10 minut~s). 

3. Break qroups into sub-groups of about five 
people, with someone as recorder. Each member 
reads one solution aloud, the group moving in 
round-robin fashion from one to anoth~r until all 
solutions frJm dll lists ~~ve been stated. 
Recrrder writ£s each ~~atement on chart in 
sequence. 

L Then (later) clarify the list of solutions, 
before evaluating the . Evaluati~n may be begun 
by each member individual listing the top five 
items he would find most acceptable of all 
solutions, thus narrowing down the range of 
solutions. This may be done by each group member 
-.= ssigninq a value of "5" to t .. 1.s first selection, 
a value 0 4° to the next and so on, t'J a value of 
"l" for his fifth choice.. Ttu~ "votes" can then 
be tabulated for each item on the whole list. 

from An Introduction to Dynamics of Group Leadership by 
Russell D. Robinson, 1979, (Omnibook Co*, 1171 Decorah 
Rd., West Bend, WI 53095 414-781-2866) 
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The Power of Coaching 

'Training Steps 

Theory 

Theory & 
Demonstration 

Theory, Demo 
& Practice/ 
Feedback 

Knowledge 
Mastery 

Middle to High 
60-80% 

High 
80% 

High 
80% 

Theory, Demo, High 
Practice/Feedback, 80% 
& Coaching 
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Skill on-The-Job 
Acquisition Application 

Low Very Low 
10% 2-5% 

Low to Middle Very Low 
10-40% 2-5% 

High Very Low 
80% 2-5% 

High 
80% 

High 
80% 
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SCHOOL BASE MANAGEMENT QUESTIONNAIRE 
PHASE I SCHOOLS 

1. Definition of SBM. 

2. Why did the school decide to become a SBM school? 

A. Was it something to do with the SBM school program 
of last year? 

B. Was the decision made by the school staff? 
C. Did other elements (for example, central office) 

encourage the school staff to make the decision 
to become a SBM school? 

D. Other reasons? 

3. Do you see SBM making a difference in the school; if 
so, how and where: 

A. curriculum 
B. Parent/community-school relations 
C. Personnel 
D. Budget/Finance 
E. Student academic ,erformance 

4. How would you summarize the tenefits of becoming a 
SBM school? 

5. How would you describe the barriers to becoming a 
SBM school? 

6. Is there any question that we haven't asked that you 
believe we should have asked or you hope we would h~VP 
asked? 

7~ Final comments 

185 



SCHOOL BASED MANAGEMENT QUESTIONNAIRE 
SECOND YEAR: PHASE II S~HOOLS 

1. Has the school developed goals for its SBM program? 

2 ., Has the definition of SBM changed during tt.e second 
year? 

3. Has 
and 
A. 
B. 
c. 
D. 
E. 

SBM made a difference in the school; if so, how 
where? 
Curriculum 
Parent/community-school relations 
Personnel 
Budget/finance 
student academic performance 

4. What have b~":!n the main facilitators to implement 
SBM (thinga, events, people, that have helped en
courage/promote/f~rilitate implementations)? 

5. What have been the major barriers to implementing 
SBM? 
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6. Has the school district reorganization, or the staff 
changes in central office impacted SBM in any way? 

7. Is there any question that we haven't asked yo1 that 
you believe we should have asked or you hoped we 
would ask? 
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SB.MI QUESTIONS 

Dat 0 /Time: 

Person/Title/Department: 

1. Have you implemented SBM for your school 
system? 

a. If not, are you exploring SBM? 

2. If so, do you have a systere-wije steering 
..... ., ? commi, .. c..ee. 

3. How long have you had SBM? 

4. What organizational proc&sses is SBM charged 
to control? 
a. Budget? 
b. Cur:iculum? 
c. Personnel? 
d. Waiver Policy? 

5. Who has the ultimate responsiblity for the 
operation of the local school? 

a. Who is a member of the SBM council and 
how were they selected? 

b. How many members are there? 
c. Decision making process? 

1.) Consensus? 
2.) Principal? 

d. Terms of office? 

6. When and How often do the SBM Councils meet? 
1.) Released time? 
2.) Compensation? 

7. Is the Teacher's Uni or, involved? 

8. Do the SBM councils develop a Yearly Plan 
which is approved by the SBM Steering Committee? 

9. What is the role of Central Office staff? 

10~ What is the role of and in what department 
is the top SBM administrator placed? 
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11. Your SBM training was done by whom? 

12. How do schools in the district get involved 
in SBM? 

13. How do you evaluate SBM? 
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COUNCIL GREAT CITY SCHOOLS 

THE COUNf;JL OF THE GREAT CITY SCHOOLS is a membership 
organization and an organized coalition of 45 of the 
largest urban school districts in the United States. 1I'Le 
COUNCIL was organized to study, develop, implement and 
eval.~te programs designed to secure and ensure equality 
education and Pquality of educational opportunities for 
urban youngsters. 

The COUNCIL was formally established in 1961 as an 
out.growth of concerns by educator:3 and laymen that no 
existing national organization was directly 3olving or 
focusing attention on the problems of large urban school 
systems. It began with informal meetings convened to 
discuss the educational reeds of city children and to 
exchange information about successful and promising 
practices. Since that time the COUNCIL has sponsored many 
fact-finding, research and technical assistance programs 
and has focused the attention of Congress and the nation 
on issues vital Lo its members. 

The COUNCIL is governed by a Board of Directors consisting 
of the superintendent of schools and member of the Board 
of Education from each city. 

Members of the Council are: 

Albuquerque 
Buffalo 
Columbus 
Denver 
Fresno 
Long Beach 
Minneapolis 
Oakland 
Pittsburgh 
St. Paul 
Toledo 
Washington D.C. 

Atlanta 
Chicago 
Cade County 
Detroit 
Houston 
Los Angeles 
N w Orleans 
Pl iladelphia 
Rochester 
San Diego 
Tucson 

Baltimore 
Cincinnati 
Dallas 
E. Baton Rouge 
Indianapolis 
Milwaukee 
Norfolk 
Omaha 
Portland 
San Francisco 
Wake County 

Boston 
Cleveland 
Dayton 
El Paso 
Memphis 
Nashville 
New York 
Phoenix 
St. Louis 
Seattle 
Tulsa 
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J n ::~ e rv ice 'I' it} e : Date 

F-;rirpl oyee:. Group: 
'l'eacher Administrator Classified _____ Other-,.-__ _ 
Male Female Am.Indian Flack Asian 

Hispanic _______ White _____ Other __ _ 

USE NO. 2 PENCIL ON ANSWE.1-_ SHEET. 0==NOT APPLICABLE, l=NOT 
AT ALL, 2=S0MEWHAT, J=MODERATE, 4=VERY MUCH, 5=EXCELLENT. 

APPROPRIA'rEt-TEss 

.1... Wf~re your needs and objectives for this inserv ice met? 
2. How ~elevant was this inservice to your current 

position? 
3. Do you feel that thiJ Jnservice helped in meeting the 

educational goals ot :he system? 
4. Would you rate this inservice as being more valuable 

than most you have participaLca in? 

5. Were the 
worthwhile? 

CONTEN'r 

inservice activities and resources 

6. Were the expected outcomes made clear to you <::t the 
beginning nf the inservice? 

7. Were the inservice requirements fair? 
8. Was the inservice well-planned and executed? 
9. Was ~he number of sessions adequa~e for the topic? 

1 O. Was an enthusiastic and i:r l eresting dtmosphere 
maintained? 

PRESENTER(S) 

11. Was the presenter knowledgeable in the subject area? 
12. Was the presenter sensitive to participant needs and 

expect3.tions? 
13. Was the presenter available for edditional 

help/consul~~tion? 
14. Did the presenter r,elate the material to your 

experience and job function? 
15. Did the presenter er,courage discussion, interaction, 

and active learnin~ on the part of participants? 
16. Do you feel a follow·-up s<~ssion on th.is topic is 

needed? 
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SBM IMPLEMENTATION TIME TABLE 

April, 1989 

May, 1989 

.. Tune, 1989 

July, 1989 

August, 1989 

September, 1989 

October, 1989 

November,, 1989 

November, 1989 
December, 1989 
January, 1990 

Discuss MPS SBM needs with Human 
I~elations Unit. 

Informal survey of SBM program at 
Washington High School (Phase One 
School) . 

Discussions with prinicpals of Webster 
Middle School (Phase Two) and Lloyd 
Elementary School (Phase Two). 

Conduct SBM Team Building workshop 
and evaluation session with Lloyd 
Staff. 

Discuss training and evaluation of 
MP3 SBM Pilot schools with Dr. Judy 
Issacson, Director of the MPS Staff 
Development Academy. 

MEet with Janice Jackson, newly 
ap1:,,-,inted, MPS SBM Coordinator 
regarding district-wide concerns. 

Development of SBM Interview (SBMI). 

Validation of SBM Interview. 

SBM Orientation Workshop for 
New Pilot Schools Staffs. 

Council Member training workshop for 
one half the Burroughs Middle School 
SBM Council Memb~rs (Phas2 Three). 

Evaluate Burroughs SBM training 
workshop. 

Survey the Council of Great city 
Schools with the SBMI. 
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Fe.bruary, 1990 
March, 1990 

April, 1990 
May, 1990 
June, 1990 

August, 1990 
Se.1· cember, 1990 

Develop SBM Workshop for Council 
Leaders and Central Office as well 
as Service Delivery Area Staff. 

Consolidate data collected into a 
preliminary MPS SBM Program 

196 

Compile and analyze all data collected 
and wri~e a final MPS SBM Program. 
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Chapter 1 

NON-SBM SCHOOI TRANSITION TO SBM 

Local School Tran§Jtion To SBM 

The MPS SBM Implementation Program is the resulting 

product from the MARP. T~e plan discusses how MPS shou~d 

~ssist the non-SBM schools to make the transition to SBM. 

The MPS SBM Implemu1'"";1tion Program includes the sequence 

of transition steps tr~2 non-SBM to SBM for a local 

school. Also included are district wide responsibilities. 

Obstacles and a waiver process are important components of 

the MPS SBM Implementation Program and are presented here. 

The SBM Council Leader Workshop was developed as a result 

of the MARP. fie details regarding the SBM Council 

Leader Workshop are also presented. The MPS SBM 

Implementation Program is divided into the following three 

chapters: 

Chapter One, Non-SBM School Transition To SBM. 

Chapter Two, Long Range SBM Support Practices. 

Chapter Three, SBM Workshop Train 

Sequence of Activities 

The SBM coordinator will give continual presentations 

to principals of non-SBM schools regarding the benefits of 
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SBM and examples of SBM successes in MPS. The princ 

initiate 

1 

the is a key person since he/she will 

implementation process by hi interest and commitment 

to SBM. The principal is the person who will ask the 

school staff to vote concerr, ng SBM ·ccept.ance at their 

school. 

For a school to ~ave from non-SBM to SBM, they will 

need to be informed regarding the benefits of SBM. 

Central office/SDA staff will give presentations tu 

schools at their faculty meetings. These sessions will 

give an overview of what SBM is, the benefits and 

responsibilities of staff empowerment, examples of SBM 

successes and a copy of the board's commitment to SBM in 

MPS. The presentatjr,-r: T,,lill be forty-five minutes with 

fifteen minutes for questions tl~d discussion. 

To become a SBM school, the principal of the non-SBM 

school YTI.ust be in favc-r of such a move. The next step 

will be for the staff to vote whether or r.ot they want to 

become an SBM school. A "Yes" vote from at least sixty-

seven percent of the staff will be necessary to implement 

SBM. This means that the SBM program starts with 

significant staff support. 

The Judson Hixson Orientation session (Appendix A) 

would be the first of several SBM inservice sessions. 

This session looks at SBM as a national school impr0vement 

process. The session will be voluntary and at a central 
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loca~ion after the school The teachers will get paid 

their hourly rate for the two hour session. It will be 

v idea taped and any SBM cou!1c i 1 members who missed the 

s~ssion will be encouraged lo virw th~ video. 

Each school will then have a panel presentation on ~R~ 

in MPS. The panel will include the SPM coordinator, an 

MTEA official, an SBM Principal, an SBM teacher, and when 

possibl a parent and student from an active SBM council. 

Their task will be to share their commitment to SBM as a 

useful important strategy for MPS. :hey will share 

successful SBM stories from their own experience. 

Adequate time will be provided to answer questions 

regarding SBM implementation. 

;,BM Council 

Membership on the SBM council is crucial to the 

programs success. All school groups must feel represented 

on the council. SBM Council membership need~ to include 

the principal, teachers who represent various grade 

levels, disciplines, departments, and the MT~A, the 

support staff (professional and non-professional), parent 

representatives, representation from the school 1 s business 

partner and a business with participative management 

experience and in secondary schools, two student 

representatives. Central offi.ce and SDl\ administrators 

wil 1 be ex-official members. 'rhcy will be non-votin9 
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advocates for the SBM council. Since MPS is comprised of 

sixty·-si.x percent minority students, their ethnic 

to be well represented on U.1t: SBM 

counci:L. SBM council meetings will be open to the public 

to attend and to participate in as appropriate. 

After the council has beer sel~cted, they will attend 

the SEM countil Member Workshop (Appendix B). ThP Council 

Members Workshop is for the members of the school's SBM 

council to teach them how to work together as a team. The 

Counril Member Work::...,hop also addresses the mechanics of 

how SBM will operate in their school and what their 

responsibilities will be as council members representing 

their constituencies. 

In the middle of the semester, the SBM Counc~l Leaders 

who chair the SBM meetings will attend a one day bork~~=P 

on leactBrship strategies (Appendix C). The central 

off ice/SDA staff assigned to the SBM schools will also 

attend so that they can serve as resource people to the 

SBM Council Leaders during the school year. 

Once the council has began to function they s.1.1ould 

cons i~er setting up Quality Circles within their staff. 

This is especially true where the sta:Ef is larger than 

twenty people. The purpose of Quality Circles is to use 

consensus and interactive approaches in small groups to 

improve performance. Quality Circles generate suggestions 

by teachers for ways to solve prol:,lems that th':?.y face. 
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to eight) with similar iob responslbllities to do active 

problem solv.ing. '1'hr;y do so by f i.rst selHcting a problem, 

collecting data regarding the problem, brain storming 

solutions, choosing a solution, and presenting their 

solution to manage1r.ent .in a formal p,.-esentation with 

visuals such as graphs, charts, documented data. and the 

predicted success rate of the proposed solution. 

The distinction here is that a school could have 

several Quality Circles actively involved in specific 

problem so1vi'1g and the larger SBM council would be 

dealing with school wide issues. 'I1he concepts could be 

combiued by having the Qua) ity Circles make their 

presentations to a joint group consisting of the SBM 

council and central administration staff. 

Summary of Inmlementation Ste_Q§. 

In summary, these are Lhe steps for MPS to follow in 

the implementatio:1 of SBM i:ri non-SBM schools, 

1.. A presentation bv the SBM coordinator to 

principals of non-SBM schools regarding the benefits of 

SBM. 

2. A presentation 

administrators to the staff 

the benefits of SBM* 

by central office/SDA 

of non-SBM schools regarding 



SBM. 
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3. First Uu~ pr:L1cipal wou.ld want to be involved in 

1ben the staff would vote to accept SBM into their 

school. 

4. After the staff votes for SBM, they will attend 

the Judson Hixson presentation on the nat.i.onal 

perspectives of SBM in urban schools. 

5. Then a panel of people from MPS SBM schools will 

do a presentation on SBM from a local perspective. 

6. The new SBM school will then select its SBM 

council .. 

7. Then the members of the SBM council will attend a 

workshop to train them regarding their responsibilities. 

8. The SBM council will start having meetings to set 

their yearly goals. 

9. The SBM Council Leader will attend a workshop 

design8d to enhance his/her leadership skills. 

10~ The SBM council will explore the applicability of 

Quality Circles in their schools yearly plan. 

11. There will be continued inservice and support 

provided by the SBM coordinator and the central off.ice/SDA 

staff. 

MPS District Responsibilities 

There are certain district wide responsibilities that 

must be considerr:.:cd. Now that the MPS is e:xpanding the 

number of SBM schoolsf it needs a Steering Committee to 



set policies at the district level. 
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Most of the district 

responsibility wi:~l rest with the SBM coordinator. She 

w i 11 need to continue to search for ways to make. the 

implementation of SBM effecient and effective. 

~1.~erina Comwi ttee 

The Board Mon::.toring Committee comprised of board 

members and central administration will become a District 

Steering Committee. Membership on the Steering Committee 

should be representative of the many groups with an 

investment in MPS education. The Steering Committee 

should include, the SBM coordinator and the MTEA executive 

director as co-chair personF. The membe~s of tha Steering 

Cammi ttee should include, a board member, two teacher 

reprf::sentatives (secondary and elementary) from SBM 

schools, Administrator and Supervisor's Council officer, 

participative management business person, (chosen by The 

Trust) , 

ancillary 

one para 

services 

professional teacher's aide, one 

person (secretariesr engineers, 

cafeteria, trades), two parents (one minority and one 

majority) and one student. 

SBM Coordinator's Responsibilities 

The role of the SBM Coordinator will be essential to 

the implementation of the MPS SBM Plan. She will need to 

cocrdinate the SBM informational presentations to non-SBM 



207 

schools. 'rhf.:5€! ',?.il.1 be done by central office and SDA 

staff and will be d2signed to show the non-SBM schools the 

benefits of SBM. 

Once the nor,-SBM school has become SBM, the SBM 

coordinator needs to meet with the total staff and later 

with the SBM cm.-,c:; 1. Her task will be to keep them 

informed regarding MPS SBM policies and to conf i.rm the 

system's commitment to them and the sa1 process. 

The SBM coordinator should ldatch the new SBM school 

with an experienced SBt•i school. If possible, a business 

partner wi tt-t participatory management experience should 

also be paireJ ·p with the new SBM school. 

Training a·1d updated SBM informa"' .ion should Le 

provided continually to the SBM schools. The SBM 

coordinator should provide start up training and 

consultant money to be used as needed throughout the year. 

A SBM newsletter should be published with local and 

national ~3M trends and accomplishments. The SBM 

coordinator shoul2 organize an annual conference featuring 

the latest SBM strategies and local and national SBM 

success stories .. To the degree possible these activities 

and events should be co-sponsored with the MTEA. 

Evaluation techniques and accountability standards 

will be the SBM coordinator I s responsibility. The MPS 

will need to collect data to determine which SBM schools 
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are rtost effective and These data can then be used 

to improve the MPS SBM Implementation 

In summary, the SBM coordinator's responsibilities 

will include the following: 

Train central office/SDA staff to do interest 

ing sessions with non-SBM schools. 

2. Meet at least once with t·.1e new SBM school's 

staff. 

3. MeEt at least once with the school's SBM council. 

4. Match a new SBM school with a an experienced SBM 

school. 

Provide new SBM school with a business partner who 

has parti~ipatory management experience. 

6. Pt:bl ish a SRM Newsletter with local a.11d national 

news. 

7. Organize an annual SBM conference. 

8. Provide initial SBM start up training. 

9. Provide consultant money to continue t£aining 

throughout the school year. 

10. Coordinate the collecti.on of evaluative data for 

SBM schools to demonstrate their effectiveness. 



Chapter 2 

LONG RANGE SBM SUPPOF<.'l' PR '\CTICES 

'1'ne MPS si.1per.intt:>ndent and th,, board have made a long 

range commitment to SBM. The plan is for all MPS schools 

to becnme SBM. To acc □mplish this goal certain obstacles 

will have be avoided or solved. Staff morale ~s a major 

concern as MPS initiates major changes. It is essential 

that the MPS family feel a commitment to SBM for ii to be 

successful. It is especially important for tne teachers 

and their union as well as the central office and SDA 

administrators to see SBM as an essential part of the MPS 

future. Accordingly, there needs to be a waiver process 

to siat aside rules from the WI'EA and other barga ir. i ng 

units contrdcts. Waivers will also be necessary from the 

board and the department of p~)lic instruction rules and 

regulations. 

There are several major obstacles to avoid. One is 

alienation by uninvolved staff members who are not on the 

SBM coun~il. 

be involved. 

Quality Circles would be a way for them to 

The relationship with the MTEA is another major 

obstacJ.e when it comes to staffing, seniority, job 
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descri ions and functions. Greater dialogue is essential 

between and among the highest l0vel of the MTEA, teachers 

at the building level, with the board, the superintendent 

and the SBM coor~inator. All must see the common enemy as 

th2 crises of poor student achievement in MPS. 

Another major obstacle is the resistance to change by 

the central off ice/SDA staff. need to study ctnd 

understand the change process so that they are less 

resistant and more open to tLe SBM process. These 

administrators need to see how 

advocates of SBM in MPS. 

they are as 

Essential to the ultimate success of SBM is an 

adequate Waiver pro~ess. Schools must be able to waive 

rules and regulations. When a SBM council has, after 

thoughtful consideration, developed a plan to solve one cf 

their school's problems, al 1 governing bodies 

should put their efforts and energies into helping the SBM 

council implement the not into explanations of why it 

can not be done. 'l'herefore a Waiver procedure Ii:eeds to be 

developed and implemented. The Waiver Ferm in Appendix D 

should be filled out by the SBM council with the help of 

the governing agency toward the goal of granting a waiver 

from rules and regulation and contract language. The SBM 

Council and governing agency could agree on time limits 



and evaluative criteria for the Waiver. 

needinq a waiver include the Bo-
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Typical agencies 

rtment of Pul:>l ic 

Instruction and bargainins units such as the MTEA. 

These governing bodies need to ~ote that the critical 

nature of the crises in urban education, demands drastic 

changes. Each of them must be aware that as a school 

system we are either improving or getting worse and if 

they are not helping to solve -t-hese problems, they arc 

helping to escalate the crises. 



Chapter 3 

SBM WORKSHOP TRAINING 

QQ 

The SBM Council Leader Workshop (Append ix C) is the 

compilation of train and workshop data collected for 

this HARP. 'rhe data were collected from the SBM Interview 

given to the forty-five members of the Council of Great 

City Schools and a review of the SBM 

results of the Pilot Schools study 

Volpiansky, 1989) were also included. 

literature. The 

(Grant, McCarthy, 

The focus of tt1e 

Council Leader workshop is on the six content-process 

areas that follow: 

1. Introduction. 

2. Team Building/Ice Breakers. 

3. Perception. 

4. Communication and Conflict Resolution. 

5. Problem solving. 

6. Group process/Meeting Skills. 

Each of the areas is described below in the order of 

sequence during the SBM Council Lec:.der workshop. The 

participants will be SBM Council Leaders at the new SBM 

Pi.lot schools and Central Off ice and SDA administrators 

assigned to those SBM schools. 
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According to Ryan ( 198 7: 1 J 3) there a.re five qual 5. t:ies 

hi9hly regarded by teachers in successful staff 

development programs. The five qualities are 

1. Practicality. 
2. Product development For use in classroom. 
J. Support and encourag~~ent. 
4. Variety. 
5. Teacher sharing. 

The Council Leader Workshop module takes these five 

qualities into a~count. The Icebreakers and Team Building 

exercises are supportive, and encouraging, and involve the 

teachers in sharing their ideas and concerns. The Problem 

Solving techniques are useful and practicnl in the SBM 

council meetings and are applicable to the teacher's 

clas[:rooms as well. The use of experir..:ntial le.arning, 

role plciying, lecturettes and video presentations combine 

to produce a variety of learning experiences. 

Introduction 

The workshop-day will be opened with a welcome and an 

overview of the day's agenda. The welcome will be 

extended by the MPS Superintendent, the Community 

Superintendent of the SDA and the principal or their 

representatives. rrl1ese administrators wil 1 acknowledge 

their support for the SBM process in Milwaukee Pu:)lic 

Schools and for these pilot schools and the.i.r council 

leaders. They will express their commitment to the 

concept of decision making and ~oal setting being ehared 
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with the local schoo1 1 s SbM councj_l.. The of SBM 

and i~s application in MPS will be revieweC and the 

pdrticipanl.s quest. ions reqarding policy and SBM 

implementatiu~ will be answered. 

ThLn the videotape Brain Power (MRA Institute) will be 

shown to the participants to alert them to the 

relationship between how they approach the dayfs workshop 

and their feelings of accompl ishme:r.t at the end of the 

day. ·~n this ten minute videotape, John Houseman uses 

stimulating thouqhts and visual brainteasers to reveal 

three key principles of perception: 

( 1) Recognition-important to pay close attention to all 

details, (2) Interpretation-tolerate a little ambiguity, 

and (3) Expectation-beware of limiting expectations. 

The viewing of Brain Power, will give the participants 

a common visual experience to which they can refer during 

the workshop. The participants will then discuss the 

videotape and its applicnUon for them as SBM schools. 

This will be done briefly in groups of five. Meml-.>ersh ip 

in these groups will be optional, allowin~ people to have 

their first small group interaction with anyone they 

chose. Each group will have a reporter who will give a 

rme minute summary of their groups discussion. It is 

expected that group members will mention the impor'::ance of 

their own at-,titudes and expect.ations being positive as 

they began implementing SBM into their school. 
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N0xt there will bE.:. a short lecturette on the 

importance of the S8M council developing a sense of unity, 

cohesion, openne3s and tr~~~- The team buildina and ice 

brea}:er activities ,eJi11 bei done to develop a feeling of 

acceptance and warmth among the participants. These 

activities will be done in the large group and in small 

groups. These will t)e activities that thn Counc:i.l Leader 

can replicate with his/her Sb~ council. 

The first activity is called Person to Person and will 

be done with the total group. Participants will be 

instructed to count off one-two, one~~two r1nd so forth 

until ::111 have a number. ':Chen a 11 the number ones will go 

to a cleared area, make a circle and face outward. Then 

the number two people will each stand in front of a number 

one person making a second circle of peop_e facing the 

inner circle of people. 

The facilitator will then read some conversation 

quest.ions and comments (Appenrl::. E) one at a time for the 

participants to discuss with their partner in a brief 

conversation~ After about three to four minutes the 

facilitator will instruct. r,eople to say "good-by" to their 

partner and the participants in the outer circle will move 

one person to the right, intrnduce themselves to their new 

pdrtner and answer the next question. This process will 
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continue until the ()Uter circle of people have gone 

completely around the circ,e ard are back with their first 

partner. 

Next the participant ~ill join their designated small 

groups as labelled on their name tags, A through E. These 

small groups will b2 assigned ahead of time to insure 

balancing of the following factors: race, gender and job 

responsibilities. When the participants arrive their name 

tags wil 1 have a letter A through E to designate their 

small group. T~ey wjll be asked boundary breaking 

questions (Appendix F) to promote self-disclosure and 

trust between th2 participants. Questions and quotes 

related to communic~tion and perception will be given to 

the small groups to aiscuss and share (Appendix G) . 'rhis 

will encourage the participants to discuss their personal 

reactions 'Which wi.l] develop a sense of openness in tlie 

groups. 

Perception 

Two visual materi.als 

information 

perceptions in a group. 

wi..11 be used to present cogent 

complex process of differing 

Johnson (1972:212, 265-269) 

presents an adaption of the 0 01d Woman/Young Woman" 

Exercise (Appendix H) that '' ... demonstrates how two 

individuals with different frames cf reference can 

perceive the same event in two different ways." Then the 
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Maqner_.B-13 Sher:t (Mac1ner, 1980) wilL be introduced to 

ex~mine the process of how a previous mind set prepares a 

tArson to ~;ee one thirH] (B) and not see another thing (1~~) 

that is also there. 'I'hcn by presenting new information 

(similar to a ne',,,.1 expE:"'rience) 1 the per.son sees the second 

thing (13) (Appendix I). A 1ecturette and discussion wlll 

be held to focus on the applications of their perceptual 

learning 

insights 

to SBM 

will 

and 

help 

their SBM council meetings4 

the 

other's reactions without 

participants understand 

for~ing judgments, taking 

11'hese 

each 

sides 

or becoming polarized during the discussion of emotional 

issues. 

Communication and Conflict Resolut_ion 

Several communication exercises and discussions will 

be conducted to give the participants insight into how 

important communication is in their meetings. First the 

Shrank Audiotape (Tape 1, 1977) will be played to presenL 

information and role playing exercises on listening, 

duelogue vs~ dialogue, non-verbal communication, and 

feelings vs.. thoughts. These in-sights will expedite ti1e 

work of the Council Leader by saving time during meetings 

and making their communication and feedback to SBM council 

members more effective. 

The insidious impact of hmv rumo-::s are a frequent 

impediment to a team's effective functioning will be 
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w.i.1 l be 

detlionstrat.ed by the Rumor Clinic ( Appendix J-) • 

The E Prime exercise will bP used to illustrate how 

people use the verb 11 is 11 to givf~ opinion tht~ appearance of 

fact which is often~ factor in the breakdown of trust in 

a team (Appendix K) . For this exercise the participants 

will be instructed to pick a partner (dyad), someone with 

whom they have had little experience. Their task will be 

to describe a person to their partner without givi·1g the 

person's name. Instead they will use as many details as 

they can think of. Both partners will share thelr 

descr i.pt ion, one at a time. Then the facilitator will 

give a short lecturette on the mistaken tendency to 

attribute fact to sentences with forms of the verb "to 

be." For example, "He is a poor teacher." is not 

necessarily true. Descriptive, factual information will 

be needed to confirm "poor teacher" as fact~ Next the 

dyad will be instructe~ to repeat the exercise of 

describing a person by avoiding :::my forms of the verb "to 

be. 11 Conversation that omits the .. ,.rerb "to be" :Ls 11 E-prime 

English.•• The discussion of the "E-prirne" exercise will 

be directed at applications to make the SBM council 

meetings more productive. 

The characteristics and cycle of conflict will be 

shared with the participants and discussed (Appendix L). 

The council leader will learn to apply these concepts to 
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his/her experiences with conflict in SBM meetings. He/she 

will also explore and discuss Robert's (1982) conflict 

resolution ies (Appendix M). The process of 

Mediation will be explained and discussed regarding 

applications for SBM councils. The advantage of Mediation 

is that the goal is to resolve the dispute and not be 

concerned with who is right or wrong. This puts the 

conflict into a win-win context. 

Problem Solving 

Next the facilitator will present a lecturette on 

problem solving. It will include sev~ral effective 

approaches to solving problems in groups such as Random 

word play, Nominal group technique, and Synectics 

(Appendix N}. Von Oech·s (1983) list of mental locks that 

prevent people's natural creativity will be reviewed 

(Appendix 0). The problem solving techniques presented in 

Bellanca·s Quality Circle article (1982) will also be 

reviewed and questions will be answered (Appendix P) . 

rri.me will be spent discussing each of the above problem 

solving strategies, along with short demonstration-

experiences of the problem solving technique. 

The rules for Brain Storming (Appendix Q) will be 

handed out to the participants and discussed . Then the 

participants will practice the technique with seve~al fun 

and one serious school related topic. The serious topic 



220 

will be, "How can we acknowledge our students for positive 

bE:drnvior?" The generated ideas will be listed on a flip 

chart and saved for later use. At a later SBM meeting 

back at their local schools, the council leaders can 

the 

evaluate the 

procedure: 

ideas. The SBM council will then 

1. 

2. 

ideas produced, using the following 

Clustering ideas that are similar. 

Evaluating the ideas produced in terms of 

value/benefit, cost, feasibility, resources needed, whose 

respnnsibility to accomplish, priority, and time table. 

Group Process/Meeting Skills 

The group process/meeting skills presented during the 

Council Member workshop (Boone and Associates will be 

revieweJ. 'I'he small groups will be given a short team 

building project to do (Appendix R). Evaluations of their 

group process will be done by observing the members of th8 

small groups as they carry on their discussions and make 

decisions. All of the the small group members will answer 

questions (Appendix S) designed to give them insight into 

which of their behaviors helped and which hindered their 

group's progress. The behaviors demonstrated in these 

small groups will be compared to behaviors in a SBM 
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neetinq such as hidden agendas, challenqing for 

leadership, and win-lose stances by the group members. 

Th2n the part ic will participate in an actual 

mini-SBM council meetinq. The topic discussed will be 

when to schedule the school's open house. The facilitator 

will video-tape 

participants with 

the mini-meeting and 

feedback regarding how 

provide the 

the meeting 

progressed and how they can increase their effectiv£ness 

during SBM meetings back at their school. Judson's (1984) 

questionnaire on improving meetings (Appendix T) will be 

distributed and discussed in relation to the mini-SBM 

meeting the participants had just held. 

The Council Leader is given the responsibility for 

keeping their meetings as effective as possible. This can 

be done by periodically checking their SBM council's group 

process. For example, handou~_s can be given to the SBM 

council members to measure their group I s problem solving 

effectiveness and to provide them with council meeting 

guidelines (Appendix U) . These questionnaires will be 

given to the participants with a lecturette on their use. 

Evaluation/Closinq 

The worksho.l;) will be concluded by having the 

participants briefly share in a whip around fashion two 

reactions to the workshop-day. IJ.1hrl.se n~:actions will be 

one thing they had learned and one positive thing they 
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appreciated about another parti ipant. Then the MPS Staff 

Development Academy Evaluation Sheet wi.11 be filled out by 

the participants. The f~a~ticipants wi.l 1 be thanked for 

their active particip<ltion during the workshop and will be 

told that they were an irnpre.ss i ve, ef feet i ve example of 

SBM in operation. 
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SBM ORIENTATION WORK~HOP 

PBJ]:~CTIVES: 
DOCUMENT THE NEED FOR SCHOOL IMPROVEMENT PROGRAMS 
PROVIDE THE PARTICIPANTS WITH A WORKING KNOWLEDGE 

OF SBM IN MPS 
EXPLAIN THE BENEFITS OF SBM 
MOTIVATE A COMMITMEN'I' T,J SBM BY THE PARTICIPANTS 

AGENDA: 

CONTEXT FOR SBM 
WHAT IS SBM 
BENEFITS AND CHALLENGES 
GETfI'P'G STARTED 
CLVEATS ON CHANGE 
FINAL COMMENTS 

HANDOU'rs: 
UPDATED MPS SBM DEFINITION 
MPS SBM COUNCIL 
MPS SBM SCHOOL BOARD EXECUTIVE COMMITTEE REPORT 
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SBM COUNCIL WORKSHOP 
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SBM COUNCIL MEMBER WORKSHOP 

OBJEC'I'IVES: 

TEACH THE COUNCIL MEMBERS ABOUT THE SBM PROCESS 
EXPLAIN DUTIES AND RESPONSIBILITIES OF COUNCIL MEMBERS 
DO TEAM BUILDING WITH THE COUNCIL MEMBERS 
TEACH THE SKILLS CF EFFEC'I1IVE COMMUNICATION 
TEACH PROBLEM SOLVING SKILLS 
TEACH GROUP PROCESS AWARENESS AND STRATEGIES 
DEVELOP CONFLIC'T RESOLUTION SKILLS 

AGENDA: 

SETTING EXPECTATIONS AND GROUND RULES 
COMMUNICATION (LISTENING/PARAPHRASE/ 

I-STATEMENTS/RULES FOR GIVING FEEDBACK) 
GROUP CONSENSUS 
CONFLICT RESOLUTION 
PROBLEM SOLVING TECHNIQUES (NOMINAL GROUP PROCESS, 

APOLLO BRAIN STORMING) 
ROLE PLAY A DEMO SBM COUNCIL MEETING 
EVALUATION 
CLOSING 

HANDOU'I1S: 

SBM MANUAL WHICH INCLUDED THE FOLLOWING: 
COMMUNICATIONS SHEET 
LOST IN THE DESERT EXERCISE 
CONFLICT RESOLUTION SHEET 
ASSERTIVENESS TRAINING DEFINITION AND GUIDELINES 
PROBLEM SOLVING SHEETS (NOMINAL GROUP PROCESS AND 

APOLLO BRAIN STORMING) 
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SBM COUNCIL LEADER WORKSHOP 

TEACH LEADERSHIP STRATEGIES TO INCREASE COMMUNICATION 
EFFECTIVENESS 

DEMONSTRATE THE POWER OF PERCEPTION 
TEACH G':<OUP DYNAMICS AND TEAM BT•ILDING rrECHNIQUES 
PPESENT QUALITY C.:iRCLE PROBLEM SOLVING STRATEGIES 
PROVIDE AN OPPORTUNITY TO PRACTICE COUNCIL LEADERSHIP 

SKILLS DURING A SIMULATED SBM COUNCIL MEETING 
PROVIDE MATERHLS ANU STRATEGIES TO MONITOR AND 

IMPROVE THE 3BM COUNCIL MEE~~NG PROCESS 
THROUGHOUT THE SCHOOL YEAR 

WELCOME 
INTRODUCTION 

BRAIN POWER (VIDEOTAPE) 
TEAM BUILDING/ICE :3REAKERS 

LECTURETTE 
ACTIVITir:S 

PERCEFTION EXERCISES 
COMMUNICATION/CONFLICT RESOLUTION 

SHRANK AUDIOTAPE 
RUMOU.i< CLINIC 
E-PRIME 
CONFLICT CYCLE 

PROBLEM SOLVING 
LECTURETTE 
GROUP TECHNIQUES 

GROUP PROCESS/MEETING SKILLS 
~EVIEW GROUP PROCESS SKILLS 
TEAM BTTILDING PROJECT 

SITE BASED MANAGEMENT COUNCIL MEETING 
CLOSING 1EVALUATION 
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SD:,,: COUNCIL LEADEF.. wom:SHOP 

SBM COUNCIL LEADER WORKSHOP AGENDA 
CONVERSATION QUESTIONS 
BOUNDARY BREAKING QUESTIONS 
DISCUSSION QUOTES 
OLD/YOUNG WOMAN PERCEPTION Z.XERCIS~ 
MAGNER B-13 SHEE~ 
RUMOR CLINIC 
E-PRIME SHEET 
CONFL"'"CT CYCLE 
ROB.Ek CONFLiCT RESOLUTION STRATEGIES 
GROUP .. .>ROBLEM SOLVING TECHNIQUES 
vm; OECH Is MENTAL BLOCKS 
QU~LITY CIRCLES TECHNIQUES 
RULES FOR BRAIN STORMING 
TEAM BUILDING PROJECT 
GROUP PROCES8 REVIEW SHEET 
M~ETINGS QUESTIONNAlRE 
PROBLEM SOLVING SURVEY AND COGNCIL MEETING GUIDLINES 
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WAIVER FORM 

EFFI;CTIVE DA'I1E ___ S1~ POLICY DESCRIPTION _________ _ 

POL:CY -----··--------------- ---------

DE?ARrrME,.'T RESPONSIBLE 

CONTACT P...,~SON ( S) ______________________ _ 

WHA'r CAN BE DONE ----------------

WHAT CAN'T BE DONE -------

WHAT YOU RECOMMEND ---

WHAT NEEDS TO BE NEGOTIATED -------

REFERENCES ----
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PEHSUN TO FERSO!l CCHVERSATION QUESTIONS: 
may ~dd or del~te ltens as necessary.) 

your partner's hands, make 
comrnun i. cate sc,rncth l n<J nor.verba.l ly c1nd 
bye nonv2rbaJly. 

2. Each partner complt.~te 
fec!l 

th.is st,1tern1~nt ~ 
ii 

(Your _instructor 

fc::ye con ta ct, 
then say good-

" Right now I 

3. Each -p:1rt:ne1:- complete t:his state1;1ent: "What 1 want 
y m t,o know r iqht now is ----·-•--- ___ 

11 

4. Each partner complete th.is s ~- a ter.ent: 0When I I m in a 
nm·I situ.at ion, .I __________ -~·- _______ ,,_ n 

5. Each partner cc,mplete this statement: "One of the 
things I like best ~bout myself is II 

c;. Each partner cornpletP this statement: "When I'm 
feeling anxious .in a new group, I ______ " 

7, Give your partner a v1:Jrba.l or nonverbal 11 stroke 11
• 

8. Those in the inner c • rcle turn around so that your 
back is to your par_ner. Outer circle give your 
partner a gentle neck message. Inner circle turn back 
around after you've received your message. 

9. outer circle ~eople turn around and reverse ~he 
process you just completed. 

10. Each partner complete this statement; 
you, I SE':!e ________________ n 

lL Each partner complete this statement: 
say ri.ght now is ________________ _ 

12. Each partner complete this statement: 
!I 

13. Each pa.rtner complete this statemf2nt: 
is H 

14. Eash partner complete this statement: 
II 

15. Each partner complete this·-· statement: 

"When I look at 

"What I \-Jant to 

"I believG in 

11 Communication 

"My friends 

wrhis class 

16. Each partner complete ··-·this statement: 11 The topic J 

know most about is ----,------------- u 
17. Each partner complete this statement: "Women are 

n 

18. Each partner complete this statement: "Men are 

19. Each 1Ja.rtner complete this statement: nrrhe main 
quality I look for in people is __________ ,, 

20. Each partner complete this statement: 11 I am happit~st: 
when __________________ n 

21. Each partner complete this statement: 
turns me on the most is 

11 'I1he thing that 

22. Each partner complete this statement: 
alone, J Jsually 

2]3 

ii 
"When I'm 
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BCUNDARY BREAKING QUESTIONS 

1. WHA'I' IS YGUR FAVORITE MOVIE? 

2. WH~T PERSON HAD THE GREATEST IMPACT ON WORLD HISTORY? 

3. HO~ DO YOU fICK FRIENDS? 

4. WHAT IS THE MOST BEAUTIFUL THING YOU HAVE EVER SEEN? 

5. WHAT EMOTION IS STRONGEST IN YOU? 

6. WHAT IS YOUR FAVORITE DESSERT? 

7. WHAT SCARES YOU? 

8. WttAT IS YOUR GREATEST STRENGTH? 

9. WHAT IS YCUR GREATEST WORRY? 

10. WHO IS YOUR HERO/HEROINE? 

11. WHA':r IS THE GREATEST PROBLEM IN THE WORLD? 

1.2. WHAT IS ONE OF YOUR GOALS? 
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DISCUSSION QUOTES 



ALL LIFE IS 
INESCAPABLE 
GARMENT OF 
AFFECTS ALL 
KING, JR. 

DISCUSSION QUOTES 

INTER-RELATf..;D. WE ARE ALL 
NETWORK OF MUTUALITY, TIED 
DESTINY. WHATEVFR AFFECTS 
INDIRECTLY. -·--- REV. DR. 

CAUGHT IN AN 
INTO A SINGLE 
ONE DIRECTLY, 
MARTIN LUTHER 

PEOPLE HATE EA':H OTHER BECAUSE THEY FEAR EACH OTHER 
THEY FEAR EACH OTHER BECAUSE THEY DON'T KNOW EACH OTHER 
THEY DON'T KNOW EACH OTHER BECAUSE THEY DON'T COMMUNICATE 
AND THEY DON 1 T COMMUNICATE BECAUSE THEY ARE SEPARTED 
---- REV. DR. MAR'rIN LUTHER KING, J-R. 

IF YOU SEE IN ANY GIVEN SITUATION ONL" v-lHAT EVERYBODY ELSE 
CAN SEE, YOU Cl\N BE SAID TO BE SO MUCd A REPRESENTATIVE OF 
Y0UR CULTURE THAT YOC ARE A VICTIM OF IT. S. I. 
HAYAKAWA 
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THE MAGNER B- .l •~ SHEET 

When you look at the folluwing, what do you see? ABC 
11 ABC" right; pretty basic, However, 1iY.e many of life's 
situations there is more here than meets the eye. I am 
going to change what you see by not changing the picture 
but by adding to it. This is like what happens when you 
have a perception or an attitude about a student and his 
misbehavior. Then the School Psychologist tells you about 
the child's destructive homelife and how he is reacting to 
the stress. Now you see the student differently. His 
misbehavior has not changed but you have a different 
attitude because of add~tional information. That is what 
will happen here. (Now write a 12 above the B-13 

12 
and a 14 below the B-13.) Now we have 11 A, B, en or 13, 

14 
depending on where you come from. This is called the 
B-13. If you come from 12 it is a 13 and if you come from 
A, then it is a B. This is the way many of life's 
per ~eptions are. They depend on where you come from or 
what your experiences have been. It is important to 
realize that if you don't see something the same way 
someone else sees it, that's alright, you have probably 
had different experiences and it is ok for people to see 
the same thing different1,,. If later during the 
workshop-class, participants engage in t~e process of 
trying to "force" others to see t:nins;s their way, 
remincting them that, "here we t.i.ave another example of a 
B-13" see::ns to resolve the conflict. 
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Rumor-Clinic Observation Form 

ACCIDENT REPORT: 
to the police. 
possi1Jle. 11 

"I cannot wait to report this accident 
I must get in the hospital as soon as 

"The deli very truck, heading south, was turning right at 
th0 intersection when the sports car, heading north, 
attempted to turn left. When they saw that they were 
turning into the same lane, they both honked their horns 
bu~ continued to turn without slowing down. In fact, the 
sports car seemed to be accelerating just before the 
crash." 

Volunteer 
Distortions 

1 

2 

3 

4 

5 

6 
(Policeman) 

Additions Deletions 
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E-PRIME 
THEORY SHEET 

The words we use evoke images. Although we cannot control 
how those images dre perceived, to an extent we can shape 
them by choosing our words ca re fu 11 y. One word that 
warrants especially careful use is the verb to be ("is", 
"are", and so forth) because it r2fJ ects a state of 
existence or a fact. 

For example, someone might say, "He is unfriendly 11 or "She 
is dependable." Qualities such as unfriendliness and 
dependability are callerl associative attributes and 
represent statements of opinion rather than statements of 
fact. Definitive attributes, on the other hand, are those 
that describe observable characteristics--~acts rather 
than cpinions. Examples are "He ignores .••t when I say 
hello" or 11 She consistently completes her work on time." 

The problem is that people tend to use and to interpret 
associative attributes as definitive attributes. Ofcen a 
listener hears a comment such as 11 He is unfriendly" and 
assumes that the person is, in fact, unfriendly. If such 
a statement ~ere challenged, the speaker would be required 
to substanti~te it hy providing a factual description. 

Conversation that omits the forms of the verb to be is 
known ae- "E-prime Englishn. Although extremely difficult, 
thinking in E-prime English car,. help us to become aware of 
the ways in which we are likely to describe oth,2rs. Ir~ 
turn, thinking about the way in which meanings are likely 
to be interpreted can help us to choose our words wisely 
and to 1 is ten with discrimination. We need to become 
conscious of the difference between definitive (fact) and 
associative (opinion} attributes so that as speakers and 
as listeners we are able to dis~inguish one tram the other 
and to communicate more effectively. 

The 1988 Annual: 
Associates 

Developing Human Resources, University 
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Just as it is useful to be &ble -O label the type of 
conflict, it also helps to know th,~'..:. mo;;t confJicts, large 
or smal 1, interpersonal er international, fol low pretty 
much the same pa~tern. To get a good conflict going, you 
neeu: 

This is the 
POINT OF 
CONFLICT 

t:.wo or more 
PEOPLE 

who 
INTERACT 

and 
PERCEIVE 

INCOMPATIBLE DIFFERENCES 
betwee,, or 
THREATS to 

thejr 
RESOURCES, 
NEEDS, or 

VALUES 

This causes them to 
BEHAVE in 

RESPONSE 
to the INTERACTION and their 

perception of it. 

The conflict will then 
ESCALAT~ 0r DE-ESCALATE 

The conflict will ESCALA'TE if: 
1. there is an increase in exposed emotion, e.g. anger, 

frustration 
2. there is an increase in perceived threat 
3. more people get involved, choosing up sides 
4. the people were not friends prior to the conflict 
5. the people have few peacemaking skills at their 

disposal 
The conflict will DE-ESCALATE if: 
1. attention is focused on the problem, not on the 

participants 
2. there is a decrease in exposed emotion and perceived 

threat 
3. the people were friends prior to the conflict 
4. they know how to make peace, or have someone to help 

them do so 
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Robert (1982:76-91) listed fifteen strategies for 
r:ommunicating under conditions of interpersonal con£ lict 
which would be valuabl2 to remember during SBM sessions: 

(1) Avoid judgements. (2) Deal with present behavior 
not the past. (3) Pay attention to the other person's 
non-verbal language. (4) Use 11 1" messages to voice a 
concern. (5) Apply strategic-effec~ive openness 
regarding your thoughts and feelings. (6) Choose your 
words carefully to avoid mi snndf~rstand:i ngs and 
misrepresentations. (7) Giv~- the othe.L person 
permission to respond acc0rding to their comfort 
level. (8) Restate or parapt'rase whC1t you hear. (9) 
Use reflection or active 1 is tening strateg i8s. ( 10) 
Beware of questions that may really be statements or 
at least are not authentic. (11) Utilize the power of 
silence and delayed response. (12) Don 9 t be afraid 
to say, "You may be right. 11 

( 13) Avoid interpreting 
motives. (14) Do not give advice. (15) Use balanced 
appropriate humor. 
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Group Problem Solving Techniques 

NOM lNAL GROUP TECHNIQUE. With fea t.urE}S of both 
brainstorming and brainwriting, the nominal group 
technique is an idea-generatinq procedure that permits 
written recording and verbal discussion of ideas for 
problem solving, plann , and needs assessment. 

As described by creativit.y consultant and trainer M.O. 
Edwards (1982), the process ins with the group leader 
giving a carefully selecced group of five to nine persons 
a written statement of the problem and reading it aloud to 
them. 'The group members then silently write down the~r 
ideas without discussion with others. The second step is 
a round-robin recording of the ideas generated. 

The third step is a serial discussion of each idea for 
clarification, with the leader .:isking for questions or 
comments on each idea listed. Step four involves a group 
method for aggregatin<J the perceived importance of each 
idea. If desired, more than one group can be used. 

SYNECTICS. From the Greek, meaning a 
different elements, the word refers 
solving technique that stresses the 
metaphor. 

join together of 
to a group problem
use of analogy and 

The concept was or inated by tH1liam J .J. Gordon, who 
founded Synectics, Inc., with george Prince in 1960. In 
1967 Gordon split off to form Synectics Educational 
Systems, where he and his associates have focused on the 
use of metaphor in creative thinking. Pr lnce stayed to 
head up Synectics, Inc., where he and his associate-s have 
since elaborated the original technique with such 
mechanisms as expressing the problem as wishes, making 
absurd connections, using approximate thinking, and 
drawing personal analogies ("be the thing!!). 

R]\NDOM WORD PLAY. A creGtive problem-solving technique, 
based on forced relations, by de Bono (1970). 
M.O. Edwards describes how it typically works: First, 
select a random word from the dictionary which has no 

ical connection whatsoever with your problem* Then 
play with the word and test each new thought to see if it 
might indicate a solution ~o your problem. Random object 
play is a variation in which the attributes of an object 
are used as trigger words for ing original ideas. 
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VON OECH 1 S MENTAL LOCYS 

1. THE RIGHT ANSWER. 

2. THAT'S NOT LOGICAL. 

3. FOLLOW THE RULES. 

4. BE PRACTICAL. 

5. AVOID AMBIGUITY. 

6. TO ERR IS WRCNG. 

7. PLAY IS FRIVOLOUS. 

8. THAT'S NOT MY AREA. 

9. DONtT BE FOOLISH. 

10. I'M VOT CREATIVE. 
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STRUCTURED BPJ\INSTORMING is a method of e 1 ic it ing a f rec~ 
flow of ideas from a group in order to solve a problem. 
Circle members learn the DOVE guides for brainstorming: 

. Do not judge ideas . 

. Qne person in turn. 
yariety in thinking is important . 

. ~nergize the group with creative thoughts. 

Each person answers the brainstorm question, "What do you 
think is the most important problem?" or says, "l pass". 
A recorder writes all the ideas down on a large sheet of 
~aper hung on the wall. Responses come in turn from each 
pE::.::son around the circle until all say, 11 I pass". There 
ar0 no interruptions for discussions 1 clarity or debate in 
this first part of the process. 

When all ideas are recorded, tLe leader moderates a 
discussion until everyone is satisf~ed that the issues are 
clear. The group then votes on lne ideas to establish a 
rank order of importance. 

Brainstorming and voting are used many 
circles to identify the most pressing 
solutions and make other decisions. 

t.imes in quality 
problems, select 

DATA GATHERING is carried out to veri the existence and 
nature of the problem. Circle members learn a variety of 
ways to gather hard facts to supr t their ideas, 
including how to use interviews and :::,u.cveys. 'I1he data 
collected may o:-:- may not confirm the ideas agreed upon 
thruugh brainstorming and voting. 

STATISi~2AL CHECK SHEETS are the first tools which circle 
members learn to devise, use and interpret. Data is 
recorded to answer questi0ns like How many? How often? How 
much? How long? For example: 

Low Achievement Check Sheet 

Item M T w T F TOTAL 
A Tardy X X X X 4 
B No Materials X 1 
C No Books xx X XXX 6 
D Absent X 1 
E Talking X XXX XXX X 8 
F Not Ready X X 2 

') c:: c-
L.,JJ 
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PARETO ANALYSIS .Ls a method used to analvze and compare 
statistical data using a bar chart. Wh~t do the fact~ and 
figures mean? How does one factor compare with an0ther? 
WhL-t conclusions are warranted by these facts? rrhc bar 
chart shows clearly which problem needs priority 
attention. 

FISHBONE CAUSE AND EFFECT ANALYSIS is a method UP ll'1g 

brainstorming and voting to discover and repair the r~ason 
for a product failure. A chart is constructed to speed 
the discussion of four standard sub areas: Manpower, 
Machinery, Method and Materials. Applied to the Pareto 
analysis above, the chart would l0ok l~ke this: 

MANPOWER 

METHOD 

MACHINERY 

_________ ( Fa i 1 ing 
Student) 

MATFRIALS 

PROCESS CAUSE EFFECT ANALYSIS 1s a method used to work 
backward tram a problem to its cause in order to see where 
the breakdown may be started. For example, beginning with 
Effect C on the Low Achievement Check Sheet, circle 
members might diagram steps in the process like this: 

Working 
Lats 
No Home 
Work 
Done 

Get up 
Late 

Rush 
Out 
Door 

No 
Books 
( C) 

PRESENTATION TECHNIQUES vary, but circle members learn how 
to present a solution to management in the most effective 
manner. They lea."'-~ how to state a purpose, organize data, 
answer questions, d~bate a point simply and clearly, and 
use visuals and other learning aides to make their case 
we1J.. 
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RULES FOR BRAINSTOTTMING 

1. Express no negative evaluation of any idea offered. 
2. Work for quantity. 
3. Enco~rage off-beat or half-form2d ideas. 
4. Expand or elaborate on one another's ideas. 
5. Record each idea. 

Here are some warm-up brainstorm topics (J-~ min): 
1. Ways to improv2 the bathtub. 
2. Ways to determine the weight of an elephant. 
3. Uses for junk~d automobiles. 
4. How can Coyote cat=h the Road Runner? 
5. New kitchen appliances. 
6. Things to do while waiting at the dentist's office. 
7. What to do when you're at a party and discover a large 

rip in the seat of your pants. 
8. Everything you know about bubble gum. 
9. Questions to ask of Superman. 

10. Excuses for not having· our homework done. 

Warrri-up brainstorming sessions, like more serious ones, 
can be do~e by the whole class with two or three recorders 
alternating in writinq d1.. ·;11 the ideas or in small groups 
of five or six with a recorder in each group. When 
brainstorming is done in small groups, it is a good idea 
to have the recorders read out the lists to ti:.:. entire 
class. 

Brainstorming is fun in itself I but the teacher should 
point out that the importance :>f the skill is in the 
thinking patterns it promotes: actively r ~a8hing out, 
deferring immediate judgments, and sAeing problems within 
new frames of reference. 

rro .;e+.: brainstorming in the 1 drger context of critical 
thinking and problem-solving, the teacher might ask the 
students to go back to their lists of ideas (on how to 
improve the bathtub, for instance) and, using this list as 
a pool of ideas, to write individually a paragraph 
describing the ideal bathtub. After five minutes of 
writing, the teacher calls for volunteers to read their 
paragraphs. Another possibility for what to do with 
junked automobiles, for example) for students to go 
back to their lists to select and develop two or three 
ideas which could contribute to a realistic solution for 
this problem. In each of these cases, the teacher if; 

demonstrating the value of first generating raw m~teri~l 
in a large, expand framework before attempting to 
select, organize, and shape it to~ particular purpose. 
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TEAM BUILDING PROJECT 

·rEAM NAME ---------------
'I'EAM MO'I'TO 

TEAM MEMBERS 

TEAM SYMBOL 

DA'I1E SITE -------- ------------------
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GROUP PROCESS REVIEW SHEET 

1. What behavior helped the gr,up accomplish the task? 

2. What behavior hindered the group in completing the 
task.? 

3. How did leadership emerge in the team? 

4. Who participated most? 

5. Who participated least? 

6. What feelings 
progressed? 

did you experience as the task 

7. What suggestions would you make to impcove team 
performance? 
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Me,:::t ing Questionnaire 

Tr,structicms: Read the three scored headings and use tr'~em 
to evaluate each statement. Choose one score (4, 2, or 0) 
that corresponds to your opinion of how the statement 
applies to your meetings. Write the score in the 
app~opriate bla~k. 

SCORE: 4 
True 

(Usually) 

1. The purposes of our meetings 
are not defined. 

2. We do not decide what we 
want to achieve by the end 
of a meeting. 

3. People do not prepare 
sufficiently for our meetings. 

4. We seldom review our 
progress during meetings. 

5. We do not allocate meeting 
time well. 

6. Ideas and views often are 
lost or for9~tten. 

7. We do not de;cj •~"" ~:!:. ·i c·h 
agenda items have priority. 

8. We allocate equal amounts of 
time to trivia ~rJ im~ortant 
i_ssues. 

9. We often are diverted fro~ 
the matter at hand. 

10. ~~ople lose concentration 
and atte11tion .. 

11. Sometifles there dre several 
meetings when there should 
be cne. 

12. We do not review and c0nfirm 
what has been agreed upon 
and how those decisions will 
be activati~d. 
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2 
Some
times 

0 
Not True 
(Seldom) 
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Effective Problem-Solving Survey 

1nstructions: Please give your car.did opinion of your 
te3.m's most recent problem-solving session by rating its 
characteristics on the seven-point scales shown below. 
Circle the appropriate number of each scale to represent 
your evaluation. 

Lacked order and 
poorly controlled 

Confusion about 
objectives 

Organization in
flexible, 

Criteria f1..,r 
success not 
established 

Information was 
poorly evaluated 

Planning was 
inadequate 

Action was 
ineffective 

1 2 3 4 5 6 7 Orderly and well 
controlled 

1 2 J 4 5 6 7 Clear and shared 
objectives 

1 2 3 4 5 6 7 Organization was 
appropriate to task 

1 2 3 4 5 6 7 Clear criteria for 
success established 

1 2 3 4 5 6 7 Information was well 
analyzed 

l 2 3 4 5 6 7 Planning was effective, 
thorough 

1 2 3 4 5 6 7 Action was effective, 
adequate 

No attempt to 1 2 3 4 5 6 7 Thorough review to help 
team learn from 
experience 

learn from the 
exp8rience 

Time was wasted 1 2 3 4 5 6 7 

People withdrew l 2 3 4 5 6 7 
or became negative 
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Time was well used 

Everyone participated 
positively 
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BM COUNCJ 1., ME.ET I l'JC GU I DEL.IiJES 

AGENDA ITEMS PROPER 

1. Arranq(:: (before the meetinq) to have somebody else 
present each agenda item. 

2. Encourage the~ expression of ·r1r ious viewpoints--the 
more important the decision, the more important it is 
to have al 1 pertinent information ( f ac::ts, feelings, 
an~ opinions) on the table. 

3. Expect differences of opinion--when hand~ed well, they 
can contribute greatly to creative solutions. 

4. Be careful of agreements reached too easily--test tu 
be sure people really do agree on essential items. 

5. Don't let discussion continue between two people, ask 
others to comments. After all, it is the group that 
needs to make the decisions and carry them out. 

6. As much as possible, hold people to speaking for them
selves only and to being specific when they refer to 
others. Do not accept: "some people say ... , 11 "we all 
know ... , 11 "they would not 1 isten .... i1 EvEm though 
this is scary in the beginning, it will fester 
building of trust in the long run. 

7. Keep looking for minor points of agreement and state 
them--it helps morale. 

8. Encourage people to think of fresh solutions as well 
as to look for possible compromises. 

9. In tense situations or when solutions are harrl. to 
reach, remember humor, affirmation, quick games for 
energy, change of places, small buzz groups, silence, 
here and now wheel, etc. 

10 * When you test for consensus, state in quest ion form 
everything that you feel participants agree on. Be 
specific: 11 00 we agree that we' 11 meet on Tuesday 
evenings for the next two months and that a 
facilitator will be found 2t each meeting to function 
for the next one?" Do NOT merely rr~fer to a previous 
statement: 11 Do you a 11 agre.e that we should do it the 
way it was just suggested?" 

11. Insist on a response. 'I'h:~ participants needto be 
conscious of making a contract with each other. 

12. If you find yourself drawn into the discussion in 
support of a particular position, it would be 
preferable to step aside as facilitator until the next 
agenda item. 1~is can be arranged beforehand if you 
anticipate a conflict of interest. 

13. Almost any meeting will beriefit from quick breaks in 
the proceedings--energy injections--provided by short 
games, songs, a common stretch, etc. 
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EVALUATION 

In small meetings (up to 50 people at least) it is often 
wise to evaluate how +:hings went (the mcet~ng process, 
that is, not the content). A simple format: on top of a 
large sheet of newsprint or a chalkboard put a + on the 
left side, a - in the middle, and a* on the right side~ 
Under the + 1 ist positive comments, things that people 
felt good about. Under the - list the things that could 
have been done better, that did not come off so well. 
Under the *, 1 ist specific suggestions for how things 
could have been improved. 

Don't qet into arguments about whether something was in 
fctct helpful or not; ~eople have a right to their 
feelings. .ft is not necessary to work out consensus on 
what was good and what was not abo 11t the meeting. 

A L2W minut~s is usually ~11 that is needed--don't drag it 
out. Try to end with a positive comment. 

Meetings almost invariably get better after people get 
used to evaluating how they function together. 

CLOSING 

Try to end the meeting i<l the same way it started--with a 
sense of Jathering. Don't let it just fizzle. A song, 
some silence, standing in a circle, shaking hands-
anything that affinr.s the group as such and puts a feelir.g 
of closure on the time spent together is good. 
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SBM ORIENTATIO! WORKSHOP 

QJ?.J.ECTI VES: 
DOCUMENT THE NEED FOR SCHOOL IMPROVEMENT PROGRAMS 
PROVIDE THE PARTICIPANTS WITH A WORKING KNOWLEDGE 

OF SBi'-! IN MPS 
EXPLAIN THE BENEFITS OF SBM 
MOTIVATE A COMMITMENT TO SBM bY THE PARTICIPANTS 

AGEND.I\: 

t:ONTEXT FOR SBM 
WHAT IS SBM 
BENEFITS AND CHALLENGES 
GETTING STARTED 
CAVEATS ON CHANGE 
FINAL COMMFN'I'S 

HANDOUTS: 
UPDATED MPS SBM DEFINITION 
MPS SBM COUNCIL 
MPS SBM SCHOOL BOARD EXECUTIVE COMMimTEE REPORT 
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BM COfJNCI L MElVfBEI< \·JOP:<SHOP 

TEACH THE COUNCIL MEMBERS ABOUT TH SB~ PROCESS. 
EXPLAIN DU'!:'IES AND RESPONSIBILITIES OF COUNCIL 

MEMBERS. 
DO 'I'EAM BUILDING WITH TH£ COUNCIL MEMBERS. 
TEACH 'l'HE SKILLS OF F.FFECTIVE COMMUNICATION. 
TEACH PROBLEM SOLVING SKILLS. 
TEACH GROUP PROCESS AWARENESS AND STRATEGIES. 
DEVELOP CONFLICT RESOLUTION SKILLS, 
DISCUSS INDIVIDUAL SCHOOL CONCERNS. 

SETTING EXPECTATIONS AND GROUND RULES. 
COMMUNICATION (LISTENING/PArtAPHRASE). 
GROUP CONSENSUS. 
CONFLICT RESOLUTION. 
ASSERTIVENESS ~~AINING. 
COMMUNICATION (I·STA'rEMENTS). 
PROBLEM SQT~ING TECHNIQUES (NOMINi.L GROUP PROCESS, 

APOLLO BRAIN STORMING) . 
DISCUSS AND PRIO~ITIZE LOCAL SCHJOL CONCERNS. 
EVALUATION. 
CLOSING. 

HANDOUTS: 

SBM MANUAL WHICH INCLUDED THE FOLLOWING: 
COMMUNICATIONS SHEET 
LOST IN THE DESERT EXERCISE 
CONFLICT RESOLUTION SHEET 
ASSERTIVENESS TRAINING DEFINI'rION ANO GUIDELINES 
PROBLEM SOLVING SHEETS ( NOMINAL GROUP PROCESS A.ND 
APOLLO BRAIN STORMING 
LIST OF LOCAL SCHOOL CONCERNS. 
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of' Th2 F:xecuti ve 
To thf::: 

Cornmi ttt?.e 
intE.~nden 

Tab1 

t,ct ter of Tra1ism it ta 1. 

What Is Site Based 

Committee Recommendations .. 

Statement of Intent for the Board of 
School Directors .. 

Central Office Commitment .... 

General School Commitment. 

Site Based Management Council. 

Individual School Plan for Site Based 
Management 

S j_ tc Based 
,_~:r1001 ~':, 

Site Based Management Council Memorandnm of 
Agreement ..... 
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Who ___ Owns __ ti1r-:! __ Probl 1::?m 

This skill precedes all others 

Skill Ownerfihig 

Active Listeninq OOP 

NOP 

I Message IOP 

Active Listening 

For helping others when they own the problem. (OOP) 
Involves feeding back th~ Other's feelings and thoughts so 
they gain catharsis and insight and I gain clarification. 

e.g. 11 When ____ happens, ycu feel 
e.g. "It sounds like you're feeling 

Stroking 

Useful when No One Owns Problems. (NOP) 
stroking enlarges the no problem area. 

II 

II 

All of us need strokes in the form of touch and 
recognition. 
Prc~le like those that give them genuine strokes. 
A good motto is; "When in doubt, stroke.u 

e.g. 0 Here•s a pat on the back." 
e.g~ "You did a good job." 
e.g. "You're smart.," 

I Messages 

For use wnen I Own the Problem (TOP). 
Differs from nyou Messages" because they are non put-down. 
I Messages deal fairly with my needs, yet do not run a 
higt -lsk of damaging my relationship with ~~e Other. 

your 
behavior 

my 
feeling 

e . g,. "When you 
because II 

effect 
on me 
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Rumor-Clinic Observation Form 

ACCIDENT REPORT: 
to C1e pol ice. 
possible." 

"I cannot wait to 
I must get in the 

accident 
as soon as 

"The delivery truck, heading south, was turning ri9hc at 
the in~ersection when the sports car, heading north, 
attempted to turn left. When saw that they were 
turning into the same lane, they both honked their horns 
but continued to turn without slowing down. In fact, the 
sports car seemed to be accelerating just before the 
crash." 

Volunteer 
Distort.ions 

1 

2 

3 

4 

5 

6 
(Policeman) 

Additions Deletions 

278 



APPENDIX R 

CONFLICT CYCLE 

279 



CONFLICT CY.CLE 

Just ·,;;;.. it: is useful to tJe able to label the type of 
conflict, it also helps to know that most conflicts, large 
or small, .intf:!rpersonal or intE::rnational, follow pretty 
much t~e same pattern. To get a good conflict going, you 
need: 

This is the 
POINT OF 
CONFLICT 

two or more 
PEOPLE 

who 
INTERACT 

and 
PERCEIVE 

INCOMPATIBLE DIFFERENCES 
br:?tween, or 
UIREATS to 

their 
RESOURCES, 
NEEDS, or 

VALUES 

This causes them to 
BEHAVE in 

RESPONSE 
to the INTERACTION and tht~ir 

perception of it. 

The conflict will then 
ESCALATE or DE-ESCALATE 

The conflict will ESCALt"\TE if: 
1. there is an increase in exposed emotion, e.g. anger, 

frustration 
2. there is an increase in perceived threat 
3. more people get involved, choosing up sides 
4. the people were not friends prior to the conflict 
5. the people have few peacemaking skills at their 

disposal 
The conflict will DE-ESCALATE if: 
1. attention is focLsed on the problem, not on the 

participants 
2. there is a decrease in exposed emotion and perceived 

threat 
3. the people were friends prior to the conflict 
4. they know how to make peace, or have someone to help 

thr;m do so 
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T H E T R rJ S T 
Create Mjlwauke2 Education rust 

Introducti_on 

'r'he Greater Mi;., WEP1kee Education Tri.is+-_: is a civic 
partnership crea·ced the Greater Milwaukee Committee 
(GMC) and the Metropolitan Milwaukee Association of 
Commerce (MMAC) . The Trust ,._,,,;:c::.s fr..1rned to carry on the 
work of the GMC Education Cammi ttee wl: ich issued its final 
report at the A:mua l Meeting of U·.e Greater Milwaukee 
Committee on February 13, J.989. 'l'he Trust wiJ l facilitate 
and coordinate the establishment of partnerships bet~een 
all sectors of the community and the public schools. The 
Trust is a non-profit organization whose iDitial fu~ding 
has been provided by the G~'iC, MMAC, Milwaukee Public 
Schools, Rot~ry Club of Milwa· kee and corporate sponsors. 
Membership is open to individuals and groups interested in 
active participation in The Trust. 

The Trust exists because its partners believe that 
Milwaukee I s human resources .1.re the most critical 
component for community economic, civic and social 
prosperity. The Greater Milwaukee Education Trust's 
effective management of partnerships between the private 
and public sectors will help develop human n~sources t,J 

their fullest potential. 

Programs 

Initially, the Trust will be responsible for the ongoing 
operations of four programs initiated by the Greater 
Milwaukee Committee and the Metropolitan Milwaukee 
Association of Commerce. 

TEACHER AWARDS PROGR.Ai~: 'I'he Teacher Awards Program (T.i\P) 
annually provides an opportunity for teachers to compete 
for grants in amounts from $150 to $1500. Twenty-five 
thousand dollars is raised annually through contributions 
from the private sector to support innovative ideas for 
improving learning in th8 classroom. 

EDUCATION PARTNERSHIP PROGRZ\M: The Education Partr~ership 
Program acts as a catalyst to create and nurture ~utually 
beneficial relationships between Milwaukee area schools, 
businesses, ~~0[8saional organizations, colleges, 
vocati0nal schools, and the comrnunity-at-~arge. Financial 
and human resources are shared to heln schools better 
educate the children of greater Milwaukei. 
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MANAGEMENT PAR'I'NERS PROGRi\M: The Management Pa:r:+_ners 
Program pairs management people from Milwaukee's business 
community with Milwauh~E~ Publ.ic School principals whose 
schoc,ls part i.cipat.::~ in thE) MPS School .Based Man~_gement 
initiative~ 1rhe Managem1:~nt Partners Program is df?signed 
to sapport the d1stricts 1 s efforts to give principals and 
school staff the authority to make decisions affecting the 
operation and educational programs in their schools. 
Principals and school staff benefit from the partners 
d.i verse management backgrounds. Management Partners in 
turn gain appreciation for the unique problems inherent in 
managing schools. 

ONE ON ONE MILWAUKEE'S TEEN :!:NITINrIVE: One on One 
provides a unique support network for adolescent students 
at risk of academic failure. The goals of the program are 
to engage students in extra-school activities which 
enhance ~heir chances of school success and 8Xpose them to 
career and educational opportunities. One on One is truly 
a public-private partnership with resources coming from 
the state, city, county, business co~munity and local 
professional organizations. One on One brings together 
teachers, school staff, family, youth-serving 
organizations and mentors to help improve the lives and 
futures of nat-risk" adolescents. 

Contribut, ,J:"2 

Initial Contributors: 
Metropolitan Milwaukee Association of Commerce 
Greater Milwaukee Committee 
Rotary Club of Milwaukee 
First Bank Milwaukee 
Miller Compressing 
Gruccn Corp_ 
William Brady F0undation 
Harley-Davidson, Inc. 
A.0$ Smith, Inc. 
Milwaukee Citizens! School Survey Foundation 
Johnson Foundation 
Family Service of Milwaukee 
Milwaukee Public Schools 
Mc~eath Foundation 
Milwaukee Foundation 
Stackner Foundation 

. R~public Savings & Loan 

. Northwestern Mutual Li h~ 

. Taylor Electric 

., Cottrell f'imd 



. WICOR 

. Badger Meter 

. Johnson Controls 

. Emory Clark l'our,datior • 

. Miller Brewing 

. American Express Foundation 

. Milwaukee County 

. United Way of Greater Milwaukee 

. State of Wisconsin 

. Wisconsin Bell 

. Wisconsin Electric Power Compa~y 

Contributions (Equipment and Services): 

. Michael, Best & Friedrich 

. Harley-Davidson, Inc . 

. Arthur Young 

. Ernst & Whinney 

. Blunt, Ellis & Loewi 

. Xerox 

. Robert W. Baird & Co . 

. Taylor Electric 

. Miller Brewing 

. Quarles & Brady 

Mission Statement 
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The primary goal of The Greater Milwauk~e Education Trust 
will be the continuous improvement of the economic climate 
and the quality of life for all Milwaukee area citizens by 
supporting school systems and community efforts which 
provide our children with: 

. Safe, healthy, nurturing environments 

. Positive role models to which they can aspire 

. Experiences that improve relevancy of attaining an 
education 

. "Learn to work 0 opportunities 

. Convincing evidence that there are rewards for hard 
work, good citizenship and responsible behavior 
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STRATEGY: The Tcust will assist in tne dnvelopment. of a 
diversified workforce consisting of effective leaders, 
creative entrepreneurs and productive employees by: 

. Serving as a catalyst for inc~eased public/private 
sector involvement and support for public education 

. Acting cs a clearinghouse to promote improved educa-

tional programming and better collaboration betwee~ 
private and public sector 
Providing Milwaukee with increased cptions for par
ticipation in programs which enhance the quality and 
value of education 

The Greater Milwaukee Education Trust will encourage 
businesses, universities, vocational/technical colleges, 
governments, professional and labor organizations, 
community agencies and citizens to participate in all 
levels of the educational continuum by leveraging and 
brokering human and financial resources to achieve our 
objectives. 

Trust Board of Directors 

Vaughn L. Beals, Jr. 
Chairmar.. 
Harley Davidson, Inc. 

Thomas Bentley III 
Rotary Club of Milwaukee 

Pelmers Chaney 
NAJ,,CP 

Ricardo Diaz 

Officers 

Thomas I Dolan 
Vice Chairman 
A.O~ Smith Corp. 

William L. Randall 
Treasurer/Secretary 
First Bank Milwaukee 

Directors 

Karen Mietus 
Milwaukee Council of PTA 

Henry Monaco 
United Way of Greater 
Milwaukee 

Dept. of City Development 
.":i'ose Olivieri 
Michael, Best & 
Friedrich 

,James Ericson 
Northwestern Mutual Life 

Charles W. Parker, Jr. 
Milwaukee Foundation 



Don,1 ld Fe i. lbach 
MTEl\ 

1,:ct i th Fina 1 yson 
Regent Emeritus, UW 

James L. Forbes 
Badger Meter, Inc. 

Dr. Howard Fuller 
Dept. of Health & Human Services 

Eloisa Comez 
City of Milwaukee 

Thomas R. Hefty 
Blue Cross/Blue Shield 

David L. Hoffman 
Family Service of Milwaukee 

Dorothy Johnson 
i"T..MA3SE 

Dr. Thomas Joynt 
Menomonee Falls School District 

William Lawrence 
Private Industry Council 

John K. Maciver 
Michael, Best & Frie~rich 

Charles s. McNear 
Wisconsin Energy Corp. 

Staff 
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Dr. Robert S. Peterkin 
Milwaukee Public Schools 

Rev. John Raynor, S.J. 
Ma University 

Sister Joel Read 
Alverno College 

Saul Reeves, Jr. 
ASC 

Cynthia r-ciley 
Chapter I 
}\dvisory 
cm,ncil 

Parent 

Dr. Rus F. Slicker 
MATC 

Dr. Clifford V. Smith 
UW-Milwaukee 

Dr. Robert R. Spitze~ 
MSOE 

Martin F. Stein 
Stein Business Office 

,Jean B. T 1 ler 
Public Policy Forum 

Richard Williams 
Famous Amos Cooki 

Susan D. Phillips 
Executive 
Director 

Rhonda rraylor 
One on One 
Director 

Mib:::: Puzia 
Partnersh 
DirE~ctor 



Bioq l Sketch of Student 

In June, 1963, Clement L. Magner graduated from Loras 

College, Dubuque, Iowa with a biology major and chemistry, 

Enylis~ and philosophy minors. He worked at the University 

of Iowa Hospitals as an orderly and a nuclear medical 

technologist. In January, 1966, he enrolled at the 

University of Wisconsin-Milwaukee in the School Psychology 

Progr-am. In August, 1968, Mr. Magner received a Masters 

degree in School Psychology with an emphasis in educa~ional 

research. 

In August, 1968, Mr. Magner joined the Department of 

Psychological Services in the Milwaukee Public Schools. He 

worked in that Department until August, 1978 when he joined 

the newly creatE:d Department of Human Relations. He is 

currently working as the Human Relations Coordinator L·. 

Se:.cvice Delivery Area One, which is one of the Milwaukee 

Public School's recently restructured service delivery 

areas. 

On a part-tim. asis (evenings), Mr. Magner teaches in 

the Junior College Division and Associate Degree Program at 

Milwaukee Area Technical College. The courses that Mr. 

Magner teaches are General Psychology and Introduction to 

Human Relations. He has taught at Milwaukee Area Technical 

College for twenty years. 
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