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' Given the present economic¢ situation, it is :

1nev1tab1e that more state legisl&tures and school boards will adopt
a "cost accounting" attitude toward education. Howeéver, schools
aren't factories, and using an ‘industrial model for accountability
doesn't work. To have a viable ssystem of accountability, everyone who
is concerned with education must be -involved, 1nclud1ng teachers,

- adpinistrators, school boards, leglslators, governors, parents, and
) students. But what must be done to makeée this all happen? The answer,
is leadership. Four, years ago, the Califorpia Superintendent of
., Public Imstruction appointed a high-level ‘task force of experts in

the field of .child growth and development. The task force provided
the basic philosophic guidance ‘for development of an early chlldhood
education program as well as many practlcal reconrendations. Staff
members of the State Department of Educatlon were then assigned to
develop a practical plan £for. 1mplementat10n. later, the completed

master plan was taken to the State Board of Bducation, which adopted ’

it as official policy. Ten months later, SB 1302, the Magna Carta of
early childhood education, was passed. This early childhood ‘education
program is an example of 1eadersh1p in an era of accountablllty.
(Author/JG) ' -
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I am pleased at this chance to address “such a distingulshed gathering of school
exeécutives, and the occasipn is even more pleasurable for me as I looL out and see
$0-many familiar flaces. . , ’ .o . f
Joe Sarthory, your associate director,, has asked me to talk to you.abéut "Educational

. Leadership in an Era of Accountability" -- and that, I think, pretty nedtly. sums up ihe

apge in wnich we find ourselves. People are looking for leadership, and they are de- =,

manding ‘accountability -- from politicians, doctors, businessment,and educators.

v
- 3 <
v

. . P
In many way$, we educators have always been accountable to the American people.
Education im.the United .States traditionally has been a vehicle for upward mobility.
Our "huddled masses' turned toward education as their pathway up and out of the ghetto.
It was through education that the’son of an imaigrant Russian peasant could become a

: bank.president or.a surgeon. he've all heard the Jewish stories about the mother who'

refers to 'y son, the coctor . hether they are Irish, Ciinese, Swedish, or Italian --

black or white, red grrbrown -- the word from paxents to their children in this couatry
has alaays been -- “Get an education. Make soﬁethlng of yourself. "

»

While some Americans have rmade fun of the incellcctual, and sneered at the egghead, they
have also perceived public education as the road to financial Success and the good lifa.

[y ° ¢ [

We eypect our cducatiOﬁal system not only to cnsure our personal success, we ehpccr it to
solve all sorts of local and national problems. Schools are of ten blamed an¥l criticized

for society's failurcs, but seldom are schools given credit for society's acjrievenents.

During the 19th century, the schools were asked to "Americanize" and make literate in
English the willions of ianmiprants who:were crowding our cities. Today, tae schools
still are being asked to Americanize hundyeds of thousands of children -- to make them

own language. ,

t

Our schools are being asked to feed children, tecach them manuers and norals, ard make
food drivers of them. : v { . ©oe

.~
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function in today's society. Ue have to teach our children how to perform well in a

= ltcclmologlcal age. Tihe market for strong backs and weak minds is dwindling and soon
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literate in ! Lnglish, while simultancously teaching ‘them history anld mathematics in their

Those demands have accelerated since World War II. Obviously, illiterate people‘can't )

h,
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it will’ be gone. That means even more emphasis on education =-- and it mcgﬁg education
* must be relevant to waat 1s goling to be deranded of our children during the last quartcr
,of this century and the beginning of the 215t century. . . :
The demand for quality 11”§%ﬁzatlon comes at a time when our schqols are facing‘a uoney
squeeze just like the one the hOubGWlfe must face when she goes to the supermarket, '
e b A T
We live in a time when bad economic news is Tippling from one gnd of the nation to the
. other. Many of us lie awake nights wondering where we are going to get the dollars to *
maintain progr rams and balance budgets. Lverywhere we look, we find lcglslators and
governors casting about for ways .to cut, trim, and sqieeze. The wdrd is -- make do,
be cautious, cut-back. e T ’ - ~-f‘J
. N . . e s
It reminds me of what Senator Norris Cotton of New Hampshire .nce said of his econony-
. mninded fellow senators. He said, "The boys are in such a mood that if someon& introduced

the Ten Conmaudnenﬂs, ‘they'd cut thém down to elght. . . . i f
Well that s the kind of mood Amerlcans are in today. i . 5.
. - - . ‘ . +

. 4

Givtn our/ore5tnt ecoﬁowrc situation, it,is inevitable that more and nore state legzslatbres
and scnool boards w111 adopt a ''cost accounting' attitude toward educat;OW. Dressed for
more money, they react by demanding more accountability. Too often, the zccountaﬁllity

they enyision is an industrial wodel - raw raterial comes in at one end, and a finished
product, meeting certain quality standards, emergés from the other end. If tae product
isn't up to snuff > can be discarded, or ‘recalled. . :

.~ - L . 7 * >

=] L 4

“We can 't do that with huma@ beings. . f! o . . .
Our schools have no.control over the.cultural backgrounds and dducational dbilities of the
thousaads arfd thwousands of youngste s who each year present thcnselves at the classrconm
door for the first time. I' nm not advocatipg that the schools be given any control over
their home life. I'm simply saying that schools aren't factories, and using an industrial.
model for accountability and cost control doesan't work. You know, a steel mill car reject
low-grade ore and a lumber mill can turn down crooked logs, but our public schools nust
educate -- onc way or the other -- every child wio presents himself. We can't throw human
befngs on the junk heap. : -

Qur concern over acctountability has opened the door for 3 aew crop of reformers -- some
vof them accompanied by gusts of publicity, some sincere, and some who are charlatans. We

B

hear those who have simplistic answers to what ails our schools.-- "Teach phonics and
~every child will learn to read.”" -- "Use the voucher systen and our schools will slape, up."
When the scliools fail to properly educate the children of the poor -- 'Decentrallze....

take coritrol of schools away from tle establishment and turn it over to’the community."
Some’ say, "Lower the mandatory age for school attendance." This latter. concept, to nc,‘is
&the grossest kind of cop-out. Je simply can't wash our hands of responsibility and walk
avay. Together, we must grapple with the problems. Saddling the problem on the backs of
frustrated, untrained parents is not going to provide programs that méet the, educational
needs of their children. Weitaer will turning them out,pn.the street at age fourteen.
We need to defing what accountability is. To me, in its broadest sense, accountaoility
means we set goals and objectives, lay out the strategy for meetinv then, assign the
responsibility for who is to do what, and evaluate whether we've done, the job or not.
B N -7 ! .
Respdnsibility is the key. I don' t often quote Admiral Rickover, but he put it wcll when
~ he said: '"Responsibility is a unique concept. It can only reside and adhere in‘a single
individual. You may share it with others, but your portion is not diminished. You may
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" to turn him into an intellcctual giant. - ..

%

a8t our . children’s schools. . LT
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dblegate it, but it is still with you. You may disclaim it, bub you cannot divest yourself
of ft. Even if you do not .recognize it or adnit its prcscnce, you caunot escape it. If
responsibility is rightfully yours, no evasion or igporance, or passing tne blame can
shift the burden on someoue else. Unless you can poiunt your finger at the man who 'is
resppugible waen Bomething goes wrong, tncn you never had anyone really responsible."
Lt ¢ ) . . ’
It's dmportant for us to remember that to some accountagiligy is a threatening word.

_ /Some teachers and teacher oraanizations, as you know, say they're afraid we're going to start
. firing pegple because Johnny doesn't rgad well enough. There is concern that teachcrs some
day will be forced .into some sbort of ' 'production ‘quota" to hang onto tenure. \

Teachers point out that they don't have control over every aspect of childrep s lives -- nor
should they. If Johnny arrives at his classtoom every ,norning hungry because he has had no
breakfast -- or dazed because of a bcating from his pa;cnts -- we can' t expect his teacher

/]

. . . - . ; - >

bt used an cxancratcd example to illust¥ate what concerms teaclers havc with the conccpt of
accountabiliuy. vfany of them fear that accountability may turn our scliools inLo the educar
‘tional equivaleut, of a cookic-cutter, stamping out graduates ir a uniforn mold because it's
more cost—cffcctivc.

.
4 .
.
.

That isn't my conccpt of accountability, and I know it isn't yours, éitﬁer.
' *
Toq often, we talk about accountauility as if it pertains only to teachers.  We make téachers
accountablc, and no one else. e dump kids in the classr001 and say to the teacher -- "Yob
e2se
are acc0untaole“" . . ) ’

. . .
. PO e x o e o

N

It secems to me that if We are to have a viable system of accountability, we. must _include
cv;rypne whq is concerned with education. That includes teachers, otviously -- but it also
means adpinistrators. ' After all, administrators must,.create an environment where teachers
can be sucgessful. It neans school boards, legislators, and governors. They cggprol the _
purse strings for education. It means parents, because they are responsible for the guid-
ance, of their cujldren's lives. And it ncans students themselves, because we expect children
to pyt forth some effort toward learning. . ’
Accountability takes in taxpayers, , They can't say -- "Take this pittance we're going to
dole & %, aul ve aciuuacable.” We expect —— we have a right "to expect — adequate support

In any system of accountability -- whether, it's in Texas or California or New York =-- there |
must be reasonable goals that reasonable people can agree op. Odr sgr¢tewicé must be based
on_ tnose goals, and there fiust bc an cvaluatién, to detcrninc whethet thoSe goals are veing
met. . N . - .

. -l'\

Obviously, then, we must realize that pareats should bc involved in dcci51on,making~’ They
mus t, understand -what tt s ‘all about. : . .

. ¥ ’
3 .
P

Butglmat must be done to make all this happen? . . ' .
. . » [ “_ fl
< § »
Thc answcr is, lcadcrsnip. As an iilustration, I shall use our experience in implementing,
our Larly Childhood Education Master Plan. * ’ N

' .

~a

Four years ago, I appointed a high- lcvql task force of experts in the field of child grgnth
and developrent. 'when that group assembled for its flrst meeting, I asked them pot to tell
us what was wrong with education, but wuat they would recommend if they had an opportunity to

4
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.design a pro raa that yould provide the nighcst quality early childhood cducatlon for
Califoq1ia s children. I asked them to forget the cxiiting systen and to staxx afresh. In
.y charge to the task force, I.said: .

: - > s /ﬁ

"Rescarchfiadings cofisistently document that_as much as fifty percent of a
ciild's intellectual potentiall.is developed before he reaches school age and
eighty percent is developed by the age of eight. I am not satisfied that we
have focused a sufficient portion of our.energy and regourcesfin this critical
area. If our goal is to equip our children so that they may successfully
continue their education, we must revise our priorities. XNo child should leave
the tirixrd grade without being able ,to read, write, and calculate in accord with
‘accepted standards. The need for costly and frequently. unsuccess ful remediation
programs can be sharply reduced if we increase the intensity and quality of - .
educational progiams during the early growth period. I ask this task force to
develop a .couprehensive, integrated master plan for carly cnildhood education
. for con51dcratiou during the 1972 legislative session.' ~

' - .

-

The task force workcd for nearly a year and by the end of 1971 Lad submitted its report. It
,was botn practical and inspiragional. Thcy had, indeed, followed the advise of Ralph Waldo
Emerson and "hitched their wagon to a star'. .
. The task force provided us with the basic philosophic guidancc for development of our
" program! They told us: , :

-

"The pcoplc of the ¢tate of California must make a ldng—rangc commitment of
funds to the proposition that the first eight years of life are the most
impoftant pq}iod in determining the future effectiveness of all our cig}zénq.
"Implicit in this commitment is the recognition of the desirability of providing
_equal educational opportunities for all children. Certainly every child aged
four through eight, regardless of his cnv1r01mcntal, cwotional, and physical

needs,should be included in this, .recognition...." R - .

-
\ ,

There is more to this statcnqnt which spells out in detail those conponcnts of an early .
childhood education program essential to its success -- emphasis on needs assessuent, early.
diagnosis intervention and prcvcntlon, parent and teacher involvement in planninb the local
program, encouragement of local autonomy and naxinmum flcxibility -- and whigh concludes
with' )
"Implicit in this proposal, too, is thc recognition that ,the individua '
child is the unique rcécipient of instruction. We, thcrcgorc believe that

. the present larfe group approacn to the education of primar) children must .
change significantly in order to make possiole the ncccséary pdrsonali7gd TR PRV
"Tinstruction."” .o RN AN AU !

‘ ’ . « P

: 3
The tas’s force hitched to its "stagp" of philosophy a wawon'full of pfactical recommendations:

4 3

A
4

* “The primary school nust become’ a community educational center,
.cogbining all the resources of the family/and the community "in o ,
order to serve children’and Lhci\ parents. .

[SRJ!:« Yarent education and involvenment mist be an intcgral part of the

.
1
5 ’ : ’ '
> ]
4
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‘% All children in California between four and eight shOuld uava the - .
. opportunity to be served by alpublicly—supportcd primary ‘school. Lo .
. * Goals must be clearly dcflncg so that the results’of the program
. . can be evaluated. ) v L ,
‘ - * Adequate funds must be allocatcd for thc su#ccssful operation of |
‘ . the proposed primary schoel. - ‘ S N
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primary school program.

. * An envivonment appropriaée for primary education must reflect the
nature and needs of the young-child.
* " The pupil's wmedical, dental, and nutritional neceds should be met, -

and social serv1ces, ddy. care, and counseling must be provided.
and, finally --
* The preparation of staff for early childhood education should .
receive continued emphasig in California. . . ‘

Once the task force work had been completed, I assigned members of the State Department of
Education staff to Jocument tiie need for this reform of primary education and to de' :lop a
practical plan for 1mplenencation. e soon discovered as we compiled the guidelines, fund.ing
sources, application dates, apgd so on, of all the flagmented prograﬂs we had which dealt

with the education of children, that, in the words of POGO -- "Je had seen the enemy and
they were us." Our fragmented apperach to education was pdrt of the problem. .
~ s H

We documented reading scores, math scores, dropout rates; and all of the other evidence’ of
need to supplant these fragmented efforts With .a single comprehensive program.

The staff, by early 1972, had compniled the Early Childhood Lducation Proposal, a Master Plan
to ReJesi"n Primary Educatien jn Califoraia. The master plan not only contained specifie

evidence of need, but concrete plans,for solution ¢f the problem. - . e,
Q
Decision-~naking bodies are not interested in philosophy. They want facts and we had the
facts. . . . ' ~
4 .
. v . [
We took the master plan to the State Board of Education. The Board adopted the plan as

official policy. Thls gavé\Nus the authority to draft legislation. : . . )

-

In the early montus of 1972, bills were introduced in both houses of our legislature and the
long process of’negotiation began. While we were busy rallying support from diverse interest
groups to secure passage of tue legislation, we were also hard at work preparing for impler
mentation. . We brougit together 150 people from districts throughout the staté to assist
with Lhe draft of rhq,guidelines for the program. .
. 1 -
We were oaerating on two fronts -- lobbying for passage of tfie bill and deciding how lnple— ‘
nentation should proceed wngn thé 'bill was passed., ThoSe were exciting afld hectic days in
California. The i clu;ion of four-year~olds drew the ‘most fire -- I was accused of snatching
babies from their mother' s arms and forcing them to learn to read before they were weaned.:
We compromised that one -- four-year-olds will wait until the progran is more fully inale—
mented and proven at, the K-3 level. Parents descended upon the legiglature and demand:d that
the9.berinvolyég:in-development,of local plans -- not just act as advisory bodies.,

PEESIE L. . . .

i

- We shppor&ed their demands and parent involvement was amended into the bills. After rany
hearings, everyone agreed to support the Senate version of the bill and ten months after its
Introduction, S3 1302, the Magna Carta of Early Childhoo& Education, was passed. *

The nasteé plan is how in its second year of operation. Ve provide technical assistance

\h;eams to the ,ficid to help with the implementation. The teams explain guidelines and
encourage local school site’groups of principals, teachers, apd pareats as tiuey work their 1

1

way Lhrou nho tue requizenents for needs assessmunt, plauniug, and development of operational
plans. Ve have "monitor and review teams'" in the field to follow progress and to help

where assistance is needed. e are not mandating methodology or objectives -- we are
helping local schools to do their own thing. At the end of the first year, we evaluated

the results in tern, of effectiveness -~ wahere it counts, in the classroom with the children.

T 6.
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Fronm all of the evidence we ltave seen to date, early childiood education is a success.
Children are more eager to learn and they are leaming rmore. e are finally preventing
failure rather)than providing too little, too late in the fokm of remediation.
s
A typical child in our progran made eleven uonths' éain in reading for every ren months
of instruction. In mathematics, it was twelve ronths' gain for every ten months'
instruction. : . A
~ . 1] h . "

In some cases, when certain cateporical aid programs were brought in under the Early Child-
hood Education prdgram, sowe children had gains of sixteen months for every ten nonths
of instruction. That was an isolated case —-- not the average -- but it shows the results
that are possible.
To me, our Early Caildhood Education program {s an example of leadership in an era of |
accountability.
It wasn't easy. Early Childiiood Education means more work for the teachers, the parents,
and the administrators. Ihere afe lots of complaints about too much paperwork. Dut the
teachers wio complain about the paperwork are enthusiastic about the program. Thay don't
want to go back to the old way of teaching. .
.Early Ciuildiiood Education has been expanded this year to take in twcnty(ggrccnt of our
publi: scuool children in the primary grades. We'fe shooting for one hundred percent
involvement during the next three years. N

.
-

We're not supermen in C.lifornia. Carly Childhood Lducation isn't a panacea. It isn't
.the only way to -respond to demands for improved quality of education. But it does shtow
what wé can do ifwe combine leadership and accountability. . 2

T hope that this description of our experience will give you courage and-determination
to lead. —— to be accountavle ~— to bring your dreams of quality education to fruition.
Heed Emerson's advise: "Hitch your wagon to a star.” DMMake no small plans. The children
are waiting.

2 ) . ~
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