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CASE STUDY: STAEF DEVELOPMENT _ - v

S IN ORANGE COUNTY, ELORIDA SCHOOLS'

L. Linton Deck, Jr. - +

. Superintendent " :
.Orange County Public Schools .
-, P -

L » - "
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.

Presented at AASA -1976 Conrvention,.Atlantic City, New Jersey., February 22, 1976
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(N, B ¥ The text presented below are the remarks of Superinfendent Deck. Th1s
presentation was accompanied by slide presentations which are too voluminous to
send for ERIC Cleérmahouse dissemingation. The subject matter of each slide
presentation is. md&c:ated at the appropriate place in the narrative. In addition’,
.Dr. Larry L. Zenke and Director of Staff Development and Planning Stephen ]amba
made’ oral presentations which were not formalized into the narrative texts.- The
locatlon of the1r remarks.in the presentatioms also noted. bglow )

Al

-

..




oy > 4
-

dn
-

%

. . _ oL . L
] : s . ) - . . . - LY
1 ‘ Ati of us who are a_part of the Orange County, Florida Schod} System appreciate
-. N N} - .. ' "‘\ ° . ’

’ .

« . -
N .

2 the opportunity provided by t'ne'Angerican Association of School Ad'minis}r,ors to

. . -
- M 2 -~ s
. . \

~, 3 * share some of our experiences with you this afternoon. )

4 M . L]
&

4 : - . ' ' *
. - ' 4 ./
5 _To set the stage for our presentation we would like to take a moment to femind =~
. © g i 3 4.‘ ] ’ ,
6., ~all of us in the room of the real reason we undertake the kinds®*of work we are going -
L7 to describe today. . s . .o , ' C.
. o~ . i ] ~.‘ - [ 4 . : * r3
8 _ tSLI’DES:, "For'the Sake of the Children
: ‘ ' - T ' . -~ ‘ . . . L}
N . | .
9 Any case.study needs to set a context for the events t6 be described: Our .- v

- . A - ’ . !
o -

- . -

10 context is Orlando and Orange County, Florida which are of,course, somewhat

L

. 3
LN . - Pl

s . -

.
s N - - R . »
. ".
.

11 unique as is’any specific locality. . ) ) b d -
,-“12 ‘ _Among the facto}i\umque to the Orande County Public School System are the ", R
& L) . ‘ \ - o .[ .
13 "obviBus gnes of size, (in terms-of enrallmeht), public policy ~in"‘reg§rd to state. ’

\

-
\ . . . 2 Ve
' . v

14" funding (i‘\ which the Florida Edlication Rinaficé Plan is almdst unique in the

.
L] N . l

- 1 .
o N ~ . 2

! L ) - . ) o
15 country), and the docation of the school system igre'/bustling, growing community ' -
. C T : i L o

s o €

-

-
»

18 favored'with an exceptionélly inviting climate. Two of the.less o\)vious unusual

- - »
L]
Fl -

- s T s -

oy

T - ¢ i . .
17 factors include (1) that we willﬂr'eview the experiente of a school %‘ystem with a

-
~

: . \ . ‘. . ‘ . 1
KX ‘ 3 -

e
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18 - new superintendent who was the first organfzational oy ide.r"evé; appointed to,

$ .- . .
y . 3 . . - .

.

19  the position, and (2) a public policy base in state law for staff development

'?0 expenditures. -In Florida, state statutes require that $5.00 per student be

21 expended in each school system each year for staff development activities)

~

» .

*22 . This.public poitcy 1s an exceptionally e‘nliéhteneg:’requirement'. Not the leaSt.~

s . ‘& N -

. - . s . * . T\
» - - ) b

" i 3 ,

' 23 ‘ among the positive factors noted in this requirement is that staff~developmegt .

s
- v
' 0
1) ° - \ .
P ,

24 fupds, are, by law, "protected" from the procesé of collective bargaining since

. ' .
] . . - 3
‘

4 * . ., - '
25 - those monies- may. not be used for salaries or employee benefits. :

¢
. . - . A -
LI s o ‘e

26 Other unusual factors in the Orange Codnt-)@experie'nce may be identified

' . )

-

d -

- ) ' ) Loy -
27 in the eyes and ears of the beholder as we-move f?%;;gugh our presentatien. The

. by ,
- 2y
.
’ .
‘ ’ » . 0

28 presentation spans the experience in our school system over a pe'ri‘od, of -

»
iy ‘ . -

e .t

. , o d gy o
29 -approximately three years ‘,As'a:matt_ér of“fda'ct, it was three years ago teday,

14 .
- - . - F—
~ - - .

i

30 here in Atlantic City, that I was approached by a consultant seeking candidates

-

317 for the superintendency in Orangé County, Ploridé . That convetsation led to

32 the case study which wé_ are presenting t'oday.

33 ‘ We bglieve that the Orarge County Public School System today is becoming:

- 34 3 cohesive, weil-managgd social system designed to provide the best possible

, 4

- * - 3
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35 eduication -;, within the resources available --'for the.students of the Orange

. .
- . -
-
. ’ * )

S .
-

36 County community. This has not been an accident, but rather a c.arefully/ﬁla‘nned:

- -
-

-

- gv’( - . i '
the management team responsible for facilitating the work necessaty

-

-4
37 priority. of

38 to fulfill the édqcational goals,of the|gystem,

- -

i

2

-
-

« - ’

3_9 “We have been asked-to present etcase study which reports on the staff -

‘ -

40 d-evelqpﬁlent programs in the Orange County .Public Schools. More properly.,

- . .
f
\ . - v . ‘
» ¢ & \ -

.

41 , we will review a series of experiences in organizationak change planned to

-
S

' 52 » imprdve the'Ways in.which the schoél,system fulfills its -basic mission and gbals .

43 .+ In a very clear sensé this is a case study of pu‘tting'sound theory into

- o~
- v
. .

« > . . . .
44 practice by using organization development as an‘approach for improving

[ - o - . .

. X

-4 organizational effectiveness and efficiency. ) ) .
“ ' ‘. ' . R ’ R ‘A ’ P 3
46 ~ Kurt Lewin (1951) long ago thegize_d_that change in a social system must »

. .\
. -, PR . N
’
. R .

. L]
A

47 ' {nvolve a multitude of factors which ehc_ompass the entite system. In order

- -
.
- ¢ N ar

’ Py

48 to illus‘t_rate'the procéss of change, Lewin developed the concept of "force- ) ot

4
’

49  field analysis." The picture now on the-screen shows this process in physical

4

terms. The arrows represent the vectors, or forces, app-lied' to a body in a state

50

{ ' ' ] . 7 .

51 _of equilibrium. In mathematical terms, the length of the vector is quivalent
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IToxt Provided by ERI




4 -

93
54

55

.60
61
62

63
64

65

67

52 -

the other set of vectors will increase thé'tensior{ and degree of conflict -if the
. .

566

v ) . ~ o .
to the strerigth of the vegtor. ‘1f the algebriac sum of the vectors is equal, the
' : 2. . 4 .

i .
body will not move. If fhe strengthléf the vectors increa'ses (on either side) .
) . ‘. .
. . » [

- .

the balance point will change until"the sum of the vectors is,equal again. There

2
1 -
¢

-

are two ways of doing this. Qne approach is to.INCREASE one set of vectors;

J ? ‘ - ; :
the other is to DECREASE the other set of vectors. - ’ .- .

. ¢ " )
I v
. PLE]

The. same concept can, as a model, be applied to social systems. We

[
13

cannot, of course, as in physics, directly and accur@tely MEASURE the strength

ﬁ"”
- F3

.
b 3

t - ) . .
of the sets of vectors. Nevertheless, the system will reach a new balance point.

r -

- R
However, as Lewin points out, INCREASING one {et of vectors without deqfeasing
. P . - \ iv

i

-

o

orgénizati'on. Reducing the other set of vectors may reduce the amount af tension.

o
A P

Since increasing the vectors above a certain level may well result infhg'pher

tension, greater emotionality, agres.siéh ,-and lower constructiven,ess/it is clear
- * v ‘ .-'- o
\-, RSN , J
that DECREASING the forces against change is preferable to applym greater )

- e

/
. ) !

pressure. ; : . . 5;
M ! ¢ - N p il )
In our work in Orange Gounty, Florida we h,ave applied is/

7
. . . ! N
- 1. IS . : Aqu‘, N
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69 forces aJainst changé.. . " . L ¢
! . * - e, ' " A - < ¢ ) . M
» : b o * ] !
. - . N ’ v oo ’ - ! F
70 ~ Lewin's theoretical comstructs built.on the idea of force-fields fo describe .
- el ¢ .- ‘. . . " . ' e
. .‘ ! . . T . . - -4 K
) ' ° e 0 ® ’ * " . 4 )
71 change 3s a three-step procedure. v - °
- . - - . - ol 2 * .
\$ ‘ , . . . .
- e T N - - .- ¢
72 The first of the three .steps is UNFREEZING which might be accomplished by
. ' ) ’ ) ‘ . - i L.
. 73 introducing :new information or information which shows discrepancies, éfdecrezzse
- « - . ; - ’ - )
. - ’ [ to. . < s . . * . (Y T 5
74  in the strength of current values, attitudes, and Behaviors resulting from new ' .
) 4
- > ' s . . _
75 experiences or information disconfirming the perception of t‘he organization, the
‘ ‘5 i . ¢ .\ . l . - ¢ )
¥ ' \ ' . .
76 individual, or other subsystems within the organization, B
| L R T T
77 The second step is MOVING. That is, the organization or one of its, v
T B [} - ° , 3
78° subsystems is moved to a new level. This step ususally involves the developmenl
N\ . .
’ . ‘ . . ’ _ . —_
79 of new value_s‘,‘behgaviors, Jr attitudes through internalization, identification,~ *
. . . ' \ . ] 3 y B
_ 80 or change in structure. The third step is the chang@ process, REFREEZING, —— o
» ) C ‘ ¢ N : L
. Bl involves stablizing the change at the new "quasi-stationary equilibrium" <through
. . . : ‘c ¢ N ' / - - : ’
P, ) _— ’ _—
» . e * R -
'82 the'use of suppdrting mec Lanisms , e.g., changes in organizational&structu\r\ , \
-._ = - ! s M - \
. o . . ! ) - » . @
. .83 changes in organizationaf culture, changes in group norms, or .mgdificati-on of . . .
B4 . organjzational policy stryctyre. : S D / o

; ‘ C —

! :
s ;0 { . Ml

foan N S A' o . i '
Qur Wprk in Orange County during the st three years has applied this
oy ‘ 2t J‘ . ; B ) ' -
ERIC : . g 7 : : N Lo
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.theory in our efforts to improve-the schooI\ system, Lewm s theory points out,. too,
that the unfreezing process involves very different prdblems in different situat‘lons.
Chris Argyris (1971) expanded on Lewin's ujeas and he
claims that strong resistance to- change comes very often from the managers in *

» . l\ . - -

\ . .
the—soei %yetem--ﬂmps even more than other mgiwduals. ) Argyns points out

-4 * . . . ’ L] ’ :’ : ¢ e

. i e T -, . . ! Al
that many individuals are so "systematically bJird" to their own behavior that

’ - < ' ' . c e

-

they are cﬁlt’ural'l programmed" to behave in ways that considerably reduce

¢
.

&

]

the probabilfty of chemge. Their desire to maintain-thé "status quo" cannot be .
s ) o ' . ‘

. ~
- s

significantly affected by increasing the pressure for change. A more effective '__
.,‘. '/ N , . . - s
. . . . L .

rd

approach is to re t and degree of the resistance to change, (Once °
. ‘ o /

) .
agéin, in Orange County we have tried to use staff developrhent pregrams and -
. - \ . -

- P ,

activities to' reduce resistance to change and improvement.)

- S ) -

Now let's palise a moment to review in some detail the context of our™

work - the Orange County Public School System
’ \

v -
—

| —
[ELIDES ON GOMMUNITY AND SCHOOL SYSTEM)

During the'Spring of 1973 the School Board of Orange County invited me to be‘

a candidate for the Superintendency—and-in-the-weeks of activity which eventually
. . ’ . - . = < .
g : : .4, ' i ’ . N

2 \

¢ -

culminated in agreement for me to move from a Géorgla Superintendency to

- ‘>
. : - i # . .
—_— . ' A
- - - -

f——

Orlandg, T attempted, with memb‘rs of the staff, .a broad analysis of the needs
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-

4 ‘
. ! - . . . . |

o

103  strengths, weaknesses, and general potential>o§ the community and schodl .system.

[
)
. \
.

-

104 From.briefings, observations, and meetings with person in the community | °

¢
a
- ¥

105 and in the school system, it was‘déte_x\rmined that nearly all the départments of

e .

. . - . L S -

. - - - . NN - -

':106‘ the schogf system had begmrfutictioning retatively separate and-iﬁdépendenf—of‘ - - --j-;-~ 1

LS

07 ©" each other 'for several years. . Most of the needed services were being delivered,

.o« t L. . i . - c .
ut'aften in’a less than systematié manner. State-imposed requirements were being
- . ) RN b y

109 met, but often more as ends in themselves than as methods to achieve ap'end. -

110 - "The chool Boar& seven very distinct personalities., has been n, for,

-

- [}
* ¢ B
- . - t

. - . . ¢ . . . . 4 J‘
111" atf/least three years, by a variefy of controversies such as $ex education,

L r -
] " Lo , ¢ 3
. - .
v . e

112 desegregation, and the forced resignation of the foimér Superintendent -=—a - / ' /
N t A % »

5
“ * . . . &

" 113 sign of worse crises to follow. - ' r ‘ \ ’ , /.

- [ . !
— L , . . '

114 A minority of dedicated School-Board me;mbe}s had'a solid grasp of their

- e
‘
N i - R Y ’ - . . X
’ . . . - . ‘
. - K 7
.

115 role as policy-makers, but others on the Board 'evi'dencgd an attitude of expecting
116 “to be involved on a ncarly daily basis with the operation of. the school system;

L} - - -

- ‘J \ . . L
117  and its many schools. * / . .
- 118 It was obvious that some rearrangements wete needed -- some despdrately, - \
PR . . . L e, . * .

1} _others could take time, Imm'edia“t.ely, we begah'a; regﬁg‘énization‘ of systemivide ..
) " ' . ' e .
O s ’ : . . 9 - ' .- . .

« 5 . - . , -~ : .
I, - . T - |

) i /- T ’
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120 management as the ési"c intervention for improving the sc<sQol system. ‘

- [ 4 /

121 The efforts to improve the school system since have been sometimes

t

122 ‘difficult, often rewé}diifg, invariably time-consuming, and even a bit bloody at

- - —_ - - - = + . . - -
- , -

123 times, but eminently worthwhile (in my opinion). We have consolidated and ,

»
~

.

124 streamlined departments, increased and improved services, added schools,
{ : ‘ N

125 gained and lost personnel; and maintained about the same student population. = |,

.

\

126 Undergird;ncj all of these efforts has been the pla'nnin'g, desicyand implementation

& LV

i . h ]

127  of a renewal subsystem for the purpose of staff development. .
A u 3 ’ l; \ ’/’ .
N ~ . ! e " . ( . 1 .
128 ° We have held retrgats, sponsored workshops, attended national conferences’,

L4 L4

»

129 and con%érred with national authorities in management and educa

.
~ » . , \

tion -- all pérts

-

- 130 of a basic plan evolved from a combination of sources and aimed at the peculiar

131" needs of Orénge County and its school system.

’
+

. ¢ ® : @
’

132 Part Qf the reorganiza'tiogi, accomplished in ]uly.aond August 1973 was design ]

- P

*133"  to reduce the effects of thé provincialism in the school system by o
‘ LN 4 ! : St \ LI
. SRS - . :, ’

* - 134 importing some organizational cosmapolitans. Thigugh some dismissals and, . o
L ARCEE ’ - . - Ty Y j
135 resignations, we were able to'shift several personscand to Import two o :
- . T ‘ . : A . 1
A o > ‘ i ’ - o ' N 1
: .2 o . P e -t . o
. key perSornis -- ope, & new Deputy Superintendent for Instruction; and two,,. . . . 1
. ’ ’ - I /10 . ' - v n - 4 ’4

- . ;o . * '." ! ¢ ’ -~
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137 an Assistant Superintendent for a ly-created Department of- Stﬁd-e?lt Ser\;ices . =
. . ’ , N .’ - * . - ',
138 In September, .1973, we|got the school Qear successfully unden)vax - o R

139 including the“hmplementation & Federal Court order which eliminated the . e

\-/ ’ ' .
. . - .
’
- — 4 - . . . . N .
+ . . '] ’,

s

140 last\vesfiges of the dual*scho“ol system.. I was then‘ struck with an immediate L.
- \ . ~\ ) . . K - /P ’ < . 2
o ' - N \ . d‘_

.

141 | personal crisis - the Q‘eed fok\heart’ s;urgery-\which took me out of action'’ . -

\ .ot : ’ N - . N N

142  for nearly six+weeks. However, this forced "vacation" proved to havea - -
* hd / ty ¢ \.. ' ’

143 number of positive ele"mer}ts'. I was forced to STQP, to take time to reflects

» .
S . N . -t -
Iz
. v 'Y v .
\ ] *

144 And as! reflected on.all I-hqd, learned. over a period of about-three and a half
‘¢ ’ . oo S s - .o L

> ‘

. \ - PR ]

145 « months of as~so'cia§ion with'the Orange County Pub}ib Schools, 1 cafne down "
B , . . - . ’. . - . i . L ;

. \ ’ . ! .-, . - - ) . - M ”
. ~ . . N o S L
14‘6 to a basic objective which*a ] pervadedoev’erything we have fried to do since.

o ' - - . . . -
- 5 - . . s
o Ly . 2N \ . .
PR ' - \ ~ . - f

. . - \ N . . ” N . . o
147 This objective was to attempt to utilize organizational deyelopment to develop

M - - LY [
. . ,

.
. ~ . -
~ ’ - ‘ - e P

. 2 . s = .
148 3 sglid management team relationship with some gréu

~ . oo - .

- N .
- L v ~ .

4 v

v .
. .
- -~
. . ' Vo~ —~ Al i -
2 o~ . A ' .
. v . -
.
.

150 a base &f power from which to operate in attdmpts to i,mp}o{e‘i,h)_e. school system's

B , - e . -~
~ ! : . 4 . - N

L L » L) - B . .
.« ta AN} . B -
i

151 - delivery of education services. L B g
. . . -y . [ ¢ .
f . - . . . )!‘ // ) -, , ] A . , ; s hd ) .
/ 152 , .- A deliberate risk was ru/17 by elimifiating the School Board from the feam = | v

+ \ -’ - »

seemed to be difficulties there which dramatically.”

» - « o~

| 153 _"developr'ﬂ’ent/becarge thei
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mamfested themselves later, The principals We e ehmmated from pr’lmary

.
« / e M.

»
b . ! . . !

]
~ o .

- v

i
155% cons ideration since they were functiomng w1th rpasonable adequacy and relatwe

.
- - % ’ N -

v , >

’

.

- hl - t .

- . L] ,“‘
.

I
i

156 autonamy:. We opted for a small group of syst n{ wide administrators and
I

-

157 created wha% we call the Cabinet -- a tpp-level decision making roup com-

v &
A L :
1 \ N : A
’

- 158 r;iosed of the Superintendent, the then three Dépyty Superintendents, and the .

* " t - : -
159 Administrative Assistant to the Supetintendent.

. N - n
“ e .
. . ° ! ¢ . ! [ o
- y y & . - y
N R
»

‘160 . This group quickly developed a high degree ﬁf mutual trust and became a .
* ]\%1 cohesive’ ‘functional Unit,.and a dymanic force within the school system. e
¢ . . N . 1 . ‘l . -

. . o 7

162 . Because of several.yedrs the school system

1

had been relatwe}y 1501ated from

4

]

I

i}

« i

}

1

. i
[

<
. .

163 the rest of the world, in part by design of previoys Superintend'ehts, *we continued
. - P : - , (RN

. - .
< - - Y i

~ 164 to import organizational cosmopolitans, but only énough'to make a good mixe -
. , ’ ‘. f y ~ »

-

e . - o .
© w o

’

- , , , i o 3 N , y . 2 .
165 between thém and the local educators already invest&d in and dedicated to the _

f - . -
- . . ~ ~

T g : | | T - B \
166 ~grange County Public Schools. ' o ) T e

R , . . R A, l - ‘ ; :1 o ,_1-..-

v . tae : | . ’ . . . . Y . B ‘_”":._A; " ' L th
167 . Through the efforts of the cabinet, and’ through some of the fosmopolitans, e
R LR . SR L . - <, . . IR |

7 168 the s;chool system' be{;‘cm'to shake loose some of its'provinqial and parochial i
.. o : ; -~ ' . v ; . P > ' .

- . R ' ’ ' e ~ J

169 ideas and attitudes. The basic strategy for this was based on staff development }

! Y . , , R

'170 -activities.

v . .




’ !’ < ) L 3 . ' \J
- ’ ) . . -
- 171 We began to expand the perspective of some 'of the locals by sending
’ ' ' ° v . . ~ N
- 172 teams -- never individuals -- to-national conferences, seminars, and leadé.r.ship f T

“n

|
-

l

:

Li' ! ’173 workshéps , 'preserited by the Natioral Academy of School Executives, the

. 174’ National Association of Secondary School Principals, and National Association .
| ' {
‘ - b - ~
’ 175 ﬁ}:lementary Principals . the American Management Associétion; and the ' -
. . . ) .
176 National School I;ubiic Relations Association. ‘ ’ . , | :
177 We used these activitios.to-qxplore means for improving the eduéatién'of

S
- .
o

178 s.tudents. We began researching and pla‘nnind a quinmester schedule for'the

@

¢ -

s s L3 . , “o - .
179 sécondary schools,. We planned and organized expansion of individualized . e
. S : . B A

o

~

180 . instruetion in the elementary schools. We explored and irr;pl'emented ways to get .
-~ * (.—

- - ' . o s
- 181 ¢he community-involved in the educatiohai process. ‘And, we estb!lish.ed the - .,

A

>
s

182 necessary policy base for improved managemer:lt by undertaking the writing cpfva

d .

183 truly comprehensive policy‘ mmel for the schodl system. The School Board

¢ -

184 - and/staff worked for months on the codification of a comprehensivé set of policies
* - v . ' §
. : . ® n ]

185 that have continually proved their v;rorth' in the day-to-day operation of the schools. «
‘ . /. 0

.
A J > L ] . -
/ . ld M ) 3 . . o
e ™ - N

186 and various departments 7 Policies were reviewed and approved by the School .

¢

o

Board-after being written by a variety of peoplerdirectly invplved in the specific

I
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.188 4aaopics. The utilization ofv,t,hg policy manual has had the desi’red effect of ~ _

4: ‘189

194

185
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203

" Board began apbar'égtly to feet thre‘atene'd by the Superintendent's cabinet and

e

93 by the direction in which the school systent seemed to be moving. Program

»

Y202

. principals.and oné for the systemwide mid-mariagers - the cabinet and staff

»

»
// " . M -

R -
.

enhancing the autonomous leadership of middle management‘while simultaneously

/ ‘ S -4

e < -,

evoking a senise of system and cohesion throughout the entire organiadtion, g

‘ .* ‘ - ' } " . O.Q ) . >,
Through all these expanding activities, certain membegs of the Schqol
5 . e . . . .. L4 ~ .

L]
¥

.
.

t e
. ~ v
.

-

A .

and go}né neler got approved. Propostd personnel aséignments wére-att,ackeé

»

00.1' !‘ . '_ s . - ;
for no'apparent reason, .and innuendos flew at nearly every encounter be}ween
4 s : * o

the staff ana these particular members of the School Board. In spite of these.

1

. * ¢ . . :.‘ * F
“developments , howevaer, t?e cabinet’s influence was expanded as it stretched to
+ \ ’ . .
. . . . CoLt L - - Coer e . PN ,
. \ . . . s, e L
the Superintendgnt’'s total stﬁff, composed of the cabinet, the Associate and® T
. . N k) s : : .{‘

v . J

1 ° 1

Assistant Superintendents, and a small cadre of speciali ts attached directly ‘ s
. . ) . . ot , R . . . , i (Y i j
to the Superintendent’'s-office. } ., ~ |
. ' 4 . ) ' ) re Co. i ‘
Y - i < Y : ':
L ‘ e . ’ . ‘. M j
Through two.needs assessment retreat$ in August, 1974 == one for all the, -
Y3 . ~e ¢ . . 1
. M

- . .
R P ;- . N . R
. ‘- v

v
. . ] . .

_wegé able to begin the process of establishing.a team management concept )

T

. - . - !
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, 205 'thrbug’_hout the entire system. Valuable information was secured at thesé.conference$

e N ‘ = e ] - _ . '
\ o . . . - ] -' ,,l,

) . ’ . . 2
206 from which programatic improvements were:designed and on the-basis of which

K o R . . . <
- . ‘ . ~
A e~ v . o~

207 staff development act_ivitie'S'w,ere planned.

.
. N B »

»

-

.

208 These two-day retréa‘ts, funded with staff development money, and held
. )e ) - -

209 at a résort hotel on the Gulf coast, were unprecedented 1n the school system's

< *

210 history. This was more than juét aking principals and other adminisirators to

211 a resé‘rﬁ hotel for a pleasant stay (although it was pléasar{t) ‘anc‘;.'asking them what

~

" -

212 was wrong with-the school system. Withinwieks after their return and the open-
}

?-

213 - ing of another $chool year, these mid;manage?s were able to see evidence (in
) . .

214 terms éf’programs, projects and changed organizational practice)‘.lthat their.’

-
* ~

. . ) - (U .
215 suggestions.were being implemented within the limitations of time, money,

[y

. o ,
i © 216 personnel and energy. The team concept of management was Jbeginning. to
¢ " 4 3 4 . -

-

. .
B . o
. - * .

“217 touch these principals and mid-managers to h\e'lp them feel a pért'of the to.tal

. . -
- ® ~ -

. 218 schoql system, , ' ' . . R
g Ql sy : N\ 5 o . .

219 ° But, before you begin to think we were recreating Can'_teldt I‘ me illust[éte )

220 how very i)adly threatened a majdrity of the S'chéol Board felt. A majority of tfmg .

221 SchookBoard, without warning in a.Board fneet.ing on,e gver_un_g“, aékg@ the
. - v 'g. ) i

r 0
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229  An election intervened and all three of the Board members running for reelection .

.

™
1
-
\

. ' y
-

222, Sup-erinte'ndént and tHe entire cabinet to résign‘. Upon our individual"and

4
-
L . hd

223 - collective refusal, certain'memb‘e'rs of the School Board began a series of
< ‘ . . - .

. { A} 3 “8
>

224 -extra-legal efforts to fire the Superintendent. All this was done in the glard

. ¢
s . -
-
.

225 of publig attention provided by television coverage of all School Board
< - . - .
226 meetings, and-apparently the community come to feel that the entire top ' ..

227 ' management cadre of the school s_ygigm could not be as rotten as the Board

he -

+

:‘ 4 .

228 majority,clasmed. ‘The public outcry against'their actions was 'overwhelming. Co

-
.
« . (

~

230  were defeated...thus providing a new-majority of policy makers and bringing an’ .

AN

231 era of comparative rationélityﬁand calm-to the school system.
/ - L '
232 " «Prior to and dufiqq{h,i's/time,. it became apparent that more wide-ranging

.
4 P LI o

. . 3 e ‘ , o
233’ reorganization wa ne?ded . ~The resignation of the Deputy Superintendent during the

v, N [y
.,
: 4 N . -
.

234 hassle with the S¢hool Board provided opportuhity for basic reqrganization of the -
- .' ‘:/‘ .

) - . - B e
- .

235 school system'in‘to two distinct divisions -+’ Instruction and Support Services.

» 4

3

]

236 ,Formal arrangements ‘were restructured, services and departments were stream-

!

] * ] .

» o , .’ ~ & i .
237" lined, and forty percent of the principals were transferred, (not without pro- 3

o .
. ra , > ° “
3 .

233" test) to allow for better utilization of talent, experience and peérsonal motivation. -
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239 (1 wish to stress that these transfers were unanimously epdorsed by cabirét
: )

.

.
.

240 members being recognmendé;d for the School Board) .

. 241 One of th% major provisions of this reorganization was to establish and staff

-

-

242 _a department to facilitate long-range planning and staff development.. The

N

2‘}3 director of that department, Dr. Steve Jamba, will provide additional details

” -

244  in a few moments. S » s )
o -.- ‘ ) ' * ’ .
, ) . AL . .
. 245 - The rationale for this major reéorganization was simply to arrange the school
- - ' ¥ - ’;

- - -
.

246 system's management wgm so as to focus more directly on the clients of the

~=
- . <

247 school system: the students. This new organization could not be an end in
- v . -

v

248  jtself, but ha'\”dﬁ‘t'& be designed as a flexible, ongoing means by which could be
Fl - .

249 ;complished the basi¢ mission of the school system: i.e., ‘To‘imp{ove

o ’ ;

¥

|

i

i

|

< 250 jpstructional progrdms for students. ‘ ‘ ,J
]j

|

|

i

1

s 251 The students are the focus of our entire organization. The Division of *

«

252 * nstruction, then, is the heart of the organizational chart for that division most

.
- »

233  directly affects what happens to students day by day'by overseeing the.design and”
. . 3 ‘ .l . T - . ,
254 implementation of instructional improvement.

B .
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255 - The Division of Support Services has the responsibility of fagilitating what - - -
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236 happens in the schools through business services, transpor‘tation ,‘~fa‘c;ilities L.

¥

> 3
A

257 services, food services, personnel services, institutional research, and data
& - - .
~
258 Bprocessing services. . : .

“

259 The cadré of specialists linked directly to the Superintendent's office

-260 includes the Administr#tive Assistant to the Superintendent, three omsbundsmen

7261+« who work pfimarily with principals and parents under the direction of the’

.

262 Administrative Assis‘tant, a Public Information Officer, and a Specialist in

263 Administrative Services, who provides segvices for School Boa_rd‘n\"embers

264 and maintains all School Board records. Additionally, the law ffrm which

[d d

)

265 serves as attorneys to the School Board works directly-@ith the Superintendent, " .-

266 although any tabinet officer has immediate acc

267 Care was taken to sfress th

&
268 was an_effort a.t formal orgéni #fon which should be considered dynamit, not

&

- ' |
the Administrative team ' ]
/' , - .
269 .static.. I quote from-the statement of.rationaly published with the organizational - i
1] . £ .
' - o - ' d -
» 270  charts adopted by the SchQol Board to implement the new arrangerﬁentiz: 1

' / LY

271 ) "This entire organizational arra'ngemeni showld be viewed
T i \ . ' L o R
272 . o from the pegspeciive ‘ofan ongoing development ‘of the Orange County R

N - BN ~

. . [N
- - . - e

" " s . ' . . » R . . v .: o
2 ° Public'Schoqls as an organization, Organization d‘e\gelopxpent rests 18

' . e ¢
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' :
273 ) on three basic prepositi/ons:/th:first is &n evb_luti bnary hypot(hes;i's , A
. : _ ) /.\ o \ . S \\\ - '
. . ' \
274 ' that an organizational form most appropriate to-the fulfilling of the \

-

275 " mission assigned an institution mustAccur even injways which
276 . include the rebuilding and/or re lization of ofgalpizétlbds; the
277 - -

second is that the most viable way to improve orgaﬂfization's is

! /

278 to change the systems or arrangemenfs within which people work
* . ‘ X " . ’
279 and liv*e, so that beliefs, values, and accepted forns of inter-
280 action {and relating are improved; thirdly; a greaterJawareness ‘must:
281 - be E;en%r\ated’by the people in the organization of the cdllectiye'
,,;282' : responsibility they have for the fulfillmen\t_of the bgsic mission of
o | a
283 _the organization." "
' h
284 As we have gone through another school year an more thary halfway into
' \ ' ’ !
285 a third, minor and major changes in organjzational arrangement$ have been. . ‘

286. made and will continue to be made as we find from experience Hetjer ways to
; ' » :
3 A :

i . < .

287 facilitate 'the delivery of educational services.

i

. - ‘ - \ ¢ -
288 . .Asan eﬂmple, we recently shifted a personnel aq[hinistrg tor out of the
v ’ , o ¢ .- ) ' / o
personnel department, and made him a full-time.labpr'n‘egqtiat&_ directly assigned

19 -
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300

[

290 to the office of the Superintendent directly. This was dane to make an obvious. -

.

29t difference between services of the personnel department and-the stresses of the

~ -

292 bargaining process. = °

0y

293 The major changes were made in the school S?Q\téni‘_to break peoble out

-

?

294 of molds, to shake up their ideas, and to help them adapt te the needs of the *

0y
. . "~

295 1970s. You remember I mentioned that teams of people were attending seminars

/ ) “
YA

296 and conferences on various topics and issues.. As the teams returned from those

i

297 meetings we evaluated the resources we had witnegsed and assessed their value for

N
\

L

298 our system. We began importing them into our system to work with all our
/ ) ; :

Ll

/ ’ 5 F
299 management people. ‘ " . ) .
manag peopl D ~— - o

,

Let me add paranthetically ho,v;i disappointing it is that some of our more

@

301 traditional resources that should be-of help to'us -- the universities and

‘0
+ .o
I

302 . .departments of educational adininistgatio’n .- in,mény cases just didn't have &

1

303 COntem;;orary grasp of school system needs.

PO Ad

-

-

304 ' One exarmiple of our practice of testing experiences with small teams and
¢ : ) o i
305 then importipg them.for our own benefit was in our preparation for collective /
# . ' . : ;

306, pargaining. In December, 1973.a team of Board and Cabinet members attended.

4
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. CL T ' .o -
- v . ‘ -~ R . . -~_\\ B . . -
307 a NASE seminar on collective bargaining. It proved o useful that we impq@d

~

$ : . <

308 ‘the NASE faculty to Orlando for two weekénd sessions with all our pri'nci‘pals,‘ .
- 309 selected systemwide"managers; and éll Schoél Board members, . ’
310. ~ The NASE team hit our people with some real shockers. They ‘told them .

-

311 -that the paternalism some of them were practicing with teachers was going ou ’
. . . L £ » ) .

)

. R - - /
‘ 312 the window. . ' ’ . ) ) .
' ’ R v
313 'They also shook loose more of the parochialism held onto by some of the
314" principals by telling them'ir) authoritative ways that "pgoblems you will fact o o
. ) , .
315 under colljective bargaining age the same as those facing principals in Mf'chigan, i
316 Illinois, California, and New York." This was some more unfreezing and it ’
- 1 ° [ [y . _ . ‘ . . ’
317 in some cases was painful. These experiénces did, however, give us excellent .
. "“ N : .
318 pr'éparat‘ion for administering’the-collective bargaining law. passed by the Flortda
- ot * v AR . __‘_.,.'_A*—-——- .
F19 Legislature in 1974, - P o \, 3
) . b . ’ ~1~’ ) . . e s \, ! .o .
320 . Following the success of .this seminar, we began in earnest to consider ways - ‘

321 to ‘establish a definte management system within our school system. We tested

. o @
A}

322 other national resources such as the American Managément Association and found

hd -
. ’
- <L
- - "
* » .

*-323 them useful. We imported them for the benefit of the' entire system: As we worked -

‘ ’ . ‘ .
P , . .
« Y ’a . 2 N ’
4 , R . « ,
. .

through these experiences we . .y
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324" began to work towards the development' of a management by objectives fo'rr,natl for

+

W
] \ . =
-

325, éur schools. We ch_osi to begin by thte development of a performance based ) - .
- I ) o L . p T T g ’

326 evaluation system for all .management persghnel. Again, ‘using a sound-

¢
3 -~
- ' v ~ .
N . , ¢

Y
>

327" theoretical base, we invited an interventionist .in the person of Dr. Gedrge

# -

T Y .

. A . . P i ~ N “ ’ *
328 _Redfern to work as cojlsultant with 18 representative managers from throughout - |

329 the school system. This team worked with Dr. Redfer’n over a period of months

a

330 during 1974 and early 1975 to design an-evaluation system wﬁi‘ch V\}e have du bed{;':'

331 “Evaluation by Objectives (EB(S)U" . The system is t.aiilored directly to the h éds

332 of our ‘échool system. It is the product ,of'the work of our own people wit

L.
A}

333 " Redfern serving as-a change agent who evoked from' the groupltfme ,ciutline and details

4
o
LN

- LR

334 of fhe evaluation system. With this avork.completed, we felt we‘ were
! > ) . h-JN L .

-

\ .o - ~ —
» /

335 ready for a significant next step in the development of a managémept 'ob.jecti\{/es
"33%‘ program in the -school system. ESLIDES ON EVALUATION SYSTEl\ﬂ : " |
T - . - i
. L A : , -
N e . S .
337 - We brought a NASE team in again, and this time we had all the adninistrators v

338 (assistant principals , briﬁcipéls', everybody) in‘the entire school system in

\
. -
- B . . . . AR
“ A . . - . N /
’ . - N 0

> . -

339 o©one conferénce on management by objectives. We hit everyone Wit}fthe same
.. . s ) M v '! - \
LN N : c“‘l

. 340 4nformation at the same time so that common understandings oéulg‘"sﬁrve as the «

v
- *
Ay

- . -




| _ 341 basis of the m,a,na;jfeme‘nt system. This 'Nixgs semin

s

o

' 357 and evaluation-by objectives for ourselves with our own internal resourgés,

ar also utjlized a practice

. e - N \ I

-342 " we feel is very hglpful in th@t'we‘-held the seminar not in thé's_;hool system, but in

. ., N / ¢ / i
' \ o - . «’ A; - ) / . i : - i c ,
343" the facilities. of the Orlantio Naval Training Center (including the Offifier's Mess for -

. .-
.

~ . N " ‘ ‘ * - : .
344 meals and attitude adjustment hours). We have used a variety of community facilities

« . ~ '. ’ - . . !
. . T . »

-

345 imr similar fashion to gain tl:leodua_l‘benef-if q,;a "héi@efiect" for the site and

- L3

- ®

346 , facilities, along with wider .commurlity linovsg_lédge of the work and efforts

'
PR

347 -ongéing in th'éschooi sy;;terﬁ.

< Lig

‘

348 “P‘ri'or to the NASE I\{I'I’BO seminar, we had already held a successful thfee*dgy

. ~ ’
! -
i - -

L, . o - ” \ . .
349 sessipn on imgrovement of managerial performance conducted by an American .

35% Supérinten’dent's staff.’ For,t_hfee days and two nights ‘we et at Innisbrook

- . . -

< ‘ ? i
350 Managemeh‘t Association team for the Supnerintendent's staff. This later proved - 3
/351 \}glqabIe in-that these pecple ‘pro'vided real ,leadershi'p in involving the entirg
‘ \. B ~ - ) l * < . ., ‘&":"\‘l .
352 management 'cadre in the same types of experiences. - .
ten . , Y ’ . 4 "\,‘:‘?; . 1
353 Following ihé NASE éxperiehce, in mid-summer ,1975 we held another retreat -- 1
\ R . : . -
354 this time with all pi‘incipalé, 'assistpnt‘brin‘?ciba‘ls,. niid-‘managers , and the & ’ ", 1
. N \ ‘ .
. . F g .
|
i

356 Conference Center at Tafpon épr;ngs , Florida to work aut the problems of mahagement

N ] .- P . . ..
3

- -~
v . . .
.

e Y LA
v . )
. »
~ s . .
.




358 - We have come to realize that any development of this kind is going to take: ~ - -
. AR - z . . . - . \ A N
a ’ L . e Lo ! . . .
‘ . ) | , ' .
359  time -- p‘erhap's‘ four or five years even to be fully and effectively 'opératibnal. .
. ' ) ‘ »e ’ .
. ‘e ‘ . r 0
360  Part of the learhing has been the realization by some of dur people that all'these .
. . . - e ‘
.o ’ - L ' ! Py : NN
\ > n L. * ..
361 activities were NOT leading up to an arbitrary announcement by the Superintendent.

Al

L
1 . . ~
»

“

362  "This is the precise system we will follow. Here are the SPecific goals fr each' -

363  school and department, " - L : . T ~ o C
Al .; ’ ) i v .‘. ’ P e *
364 Due in large measure to the organizational "folklore" based on past e
- 365 experiences, SQmé of our people have continued to expect such arbitary ) |
) - N . . 1
v A - A N [ . - » r.l

S b ) ’ . .o - . ;
© 366 announcgnients and actions. _This is changing - slowly with a few, more quickly |
) 8 4 /: , ) o . N . 1
‘ >, ‘ . R . ,“ - 4 . o~ . ;
367 . with the'majority, and most importantly, it is true and real moVement toward - |
et ’ - F i N R .

’ . =, N ¢ f ‘ N Lt e . , o |
n '* rd - .. 0 ' . . . - j
368 -improvement in the organizationn.” We are convinced that in.order for all of these - |
. . '.‘ T e , p . . . B , - -
369 people to be firmly committed to the success of the system they need to be the < | R
- . st . ' T
N - “u .4 » . ’
. . ; ( ] '- L] . . %
370 architects of their own plans. They must be the ones to develop the system =t e
o ‘ . . Y ’ T - - wee e .-
- , : ‘ . ’ . s
371 within commonly agreed.upon guidel}nes -- for their own schopl‘dr department. ,
- . . . - ':\" N * . N R ) R / St i
;37‘2 There must be a personal invés;ment and.committment to the, effort By eagch : 4
5 : ‘ » o
373 individual. ‘ ) e |
. g . o - . BN “ . " . v . 1
i © . " . ' K ) >, o N , " |
3? 4 And, so that the principals will know that top _management is clearly committed 1
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3,3-i - the process has taken hold. Our mid-m@nagement téam members ase finding that their .
| . . - - 2l . {”’ ., By i ‘h . :, ,,
382 degmgnts'are“‘val\ded and that they are'trusted to make their own deeigions baSed

.?79., since, kast summer's plannin,‘g retreat, By’now' everyone at the top level of management -

' 3.83,< on pohcy gu1de11nes and the lessons learned in semlnars and group expenences. S

n- ' " : ,~‘. < = ’ - . - !
. . o 3 N . . 3 "ti ) ' ) ( B N
h . @ . -~
, t‘ » & . N - A
‘5 to thé mana ement by objebtlves thrust we are 1ncorporaﬁng it at the top ﬁ;;st T
it & ‘ .
. . . v - * -t

°37‘o They are seemg us struggle and 'succee'd «at thls pr01éct beQ)re they—et)mpletelyc - ’

7] ”
- . . & . -
- . - -« . ]
1 4 1 L] LY @
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377 implement it themselves, e oL,
N ’ ' . ¢ . 4 .
*- ‘ ‘a ' ¢ i - - *

N ) i , . y B - : 2.
378 We have been refining objectives and goals and working towdrd their fulfh{@ent ’
P . = \ ‘.. . , s : N . . . ) . .

.. 'y M ~ . - " .
- > . - . ! » - . .
- s . ~ ~ > . '

380 1s commltted to a set of relatively clear objectives, and it's heartening to see, How

- -
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384 We are beginning to shape our school system into amanageable, cohesive . .. t .
, . . . - . ., ~ ¢ L, e . '
n“' - R Lo ’ . . . - B
N . .n [ . . . * oy B “ D
385 unit, to mgve together.towards our, basic goals, mstructlonal 1mprovement more effactive
; - ¢ - -‘ Y KN - ' N ’ - » R . , . . f
- h . T, . - : . .. . ’

90 T .

386 achlevement on the part of students and costo,e»ffectlveness. °We re trylng todo _ -

I3

+0 - N < -~ /
. ~ . . B M 0 -
o 2 h ~ Jt . . ,
N P - L .-

397 1 it with some™ strategles that are made possible - by a management/team We have ¢

- '

.o . L
. G . f . PR "/‘ . ‘ “ .

388 tried te base:bur efferts on.sound theory, and we believe we are béginning to s¢e the '
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389  fruits of our labor., = - ' _ ' T T B c. -
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