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Introduction to School-
Based Management

By Jerry J. Herman

Scheol-based management—sometiries called
site-based management—is tast becoming the
hottest restructuring item in the arsenal of re-
formers, teachers' unions, governors, and legisla-
tors who want to change the traditional ways
schools and school districts do business. Many
state legislatures have passed, or are seriously
considering passing, legislation mandating some
form of school-based management.

School-based management s an idea whose
time has come, and all we need 1o do 1o assist in
the transition is to:

¢ Clearly define what we mean by school-based
management. This definition may vary from
district to district.

« Decide who is to have what degree of deci-
sion-making power in such areis as budget,
personnel, curriculum and governance policies
and procedures

« Smoothly mike the transition from a top-down
burcaucratic school district governance culture
to one that provides an opportunity for much
greater decision-making power at the level
where the students are taught—in the school
building.

A Philosophical Base

The research on effective schools, Theory 7,
Theories X and Y. motivators and hygiene factors,
hicrarchy of needs, effective principals, exchange
theory, and empowerment all form a base for a
philosophy of school-based management. Com-
hined. they lead 1o a pragmatic philosophy that
includes the tollowing beliets and values:

o Teachers, principals, and others who work
closest 1o the product teducated and produc-
tive students) are in the best position to know
and improve education at the school building
level.

o Those who believe ALL students can learn
must be given decision-making authority 10

Jerry J. Hermarn is prefessor and area
head of administration and educational
leadership. The University of Alabama,
Tuwsculoosa.

implement the delivery system that will pro-
duce the desired learnings.

» Principals must be instructional leaders and
must support the teachers by motivating them
and by gathering the resources required.

o School district and local school building poli-
cies and rules work best when they support
processes and structures like school-based
management.

 High expectations for achievement of defined
goals and objectives tor both students and em-
ployees are best stressed at the school level
for maximum success.,

+ People want interesting work, they want to be
part of the decision-making group, they want
to achieve, they want to assist others to achieve,
and they want recognition and a collaborative
culture in which 1o work, These can best be
achicved by 1ocusing on the individual school.

»  When school employees are provided the av-
thority to make meaningtul decisions, they are
also accountable tor the results of those dei-
sions. Quality assurance is a key 10 a good
accountability monitoring structure,

Once we understand the theoretical and philo-
sophical underpinnings of school-based manage-
ment, we can turn to claritying a definition of the
term. Each school district’s and each school
building's decisionmakers must clearly define
what they mean by school-based  management
prior 1o heginning the processes und structures o
implement it

Definition of School-Based
Management

There is no universal definition for school-
based management. T do. however, know that
school-based management:

o IS noraquick fix.

o Iy a process with an implementing structure.

o Can involve a wide variety of stakeholders, or
can be limited to a couple of employee repre-
sentative categories.

« May include decision power and authority re-
lated 1o the arcas of budget, personnel, instruc-
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tion, policy, and a variety of governance is-
sues: or it may allow a very narrow scope of
decision-making power to exist at the =chool
level,

o Can allow many decisions to be made at the
school level, ¢r can allow the building's
decisionmakers to work with district level per-
sonnel,

» Should place accountability for decisions at
the location at which the decisions are made
and with the persons given the authority to
maike those decisions.

* Definitely should demand guality assurance
from those who make the decisions.
Considering all these elements, T believe a

useful definition of school-based management is:

School-Based Management is a struc-
ture and a process that allows greater
building level decision making related
to some o1 all the areas of instruction,
personnel, budget, policy, and other
matters pertinent to local school
building governance; and it is a pro-
cess that involves a variety of stake-
holders in decisions related to the lo-
cal, individual school,

Now that we have defined the term school-
based management, let’s discuss some of the na-
jor considerations to be addressed hefore iy -
mentation of the school-based management strue-
tre and process. If we jump too quickly into the
restructuring waters, sometimes we drown. Con-
templating the key considerations before jumping
into the school-based management pool is good
protection against uinecessary hurt.

Major Considerations To
Address Before
Implementation

At best, shange is ditficult, and comprehensive
change such as that required to implement and
maintain school-based managetnent involves
maodifying the entire organizational culture of a
school district and its sub-system school buildings,
It involves developing new standard operating
procedures (SOPs), and it involves eliminating
some traditional ways of operating and planning.
Thus, it is crucial that much thought be given
prior to implementing a voluntary school-based
management structure and process,

If. however, this process is mandated by a
state’s fegislature or by a local school district’s
board of education. it is still very important to
consider, in advance, the best strategies and tac-
tics to atilize when implementing this changed
wav of doing school business. Local school
building's and the local school district’s decision-

makers will do everyone a favor if they attend to

the following prior to entering school-based man-

agement,

o Change from a traditional top-down to a
school-based management style is not a guick
fix. It is, rather, a long-term evolutionary pro-
cess that will ultimately change the
organization's culture and its SOPs. Theretore,
a strategic planning process and structure
should be put in place and the tormat for it
aereed upon “a priori.”

o Agreement is needed regarding which stake-
holders (teachers, classified employees, par-
ents, students, community members, business
and industrial representatives, representatives
of non-school governmental agencies, build-
ing level administrators and others decided
upon by the local district) are to be involved
in making decisions related to the local school.

o It must be clear who will be involved in the
various types of decisions to be made. An
agreement has to be reached as to which deci-
sions affecting the local school building are to
be made at the building level, which are to be
made at the distriet level, and which are to be
joint decisions made between the distriet level
and the building level decisionmakers.,

» A careful analysis of the human, teraporal. and
financial resources that are required to suc-
cessfully implement a school-based manage-
ment structure and process is crucial prior to a
commitment for implementation.

o All participants must understand that this is to
be an evolutionary, not a revolutionary process
and that adjustments and modifications will
have 1o be made as this evolutionary process
proceeds.

* A positive, clear, and continuous communi-
cation system must be decided upon and puwt
in place immediately. and this communication
system must relate well o all of the various
internal and external publics,

Now that we have explored some of the "a
priori” major considerations, let's wm to tne con-
cerns of school district employvees who are thrust
into this school-based planning structure and pro-
cess for the first time.

Ultimately, the success or failure of school-
based management s directly correlated with the
attitude of the employees who are responsible for
implementing it. It they see school-based man-
agement as a means of improving the education
of students and organizational climate and as a
positive challenge, school-based management will
ultimately succeed. It however. they see school-
based management, especially it it mandated by
the legislature or the local school board., as some-
thing that is undesirable, more work, and a way
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ot making them more accountable for decisions
tor which they feel they should not be held ac-
countable, school-based management will fail.
Attention to the human needs is the most impor-
tant of sll variables 1o which decisionmakers
should anend.

Assuming that we have developed a positive
ownership attitude among the school’s employ-
ees, the decisionmakers can turn to the planning
requirements that will lead to successful imple-
mentation.

Planning and Training for

Success

To make school-based management successtul,
the decisionmakers must put in place long-term
strategies, tactics, and yearly operational plans.
This planning, which should include input from
all categories of stakeholders, should follow a
sequence such as the following.

« Reuach a consensus agreement on the beliefs
and values that will guide the planning.

o Scan the external environment to determine
trends (demographic, economice, political, and
other factors) that may affect the planning de-
cisions,

o Scun the internal environment 1o determine
trends (student achievement test scores, en-
ployee and student attitudes, dropout rates. and
other important variables) that may atfect the
planning decisions,

o Determine those four o six CSFs (Critical
Success Factors) that becorne the primary fo-
cal points for planning and communications,

o Establish a vision of “what should be™ at some
future time.

o Develop a one-sentence, focused mission
statement.

« Complete a SWOT (Strengths, Weaknesses,
Opportunities, and Threats) Analysis for both
the external and internal environments. Utilize
the strengths and opportunities to promote the
vision and mission, work to eliminate or im-
prove the weaknesses, and develop tactics to
eliminate or minimize the impact of the threats,

 Establish strategic goals.

« Develop specitic, detailed. and measurable
objectives tor each strategic goal.

o Agree upon a priority decision-making struc
tre it there are 1oo many goals or oo many
objectives o be successfully handled over the
time period. Is it meaningtul? s it affordable?
{s it measurable? Does it have a high chance
of succeeding?

o Establish detailed year-to-year action pluns tor
cach objective pursued. These action plans

should include specitic answers to the follow-
ing: What tasks are to be completed? What is
the ¢*--onological order for the completion ol
these :25ks? Who is responsible for complet-
ing each task? When is each task to be com-
pleted? What resources are necessary 1o com-
plete each task? How is the level of achieve-
ment to be measured?

A training or staft’ development system must
be established 1o assist those employees and other
participants who are not used to school-based
management or who do not possess the necessary
specitic knowledge and skills required 1o success-
fully implement school-based management, We
shall now turn to a brief discussion of these train-
ing needs (gaps between “what is™ and “what
should be™),

Not only do those planning for school-based
management have to clearly define what the term
means 10 the local school district’s stakeholders
and have thought through the major “a priori™
considerations, but they must also be clear about
the training requirements related to successfully
implementing school-based management. Obvi-
ously, input should be sought from all stakeholders
to determine the specific types of training needs
required. In all probability, the major training
needs identitied will include training in:

1. Verbal und non-verbal communications
2. Planning methodologies

3. The development of a vision, a mission state-
ment, and action plans

4. The development of policies and standard op-
erating procedures to implement school-based
management

5. Leadership and followership

6. Defining results that are desired and the means
of measuring the degree of achievement tor
these desired results

7. Being change agents
8. Collaborative planning

9, Other skills as required and as identitied by
those participating in the school-based man-
agement process and structure.

Benefits of School-Based
Management

It done well, school-based management should
result in the following:

o The productivity of the students and employ-
ces should increase

« The organizational climate should improve
+ Community support should increase

o« The organization should be results oriented
rather than means-oriented
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The culture should be one of contentment, ef-
ficiency, and effectiveness; and the planning
and standard nperating procedures should be
in place to continue and further enhance this
culture

Strategic and operational plaming are consid-
ered crucial, and therz is constant monitoring,
evaluation, and feedback to each planning
group. whether they deal with strategic or op-
erational plans

Stakeholders have input, aad they feel owner-
ship for the vision. mission, and products.

If you want 1o focus on the individual school
as the primary decision base because that is where
the students are taught and that is where research
concludes that educational improvements must
take place to be successful, and if you feel that
you and others like you are the best persons to
make the necessary decisions, and if you are will-
ing to become accountable change agents for the
benefit of students and employees, buy into
school-based m-inagement. It is a rave opportumty
to do a lot of necessary good for people—if you
do it weli.
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An Overview of School-
Based Management: What
Does the Research Say?

By Paula A. White

School-based management (SBM) his become an
important issue in educational policy. The term
refers to a program or philosophy adopted by
schools or school districts to improve education
by increasing the autonomy of the school staft 1o
make school site decisions,

Much ambiguity surrounds the notion of SBM.
Rescarchers, practitioners, and policymakers in-
terpret SBM difteremly, and there are nuinerous
variations within districts and schools regarding
the levels of authority, the actors involved, and
the arcas of control. While decentralization is a
broad concept that refers to the delegation of de-
cision-miking authority to subunits, SBM is a
system of decentralization in which authority over
school policy is shared by the central office and
the school site.

Objectives of School-Based
Management

The impetus for SBM may come from super-
intendents, school boards, or school nersonnel,
While it is most common for SBM districts to
allocate greater decision-making authority 1o
principals, school districts that have initiated SBM
programs or incorporated SBM philosophies have
also emphasized increased authority of teachers,
students, parents, and community members (Clune
and White, 1985 Pierce. 1980).

For example. New York City's 1985 school
improvement plan has focused on community
participation in school decision making: the ABC
School District in Cerritos, Calit.. initiated a plan
in 1976 that focuses on teacher empowerment:
and Hammond. Ind.. since 1985, has implemented
a school improvement program that includes the
active involvement of teachiers, students, parents,
and cther community members (Casner-Lotto,
198¢: Kelly, 1988: Sickler, 1988).

Paula A. White is a doctoral student and
Aresearch assistant at the Center for
Policy Research in Education, University
of Wisconsin-Madison.

Reprinted from the September 1989
Bulletin,

How widespread is SBM? There is no exact
figure. However, more than 100 school dustricts
across the country have experimented with aspects
of SBM (White, 1988). In California alone, more
than 60 districts are managed under a philosophy
of shared decision making or have icorporated
SBM programs (Decker et al., 1977y, Other states
such as Florida, Minnesota. and New York have
nunierous school districts that are actively in-
volved in initiating SBM programs (Clune and
White, 1988).

SBM is not a new idea. Similar movements
were initiated in the "60s and "70s. For example,
New York City began a citywide decentralization
program in 1967, and Detroit adopted a decen-
tralization plan in 1970 (Fantini and Gittell, 1973).

Critics have asked. It past cffoits 1o decen-
tralize have not been successtul, why should SBM
succeed?” Supporters of SBM believe that the
current movement is difterent. Previous attempts
to decentralize were aimed at shifting authority
trom a larpe, central board of education to smalley,
local boards.,

Advocates of SBM argue that these cfforts
served merely 1o reorganize administrative re-
sponsibilities by replacing one form of bureau-
cracy with another. Past reforms avoided i trans-
fer of power to the school site. As Fantini and
Gittell 11973) suggest, in reference to the 1967
New York City decentralization plan. he etforts
“essentially preserved the stagas quo.”

SBM s different from past decentralization
efforts because it changes the entire systemn of
district ind school organization and restructises
most roles in the district (David. Puriey, and
White, 1988). The purpose of SBY! - ot simply
to reorganize administrative revyanilities, but
to make changes in traditionad e ares of au-
thority, with new relationships among teachers,
administrators, parents, and students,

Support for SBM comes from state and local
policymakers, teachers, administrators, and school
board members who believe that the closer a de-
cisio is made 1o student served by the deci-
sion, the better it will serve the student. National
groups such as the American Federation of
Teachers, the National Education Association, and
the National Governors™ Association have called

11
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for increased fexibility at the school site and a
limit on state regulations that interfere with Jocal
autonomy. The ultimate goal or SBM is to im-
prove the teaching and learning environmenrt for
students,

Decentralization of
Decisions

Budget. curriculum. and stafting decisions are
three arcas of decision making most commonly
decentralized under SBM. School site budgeting
allows principals. in consultation with teachers
and community representatives, to allocate funds
across a variety of budget categories according to
priorities established at the school level. Propo-
nents of SBM argue that school personnel are
better able to meet the needs of students by pur-
chasing instructional supplics and equipment de-
signed for students” specific learning needs
(Gideonse, Holm, and Westheimer, 1981 Pierce,
197%).

School-site curculum development enables
school staft to develop the instructional program.,
to select instructional materials and textbooks, and
1o design inservice training programs. By allocat-
ing individuals at the school site greater discre-
tion over curriculem development. school staft
select instrectional materials and methods and
develop curricela that are most appropriate to the
needs of their students (Knight, 1984),

Participation in staffing decisions allows prin-
cipals, teachers, and other school staft to deter-
mine the distribution of full-time and pant-time
positions. and the number of regular teacher, lead
teacher. and teacher aide positions, School staft
are allowed to make tradeotts among instructional
aides, vice principals, counselors, and janitors
(Marschak and Thomason. 1976).

Advocates of SBM argue that if school per-
schnel are involved in making hiring decisions,
they will select like-minded staft that retlect their
own values, goals, and objectives (Pierce. 1978:
Rosenholtz, 1985). This selection process enables
school staft to hire specialists and aides with
gualifications specific to students” needs,

Increased community participation is often a
central objective of SBM. The formation of school
sife counciis engages community members, in
cooperation with the principal. teachers. and oc-
casionally students, in shared decision making re-
garding school issues, The selection. composi-
tion, and responsibilities of the council vary from
district 1o district and tfrom school to school.
Members volunteer or are elected to be on the
council.

School site councils are involved in activities
such as interviewing and recommending candi-
dates for staft positions, establishing school pri-
orities, makmg school budget recommendations.,
and assessia the effectiveness of school programs

(Lindelow. 1981: Marburger. 1985). By improv-
ing communication and understanding between
the school and community. the school site coun-
cil creates a better learning environment for stu-
dents.

In a system of SBM. individual schools and
school districts determine the personnel respon-
sible for particular decisions and the degree to
which budget, curriculum, and hiring decisions
will be decentralized. Decisions made by indi-
viduals at the school site are subject to review by
higher administrators. including the school board
and superiritendent (Parker. 1979: Picree, 1980).

Benefits of School-Based
Management

SBM promises greater tlexibility, increased
participation of school staff in school decisions.
and the ability o provide more appropriate ser-
vices to meet the specitic needs of students, There
is some evidence that SBM s reiated o student
achicvement. The school effectiveness literature
supports the need for school personnel o play an
important yole in school decision making 1o in-
crease the academic performance of students
(Purkey and Smith, 1983),

Levin (1988) suggests that school site deci-
sion naking is related to student learning and
achievement. However, the direct relationship s
not clear. Tt is difficult to draw a cause and eftect
relationship between SBM and student achieve-
ment sinee any impact of SBM is complicated by
other trends at the school site, or at the local,
state, and national level.

In addition to improved learning and academic
achievement. there are other benefits of SBM.
Increased authority at the school site may im-
prove selt-esteem, morale. and efficiency of school
personnel, The greater standardization of school-
ing. centralization, and top-down controls have
added to the declining morale of school personnel
(Duke. Showers, and Imber, 1980; Picrce, 1980),
Increased discretion over decision making pro-
vides incentives for school statt to be more etti-
cient.

As Rosenholtz (1987) has suggested, autonomy
enhances performance:

Jobs that give people autonomy and discre-

tion require that they exercise judgment and

choice: in doing so, they hecome aware of
themiselves as causal agents in their ewn
pertormance. Loss of the capacity to con-
trol the terms of work or to determine what
work is to be done. how the work is to be
done, or what its aim is to be, widens the
gap between the knowledge of one’s unigue
contributions to work and any performance

efficacy that can be derived from it (p. 540).

SBM improves communication among school
staft and the community. Participation in school

19
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budget, curriculum, and stafting decisions gives
school personnel the opportunity collectively to
develop ideas about whitt is important to emph-
size in teaching, According to Little (1981). the
most successful schools appear to be those v/here
school staff members frequently exchange ideas
about teaching. SBM opens up communication
petween parents, teachers, and students, and im-
proves educational services by giving them a
larger voice in educational decisions.

Increased authority at the scheol site may help
to attract and retain quality staft. Poor teacher
working conditions, including low status and low
pay. have made it increasingly difficult to attruct
bright students to the teaching profession (McNeil,
1987; Nyberg and Farber, 1986). By providing
increased discretion and autonomy of objectives
to teachers, the role of the teacher may gain in-
creased respect and raise teachers” interest and
motivation in teaching.

Limitations of School-Based
Management

Many problems may arise in implementing
SBM. It may create confusion in roles and re-
sponsibilities. It may be ditticult for teachers, ad-
munistrators, parents, and students to adapt to new
roles. and they may become frustrated it they do
not know what is expected of them (Decker et
al.. 1977). For example, principals may not know
which decisions must be made in consultation
with teachers and which they should make on
their own.

SBM represents a power struggle among ad-
ministrators, teachers, parents, and students, There
are contradictions among central administrators
who endorse the philosophy of SBM but find it
difficult to allocate decision-making authority to
principals: principals who want more control over
their own destiny but are resistant to change: and
teachers, parents, and students who want greater
ownership over objectives but do not have the
time to spend away from the classroom, their jobs,
their family. or their hobbies to develop curricula,
make budget recommendations, or interview per-
sonnel.

SBM encourages administrators, parents, and
school staff to work together on school policy

issues. However, it is not necessarily a case of

these individuals struggling collectively to obtain
greater authority. For example, teachers may fear
that greater parental authority will interfere with
their own power, goals, and objectives.

Many authors speak of the problems in reach-
ing a balance between centralization and decen-
tralization (Brooke, 1984: Decker et al., 1977). It
is neither practical nor feasible for a district to
develop a fully centralized or decentralized sys-
tem of school management. There is a problem
in providing too much school-based management

freedom for school staff and risking confusion
and inconsistency, versus the problem of provid-
ing too little freedom and facing a staff that feels
restrained or inefticient (Rosenholtz, 1985).

According to Beaubier and Thayer (1973), " As
contrary as it may seem, it is absolutely essential
to centralize some aspects of a district’s opera-
tions for successtul decentralization of the operat-
ing unit’” (p. 20).

Problems in implemerting SBM may arise
from the structure of school organization and the
nesting of individual schools with a series of larger
organizations, such as conflicting state mandates,
standardized curricula, and budget and personnel
constraints at the district and state level (Duke,
Showers, and Imber, 1980: Prasch, 1984),

Increased involvement of school staff and
community members in school policy decisions
may contlict with state mandates prescribing cur-
riculum form and content (Darling-Hammond and
Berry. 1988). For example, Florida has imposed
legislative action regarding curriculum standard-
ization and some districts with SBM programs
have requested special status to diverge from state
requirereents (National School Boards Associa-
tion, 1988).

Although SBM may increase the authority of
school personnel regarding budget issues, deci-
sions regarding instructional salaries, the number
of teachers, and instructional materials and equip-
ment will be limited by the amount of resources
available (Gideonse, Holm, and Westheimer,
1981). In addition, hiring decisions will be lini-
ited by enrollment trends, district agreements with
teacher unions, and state teacher-student ratio re-
guirements (Johnson, 1987).

SBM raises potential contlicts with collective
bargaining, for example, by allocating adminis-
trative responsibilities to teachers and engaging
school staff in decisions that might normally be
established by union contracts. As Johnson (1984)
suggests, collective bargaining often results in
standardization of procedures. SBM, on the other
hand., often leads to diversity and differentiation
in procedures, from school to school. While
teachers’ unions have traditionally emphasized
material incentives such as pay raises and ben-
efits, SBM emphasizes ownership over objectives
such as what is taught and what materials are
used.

SBM advocates do not believe SBM runs
counter to union strategies, I most instances,
teachers™ unions have not served as obstacles to
the implementation of SBM. In school districts
such as Dade County, Fla., and Hammond. Ind.,
the unions have worked cooperatively with the
district 10 obtain SBM (National School Boards
Association, 1988). In districts where union lead-
ers have played an important role in the initiation
and implementation of SBM. the unions believe
that SBM offers a method to move beyond tradi-
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tional collective bargaining strategies and to ac-
quire the status and autonomy desired by teach-
ers (Casner-Lotto, 1988; David, 1988: McDonnell
and Pascal, 1988).

Finally, there is a limit to what SBM can do.
Although many policymakers advocate the de-
centralization of authority to the school site, most
supporters recogrize that SBM alone will not
solve all school problems such as low teacher
salaries, poorly trained teachers, discipline prob-
lems, or societal tensions, Rescarchers argue that
major changes in school effectiveness cannot oc-
cur unless educational reforms move beyond a
narrow focus on the schools (Carnoy and Levin,
1976).

A Recipe for SBM

An important aspect of SBM s its diverse ap-
proach to decentralization of various deeisions to
a variety of key actors. Supporters of SBM wamn
against assuming there is "one best way,” but
rather advocate giving individuals at the school
site the ability to tailor educational programs to
meet specific student needs. The diversity that
SBM espouses is at the risk of pronusing all things
to all people, without providing a set of guidelines
to achieve an effective SBM program. Proponents
of SBM contend that ii is the increased flexibility
that SBM ofters which enables school personnel
to make better decisions and improve school
learning.

There is not a simple blueprint for SBM. A
successful SBM program in one school district
cannot be copied wholesale and transterred to
another district. From past and present experi-
ences, however, researchers have identified several
essential ingredients in initiating SBM (Lindelow,
1981 Marburger, 1985; Parker. 1979):

o Training. All levels of staff must be trained.
SBM establishes new lines of communication
between administrators and teachers, profes-
sionals and nonprofessionals, and school staft
and school board members. Without proper
training, administrators, parents, students, and
school statf may find it difficult to meet new
responsibilities and adjust to new roles.

o A eradual transition. SBM cannot be initiated
overnight, Districts with successtul SBM pro-
grams refer to the gradual transition process
that limited implementation problems.

o Financial support. 1t is not necessarily more
expensive for a district to operate under a sys-
tem of SBM: however, to make a difference,
school staft must have flexibility over the use
of funds. While some districts have found that
SBM may even assist in cutting costs through
more cfticient use of funds, SBM cunnot oper-
ate without financial support to develop cur-
ricula and to provide training and released time
for school siaft to meet.

» Shared goals. Rescarchers and practitioners
often speak of the school district’s need for
shared goais or a shared vision, Without a
shared idea as o what districts or schools aim
to accomaplish through SBM. it is ditticult to
evaluate its effectiveness, The participation of
students, teachers, principals, and community
members in the development of school goals
will strengthen their commitment to them.

o Administrators willing to share authority, 1f
SBM is t6 work, administrators must allocate
authority to prircipals, and principals must be
willing to allocate authority to teachers, parents,
and students,

o Support from the school community. Scholurs
argue that SBM cannot be imposed on schools,
but rather must acquire the support of the en-
tire school community.

The Prospects for School-
Based Management

Reformers ask: is SBM working? Is it some-
thing every district will want to initiate”? To sup-
porters, it is only logical that those who are most
affected by decisions sucl: as curriculum devel-
opment. textbook selection. staffing structure, and
allocation of school resources should have a voice
in making those decisions, However, the extent
to which principals, teachers, students, parents, and
comnunity members should be involved. and the
extent to which central administrators should re-
tain authority, is not resolved.

We need svstematic comparisons of the allo-
cation of authority to different actors. We also
need research on tae most ettective methods of
training for new roles and the degree of school
improvement atter the implementation of SBM.
Only by reviewing. renewing, and testing alter-
native models will we know the real potentials of
SBM.
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School-Based Management:
Practical Strategies for
School Administrators

By Robert Collins, with Nancy Fisher

School-based management (SBM), the decen-
tralization of decision and policy-muking author-
ity from boards of education to ihe local school
community, portends significant changes in edu-
cational institutions. These changes, positive as
they are for education in general and students in
particular, also raise the anxiety levels of school
administrators as teachers and parents are em-
powered und the role of the school administrator
changes.

For decades, most schools had structures for
teacher, parent, and community input. While suc-
cessful administrators utilized this “input”™ when
making decisions, they retained full authority for
making the final decision.

At this point, the traditional authority of the
principal is shared, and consequently, i new range
of behaviors and strategies is necessary for prin-
cipals and co-administrators to develop and utilize
collaborative processes. Practical strategies and
new perspectives concerning school management
will guide principals in understanding and devel-
oping SBM programs as the structures and power
bases of school change,

Good administrators have always utilized col-
laborative decision-making processes, recogniz-
ing both the expertise and leadership that taculty
members, parents, and community members pro-
vide. Poiicy and procedural decisions in well-run
schools are made in cooperation with the total
school community to ensure that not only the
best information, creativity, and ideas are surfaced,
but also to create an atmosphere of ownership
and responsibility for those decisions,

While SBM redefines the role of administrators
and teachers and changes the structure in which
decisions are made. it does not change the personal
and professional skills that have always charac-
terized successtul administrators.

School-based management strategies can be
divided into two categories;

Robert Collins is the principal of Grant
High School, Van Nuys, Calif. Nancy
Fisher is a teacher at Grant High School,

+ Considerations for site adniinistrators prior to
tie development of SBM guidelines by dis-
"~ and the actual writing of an SBM pro-

1

ategies that deal with the decision to write
SBM program for the school and the con-
<ems related to the local school plan.

The following issues identify important ad-
ministrative behaviors and strategies for working
with SBM programs,

Practical Strategies and
New Perspectives

I, Sharing the instructional leadership of the
school,

Adminstrators have always been viewed as
the instructional leaders of the school, SBM does
not change that role, except that the concept of
multiple Ieadership of the instructional program
by administrators, teachers, and parents is estab-
lished. Principals may be concerned that SBM
also means teacher and’or parent control of the
school's decision-making processes, Administra-
tors must remember that SBM s a shared pro-
cess, with principals now playing the role of a
“leader of leaders.™

Within this context, the essence of administra-
tive leadership is to stimulate, organize, and fa-
cilitate teacher and parent leadership, ensuring the
sticeess of the collaborative process. At the same
time, the need for initiative, creativity, and orga-
nization by the site administrator is not diminished.

Teachers and administrators have often secretly
wondered what exciting programs and strategices
tor student achievement could be developed if as
a school team we had greater decision-making
authority, not constrained by board of education
policies or even the state education codes, With
SBM. the leadership of the school team can be a
reality, not simply a wish.

Within this new perspective, SBM will actually
merease the scope and authority of the principal,
teachers, and parents by increasing the decision
and policy making at the school. Administrators
must understand they would lose their leadership
roles only if they abdicated them in the develop-

1A



Q

ERIC

Aruitoxt provided by Eic:

9

ment and implementation ot SBM because of their

own fears of change and the new demands of

collaborative leadership,

2. Becoming knowledgeable regarding school-
based management.

The concept of SBM cannot be casily under-
stood during i lunchtime conversation or through
a single presentation during a meeting. A great
deal of information currently exists concerning
SBM. It is the responsibility of a site administrator
to familiarize himselt or herselt with the avail-
able SBM literature and research.,

Research, as well, should include more than
the philosophical approach and theory of SBM: it
should also involve researching current SBM
models and administrative experiences in active
SBM programs. Such research will help clearl