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It is a great honor and pleasura to nominate Franklin P. Schargel for the 2014
Brock International Prize in Education Award. He is a highly respected
individual who has the unique ability to bring a global view of the intricate
relationships among education, business and government at the local, national,
and international levels. He is the consummate practioner, theorist, trainer and
leader. He is current, data driven, reflective and collaborative. He is a partner
and mentor.

Franklin Schargel is an internationally recognized speaker, author, and
educational consultant. He has presented over 200 workshops for educational,
community, and business groups throughout the United States, Europe, Canada,
and Latin America. His workshops are designed for administrators, teachers,
students, parents, business leaders, policymakers, and all those interested in
building globally-competitive schools, raising graduation rates, lowenng dropout
rates and narrowing the educational achievement gap.

Mr. Schargel's career spans thirty-three years of high school classroom teaching
and school counseling and eight years of school supervision and administration.
Franklin's success in dramatically enhancing the learning procass in his inner-city
school, expanding parental involvement, increasing postsecondary school
attendance, and significantly lowering the students' dropout rate has been well
documented in 25 books, 55 newspaper and magazine articles and 5
internationally released videos (including a PBS special). The United States
Department of Education, Fortune Magazine, Business Week, National Public
Radio, Public Broadcasting System and the New York Times have recognized
his work,

Mr. Schargel has done extensive work in Spain, taking the lowest performing
public schools in the country and transforming them into the highest performing
schools. As a result, students graduating from these technical schools receive
quick employment.

He is the author of 11 best selling books. His books deal with at-risk learners,
dropout prevention, educational leadership, school culture and high performing
classrooms. His intemational publisher, Routledge is a division of the Taylor and
Francis Group. The titles of his books include: The Dropout Frevention
Fieldboolk, From At-Risk to Academic Excellence: What Successful Leaders Da;
Crealing School Cultures That Embrace Leaming: What Successful Leaders Da,



Strategies to Help Solve Our School Dropout Problem; Dropout FPrevention
Tools; Helping Students Graduate; Best Practices to Help At-Risk Learners; 152
Ways to Keep Student in School: Effective, Easy-fa Implement Tips for Teachers;
and Transfarming Education Through Total Quality Management: A Practitioner's
Guide. He has written more than 100 articles published in leading educational
journals and business magazines. Mr. Schargel pens a column in the Huffington
Post and video portions of his presentations are included on YouTube. His most
current book, Safe Schools: A guide for Educators, Parents & Students will be
available Fall 2013.

The 15 Effective Strategies to Help Sole Our School Dropout Problem, that Mr.
Schargel helped deveiop in conjunction with Jay Smink of the National Dropout
Pravention Center at Clemson University, have been acknowledged by the
Mational Education Goals Panel as "the most effective strategies to help solve
our school dropout problem.”

As the past Education Division Chair of the American Society of Quality, he
helped develop the Malcoim Baldrige National Quality Award in Education
presented by the President of the United States and Secretary of the Interior.
Mr. Schargel was honored by the National Dropout Prevention Center's Crystal
Star Award for “demonstrating clear evidence of success in dropout recovery,
intervention, and prevention.” In addition, the International Association for
Truancy and Dropout Prevention honored Mr. Schargel with its “Program of the
Year Award”

The following pages chronicle Frankliin's journey from high school administrator
to highly sought-after speaker and international consultant. Through the articles
and book segments that follow, the reader will get to know Franklin and how his
passion for making a difference has evolved. He makes a difference in the lives
of students, families, educators, business leaders, and governments each day.
The letters from his champions bring the nomination packet bring to life Franklin
Schargel, the individual who has and continues to make a global impact worthy
of the 2014 Brock International Prize in Education.

Most Respectfully,

Marie R. Sobers Ed.D.
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How | see the world of education.

As a life-long professional educator, | have seen the world of
education going through dramatic changes. Schools are dealing with
increasing numbers of non-traditional learners (at-nsk students) many
of who come from non-traditional homes and who learn in non-
traditional ways. Traditional teaching and learning processes do not
work with these non-traditional learners. And since we believe that
the teaching and leaming process is correct, we cannot fault these
students for the failure of one-size fits all educational system. These
students are ostracized and placed in alternative learning facilities
where many of them thrive and graduate. If non-traditional learners
are to succeed, we need to adjust the way we teach to the way that
they learn.

At the same time, our schools need to become as globally
competitive as businesses are. The best graduates from schools in
New York are not competing for jobs with the best graduates of
Oklahoma schools, but the best graduates from China, India and
South Korea, We need to re-invent, redesiagn, restructure and
reengineer our schools so that they meet the needs of ALL of our
students, our society and our workplace.

This philosophy is being put into practice in a number of places. |
have delivered workshops in forty-nine states and ten countries. |
have spoken before Chambers of Commerce, United Ways, National



Education Organizations, Rotaries, State Departments of Education
and numerous school districts.

Two of my books have been translated into foreign languages. One
publisher has published my first book into Spanish where it has sold
mare copies in Spanish than it has in English. My champion in Spain
and | have taken thirty-eight of the lowest performing public schools
in Spain and transformed them into the highest performing. Because
the schools have been ISO (International Standards Organization)
9002 certified, the students graduating from those schools are readily
employed. Qualitymark Editora Ltda. of Brazil has published
“Estrategias para Auxiliar o Problema de Evasaso Escolar
(“Strategies to Help Solve Our School Dropout Problem”) in
Portuguese. | have delivered a number of presentations in Rio de
Janerio and Porto Alegre.

There are some who believe that education is expensive. Education
is not; ignorance is. Ignorance is at the root of most of the world's
problems (disease, poverty, incarceration, crime, lack of food, to
mention a few.) It is not the children who are “at-risk". It is our
families, our economies, and our way of life.
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Mr. Franklin P. Schargel

Quality Coordinator

George Westinghouse Vocaticnal
and Technical High School

105 Johnson Street

Brooklyn, New York 11201

Dear Mr. Schargel:

Congratulations for the success you have
achieved in the use of Teotal Management Technigues
at George Westinghouse Vecational and Technical

High School.

The Department of Labor concurs that high
guality management can be an important teeol in
enhancing many organizations. In additien, aleng
with the Department of Education, wea have strongly
supported business-educational linkages combined
witlr strong Tech Prep programs which includa work-
based laarning.

I sincerely hope that all who endeaver to
improve schoels in the way George Westinghouse High
School has done will have the types of cutstanding
results in the areas of dropout reduction, post-
secondary attendance, parental invelvement and good
press which you have reported.

Keep up the good wark!
=) rely,
fhmﬂ;1F7E; {ﬁi;ﬁt.u

Hobert B, Reich
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METROPOLITAN EVANSVILLE
CHAMBER OF COMMERCE

April 23| 1997

Frankiin P, Schargel

The Schargel Consulting Group
21 Rockaway Place
Massapequa NY 11758

Dear Franklin:

I fielt compelled to write and tell you what phenomenal response we have received back from our
members regarding both of your speeches. The first was on January 21st to a group of 200
people, at a quarterly Good Moming Evansville breakfast. I must say that this is probably our
toughest group to please; however, your messages were 5o powerful and inspirational, we felt it
necessary to ask you to return and be our lead speaker at our Annual E=Qual Conference. Again,
we received tremendous response.

The respect that you received from your audience was beyond reproach. Y our focus on
continuous improvement through teamwork provided our members with valuable insight and
information, We hope that you will return at a later date to motivate our members once again,

Sincerely,
Robert L. Quick
President & CEO
orter Resod roe For Businness Grogdth
R ST fEd MONT DFFILE MACT  LIBCCH, WOSICONU STREEF PUANSVILIE, IN &7 £0R 1 742 FHGA] (RE2y AZS-B147 PAK (HIYZY 47 )-4H0Rd
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D David Stevwrt, State Superinrendent of Schools
WEST VIRGINIA Building 6, 9% Kanawha Bhwd, E,

N [epariment ol S Charleston, West Virpinia 25305-0334)

Phone: 304-558-2681

EDUCATION Fax: 304-558-0048 FeFTp: vl SEeIe W, Ik
e e e e e e — =
A e . M A R i —— ]
Wi Virginia Board of Education
Sandra M. Chapman, Presiaent
Panl J. Morrs, Vice Fresdent
Jamez f. MacCallnm, Secretary
Barbara N, Fish
Sketla M. Hamiltan
I I, Marrs

Maward M. Persinger, Jr
Ronagld B, Spencer

May 16, 2002
To Whom It May Concemn:

I am employed by the West Virginia Department of Education as a Coordinator in Student
Services, 1am writing this letter in support of Franklin Schargel as a consultant and presenter. 1
have had the opportunity to hear Franklin speak twice. The first time was at the National
Dropout Prevention Conference, which prompted me to contract with him to speak in West
Virginia,

Franklin spoke to our fifty five afiendance directors in West Virginia in January 2002, He
presented on dropout prevention. The evaluations we received were quite favorable for his
presentation. Several have requested we bring him back for a longer workshop on dropout
prevention and stralegies.

[ hughly recommend Franklin Schargel as a presenter and consultant. If you need to ask me any
specific questions, please feel free to contact me at 304-558-2546,

sincerely,

S5 D ecbern_

Lisa Burton
Coordinator
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UNIVERSITY

June 21,2013

Brock International Prize Jurors
Brock Intemational Prize in Education
2120 8. Lewis, Suite 415

Tulsa, QK 74104

1 am delighted to learmn that Franklin Schargel has been nominated for the Brock
International Prize in Education,

I first met Franklin when he was serving as Chair of the Education Division of
the American Society for Quality (ASQ). Franklin was one of the ploneers in
the effort to adapt the quality improvement methods that had been championed
in the industrial sector to the education sector.  His leadership was vital in
developing and sustaining the annual Quality In Education Conference that is
1ill conducted annually by the American Socicty for Quality that brings wgether
educators from across the country to share best practices and success stories
related to using quality improvement methods to enhance our educational
systems.

Franklin Schargel exemplifics the scholar-practitioner, actively engaged in
testing theories in real world educational settings. His passion and leadership in
the area of school drop-out prevention are well known around the country,  He
excels at writing clear information regarding successful methods for addressing
the nation’s drop-out problems, based on his own practical experiences and
first-hand observation of best practices.

Sincerely,

S

= ot B
John E. Dew, Ed.L
Sendor Viee Chancellor
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To whom it may concem:

I am writing in support of Franklin Schargel’s candidacy for the Brock International Prize in
Education. I have known Franklin nearly twenty years. His support and mentoring helped (o
propel me to the principalship of George Westinghouse HS in Brooklyn, NY nearly fifteen years
ago. Franklin's expertise and umelage in quality management/continuous improvement strategies
have remained with me throughout my career and have greatly influenced my strategies leading
schools and school districts in three cities.

I know that Franklin is the author of eleven books and over 100 published articles dealing with
dropout prevention, school culture, school safety, and leadership. The U.S. Department of
Education, Business Week, Fortune Magazine, NPR, PBS, the American Manapement
Association and The New York Times have recognized Mr. Schargel's work.

Franklin successfully lowered George Westinghouse HS's dropout rate, increased the school's
graduation rate, and sent 72,1 percent of the first-generation high school gradvates to post-
secondary school. His success has been well documented in books, newspaper and magazine
articles (including Business Week, Fortune, and the New York Times), and five internationally
released videos (including a Public Broadcasting Service special).

He helped develop the Malcolm Baldrige National Quality Award in Education, functioned as a
Judge for the Secretary of the Air Force Quality Award and served as chair of the American
Society of Quality's Education Division. He received the Crystal Star Award from the National
Dropout Prevention Center at Clemson University for “demonstrating clear evidence of success
in dropout recovery, intervention, and prevention.” In 2010, he received the “Program of the
Year Award” from the Intemational Association for Truancy and Dropout Prevention for
“contributions to Dropout Prevention™,

| offer my highest recommendation for Franklin's Schargel's candidacy.

rs truly,

e —
ean-Claude Brizard

enjor Advisor, The College Board
Chiefl Executive Officer, Chicago Public Schools

ﬁ]oﬂegeﬂn&rﬂ

connect to college succeas™




Franklin Schargel was vital in driving improvement in the education
sactor in Spain. He started working with us in 1894, providing advice and
training to the management team at Foro Gipuzkoa XX - a think tank comprised
of financial and business organizations and the University of the Basque
Country. Foro Gipuzkoa XXi was the first organization to lead change in the
education sector

Franklin was very interested in the problem of school drop-out and this
meant that, over and above the organizational side of improvement, he
concentrated his efforts on helping us improve the quality of education in the
classroom, especially with pupils experiencing difficulties. Preventing school
drop-outs was the driving force behind his work.

We started our collaboration with Franklin in Vocational Training schools
but it was not iong before his work broadened to reach out to all stages of
education: primary, secondary and even pre-school. Franklin visited many
schools, spoke to hundreds of teachers, many of whom have ended up with a
deep admiration and affection for him. He is both a brilliant speaker and a
person with an enormous heart.

What is more, he spoke from first hand experience, not theory. We saw
that from the outset. His collaboration was not just delivenng lectures, he visited
many schools, came for several years, published one of his books in Spanish,
kept in close contact with Spanish education authorities and became a
benchmark for all of us. Many people still remember him with a great deal of
respect, love and admiration. We will always be grateful for what he did.

This is a movement that started in the Basque Country but then, thanks
to teachers that Franklin had trained, spread to the whole of Spain,

Eugenio Ibarzabal. Former coordinator of Foro Gipuzkoa Xxi, The
Basque Country Spain



CLEMSON

NATIONAL DROPOUT PREVENTION
CENTER/NETWORK

June 19, 2013

To Whom It May Concern:

It is my pleasure to recommend Franklin P. Schargel for the 2014 Brock International Prize
in Education. Mr, Schargel’s numerous publications and lifelong work have definltely made
significant contributions to our field, impacting our understanding of the national dropout
issue and ways to positively impact it.

Franklin, Senior Managing Associate for the School Success Netwaork, is the author of eleven
boolks and over 100 published articles dealing with dropout prevention, school culture,
school safety, and leadership. The National Dropout Prevention Center/Network hosts a
number of his publications an our Web site and we often ask him to present at our national
conferences, The LS. Department of Education, Business Week, Fortine magazine, NPR,
P'BS, the American Management Association, and the New York Times have all recognized
Mr. Schargel's work. In 2010, Mr. Schargel was recognized by our organization as an
individual recipient of the highly coveted Crystal Star Award for "demonstrating clear
evidence of success in dropout recovery, intervention, and prevention.” Additionally, in
2010, he received the "Program of the Year Award” from the International Association for
Truancy and Dropout Prevention for significant "contributions to dropout prevention.”

| wholeheartedly support Mr. Schargel's nomination for this year's Brock International
Prize and will cagerly await the naming of this year's Laureate.

Sincerely,

ﬁ% s %mﬂw”

Beth P, Reynolds, Ph.D., Executive Director
Mational Dropout Prevention Center/Network

209 Mardin Streel. Clemson, 56 268631-1508
P BG4-658-2698  F 864.656.0138
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Kahler Comnmunications
(Washington, D.C.)

A Dirians of Procen Conmankoneg e
Inirrmntanad Manngemcon Commusioo o

Momination of Mr, Franklin Scharpel for the Brock Intemational Prize in Education

I wholeheartiedly endorse Mr. Franklin Schargel for the Brock International Prize in
Education 1 know of no one more deserving. He has been an inspiration to me and to thousands
of athers in our dropowt prevention work and in our efToris to improve our education system.

Mr, Schargel has devoled most of his adult life 1o improving the education and lives of
children, first as a teacher, then as a very successful school administrator in a New York City
High School serving under-privileped students, and for the past 20 years a5 a dynamic lecturer,
author, and advocate for children who are falling throuzh the cracks in our traditional education
svEtem.

Mr. Schargel knows that 1o be successful with these studenis, teachers must establish
positive relationships with them and show the students that they care aboul them  Therefore, as
an admimistrator his first statement to teachers who wanted 1o teach in his school was, “Prove 1o
me that vou love children ™ Those who did so, were hired  Those who could not, were not,

For the past 20 vears, Mr. Schargel has worked trelessly and successfully to help
teachers throughout the US, and in many loreign countnes establish relationships with every
student and individualize the way they teach so that they reach every student, As a resull, many
siudents who would have dropped out of school, have gradoated from high school. Many have
gone on to college. Untold numbers have gone on to lead highly productive lives instead of
falling into the trap of drugs, crnime, jail, and death

Mr. Schargel has influenced teachers and education admimstrators throughout the U.S, and
in many other commines  In addition 1o doing workshops for schools, he presents and does
workshops at many national and mternational education conferences. He has been a kevnote
speaker al many of them His sessions slways are enargetic, informative, entertaming. and
highly rated. In short, he shows educators strategies they can use 1o establish relationships with
and reach every siudenlt. He also has written 11 books and more than 100 papers that are
blueprints 1o help educators accomplish their goals for each of their students. [n addition, he lists
maienals on his web site that educators can download and use at no cosl

Mr. Schargel is paving the wav 1o help educators improve children’s lives. He well
deserves 1o be honored as the 2014 recipient of the Brock Intemmational Prize in Educahon

i e

A H‘?&Jfﬂﬁ‘:ﬁ?}
Joseph F. Pauley
President

A740 Sleepy Hollow Lawe, Potonae, Marland 0854
Tl F0]-08 K447 Fere 3H-200-1033 Eiveni] jocidballereon. com
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STATE OF ALARAMA

DEPARTMENT OF EDUCATION

Thamss It Hite
Hints Supaniisadet ol Educion

Juror Committes

2014 Brock Intemational Prize in Education
2120 5, Lewis, Suite 415

Tulsa, O T4104

D Brock Jurr Committes Members,

| have been asked, and consider It a distinct honor, to write a letter of recommendation in suppor
of Frankfin Schargel's nomination for your esteamed award. | have known and worked with Franklin
Schargel for over a decade and during that fime we have collaborated on three books and
presented together in numerous setlings around the country

Franklin is firsl and foremaos! & practitioner who utilizes his expenences to help inform his approach
to addressing the complex issues of sehool dropouts and non-traditicnal modes of education. While
others may spend the bulk of their time and effort on theory, Franklin's work, and his presentations
of that work, focuses on real world challenges and concrete methods for addressing those
challenges. It is because of his down to earth approach to addressing complex issues that Franklin
has affected tremendous change wherever he has had a presence. He has never forgotten that he
started out as a teacher and thal conlinues to Influence everylhing he does,

| have looked at the list of previous winners of your award and they are all well-known and very
worthy of the honor, Franklin himself has stated that he feels honored to be considered in that
company. Bul | would be remiss if | did not say that in my humble opinion, and the opinion of many,
many others who know him, Franklin belongs in thal esteemed company. Mo, he may nol be as
well-known as some of your previous winners, but that can be explained by the fact that he is
comfortable "working the edges of the room”, Where others may need to be the central focus,
Franklin's finesl work is done quiely, one-on-ane, with great skill and with equally great
effectiveness. He is a prime exampie of the facl that one does not have to be universally known 1o
have universal impact.

Franklin Schargel is an acknowledged exped in the field dropout prevention and non-traditional
education. More importantly, he is an unabashed supporter of, and advocate for, studenls who
have often been underserved or overdooked. He is and has heen a tremendows, and tremendousty
impactful, educator. That said, he is an even bettar human baing. Franklin Schargel would be an
exemplary recipient of your awand and would be a tremendous representative of your crganization.
Thank you in advance for your consideration of his nomination.

Respectiully Subirmitied,

J? A

Tony Thacker
Coordinaior, Research and Development
Alabama State Department of Education
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Ehe New dork Times

Practices of Japanese Business Find a
Home in a Brooklyn High School

By LYNDA RICHARDSON
Published: December 07, 1994

In Valerie Costa's English class at George Westinghouse Vocational and Technical High
School in Brooklyn, the 29 seniors sometimes grade each other, and Ms. Costa, too.

In another classroom, students get $4.50 an hour to repair broken fax cireuit boards for
the Ricoh Corporation -- and in the process, they learn how to hold down a job.

Down the hallway, bulletin boards recognize the Quality Employee of the Month; last
month, it was Gloria O'Neal, a security officer, who won a shiny plaque and a $25 check.

Weslinghouse High, a school of 1,700 students in downtown Brooklyn, is taking a page
from Japanese management techniques to improve student achievement. In the
nomenclature of such things, teachers are the equivalent of corporate managers;
students, the customers. Instead of punishment, there is "econtinuous improvement.”

‘The approach, called Total Quality Management and pioneered by the late W. Edwards
Deming, has found disciples in a handful of schools around the country. Supporters see
it helping a generation of schoolchildren learn to think for themselves and work together
-- gkills that economists say will be vital for suecessful workers.

"A lot of us are trying to understand it and promote it because we think it deals with
some important issues,” said Lew A. Rhodes, associate executive director of the
American Association of School Administrators.

But skepties suggest that Total Quality Management in education is this year's latest
gimmick to be added to the list of experiments that include school vouchers,
privatization and charter schools.

"Almost anything can catch people's interest in public education — good ideas, bad
ideas, in-between ideas,” said Chester E. Finn Jr., a former United States assistant
education secretary who is a fellow at the Hudson Institute in Washinglon. "Most things
in education turm out to be gimmicks."

The physical signs of Total Quality Management 101 are not always visible at
Westinghouse High. The three-story, 74-vear-old schoaol is next to the Metrotech
industrial complex in downtown Brooklyn. Its heavy metal doors are painted a bleak



battleship gray, some classrooms have holes in the ceiling, and public address speakers
are broken and waiting for repair.

But if the changes are not readily seen, the philosophy is diseussed among students and
staff, In conversation, they make lots of references to T.Q.M. — in the squishy jargon like
"eontinuous improvement,” "constancy of purpose” and "paradigm shift."

And new sets of meetings supplant the old department meelings. In the sunny library
the ather day, Bob Johnson, an assistant principal, was giving his report to the Quality
Steering Committee, which convenes weekly to hear from students, parents and
teachers. Several student representatives groused about classmates who skipped class
and questioned whether security officers were too nice. Arthur Kutcher, a jewelry-
making teacher, asked when the signs for identifying classrooms would be put up.

"People are now getting involved,” said Franklin P. Schargel, who recently retired as an
assistant principal and now serves unofficially as quality coordinator. "If it's a gimmick,
it's a great one because it works. The agenda is generated by customers, not by the
prineipal or the administrators.”

Total Quality Management, pioneered in Japan, helped turn around the failing
manufacturing practices of corporations such as Motorola and Xerox in the 1970's and
1980's. Only in recent years has it migrated to a small but growing number of schools,
including Westinghouse.

The number of the nation's 15,500 public school districts using total quality
management to some degree grew to 135 in the last year, up from 41 school districts in
1991, according to the American Society for Quality Control, based in Milwaukee.

As in any reform, so much is at stake that even the most well-intentioned educators
seem over-eager. At Westinghouse, the only New York City public school known to
school officials to have adopted Total Quality Management, Mr. Schargel trailed a
reporter on a recent visit. A public relations firm works with the school. A press release
hails upturns in student performance.

But at least one widely published statistic cited by the school, a dramatie fall in the
dropout rate from 12.9 percent to 2.1 percent, was acknowledged by the school to be
misleading because it mixes two different kinds of dropout figures.

Although the dropout rate has indeed fallen, it has not been by so much. The four-year
rate fell from 12.9 percent in 1991 to 5.7 percent in 1992, according to the latest Board of
Eduecation statistics; the annual rate went from 5.3 percent to 2.1 percent during that
same period.

Many at Westinghouse say their school is a better place than before Total Quality
Management On a recent morning in Miss Costa's English class, students were busy
helping each other write resumes. Seventeen-year-old Trelane Spencer sat with four



other teen-agers, all of whom will be the first in their families to graduate from high
school.

Like every other student in Miss Costa's class, Trelane keeps an evaluation sheel of his
completed homework scores and test grades. By looking at the sheet, he knows exactly
what it takes to be a good student.

" feel like I'm learning a lot," said Trelane, who wants to be a cabinetmaker. "1 feel like
if you give teachers respect, they will return the same thing.”

Not long ago, Trelane and his classmates gave Miss Costa a "reverse report card” on her
instructional style. "They said, 'Miss Costa, please shut up! You talk too much,’ " the
teacher recalled with pride. I think it's great. It's one of the things I needed to work on.
I've cut down on teacher-dominated lessons.”

Miss Costa, a veteran teacher wha has immersed herself in the teachings of T.Q.M.,
views herself now as coach, adviser and co-worker. "As far as the students, I'm looking
at them as young people I'm eoaching in the best way I can to have a strong sense of self
to be whatever they want to be."

Joel Bossous, a social studies teacher, agrees. Sometimes, he lets the students take over.
"When they see other students do it, they get more involved,” he said.

Westinghouse High faces problems typical of many inner-city schools with troubled
students. In the last seven years, school officials have attended the funerals of about 50
af their students.

Although the school is open to residents throughout the city, most students come from
poor neighborhoods in Brooklyn, with half from nearby housing projects. Most of of the
students, or their parents, chose Westinghouse over their neighborhood school.

The school offers training in trade skills such as cabinetry, electronics and jewelry-
making. Graduates must pass an exam showing they have mastered their specialty field.

When the schoal's principal, Lewis Rappaport, hired an old colleague and friend, Mr.
Schargel, as an assistant principal in 1987, they pondered how to improve the school. A
banker in the Brooklyn Chamber of Commerce tald them about quality management
programs. Soon, the administrators began attending corporate workshops. In 1991, a
quality improvement team of staff volunteers was organized.

Some answers were simple. One of its first orders of business was (o increase parents’
support. The P.T.A. had only 12 members, After distributing a survey lo parents, the
team found P.T.A. attendance grew if meetings were held Wednesday instead of
Monday. Now, the P.T.A. has 211 members.



“It's growing," said Theresa Brown, a mother who noted that 18 parents attended one
recent meeting. "I do believe in my heart that things are changing for the better here at
Westinghouse."

To reduce its dropout rate, Westinghouse identified 151 students who were failing every
eourse during the 1991 spring term. They were listed on a Board of Education printout
that no one had looked at. The students received eounseling and tutoring and they had
to sign contraets spelling out their responsibilities, as well as their parents’ and the
school's. By the end of the year, 58 students transferred to other schools. Of the 93
remaining, the number of students failing every class shrank to 1.

"We're now data-checking everything,” Mr. Schargel said.

Altracted by the school's successes, the Ricoh Corporation, a leading Japanese maker of
copiers, teamed up with the school last year, training the students as repair people.
Their circuit boards are now just as good as those of Ricoh employees, a spokesman
said.

Many principles embodied by Total Quality Management, such as shared decision
making and teamwork, have been in place in some of the most progressive schools for
decades. But Mr. Schargel says the overall approach makes the best educational
practices even more effective. "I eall it organized common sense,” he said.

Bruce Sobers, a senior, said he got funny looks from students when he tried to explain
T.(Q.M. He has gone to I.B.M.-sponsared retreats and is enrolled in a leadership class,
where books on Total Quality Management are required reading,

He believes it is just a matter of time before most of his classmates eatch on.

"We hreak it down. In business, there are customers. In school, there are customers.
They are students. What problems do they face? What can we do to improve it?"

And what has Total Quality Management meant to him? "My highest goal is to get a
Ph.D. in any subject area,” he said cheerfully.

But not everyone is sold. In fact, according to Mr. Schargel, only about 60 percent of the
Westinghouse teachers use the approach in their classroom. Jerry Stern is one of those
resisting change.

Mr. Stern said the school is free to try whatever it wants, but he prefers to teach the old-
fashioned way. In his global history elass, he stands front and center. His guide is the
lextbook.

"] have to spend more time getting the subject matter across than to deal with these side
issues," he said with a shrug,



Editorial Comment

SALVAGING OUR PUBLIC SCHOOLS

By Franklin P. Schargel

Reprinted by permission of the publisher, from MANAGEMENT REVIEW INTERNATIONAL
SEPTEMBER 19950 1995 Franklin P. Schargel, ct al,, American Management Association,
New York. All rights reserved.

America has gone through dramatic changes in its 219 years, Our cconomy has moved from
agriculture to mass production; and now we are in an information — and knowledge — based
environment that requires greater educational levels for success, Yet the school model has
changed very little. Our school year is still based on the agrarian model that allows our students
tor leave school for the spring planting and the summer and fall harvesting, Our schools are
organized on the industrial top-down management model that was created to train people for
low-skilled jobs through rote learning and individual skill-building in a time-structured and
tightly disciplined environment, True, our school buildings have changed, Some are even air-
conditioned, Green boards have replaced the black slate of old. Yet in many classrooms, students
still sit in straight rows, Teachers stand in front of the room, giving the perception that they have
all the answers, using chalk-and-talk methods to pour knowledge into the scemingly empty heads
of their students. On the economic side, America cannot compete against low-wage, low-skill
countries (see diagram below). And if we are to compete against countries with advanced
economies, we must do so with a highly skilled workforce. Unfortunately, our schools have
failed to keep pace with the changing demands of the global marketplace and have become a

drag on national productivity.
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Some people believe that if we devote enough energy and resources to the problem, we will halt
the decline of education. This assumes that pouring more money at a process that is faulty will
somehow erase its faults, Experience suggests otherwise, After all, after 10 years of educational
reform and $60 billion in new expenditures, standardized test scores are stagnant and dropout
rates are climbing. Clearly, the “more-longer-harder” strategy — lengthening the school year,
extending the school day and making students and teachers work harder —is not working,

And more money is no longer available; in fact, budget cuts are setting in. Today, education is
facing serious competition for declining government resources, and taxpayers are demanding a
measurable retum on investmend.

We cannol solve our problems by spending more or by spending less, by creating new public
bureaucracics or by privatizing existing oncs, The way to achieve school transformation is
through a systemic change in the way our schools are organized and run and the ways in which
teaching and learning take place.

There are no easy answers, but it’s clear that the sucesss of Amernca'’s econamy is tied to our
public school system, Therefore, if America’s schools are incapable of producing graduates who
are proficient in communicating, doing math and thinking critically, then America’s businesses
are doomed 1o fail. If America wishes to regain the economic world leadership in the 21st
century, we must make some tough choices and take some drastic steps and salvage our public
education system.

1. Educational reform must move to the top of our national agenda. We must repniontize
America's values and raise the status of education and educators. American society must stop
being enraptured with shori-term thinking, which too frequently offers a quick, unsustainable
fix and shortsighted thinking. It is time for America to realize that our greatest natural
resource is our human resource, our people!

At the same time, schoals cannot be expected to do a quality job with inadeguate resources.
The cutting of our federal, state, and local budgets must stop. This doesn’t mean that schools
should be a long-term expense that just keeps increasing; Deming taught us that things
hecome less expensive as they become better. Imagine the implications for education,

2. The federal government must join the states i setting goals and standards, developing
performance information, supporting evaluation and dissemination results. The federal
GOALS 2000 and the Malcolm Baldrige Quality Award, which is now open to educational
organizations, can serve to help refocus the nation’s attention on the need to strengthen
education,

3. We must make schools as customer-driven as the most successful business. That means
providing ways for students to become actively involved in their own education. It also
means that schools must adapt to the changing world before schoolwork becomes imelevant
to the student.



Confining students for six hours a day 1o a place where they do not want to be and where

they feel they arc wasting their time is ultimately a prescription for faihure, As a society, we
cannot afford to sacrifice 27 percent of our young people as “scrap” when they drop out of
school, How can this or any nation succeed when it wastes 27 percent of its human resources?

Schools must also teach the kinds of skills that are needed in the workforce. Our knowledge
workers need to learn to work cooperatively and in teams, and with people from diverse
backgrounds, and to know how to investigate problems and analyze situations. Leaming
these skills should start in school,

4. Businesses must redefine their role. While businesses frequently lament the quality of
workers being turned out by the schools, they traditionally have not worked closely with the
schools to define the skills and abilitics they want io hire. Business-education links for
specific projects are becoming increasingly common; now businesses must enter inlo closer
consultation with schoaols, perhaps coupled with long-term hiring relationships that could aid
both the school and the business,

In the future, hiring decisions could be based on school transcripts and business managers
could provide real-world expertise in the ¢lassroom, such as critiquing resumes or presenting
the world of work to young people.

5. We must change the way we educate educators, The classrooms of the future will demand
new teaching skills. Deans of education can no longer accept the status qua, Yet the faculty
in many schools of education have had little or no classroom experience; some have never
been in a schoolroom in this country.

f. States should provide financial aid and promote those schools that are adding value to student
performance. So often in the past we have thrown additional dollars at schools where the
processes were not working, cffectively rewarding failure insiead of success. We must
change that paradigm and, at the same time, recognize that when we provide money for
effective change in our schools, we may be eliminating the need to spend more money on
police protection and prisons, There is something wrong when a society can find the
resources 1o incarcerate its yvoung people, but not to educate them,

7. We must ensure that our schools are sanctuaries of safety as well as citadels of knowledge.
Our children cannod leam if they are consumed by fear: We must develop strategies to
dissolve the root causes of school vinlence.

8. We must overeome our complacency with our schools. Businesspeople, parents and
educators must reahize that our nation's economic and political well-being depends on how
well our young people perform when they enter the workforce,

Our public school system is unigue in the world: 1t is the only system available to all young
people, regardless of social position, family background, or physical or mental ability.
Statistically, our public school system can never compete with that of Germany or Japan, for
example, where only the elite students are allowed to enter academic high school.



But since our students will be competing with workers from around the world, those American
schools that are achieving success must henchmark with the best schools in Singapore, Hong
Kong, Israel, Sweden and the United Kingdom. If America’s graduates cannot stand shoulder to
shoulder with the world's best, they soon will have no place to stand at all.

The failure of America’s public schools endangers the very fabric of American democracy and
the foundations of America’s industrial might, We cannot allow education in America ta fail
because education is the foundation of our demaocracy, the ghae that holds our society together
and the backbone of the American economy.

Time For Change

Change takes time. That means high schools, with (a1 optimum) 25 percent per annum student
turmover, are not the best incubators for change. Change also takes an investment in training, yel
it is the unusual school system that has more than a few days or dollars per year to devote to this

purpose.

Despite these issues, change is oceurring in the classroom, propelled by corporate leaders who
have proved willing to provide money and expertise to assist schools in their communities, Many
of these programs have been successful, but fow have been replicated on a large scale, Some of
the hindrances to developing and duplicating successful business-education parinerships are as
follows:

*» School and business cultures are so difterent from each other that it is difficult for
parties to communicate with one another or find ways to work in common toward
their goals, even when those goals are complementary. Few teachers have personal
experience in for -profit environments and few businesspeople have knowledge of
what goes on in the classroom beyond what they think they remember from their own
school days.

* The school system is built on burcaucratic and political eriteria, while businesses are
self-contained entities that are most interested in helping to sponsor change i the
local community where it will do them the most immediate good. Each business-
education partnership has to be developed independently, and the work frequently
gets done outside the normal channels of a top-down school bureancracy.

«  Public schools exist in a tenured, unionized, captive environment. Most businesses
that are creating change are nonunion, or the change process is taking place with the
full support of the union, Those circumstances do not exist in public school education.
Additionally, a business can always fire a worker who doesn’t “get it,” but social and
political pressures serve to keep malcontents in high school as long as possible, not
the opposite,

bartha H. Peak
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Strategies to Help Solve Our School
Dropout Problem

Stratagies to Help Solve Our School Dropout
Problem. Franklin P. Schargel and Jay Smink. ; Eye on
Education, 2001, ISBMN: 1930556144, 252 pp.

Main Article

Conceptualized and authored by Franklin Schargel and Jay Smink with chapter contributions by senior staff at the National
Uropout Prevention Center at Clemson University, this book outlines fifteen research based strategies that have been cffective
in preventing dropouts, Arguing that dropout issues are among the most urgent problems currently facing society and schools,
the authors go beyond merely describing the problem to offering a variety of solutions — an aspect of the book that will prove
refreshing for practitioners seeking research based solutions to implement in classrooms and schools.

This book will prove useful reading for high school teachers as well as teachers at alternative schools. Administrators may also
find it handy since the authors offer some useful pointers on how to implement systemic reform, Perhaps the most valuable
contribution of the book is the information on a wide array of services, successful programs, and agencies along with their
addresses and websites at the end of each chapter. This feature serves as a useful starting point for all those interested in
learning more about current practices in prevention or intervention among youth at risk of dropping out of school.

The book has twenty chapters divided into seven parts. Parts [ and 11 set the stage by outlining the scope of the problem and
the inadequacy of current reform efforts, Pant 111 focuses on early intervention while Parg [V addresses the underpinnings of
prevention programs. Part V takes a closer look at strategies for classroom instruction, and Part V1 on discusses the use of
assets found in the wider school commumity.

In Chapters 1 and 2 Schargel and Smink explain that school dropouts are an economic drain proving costly to the individual,
expensive for business, amd unsustainable for society. They argue that successful solutions require the implementation of
"systemic reform" rather than cpisodic efforts that address symptoms in place of causes. The authors point out that the use of
widely different methods to calculate dropout rates across the US impedes accuracy and may prevent us from understanding
the extent of the problem.

While Part [ lays out the scope of the problem, Part [I begins with a brief historical outline of reform initiatives to Improve
student achievement and increase graduation rates. The authors proceed to offer a glimpse of the rest of the book by outlining
the fifteen research based strategies that make up the subsequent chapters,

In Part IIT, we have three chapters focused on early interventions. Of these, Chapter 4 will be of most interest to schoals and
teachers since the focus is on family invelvement 1n deterring dropouts. Defining family involvement in schools as a
partnership with shared responsibility for student achisvement, the authors speculate that schools may not being doing enough
to reach out to parents of students placed at risk, The authors suggest that respecting the educational backgrounds of family
members and inviting parents’ imput in scheduling meefings may be ways to overcome communication barriers that exist
between parents and schools. The authors alse encourage schools to make contact with families by visiting their homes, using
technology to expand communication, and using service leamning projects to develop a strong home-school-community base.
Besides strategies for schools and classrooms, this chapter offers tips for parents that detail their responsibilities, Parents are
asked to participate in school policies and functions and to provide a home environment where education is valued,

Chapter 5 divides early childhood education into *in-home’ and *out of home® strategies and provides brief examples of both.

Chapter Six is disappointingly brief with the authors underscoring the importance of reading and writing programs in schools
but offering no specific stratepies,
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In the four chapters comprizing Part IV (Chapters 7-10) the authors "address those strategies that form the underpmnings of all
dropout prevention programs” (p, 75). These are mentoring, service leaming, alternative schooling and out of school
enhancement programs. An important point raised by the authors in these chaptors is that mentoring programs need to work in
conjunction with other interventions, Additionally, schools and communities should "set a high priority on providing safe and
healthy out of school experiences” (p. 137) that incorporate academics, recreation and a cultural and social component,

In Part V, the focus shifts to the strategies that can be used within classrooms. Professional development, the use of the theory
of multiple intelligences and the need to expand the use of technology in ways that enhance student leaming are emphasized.

In Chapter 14 the authors suggest that we have much to learn from the special education model where IEPs are designed for
every student. The authors contend that strategies that allow for individualized one on one contact with students — for example,
mentoring and tutoring programs or self-paced learning may be ways to bring the classroom instruction closer to the [EP
madef,

In Part V1, the authors argue that it is important to make connections with the commumty to create collaboration that brings
“educators, families and community members together to make schools a place where all members can thrive™ {p. 181). For
systemue renewal to occur, key areas to spotlight include redesigning the educational system towards a school fit approach,
engaging children in the curriculum, designing structural elements to provide leadership, and utilizing data and research to
a3sess the elffectiveness of practices implemented.

In Part VII the authors explain that the dropout problem is not unique to the US and that it is a global issue facing all
countries. They point out that some countries have more resources to spend on education while others do not. Some depressing
statistics cited by them include — Sub-Saharan Africa spending three times as much on debt repayment as on education and
India speading twice as much on arms as on education. However, the authors® list of grim details obscures the role of
international economic policies and their effects on national policies that dictate spending patterns that in tum affect

education. Mevertheless, the intent of this book is not to explicate international economic policy nor its effects on education —
it i to make the case that the dropout issue is indeed both widespread and urgent, a case that the authors make repeatedly.

In the last chapter, they refocus their lens on the US asking "why not find ways to make school work for all students” (p.
144). It is crucial to make education a priority, say the authors, who point out that some states spend more money on prisons
than on education. In their words, "when a society has the resources to incarcerate its young people but not to educate them,
something is wrong” (p. 248). They urge schools, the media, parents, teachers, and government leaders to come together to
prevent dropouts and work towards making every student successfil,

Overall the book offers a general overview of strategies for dropout prevention and is a quick read for a person looking for
concise information on diverse strategies. However, by the same token, to acquire an in-depth view, the reader will have to
find other sources. For example, in Chapter 12, Howard Gardener's theory of multiple intelligences is briefly explained, with
enough information to whet the appetite and some resources for further reading.

Some of the weaknesses in the book are by-products of its strengths, For example, in presenting a persuasive argument about
the cost of dropouts to society, the authors inadvertently paint dropouts as dangerous to society — as more likely "to be single
parents, be on welfare, commit crimes and go to prison..."(p. 3). Similarly, each chapter in the book can be read as a stand
alone piece which is a strength of the book but also makes the book seem less than well knit together. We must allow that
perhaps the scope of the book was too ambitious; in trying to present a great number of strategies, there are some that have
received less attention than others,

Ultimately, it is necessary to acknowledge the contribution the book makes - we receive an averview of strategies and
resources that can be used by classroom teachers, administrators, and by anyone seeking information on dropout prevention
programs, Higher education instructors may want to keep it s a handy guide. As a person who teaches courses on students
placed at risk, [ will keep this book on my shelf as a quick reference.

Teachers College Record, Date Published: 6718/2004
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The Schargel Consulting Group '

DEVELOPING WORLD CLASS SCHOOLS AND GRADUATES

EFFECTIVE DROPOUT PREVENTION STRATEGIES

The following strategies, devalopad in conjunction with the National Drapout Prevention Center at
Clemson University, have been recognized by the National Education Goals Panel (NEGP Marthily,
August 2001) and the United States Department of Education (e drogn ign.html) as

Ve hool dropouts,
- sﬁ'ﬂﬂ: Iﬂnﬁu S'_rcétumi: renewal calls for a con- - M- Alternative Schooling—Alternative schooling provides
tinuing process of evaluating goals and objectives related to polantial dropouts a variety of options that can lead 1o grady-
school policies, practices, and organizational structures as  ation, with programs paying special attention to the student's
they impact a diverse group of leamers. - I‘I:I'Mnimﬁalnuuds and academic requirements fora high

- School-Community Collaboration—When al groups I, v
in &8 community provide collective suppor to the school, & - *Aftlr-achnnl Opportunities—Many schoals provide
sirong infrastructure sustains a caring environment whera after-schoal and summer enhancement programs that efimi-
youth can thrive and achieva.
Cin, eas. Such experiances are especially imporiant for students
- Sate Learning Environments—A comprehensive vio- _ at risk of school failure ause they fil the afemoon “gap
lence prevention plan, lrl':@_q:g-qugni:t resolution, must deal’: Egjn" with constructive and engaging activities,
with potential viclence as ﬁu?ﬂ I5is management. A a;}%ﬁ- {5 i ﬁ :
leaming environment mﬂduﬂagu’ _ 5, at all grade. -_I.HQSthulunlllu._ Jevelopment—Teachers who wark with
leveis, that enhance positive ﬁﬂmﬂam uﬂmlﬁf-’:';:&:‘ywlhm high risk of ac: demic fallure need to feel supported
interparsonal skilis in all sludents, ;oo gy which they can continue to develop

3% and have an
DL B o erchi leam about innovative sirategies,
34~ Family Engagement—Research consistently finds
family engagemant has a direct, positive effect on childs
achievement and is one of the most accurats predick
student’s success in school,

- Early Childhood Education—Birth-to-five inler Nig show them that there are different ways to leam.

demonsirate that providing a child additional an chin '-'E
‘way i u' % =ducational Technolegy—Technology offers soma of

p ol I 8 best opportunities for delivering instruction to engage
provide the best possible classroom instruction from ﬂgﬁ.‘ “students In authentic learning, addressing multiple intelli-
ginning of thair school ummmnmm;g_-.-t_ gfpi:_:pn. and adapting o students’ leaming styles,

M- Early Literacy Develapment—Early interventions to -+ M Individualized Instruction—Each student has unique

help low-achieving students improve their reading and writ-  interests and past leaming expariences. An individuglized

ing skills establish the necessary foundation for effectiva- - Instructional program for each student allows for flexibility in

leaming in all subjects. © .. teaching methods and motivational siralegles lo consider
these Individual differences.
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Using International Standards To Improve Education
in the Basque Province of Spain

Ay Frarkim P Schergel and
Euwpemia fharzabal

wo edueational summits held

by Presidents Bash and
Clintun and 3 meeting held by
Lous V. Gersiner Ir., chairman and
chief execurive officer of 1BM, for
ihe nation’s governors have helped
o drive improved eduestion stas-
dards,

wdirs than M) siaees have in-
creased their educatian cricerion.
They realize that schoals, like in-
gusiries, mast be globaily competi-
tve. Technoiopies such as the fax
muchine, [nternet, and cellular pele-
paone have freed companses from
heing geographically dependent.
They can {and da) go 1o pleces
whede laxes are low, poverament
reguiation is minkmsm, aod work-
ers are iechnologically qualified.

Mo longer must Ameres's
schaols benchmark againsi paher
American schools, buf our gradu-
aues need tv compete (of jobs
agzinst the best gradoaces of 1he
best schoads in Singapore, Japan,
England, India, and lsrael

While the raising of stsie re-
quirements is sdmirsble, a paich-
waork of sise standards saill re-
mams. A sudent wha aflepds
schoal [noa deate with lower Sian-
tards than s neighbor is greasly
dsacdvantaged when looking for
spinyment. The resulis of the
Third Imeragijonal Mathematics
drd Science Study show that oe-
Hons with nationsl siandends
scared at th sep of the lisg,

What “global SAT™ can be
uged 0 medsure praduates inlema-
tonally? Some feel that using the
educational criteria of the 1998
Mileolm Baldrige National Quality
Award provides o foundation for
leveting 1he plaving field in assess-

g and compEriAg various siake
siandirds, In Gact, the Mew Jer-
ey legislatune is ablowipg the
Baldrige criterin to he used as an
liermate psaessment For {heir
siaie schook,

The Lancasier. P, schoal
disirict has edapied (ke 150 9000
b help evaluaie and improve
bow ey teach heir stedemis.
150 is the [aereehonal Stan-
tiirds Drganization means af
validating and documenting pro-
cesses of an organization's per-
larmiance and has long been used
by mamifaciuring companies.

The Inemations] Standards
are fur bever known is Edripe
where 150 cenification s often
requeired 10 do buginess, Some
schavds in Earope have been
seekang 150 cenification as a
menes of eahancing the schoel®s
repilation and aeding 1heir gradu-
ales seeking employment,

50 Efforts in Spain's
Schools

For the past four years, the
writers have been working to im-
prove educalion in the Basgue
Province of Spain. A study con-
dscted by e Ineemnationnl Labos
Organization of 38 coantries
showed Spain bad the highest un-
emphoyment rale ai 22 percent,
The rest of the Europenn Unien
bed &n unemploymend race thot
overeged 11 percent. The wiem-
plevment rake in the Unined
States never rose above 5.8 per-
oEnr during the same reporting
penamd, That, cougled with
Spain’s entry inso e Earapesn
Market. has pliced a demand on
uspireved edocation.

The Hasgue Province & {a a
pesivd of political transition com-
phicased by the existence of con.

flicting opinion and authreaks of
lerrarist veobence, There & 3 very
high standard of living in the
Basqoe Provance; yei 50 percen
of yuung peaple are unemploved
Several of Basyae Provinee's in-
fluestial lenders feli ihat the
schoals needed o S1a focusing
their eneagy an more positive
ideas imvalving collabaration,
harmonioes exisience, and
Erearer mutial respect,

The beader of the FORO, a
Apanish think tnk degigned ro
imiprave educarian, feli that con-
timucus quality learning coald
create the cultural chanpe neces-
sary it drive the Spanich society
ine the 215t century. The four
institutions that compriss the
FORQ decded, in June 1993, o
Wk bogeiher [0 encourage de-
velopmest in (he province,

Bt 1he guestion remained:
Cruld the quality in education
mavensent begun in the United
States at Moum Edgecumbe High
School in Alsika transcend 1he
boundaries of language, geopm-
phy, and culture and be trans-
plamied apd take root in Spain?

A History of Our Efforts

In December 1593, represen-
Intives from the FORD wend 1o
vidil seversl voeatinnal raining
sclsonls in the Basgue mgion o
encoursge their starl on ihe qual-
ity journey. They were met with
initinl skepticism, The adminis.
tralirs and beacher were hesitani
i change their madiional ap-
praaches amd asked the afl-toa.
Lamiliar question, “How do we
begin®™ 1t was appareat from the
beginning thal external help
wild be peeded 1o encoumgs
the chamge.

The FORC representatives

were inkerested in identifying ihe
faciors and methods for the process
in 1be Basque Pravimoe's vocasional
Eraiming schoods. As @ magor indus.
trial region in Spais, it is essential
bath for the success of the Basques
and of Spain tha gredusies be well-
versed in qualiny tols, techniques.
150 9000, Brivish standards. and cthe
Europedn Quality Award (which is
Bued on Aenerses’s Malcalm
Bakdrige Mationsl Quality Award),
The FORD feli thai the gradasres of
the Basque schools nesded 10 know
how te wark in feams, knew Bow
end when 1o apaly assessmens mes-
sures, and possess decision-making
skills and problem-solving 1eche
nigues.

Gixteen schoods expressed am in-
feresl in learning mone sboul using
fuality technigues, tools, and theory,
A growup of four schools decided 1o
foen & comsortium and hecame the
criticnl mass that waulkd pilor the
mavemenl in the Basque Province
They called upoa indussrialists in
the province who were knowledgs-
ble i quality 1o conduct looks
iraining, The educatars read bouks
it mality, which bad been trans-
Inbed inso Spamish, written by W,
Edwards Deming, Joseph Juran. and
Stephen Covey,

Mast imporiandly, they staried
applyung quality principles, tols,
and techmigues [n thedr schools, Oc-
casioaally their effors cawsed Frus-
iration. More frequently, &s their ef-
forts mes with suceess, they hecame
delighted with ihe progress ihey
were making. Using cruse and ef-
feet diagrams, and tree and flow
charls, they became sware of the
bools’ power. They decided 1o irv a
schialwide project using the rech-
nalees, (0, and methods ey kad
fearmed,



The Challenge: lnvolving
Maore Parenis

There had mever been 1 grear
deal of parencal invalvement i ike
Basque vocational schoals. [f they
coald incredse parental involvemeni
by using quality techaigues, schood
leaders believed, then teachers
wiald have greater Ssccess in
tepching the gudemis. Facuby
t=ams, using the plan-do-check-act
cycle, drew upa deladled action

DF the four schaols, the mosi
dramatic result sew paremial in-
walvement rise fram 63 percont 1o
91 percent. The directors and
beachers coulda’t hefieve bow sue.
cessful their fforms were, As a re-
aili, more Faciliy joined ihe siper-
ing Commiltess and new projecs
werg identified, insted, measured,
and rerun,

However, we faced several ob-
stacies including how 1o change the
parsdigm of some feschers who
considered that qualily was nothing
mae tEan o business ool 1o -
chedse productivity. Spanish educs-
tors don't believe thar the sole pus-
pase of schools is 1 prepare
watkers for the wockplece. Schoals
have multiple purpases smang
which is to crente responsible sib-
s, and develap an appreciation
of ari; muaic, history, and lsemture,
But if schoals fail 1o produce pro-
ibetive, echinologically preparsd
wurkers. then the schools have per-
larmed a disservice 1 the primary
customer and have filed ihose who
are raying ibe bill,

Acceptance of Quality Grows

Dur prime achievesent is that
we cheated 8 criecal ingss in a pios
neering group of schoal leaders
whase learmings have become the
experience agaimns which otlier
schoals benchimark,

Based on this initial suceess,
we've been accepied by other
schoods in the Basque Provinee and
in ather aneas in Spain. The gov-
ernment of the Basque Province,
which controls education, has ac-
cepled the process and bes agreed o
Fund the FORO's efforts 1o expand
the effort 10 oiker schoals,

The four lead schoals have
meaved into tbe seoond stage with
CIEILing misskoa sncements and cor-
rving out efforis to deploy the mis.
£10m beyond the school’s quality
cowancile. They have juse stamed

watking on improvement plans
Wil bulli-in assessment oritenia
and messuning their resslis.

The schools e alse examining
the Eurspesn Cuality Awsrd
el [54) 4004, &nd the Haldrige
Qualily Award for education. So
[z, 1he schools have carred oul
one sell-assessment fo sstablich a
basefine by seleciing che European
Foundation for Cuality Manage-
menl mwidel, equivilent b he
Baldrige Award in Europe.

Feuir schoaks that applied for
IS0 certification in May became
certifted on July 1, making 1hem
e first certified puldlie vocutional
training schoods in Spain. The 150
certification process hes helped o
standardize processes imstead of
having random, ever-changing pro-
cessed from year 1o year,

Anaiher 29 vocntional schools
have alio stirted down ile fuality
rodd and are at dilferent stoges.
Some of theem have carricd satan
imigiad self-assessmend and will spasn
ot the process towands 1500 cenifi-
catian nexd year

Studenis have started (o play
greader male in ibe ichoals, Based
oA surveys, their level of satisfac
fion is higher. Student satisfiction
it the university has increased from
37 poimts i 1996 to 61,75 i 1097,
pecodding i the EFOM model,

Alfeer inbital fear and resfstanes,
The mnsl impariant chasge tha kas
come abaud in these schools is
greaer indemnal calm. These ane
severnl ressons for this:

W An origingl fear of quality cos-
trol has disappeared, The schools
narw know what they want, Many
ol them heve written mission siace-
mients, which keve been debated by
all warking af the schood,

B Cualiy has helped the schoals
bo cheeve internal coliesion, con-
duct meerings, reach conclusioss,
and measure and sssess consanly.
B The schools have become misre
independent of adminstrative con-
trol and mare tnserdependent of
onie ancaber, Sohool lesders have
increazed their slf-esieem, since
they can talk in business leadess
miing the same languspe and sre
equally efficiest and hard working,
W The rumber of students finding
employment has incressed, al-
thaiagh at a time of sconamic fios-
PErIY, W cannaf say b0 what ex-
tent this is due to the guality
culture.

B The wneaes (seme of which
nre exchemely radical}, ruther
ihan opposing the mavemeai.
hawe compleely supparted it
Same trade uAioniss have oven
taken 1 proaciive rale in the pro-
cess by serving us qualiiy coar-
s,

Achievemenis Still 1o Come

We continue fo impleniesi
gualidy in the clagssonm, whick
i5 {hee key o seocess for gusliiy
in education. Traiwing condinuss
for leackers i the schoods. The
sckonls are looking 4t vafious
models of elassroom sisccesses
from Lanin Americn, Ewrope, and
the United Seates, 'We realize
ihat tbe mest difficuly part of
implementing quality is chang-
ing the leaming-teaching process
and bringing quality techaigues
arwl ioalks ino the classroom, [en-
praving ibme schedules, [hraries,
ndministcative. processes, aricu-
latian prograems, and imasports-
fimn effeciencies is vasy using
qualidy management processes:
Bud if we do not imprave edwca-
tion and what mkes place in ihe
classroom, quality in educniion
will end wp bedng apather fad,

W are beginning o extend

Ouf experiences 1o the restof the
public vocatisnal raining
#chools in the Basque Provines,
There are more than 40 of them,
50 a great deal of work 15 yet po
biz dose. Al the same time, we
wani b bring the qualiry culiure
ta ather companies asd political
leaders. The Basgue province,
ane of the principle exporting re-
glons of Spain, is kn srea whers
these are the greatest nunsber of
150-cenified companies. Bl
many of the companies in e re-
gEom are small, witk 50 to 500
s yees, and are wnaware of
the quality culture

The Lessons We've Learned
There sre many lessoms we
have kearned along the way.
First, there sn't o single moded
that can be iransporied over rime
and space, Each application of
process muast be customized io
the culture of the schoals, The
champions must also be gware af
the inhetent differences of whers
il is Being applied. A coakie-cut-
ter appecach is far more likely 1o
fail than one that has been spe-

cifically desigried bv the users o
lir t8eir me=ds. Thie landamental
challenpes fsced b all schends js,
usaentinlly (ke same; real mativa.
tien, goud communicarien, cops
stancy im alm, chasge in society,
and (ke moral suthority of the |ead-
=15 whi cammit themselves i {his
etleavar. There are, howeves, a-
herent differences in schonls thal
dre liserally acress the roed rom
09I anoiier,

Second, appiying the process ts
& never-ending challenge thar musi
be relentlessly pursed. The pro-
cees s best opplaed by bonkan e
house champion asd champions
inetside the organization. lamrmal
champians are awsre of ke infdls-
tes and land mines. Exrersal
champions hring a fresh appraach
und a different peripective, Wark-
ing ingether, the in-louse champi-
ons amd the outside consulianis are
mare likely bo spar obacacles o ihe
succesaful applicatica.

Third, commitment 1o the pro-
cess must be eatpbiished at the our-
sel. People new 1o the process
Must have 3 clear understanding of
the need fara losig-term comemil-
ment, Far oo maay sducatianal
innavations, like many fad dies,
prodmce lnitial shom-iesen suc-
cesoes that rapidly evaparate pver
lurme, expasing mors deep-ceased
problems and increased skepsi-
cism,

Foarih, schoal leaders need ta
be informed, very early in the jni-
fisl application stage, of the resis-
fance that they mast 1ikety will
face and bow 10 deal with it,

Fur us, ome of the bess indica-
rars of sueeess i that aur princi-
pals, faculty, parents, and siudenss
are increasioghy enthusiasiic abow
quality and producing pasitive re-
sults. Can we ask For more? &

Franklin P Schnrgel, former
gualiny cosrdimaior of Georee
Westimpiauze Vocatiomal and Tech-
wical High Scheal located in
frocklyn, N.Y, heads the Schargel
Consilting Growp, He can be *
reacived i franklini@nchargel com
ar (316} Pe0-0139. Eugenio
Ibarzabai is the coordingtar of
FORD GUPUZEGA XET, o rhint

tank devigned to improve educi-
Teom in Spain’s Hasqie Provisee.
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What are the New Responsibilities of our School
Leaders? ... An Excerpt from From At-Risk to

Academic Excellence

Today's teachers, principals and superintendents must respond to a host of new
challenges: diversity of cultural backgrounds, waves of immigration, income disparities,
physical and mental disabilities, and variation in leaming capability. Increasingly,
schools must adapt to address the needs of at-risk, nontraditional leamers, Wherever
teacher education programs have not kept pace with these challenges, many of their
graduates must learn on the job, under the tutelage of their school leaders, And the
tasks of scheduling, programming, ensuring security, and providing counseling have all
become more complex.

Schooels can no longer afford to offer ane-size-fits-all education. Today's society
demands an individualized approach that caters to the needs of each child. Today's
educational leaders cannot rely solely on traditional methods of teaching and learning;
they need a new repertoire of skills and approaches.

New Responsibilities Require New Qualifications

In the olden days, we could sum up the principal’s role in a few words: to manage the
building and head the school, lo be a pal to students, parents, and teachers; lo be a
leader of teachers. Consider a list of the major leadership responsibilities outlined for
today's principals (see chart).

Most of an educational leader’'s time is spent managing the school. This requires that
the principal have the skills and competencies appropriate for businesses as well as the
schoolhouse. But, contrary to popular opinion, the principal is not the CEO of the
school. At best, the principal is the middle manager in a system of rules, regulations,
and mandates from above'at the bottom of the pyramid of true policymakers.

But command and control theory no longer works in education™not in the classroom or
in the administration of schools. The days when principals and/or superintendents could
order people to do things are over. Traditional top-down models of school leadership do
not work in an educational environment where workers possess as much education and
experiential knowledge as the nominal leader. Only collaboration will get the job done.
And the job remains daunting. We judge our principals and superintendents by a new
bottom line: their students’ academic success. In the 1960s, 1970s, and 1980s, we
cared about equality of access and opportunity. Today, with the emphasis on higher
standards, we focus on proficiency of achievement. We no longer expect school leaders
to simply usher students through grades at a level of leaming that matches the
population or its special needs. Each year, the numbers must show improvement.
Paliticians, business leaders, the media, the public and the parents must provide the
leadership to make that happen.

This article is an excerpt from the publication From At-Risk to Academic Excellence:
What Successful Learners Do — by Franklin P. Schargel, Tony Thacker, and John Bell,
published by Eye on Education Inc.
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Events of the past 50 years have dramatically altered the world's eco-
nemic, socal, and political landscape. Our former military enemies have
joined us in pursuit of peace and prosperity. The harsh dictatorships of the
Soviet Union, Eastern Europe, and Iraq have either fallen or been toppled.
Europe has drawn together into a new entity, the European Union, Industri-
alized nations have seen their populations grow older as birth rates decline.
The world has merged into one competitive marketplace, Its burgeoning
middle class is clamoring for increased services in health, transportation, and
education. China and India, once regarded as sleeping tigers, have expanded
and strengthened their educational systems and are fast catching up with
other industrialized nations, Schools around the world face pressure to pro-
duce globally competitive, first-rate graduates,

America has reached a pinnacle of world power and influence. Our abun-
dant natural resources, robust economy, and strong demoeratic system con-
tributed to this rise; but the bedrock of our nation's prosperity and freedom is
the public education program initiated more than 200 years ago, If we wish to
sustain these remarkable achievements, we must improve the existing school
system to accommodate a new reality,

Al its best, education develops responsible citizens; inspires a love of
learning; cultivates an appreciation of art, music, and literature; promotes
cultural and social values; and builds the nation’s workforce. Our educa-
tonal system continues to prepare our future doctors, teachers, political and
economic leaders, entrepreneurs, and artists. Even the sports figures our
youth admire learn their values in school. Tomorrow's good jobs will require
advanced training and schooling that build on the indispensable foundation
of a high school diploma. Tomarrow's waorkforce needs the ability to prob-
lem solve, work on teams, keep up with fast-changing technology, and effi-
ciently use resources. Underachievement in school limits the future prosper-
ity of today's students and their families, It aleo holds the United States back
in the global marketplace,

The Social Security Administration estimates that Americans older than
63 years of age will constitute 20% of the total population by 2080—up from
13% in 1998. This means more retirees drawing benefits and fewer warkers
paying taxes. When the 76 million baby boomers leave the workforce, today’'s
cohort of students will have to take up the slack. To maintain our nation's
productivity in this information and knowledge age, we must equip them
with the skills and competencies to do their jobs. An educated workforce will
eArn more, increasing the tax base, and carry more responsibility, improving
our society and economy. But to achieve all this, we must keep today's young
people in school.

A New Reality ¢ 5



Who Will Teach Our Kids?

Educators, politicians, and businesspecple all agree that leadership in ed-
tication has never been more critical for public school systems. They also
share a grave concern about the looming shortage of qualified educational
leaders.

On October 2, 2000, the headline on the cover of Newsieek cover read,
"Who Will Teach Our Kids?” The accompanying story projected that over the
next 10 years, 2.2 million teachers—of the existing workforce of 2.6 mil-
lion—waould leave the profession because of retirement, low pay, low mo-
rale, frustration with the educational system, and better opportunities else-
where.

Yet, the crisis is not just limited to teachers. According to LISA Today,
“Roughly half of the nation’s superintendents are older than age 50 and will
likely leave their jobs in the next five vears.... Those officials worry that there
are not enough qualified candidaltes to fill the vacancies” (Henry, 2000). The
article went on to quote Mary Lee Fitzgerald, director of education programs
for the Wallace Reader’s Digest Fund, Inc., “The principalship is a bull mar-
ket. Nobody wants the job. Modest pay, long hours, uneven resources, prob-
lematic authority, increased expectations of the public make this job in a com-
petitive market a no-winner for the top half of the class.”

The job of school superintendent is often the least stable position in the
school district, Tenure averages just 36 months (less in our inner-city school
districts), According to the Council of the Great City Schools (2003), “The av-
erage tenure of the current Great City School superintendent increased from
2% years in 2001 to 2% years in 2003, The majority of superintendents (54 per-
cent) have been in office one to five years. Approximately 31 percent.. have
been in office for one year or less. Only 15 percent. . had five or more years in
their current position.” However, a superintendent must learn the culture of
the district, develop a strategic plan for school improvement, and then de-
ploy that plan—a difficult, if not impossible, task to accomplish in 3 years or
less.

A New Population of Students

According to the U.S. Department of Education (Troy, 1998), our nation
has 87,125 schools in 14,471 districts and 46.3 million students in public
school classrooms. More than 6.2 million children have limited English profi-
clency; 2 million speak no English. Two million latchkey children go home to
an empty house; another two million endure abuse and neglect at home. An
estimated 1 million children suffer from the effects of lead Ppoisoning, a major
cause of slow learning; more than 500,000 come from foster and institutional
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care; 30,000 are products of fetal alcohol syndromae. MNearly 400,000 are crack
babies and children of other drug users. More than half a million are home-
less, lacking a permanent address, Of children younger than 18, approxi-
mately 20% (14.4 million) come from homes with extreme poverty, More
than half of poor children are white and live in rural and suburban areas, And
America’s schools are taking in growing minority populations from coun-
tries that lack strong educational infrastructures.

Principals and superintendents must respond to a host of new challenges:
diversity of cultural backgrounds, waves of immigration, income disparities,
physical and mental disabilities, and variation in learning capability. Increas-
ingly, schools must adapt to address the needs of at-risk, nontraditional
learners. Wherever teacher education programs have not kept pace with
these challenges, many of their graduates must learn on the job, under the tu-
telage of their school leaders, And the tasks of scheduling, programming, en-
suring security, and providing counseling have all become more complex.

When Henry Ford's company sold its first cars, he famously stated, “You
can have any color you want as long as it's black.” Ford's plants were set up

New Responsibilities Require New Qualifications

In the olden days, we could sum up the principal’s role in a few words: to
manage the building and head the school; to be a pal to students, parents and
teachers; to be a leader of teachers. But that role has dramatically expanded.
Consider the leadership responsibilities outlined for today's principals:

Leadership Responsibilities
Principal as a Leader
® Facilitate and implement a comprehensively developed and shared
vision and mission.
e Implementation must inchude the development of structures to sup-
port the vision and mission,
® Create a culture of high expectations for all students,
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» Expectations must be communicated to staff, students, parents, and
the wider community; and actions must consistently reflect those ex-
pectations.

= Model ethical conduct and universally expect the same from faculty
and staff.

e Expectations must be clearly explained and consistently enforced,

» Empower others to make significant decisions.

* Expanding the foundation of leadership stabilizes any organization,

= Nurture teacher involvement and engender teacher leadership.

e Teacher leaders take ownership of the school and its processes,

e Comprehensive input and involvement in the decision-making pro-
cesses improves the chances of making the best available decision.

Principal as a Lead Teacher and Learner
® Sustain a school culture conducive to student and staff learning,

e Ensure the use of research-based strategies that support a coopera-
tively developed curriculum.

* Promote the use of research-based programs as a means of achieving
the school's objectives.

® Participate in focused and sustained professional development that
implements, nurtures, and sustains research-based leaming and
teaching.

e Provide focused and comprehensive instructional leadership,

e Model effective learning strategies while participating in profes-
sional development with staff.

Principal as the Face of the School
» Attend community events.
» Promote the school.
® Increase school involvement in the community.
= Ensure that steps are taken that guarantee improved educational ex-
perience for each student.

e Improve the plight of students, which improves the perception of
their parents,

» Put structures in place that promote individualized instruction
{mentoring, learning centers, remediation, etc.).

= Work to develop cooperative relationships between the school and
the surrounding community.

# Use the resources of the community.

» Allow the community to use the school's resources,
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Principal as a Manager
® Develop and manage the school budget.
* Ensure that budget decisions reflect a commitment to the school's
mission and vision.
® Select and evaluate instructional staff,
» Make staff decisions based on student and learning needs.
# Evaluate teachers based on their ability to successfully fulfill the ten-
ants of the school’s mission and vision,
® Deal with discipline and attendance concerns.
= Frovide a safe and orderly leaming environment.
® Maintain accountability for an effective and aligned instructional
program.
m Ensure compliance with state and federal mandates,

Most of an educational leader's time is spent managing the school. This
requires that the principal have the skills and competencies appropriate for
businesses as well as the schoolhouse, But, contrary to popular opinion, the
principal is not the CEO of the school. At best, the principal is the middle
manager in a system of rules, regulations, and mandates from above—at the
bottom of the pyramid of true policymakers,

Likewise, we expect much more of today's school superintendents. We
no longer select them simply because of what they know about education,
child development, teaching, or learning. They come to us from the ranks of
business, the military, political power structures, or the legal profession. Fre-
quently, they are managers not educators,

But command and control theory no longer works in education—not in
the classroom or in the administration of schoals. The days when principals
and /or superintendents could order people to do things are over. Traditional
top-down models of school leadership do not work in an educational enyi-
ronment where workers possess as much education and experiential knowl-
edge as the nominal leader. Only collaboration will get the job done.

And the job remains daunting. We judge our principals and superinten-
dents by a new bottom line: their students’ academic success, In the 1960s,
1970s, and 19808, we cared about equality of access and opportunity. Today,
with the emphasis on higher standards, we focus on proficiency of achieve-
mient, We no longer expect school leaders to simply usher students through
the grades at a level of learning that matches the population or its special
needs. Each year, the numbers must show improvement. Politicians, busi-
ness leaders, the media, the public and the parents expect excellence in every
school district, school, and classroom,
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School Leaders Are Made, Not Born

scratch the surface of an excellent school and you will find an excellent
leader. Conversely, look into a failing school and you will find weak leader-
ship. According to research, leadership has a significant effect on student
learning, second only to the effects of the quality of curriculum and teachers’
instruction (Leithwood & Riehl, 2003).

Few professions train their leaders. Wi can think of two: business and the
military. In the past education has looked to these as models. Granted, certain
leadership qualities transcend those fields, and a few innovative businesses
have redefined the corporate culture to draw on the skills and abilities of
their workforce, In general, however, both business and the military use a
cascade model where leadership flows from the well-trained, knowled geable
and educated cadre at the top to the less trained or educated workers at the
bottom. As we have noted, education is not like that: classroom teachers are
knowledgeable, well-educated professionals. Their leaders need a specific
set of skills.

Often, we select our principals from the ranks of good teachers, good
classroom managers, or superior teacher mentors. Too often, we fail to con-
sider the skills, attitudes, and characteristics essential to effective leader-
ship—and especially instructional leadership. Likewise, many college and
university programs that train educational leaders work with individuals
who choose administrative programs. Not many leadership programs go
into the field to identify potential educational leaders. There is a huge differ-
ence between managing a school and leading instruction. Few principals do
both well.

And yet, we believe that America’s schools can improve. We believe that
with effective training, greater resources, and support through mentoring,
principals and superintendents can lead the way, All across America, we find
examples of excellence—leaders who firmly believe that all children can suc-
ceed, schools that effectively meet the needs of nontraditional learners, and
educational communities that don’t give up on their at-risk students,

This book focuses on these examples of excellence. To write the book, we
sought out educational leaders whose schools have effectively met the chal-
lenges of America’s new educational landscape. We asked them to describe
the attitudes and practices that made the difference between at-risk and ex-
cellence. Their responses form the backbone of this book.

Chapter 2 sets the stage, defining who is at risk and why, Chapter 3 de-
scribes our approach and frames the discussion with an overview of the re-
sponses from practitioners. In Part [T, we delve into the specific areas where
these school leaders made a difference: student learning and achievement,
school improvement, staff empowerment, parent and family involvement,
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School culture sometimes resembles the weather, Like the weather, we
can complain about the school culture, we can protect ourselves against it,
and we can often predict it. Also like the weather, we often feel helpless to do
anything about a negative school culture, Unlike the weather; however, there
are many examples of leaders who have effectively harnessed a school's cul-
ture and improved it immensely. The task of improving a school culture is
huge, but it can be accomplished in much the same manner that one eats an
elephant...one bite at a time. Any undertaking, regardless of its size, appears
less daunting if attacked systematically and incrementally, The following is a
list of 14 items that we feel can assist any leader in developing and
prioritizing a systematic and incremental approach to improving school cul-
ture,

Fourteen Things all Leaders
Should Know to Improve School Culture

1. Understand what school culture is before trying to impact it for
the better. Leaders fail so often because they do not realize the
stamina of organizational cultures to remain the same even when
the leadership realizes that change is important. Before any at-
tempt to change the culture, the school leader and everyone in the
school must have a clear definition of culture. This definition
should include the following:
® Culture is a series of integrated patterns that when tampered

with always affects another and is tied to human behavior;
therefore, it is resistant to change,
® Culture is manifest in thought, speech, actions, and artifacts,
and it is through these things that one leams about the culture
and its patterns.
& Culture depends on man's capacity for learning and transmit-
ting knowledge to succeeding generations.
A leader, and those he or she leads, must first understand the com-
plexity of the school culture, Once it is understood, a thorough
analysis of the culture should then be completed before any change
is attempted. To simply live in the existing culture is not enough.
One must understand the patterns, the human behaviors, the
human interactions, and artifacts that create the living, breathing
culture of the institution. This is the only way to understand the
complexity of trying to change the culture.
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2. Work with the faculty to fully analyze the school mission state-
ment, A great way to begin the study of the school culture is by
first clarifying what the mission says and then looking at whether
the day-to-day operations of the school really support that mis-
sion. Often as not, when a serious study is done of the school mis-
sion statement, faculties often find that what it says is not what
they feel is important. Or, if it is important, much of what they do
daily is not fully supporting the mission. A breakthrough of
thought at this level often is catalyst for a study of the school cul-
ture and what is positive and what could be changed to support
the mission.

3. Analyze the school mission to determine if practices align with
convictions. People are only able to determine what is really im-
portant when they look at what they do daily and how they spend
their time. A great way to demonstrate this is to have every school
leader share with the faculty how he spent his time every day for a
week. By simply keeping a daily log, a leader quickly sees what is
consuming his or her day. It is an eye-opening experience.

4, Create a daily activity log, share it with the faculty, and then ask
them to keep a daily log of their activities for a week. When
those in a culture see how they spend their time, it is more obvi-
ous what has become important. Everyone might find that what
has become important encugh to take most of the day is not really
important to learning, This activity is another great way to start a
conversation about change, In some cases educators might find
that what is taking most of their day is the result of a negative
aspect of the school culture,

The best example of this is in schools where discipline problems
take almost all of the principal's ime. Many principals think that
the discipline problem comes in the door with the students. How-
ever, in schools that place an emphasis on academics and have
teachers who constantly challenge their students with interesting
and rigorous learning activities, discipline is nsually much less of
a problem. One must ask: Are the discipline problems in a school
that take so much Hme from instruction actually the result of weak
instructon?

5. The challenge of leading change is rarely a short trip. The jour-
nev 15 usually a slow one with many turns and twists in which one
often loses direction. The leader who understands that changing
organizational culture is difficult and challenging work is usually
the leader who is more likely to be successful. Not even Dr. Martin
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Luther King Jr. with all of his eloquence could change America's
culture as it related to civil rights in the 1950s and 1960s without
understanding its complexity. Dr. King understood the culture he
needed to change. He understood that only against a backdrop of
nonviolence could he hope to mirror the injustices he knew must
end. [t was through his understanding of the complexity of the
negative culture that he was able to determine the best way to
begin changing it.

Mo one person can successfully change a culture, Dr, King was
successful in the Montgomery bus boycott because people fol-
lowed him. However, this following was not automatic. Dr. King
and the Montgomery Improvement Association had to have
many meetings in local churches to explain the boycott, to get the
word out, and to make it clear that the journey was not going to be
an easy one. People followed because they believed that the cul-
ture needed to change, and they saw a relationship between their
actions and a change for the better. School lenders must insure Hhal
the people whe create the school culture see a need for change and a
beneficial outcome of change before beginning a change effort.

Understand the relationship bebween a negative school culture
and student learning. Lett to fester, a negative school culture de-
stroys any chance for many students to leamn. [t is the work of the
school leader to insure that no part of the school culture is allowed
to negate the work of learning,

Megative aspects of the school culture are often couched in a
positive part of the culture, Pep rallies, for example, are a positive
part of the school culture, They create a sense of belonging and
school spirit, But, if the culture of the school is that the pep rally
must occur no matter what it does to the class schedule, then the
pep rally may have become a negative rather than a positive part
of the learning culture,

Reinforce the positive aspects of the school culture. Rarely is
every aspect of the culture negative. A stromg leader must know
how to build on the positive aspects of the existing culture, Be-
cause cultures are scaffold creations, one can build on a positive to
create additional positives.,

Analysis of the culture must include searching for all of the
things that work in the school. What supports student and adult
learning in the building? What creates an atmosphere of success?
It is those things that might be a start to diminishing the negative
things in the culture.
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11. The culture of any organization is what its leader models and
tolerates. Leaders should use time to communicate to their staff
what is important to the school. Where leaders spend their time
indicates what they consider to be important. If the leader spends
every available moment going to the field house to visit with the
coaches, then athletics is obviously the most important thing at
the school. Tf the leader spends most of his or her time in the office,
then administration of the building is more important than in-
struction, It is really very simple: Leaders always display what is
really important by deciding where they will spend most of their
time.

12. Change requires planning, and a lot of it. Changing the culture
takes much more planning and organization than most anything
a leader will implement. The process of planning for change has
taken many forms and redefines itself each time one plans within
the context of an organization. That said, the general purpose of
planning has always remained essentially the same. Flanning, at
its core, represents an effort to anticipate and shape the future
(Webb & MNorton, 1999, p. 129), Inherent in this definition is the
major problem confronted by all school leaders: No one can un-
erringly predict the future. However, everyone can learn from the
past. When many people are asked to bring their history to the
planning process, it becomes less likely those same mistakes are
repeated, It is interesting to note that ease of access to information
has led to the development of a much more intuitive educational
workforce. As the information gap between administration and
faculty has diminished, the mystique surrounding school leaders
and administrators has done so as well. This has necessitated a
change in the way the leaders and planners conduct business.

13. School leaders must possess the key traits and behaviors neces-
sary for changing school cultures as Jim Kouzes and Barry
Posner list in their book, Leadership Challenge.

a. Model the way
s Leaders need to establish principles concerning the way
people (constituents, stakeholders, peers, colleagues, and
customers alike) should be treated and the way goals
should be pursued. They should lead by example, model-
ing the behavior they expect in others.
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b. Inspire a shared vision
o Leaders passionately believe that they can make a differ-
ence. They envision the future, creating an ideal and unique
image of what the organization can become,
c. Challenge the process
e Leaders need to search for opportunities to change the sta-
tus quo. They must look for innovative ways to improve the
organization,
d. Enable others to act

» Leaders foster collaboration and build spirited teams, They
actively involve others. Leaders understand that mutual re-
spect is what sustains extraordinary etforts.

e. Encourage the heart
o Accomplishing extraordinary things in organizations is
hard work. To keep hope and determination alive, leaders
recognize contributions that individuals make.

These time-tested traits have been found to help leaders cope with
uncertainty, changing conditions, priorities, catastrophic events,
and so forth. We believe that they are the best indicators of a
changing school culture.

[}o not confuse the appearance of confusion in the school envi-
ronment with the product of a negative culture. Some of the
most positive learning environments appear to be bordering on
total chaos. The effective leader knows the difference between or-
ganized and productive chacs and shear bedlam. Positive school
cultures are rarely Hdy. The effective leader understands that stu-
dent differences, situations, and learning styles create environ-
ments that, if successful, look very different fram the school he or
she may have attended.

We thank Marisa Boan, Assistant Principal from the High School
for Public Service in Brooklyn, New York, for sharing the follow-
ing story with us. We believe it shows the positive supportive cul-
ture an alternative high school can provide at-risk students.
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A Structure to Support Student Learning

Shared Leadership

Instructional Leadership

Student learning increases when responsible professionals build struc-
tures that support the continual improvement of leading and teaching prac-
tices. The foundation of this structure must be instructional leadership, An
instructional leader is one who understands the complexities of ensuring
that all administrative aspects of school leadership are accomplished, while
supporting effective teaching that leads to student learning as job number
one, Instructional leaders also understand that these complexities require
sharing leadership with all professionals, Teacher leadership then becomes
of capital importance to the structure and must be developed to support stu-
dent learning.

As we wrote this book, one coauthor had an interesting, but scary experi-
ence. As he has done for years, he scheduled his complete annual physical
near his birthday. Better to put the body up on the rack once per vear for a
checkup than to wait and find that a complete overhaul is needed. So, off to
his general practitioner he went. Like every other year, our colleague had
his blood drawn, temperature taken, stepped on the scales, and took the cup
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into the little room and delivered its contents to the dutifully waiting nurse,
He waited in the examining room for the doctor to listen to his chest, thump
his knees, and do all of the other things a complete physical requires. Like
other years, he expected the doctor to make small talk, read the chart over his
glasses, and say, “Well, everything looks fine, [ will see you next year unless
you need me before. Be sure to get your flu shot.” Instead, the doctor read
the chart and rubbed his chin. "1 am concerned about these numbers and
want you to see a specialist,” He said. Our colleague reeled a little and asked
the doctor to repeat what he had said and to explain further. He had never
been referred to a specialist but was glad that his primary physician knew
when a different set of skills and knowledge was needed and that there was
somenne to whom he could be sent who had those skills and knowledge. e
thought how important it was that the doctor said, "1 will be sending your
chart over this afternoon and will have a conversation with the specialist.”
Cur colleague took comfort in the knowledge that the professionals would
be conferring and that they would jointly plan for his care. As it turned out,
our coauthor is just fine, but his story made us think of the importance of a
professional community in which people with different levels of knowledge
and skills communicate, plan, and care for those who are their responsibility.

What an important image as we think about principals, teachers, par-
ents and other adults working together to form a professional community of
leamners with and for students.

Leadership is second only to nlmumlnﬂmaﬂm
among all mgg;:mmwhmm thm‘ contribute to
nﬁﬂmtﬁw@h hoc
- Foundation (2005),
How Leadership Influences:

fwhmlﬂmr

Medicine has understood for years that one doctor must confer with an-
other for the benefit of the patient. To do otherwise is madness. In fact, a
large issue in the debate over medical reform in America is the establishment
of electronic means to transfer medical records quickly from one doctor to
another. Education has finally discovered the use of data to understand what
and when students are learning. Why is it then that so few of us understand
that we must share the data, in some context, with those who will continue
to work with students once the students move to the next grade or school?
The notion of sharing leadership is bigger than the walls of the school build-
ing. But it must start at that level before scaling it to include the full system
of support for our students.
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¢ Lobby for Feeder Pattern Instructional Meetings: Instructional lead-
ers leamn to lobby for what is not only best for students in their
school, but what is best for all students in a school district. Lead
a lobbying effort with the superintendent and the school board
to create opportunibies for educators in feeder patterns to meet,
share data, and plan together. It makes no sense for a teacher
to spend the first semester trying to understand how a student
learns when a colleague who had the student previously can
help ensure that guessing is replaced with professional knowl-

edge.

¢ Discuss feeder pattern needs with other leaders in the district.
Build consensus around the importance of sharing learning data
about students across feeder patterns.

Make an appointment with district leaders to create awareness.

Unce district leadership is onboard, begin designing a plan with
all stakeholders for feeder pattern data sharing,

WWith 1:1:1119351.125 build consensus for the ]:Ila.n.

-
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The Urgency

Education is one of the only professions that often wastes the collective
knowledge of it professionals. The knowledge of an effective teacher is the
most powerful transformational force for a struggling or developing col-
league. The following data are just some of the reasons that we must stop
wasting this valuable resource and begin to share the wisdom of teachers to
help us lead schools in which all students learn.

America faces a severe school dropout problem and we are not talking
about students this time. Far more teachers than students, by percentage,
drop out of school. According to a variety of sources, 46% of teachers leave
the field—drop out—within 5 years. A conservative national estimate of the
cost of replacing public school teachers who have dropped out of the profes-
sion 15 $2.2 billion a year. If the cost of replacing public school teachers who
transfer schools is added in, the total reaches $9 billion every year {Alliance
for Excellent Education lssue Brief. | August 2005). Teacher Abrition: A Coshy
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Loss to the Nation and the Stetes. Washington, DC: Author). For individual
states, cost estimates range from $8.5 million in North Dakota to half a billion
dollars in Texas, In the next decade, according to the United States Depart-
ment of Education, the American Federation of Teachers and the National
Education Association, U5, schools will need approximately 2 million new

The large number of teachers who will be retiring are taking with them
their knowledge and expertise, which will exacerbate the situation. It is not
just the loss of warm bodies that concerns us, It is the difficulty of building an

ienced base of teaching and learning techniques that the new, inexperi-
enced, and often weakly trained staff will take time to develop, Some states,
already faced with the problem are issuing emergency licenses, thus possibly
weakening, not strengthening the teaching pool for their schools, Some ad-
ministrators have had to hire teachers with little or no classroom experience,
causing classroom management problems not just for those newly hired but
for the classrooms and teachers nearby. Teachers are the most essential com-
ponent in the learning process. Far too many school districts are facing an
uphill battle when it comes to recruiting and retaining highly effective teach-
ers, especially those who serve poor students. In fact, students in poor and
minority schools are twice as likely to have an inexperienced teacher and are
61 percent more likely to be assigned an uncertified teacher.

Teaching can be a frustrating and lonely job if practiced individually and
with little support from effective leadership. Unlike the idealized pictures of
students with empty heads sitting patiently, with their hands folded, waiting
for knowledge to be poured in, today’s students come to class bringing with
them enormous challenges. They come to school with various abilities, needs
and capabilities. For some, parents have made efforts to prepare them for
learning. For others, parents have done little and have not taken the time or
the energy to train their children in some of the fundamentals such as read-
ing, studying, learning the alphabet and how to spell their names. School
leaders need to understand these challenges and create school cultures that
allow teachers to reach every child. That may mean that teachers need to
take chances that may not always succeed. In dealing with people, not every
experiment succeeds, regardless of how well intentioned or researched. Doc-
tors, like teachers, do not have 100 percent success,
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¢ Build student and faculty self-efficacy: No leader can hope to estab-
lish a community of learners if students and teachers da not be
lieve they can be successful. Principals must help develop self-
efficacy. Self-efficacy in a school always begins with the leader's
belief that teachers can help students learn at higher levels than
many of the adults around them think they can. A strong leader
helps a school refrain from the negative attitudes about teaching
and learning that so often create downward spirals leading to
low expectations.

¢ Always speak positively about student and teacher abilities.
Never get caught up in the negativity that is so often a part of
school settings because of the tremendous pressures in today's
high-stakes environment.

¢ Engage teachers and students in consistent messages of belief
in capabilitics and messages that challenge everyone to reach
teaching and learning goals. Provide support and resources for
reaching expectations,

¢ Create awareness of negativism in the school by creating an in-
ventory over a one-week period as you walk through the build-
ing. Share the results with faculty, and when appropriate with
students and others. The goal is to become aware of negatives in
order to support a turn to positive change.

Example:

Awareness Inventory — September 6-10
Manday, September &

1. Overheard teachers in hallway before school compaining about
stores on a recent test, Comment, I could not believe they did not
study for this. | guess they just don't care. My parents would have
Killed me if | brought home a grade fike thay made on this test”
Studenis were going to the locker during teacher's comments.

2. Owverhaard studant tell mother that “they were not doing anything
in math class.” Allowed to check oul. Must bettar communicats BX-
pectations to parents,
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3. Only two teachers attended the student choral production on Mon-
day evaning.

4. Overheard teacher In cafeleria; “He is not very smart, | had his sis-
ter a couple of vears ago. The whaole family s a litthe slow.”

Tuesday, September 7

1. Based on a casual count, heard teachers say "don't” to studants 27
ltmas during the day. Usa positive relnforcement.

Wednesday, Seplamber 8

1, Moticed that In several places, displayed student work is the same wark
that was displayed for back-to-school night,

Chapter Summary

Teachers are leaving the profession at an alarming rate. Clearly some-
thing must be done to deal with the teacher dropout problem. As previously
mentioned, the schools of education are failing to adequately prepare new
entrants into education. Although universities are beginning to redesign
preparation programs to better prepare teachers and leaders, the responsi-
bility for having the best teachers rests with those in the field. Teachers re-
soundingly blame lack of preparation and weak leadership as reasons for
leaving their jobs.

We addressed leadership in our first book, From At-Risk to Academic
Excellence: What Successful Leaders Do (2007). In our second book, Creating
School Cultures That Embrace Learnming, What Successful Leaders Do (200%9), we
addressed building supportive school cultures. You now hold in your hands
the culminating book on creating high-performing classrooms by sharing
leadership with teachers.
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Franklin P. Schargel

“There are some whao believe that education is expensive. Education is not; ignorance is.
Tenorance is at the root of most of the world’s problems. It is not the children who are “af -
risk. ™ It is our families, our economies, and our way of life.”

¢ Educator: 33 Years
o 33 years as a teacher, 6 years (concurrent) as a school counselor, 7 years (concurrenl) as an assistant principal,
supcrvision (all AF"s and supervisors taught al least onc class),
#  Author:
o 104 Articles
= WASSP, ASQ Joumal, SEEN Magarne, For “Guidance Clanncl Monthly, Hufffington Post, Violenoe
Provention Dhigest, (representative sample of pericdicals)
= O garticles Hoffington Post (#2 “newspaper”™ m the world with 26 million unique hits per month)
oo 11 Books published, one in process
=  Topics: At-Risk Leaner, School Leadership, School Culiure and High Performing Classrooms The nexi
one, Safe Schools: A Guide for Edvcaiors, Parents & Snadents, published by Routledge will be available
hAarchy, Hi14
#  Conference Presenter: 200H since 1941
o Average aticndance about 200 cach. Smallest audience = 6. Largest in Mexico = 18,000 in § cities in 4 days. Last
vear keynode in Calgary, Canada = 11,004,
o United Matkons and for Vincente Fox, President of Mexico.
o Conference speaker General Topics: At-Risk Learners, Keeping Alternative Learners in Schools, Dropout
Prevention, Leadership & School Culture, Preventing School Violence.
& Consultant: 49 states and 10 conntrics
o 49 siaes and Washington D.C. (Missing Alaska)
o Canada, Europe and Latin Amenica
& Televised Interviews: 15+
o Local, natonil and infermational
& The website went live on December 15, 2007, Number of visits 402,388 Number of Umigue hits (first time =
176,785)
o Blog is updated two to three fimes a week. Top county hits: U5, (62%), Australia (9%), Canada {3%), Morecco
(. 76%), Philippines (.5%), Spain (. 36%), India (. 34%) Uniled Kingdom (.27%), Germany (.26%) Malaysia (. 18%)
s YuTURE video series: 15 segment {two 1o four more will be added by the end of September 2003}
o hntps:ffwnow, voutobe, cou'rgsal1sTsearch_guery=Irmklin+scharpelfog=Fmnkln+ S48 _|=yvoutube, |.0.351

ESTIMATED IMPACT

56,000 Educators, business leaders, governments, community ai large, including parents, who in turn
impact a COUNTLESS NUMBER OF STUDENTS who are now and will be high school and college
graduates, educated employed productive citizens, and the leaders of many nations today, tomoerrow and
heyvond .

“We need to re-invent, redesign, restructure and reengineer our schools that they meet the
needs of ALL of our students, our society and our workplace.”



