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          1  COMMITTEE ON EDUCATION

          2                 CHAIRPERSON WOOTEN: Before I start, I

          3  would just like to acknowledge briefly, I think we

          4  have a few parents in the audience; am I correct?

          5  Can I ask all those that represent schools to please

          6  just stand a moment? If you are here representing a

          7  school or a district. Nobody here?

          8                 Are you here for any other reason

          9  than listening to our testimony? I know I met a

         10  gentleman from 372 this morning.

         11                 Don't be shy, you can stand up. Are

         12  there any other parents? As you come in, I will

         13  acknowledge you. I have been joined here this

         14  morning by Council Member Koslowitz from Queens,

         15  Council Member Fiala from Staten Island, Council

         16  Member Carrion from Manhattan, Bronx. Council Member

         17  Nelson, you are Manhattan. And my colleague from

         18  Brooklyn and next door to me, Malave-Dilan. He

         19  wanted to know if I missed him, how could you miss

         20  him?

         21                 Good morning. I know we are a little

         22  late starting, however, we always usually are on

         23  time so there is no need to be complaining about it.

         24  We are happy to have our Deputy Chancellor here and

         25  those people who are with him in order to be able to
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          2  update us on where we are in school-based budgeting.

          3                 I just want to say good morning to

          4  all of you, and indicate the Committee on Education

          5  will hold an oversight hearing to discuss the status

          6  of school-based budgeting, also called

          7  performance-driven budgeting.

          8                 In September of '96, Chancellor Crew

          9  introduced performance-driven budgeting, which

         10  brings budgetary decisions making down to the school

         11  level in hopes of increasing school performance.

         12                 To help carry this out, Deputy

         13  Chancellor Spence's office developed a school

         14  leadership team plan. These teams made up of school,

         15  staff, parents and community members have the job of

         16  coming up with the school comprehensive educational

         17  plan and the performance-driven budget to support

         18  it. Supporters of performanced-based budget that the

         19  schools themselves know best what their students

         20  need and therefore should have the flexibility to

         21  use funding in the most efficient way.

         22                 The plan begins in the first of the

         23  year, '97, and in February the school district was

         24  selected to participate in the pilot program. As

         25  chair of the Education Committee and as a parent and
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          2  grandparent, I understand why there is such a great

          3  concern about student performance. Each student is

          4  special and each school deals with the different

          5  groups of students. It is our responsibility to make

          6  sure that the resources we provide for our

          7  children's education is spent in such a way that

          8  benefits them and allows them to get the most out of

          9  their education.

         10                 The purpose of today's hearing is to

         11  follow up on what progress has been made since the

         12  plan began and to determine whether this plan has

         13  been successful so far.

         14                 Deputy Chancellor Spence will be

         15  testifying, and just please identify yourself for

         16  the record, and all of the people that you have who

         17  will be supporting you.

         18                 DEPUTY CHANCELLOR SPENCE: Thank you,

         19  Madame Chairwoman, and members of the Committee. I

         20  appreciate your indulgence with my scheduling

         21  difficulties today, I apologize for the delay.

         22                 My name is Harry Spence, Deputy

         23  Chancellor for Operations of the New York City Board

         24  of Education. With me today is Beverly Donohue,

         25  Chief Financial Officer for the Board of Education.
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          2  And we are pleased to have an opportunity to update

          3  you on the progress of an absolutely critical

          4  component of both of our strategy for raising

          5  standards and improving student achievement, and

          6  within that for the decentralization that is so

          7  critical for that to effectively occur.

          8                 It is a timely moment because we have

          9  also provided you with a just recently issued copies

         10  of the Executive Summary of the first annual

         11  evaluation of performance-driven budgeting, and

         12  wanted to offer that to you.

         13                 We found it an extremely valuable

         14  evaluation in the sense that it did exactly what we

         15  hoped, which is it pointed out the areas where we

         16  should persist in what we are doing because it is

         17  providing strength, and then it pointed out the

         18  areas where the risks lie and the potential failings

         19  lie, and therefore it is powerful as a focus for us,

         20  a way of focusing us on ensuring that the move to

         21  decentralized budget decision-making moves all the

         22  way to completion successfully.

         23                 We have provided you with a package

         24  of materials which I think are intended to frame a

         25  discussion of performance-driven budgeting. Why
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          2  don't I spend some few minutes going through those

          3  as background and then we can talk further as you

          4  wish.

          5                 What I do want to do, just to set a

          6  bit of a time framework, you remember that it was a

          7  changes in governance law that occurred in December

          8  of '96 that the school level budgeting, what we call

          9  performance-driven budgeting, was mandated for the

         10  entire system to be accomplished by October -- by

         11  2001, by the school year 2001 to 2002; is that

         12  correct?

         13                 MS. DONOHUE: Yes.

         14                 DEPUTY CHANCELLOR SPENCE: To be

         15  implemented by the school year 2001, 2002. But at

         16  the time that that law was passed, the Board had

         17  actually already started down the path

         18  decentralizing its budget process, because we

         19  believed that it was critical to the realization of

         20  the goals of performance-driven system, the goal of

         21  higher achievement for all children.

         22                 So, understanding understanding the

         23  legal framework and the legal mandate, I am going to

         24  be talking about this really not as a legal

         25  compliance issue, though we will further that, but
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          2  instead as part of a program whose purpose is to

          3  improve education, which we would be doing if there

          4  were a law or not.

          5                 We were delighted in a sense to have

          6  the law reinforce it, I think strengthen the

          7  commitment to institutionalizing it. Obviously in

          8  any institution as large as politically buffeted as

          9  this one, the question of being able to sustain a

         10  program initiative is always a struggle, so a legal

         11  mandate that says you must do it, must decentralize,

         12  gives greatly enormously added force, and

         13  sustainability to the effort to decentralize. But we

         14  believe it is educationally required to begin with.

         15                 So, our goal with performance-driven

         16  budgeting is to redefine the relationships and

         17  decision-making authority among the three levels of

         18  the board, the schools, the districts and the

         19  central board, so the decisions about the use of

         20  resources are directly linked to effective

         21  instructional strategies and improved student

         22  achievement.

         23                 It has been a historic struggle in

         24  all of public education, in New York and in every

         25  other city: Does budget drive instruction? Or does
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          2  instruction drive budget? Is the instructional

          3  activities at schools simply the sort of almost

          4  random outcome of budget decisions that are made,

          5  not by educators, frankly, but by people like you

          6  and met, either by most importantly obviously

          7  elected officials, but then implemented by senior

          8  level bureaucrats? Or do the dollars get driven by a

          9  clear understanding at the school level of what the

         10  children of that school need to achieve standards.

         11                 And all of this effort is directed to

         12  try and turn what has been a historic case of

         13  budget-driving education on its head, flipping it

         14  upside down. Not saying obviously that education

         15  means that we get to claim every dollar we want, we

         16  understand that will never happen. But that

         17  education should drive the use of every dollar we

         18  get so that the needs of children genuinely drive

         19  the use of every dollar we get, rather than teachers

         20  learning that they are to do this this year, this

         21  next year and this the following year as budgetary

         22  priorities shift and change at senior governmental

         23  levels.

         24                 So, it is built around that turning

         25  the world upside down, as we actually said at one
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          2  point, that the schools, at their best the schools,

          3  with an informed understanding of the educational

          4  needs and opportunities of children, then can shape

          5  the uses of dollars to achieve the highest levels of

          6  achievement for the children.

          7                 It is central to our belief in a

          8  performance-driven system which says basically 110

          9  Livingston Street can no longer tell the schools how

         10  to educate children. That model has clearly failed,

         11  it doesn't work. We know that.

         12                 Rather, the schools must do hard,

         13  careful, thoughtful diagnostic work of understanding

         14  that children, their communities, the resources they

         15  have available in the school and outside, what

         16  parents can bring to the table, what teachers can

         17  bring to the table, what administrators can bring to

         18  the table, what the children themselves can bring to

         19  the table, what community organizations and others

         20  bring to the table, what elected officials bring to

         21  the table. Look at that in light of a sharp and

         22  clear understanding of challenges that children face

         23  and the impediment to learning and mobilizing all of

         24  that so that children can move to their highest

         25  levels.
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          2                 It is also a belief that the

          3  education needs of children vary greatly, by

          4  background, by community, by that what you need to

          5  do in District 6, in a school where the majority of

          6  kids are recent immigrants from in District 6 that

          7  would likely be the Dominican Republic for whom

          8  English-as-a-second-language, who have just been

          9  through an experience of relocation often and the

         10  like, may be very different than what you do in

         11  District 19 in East New York, or different than what

         12  you do in District 26 in Eastern Queens, that the

         13  needs of children vary, that the opportunities that

         14  are available to them vary, that the work you have

         15  to do to bring all children to the same level of

         16  capacity will vary, and therefore the educational

         17  strategy must vary district to district, school to

         18  school, neighborhood to neighborhood, community to

         19  community in response to the particular

         20  circumstances. All directed at every child achieving

         21  the same goal, no variability in goal. This is not

         22  some children get educated to one standard and other

         23  children get educated to a different one, all

         24  children getting educated to a high standard

         25  requires different approaches, the integration of
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          2  different resources and the use of different

          3  instructional modes to get there.

          4                 The principles behind the

          5  performance-driven budgeting plan are enunciated --

          6  we actually laid out almost three years ago now,

          7  when we started down this track even, I think as I

          8  remember even before the law was passed, and those

          9  principles are summarized on page two. Ultimate

         10  measure of the effectiveness of performance-driven

         11  budgeting, of any action we undertake, is its impact

         12  on teaching and learning.

         13                 Anything we do is, the measure of its

         14  effectiveness is its impact on teaching and

         15  learning. The principalship is the crucial

         16  leadership position of the school system, which is

         17  to say, again, if we have a wonderful chancellor or

         18  a wonderful district superintendent, but principals

         19  aren't given the tools or don't understand or have

         20  the capacity to lead in the ways they must lead, the

         21  system will fail.

         22                 And, frankly, if you had wonderful

         23  principals at every school, and superintendents and

         24  chancellor didn't know how to go about the task, you

         25  would get a lot done.
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          2                 It really happens, it is the old

          3  story, it happens in the classroom and in the

          4  school, and it either happens there or it doesn't,

          5  and all of the rest of us exist simply to try and

          6  help that to happen.

          7                 Three, the most crucial work in the

          8  school system is done by teachers in the classroom.

          9  Again, that is where it occurs, and the rest of all

         10  of this enormous apparatus exists only to help make

         11  that teaching occur more effectively. With greater

         12  authority to manage resources comes greater

         13  responsibility and accountability for achieving

         14  results. Again, the basic theory is we give schools

         15  much greater latitude to choose their educational

         16  strategy, but in return for the latitude comes

         17  accountability.

         18                 Or to put it another way, if we are

         19  to say to schools you're accountable for outcomes,

         20  we have to give them the latitude then to shape the

         21  inputs to make that happen.

         22                 The old model was one in which

         23  central office held onto a belief in its supreme

         24  wisdom on how to educate, and the school has gotten

         25  returned to be able to say, well, we did what you
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          2  told us and it failed so it is not our fault. And

          3  everybody got, the central office got to stand

          4  around feeling it had great authority over a failing

          5  system, and the schools got to feel they were able

          6  to escape accountability in a failing system and as

          7  the ship sank everybody got to point at everyone

          8  else.

          9                 The effort here is to say no, we have

         10  to move to a position where authority and

         11  accountability exist at the school level within a

         12  broad framework set by state and set by the state

         13  and the Board of Education.

         14                 Finally, instructional strategies are

         15  most effective when resources and actions are

         16  aligned to improve teaching and learning. You can

         17  have a first rate strategy if we then give you a

         18  budget that doesn't let you carry it out, you can't

         19  do it and it won't work.

         20                 So, those are the basic principles.

         21  Again, in a sense, turning the system on its head,

         22  trying to say in a real hierarchy, if you really

         23  drew the pyramid right, you would have the schools

         24  at the top, the districts supporting them and

         25  central providing the support at the bottom, rather
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          2  than the way we always visualize it, which is

          3  Chancellor at the top and the schools down here. The

          4  real truth is from a child's eyeview the school is

          5  at the top of this pyramid, the teachers are at the

          6  top of this pyramid, everybody else is working to

          7  sustain the work in that classroom as effective

          8  work.

          9                 The best alignment of resources and

         10  actions takes place when the prisons are made

         11  closest to where teaching and learning take place.

         12  We believe deeply in the notion of diagnostic work.

         13  We have to look at student scores, at student work,

         14  you have to review the work that children do, both

         15  classroom work and testing, both formalized tests

         16  and diagnostic assessments that may not be part of

         17  the annual testing structure but have to be used.

         18                 For example, we have put in place

         19  this year ECLLAAS, it is called Early Childhood

         20  Learning Language Arts Assessment System. Providing

         21  to early childhood teachers grades K through 3, a

         22  set of assessments, little classroom, you could call

         23  them tests, but little classroom pieces of work

         24  tests basically, whose purpose is not to grade kids,

         25  it is to give the teacher a clear understanding of
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          2  what parts of literacy the child is doing well in

          3  and what parts of the literacy process a child is

          4  not doing well in, and then you can do

          5  individualized strategies child by child - this

          6  child is developing fluency, but has problems with

          7  comprehension; this child is developing writing

          8  skills but isn't picking up the reading at the same

          9  level.

         10                 So, we believe very deeply in the use

         11  of diagnostic tools that give you feedback. You

         12  can't just expect a teacher to keep in their head,

         13  oh, yes, yesterday Jonny did such and such, it seems

         14  to me probably that means you really want to have a

         15  set of tools for teachers that help them to

         16  constantly understand where the work is working with

         17  which kids and where it is not, and then from that

         18  knowledge apply the resources of this entire system

         19  in support of that.

         20                 The alignment can occur only when

         21  authorities delegated to schools to make decisions

         22  within a framework of goals and priorities,

         23  obviously so you need them to give the schools the

         24  control of resources. Teachers, support staff,

         25  administrators and parents are involved in key
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          2  decisions that affect schools. That is a very

          3  important piece. We talked about school leadership

          4  teams, it is a basic belief, and not just a belief,

          5  it is proven fact that when children get the same

          6  messages about learning and education, from all of

          7  the critical adults in their lives, when they hear

          8  at home a message of high expectations and support

          9  for achievement and an understanding of how the

         10  school is going about working with their child, when

         11  they hear from teachers a message of high

         12  expectations, when they hear from administrators,

         13  and all of the adults in that child's life are

         14  reinforcing a message both that you can achieve, and

         15  an understanding of how we are going to go about it

         16  to help you achieve. Those children in schools where

         17  the message is integrated and consistent achieve at

         18  much greater levels, than in schools where there is

         19  a divided or uncertainty or confusion where a kid

         20  comes home with homework and the parent says what

         21  are they doing here? If the parent doesn't

         22  understand what is going on, what the strategies

         23  are, how can the parent be a partner in moving that

         24  child forward?

         25                 If the teachers and principal don't
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          2  agree upon a common strategy, how is that child

          3  going to get a common clarity? So, very important

          4  then not just that there be a strategy, but there be

          5  a shared strategy, that is the core task of school

          6  leadership teams.

          7                 Finally, the role of central and

          8  district offices is to provide support. As I said

          9  earlier, that is the pyramid inverted. We are at the

         10  ground helping the support.

         11                 What are we doing to actually carry

         12  out the principles in this plan? Well, we selected

         13  -- we are moving forward with essentially a

         14  three-phase implementation process. In the first

         15  group of phase one schools were selected in 1997,

         16  early '97, shortly after the law was passed. We

         17  selected a total of eight, six community school

         18  districts, and initially two high school

         19  superintendencies. We have added a couple more.

         20                 So there is a core group who were the

         21  first ones to work with us on the implementation of

         22  this. We said we can't put this into effect across

         23  the entire system, you can't design a huge change

         24  like this in your head and then put it in place and

         25  see where you guessed wrong and have huge problems.
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          2  In any major system change in a system this big you

          3  bite off a piece, you put it in place, you learn

          4  from that process, you work with schools and

          5  districts in particular that are already well

          6  advanced in decentralization capacity and so you do

          7  it in a piece.

          8                 So, we did it in six community school

          9  districts, two high school superintendencies

         10  initially.

         11                 Phase II was selected a few months

         12  ago. Those are the second set of districts added and

         13  there are a total of 12 additional districts, so 20

         14  out of 32 -- yes, 20 out of 32 of the districts are

         15  now involved directly in the implementation, the

         16  first group well advanced, they have already been

         17  through now really two rounds of this process, two

         18  years' worth of practice and we have learned from

         19  that.

         20                 CHAIRPERSON WOOTEN: Excuse me, have

         21  they been evaluated yet?

         22                 DEPUTY CHANCELLOR SPENCE: This

         23  evaluation evaluates --

         24                 CHAIRPERSON WOOTEN: This is the

         25  evaluation of the prior three years?
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          2                 DEPUTY CHANCELLOR SPENCE: That's

          3  right. And it is an evaluation in particular for the

          4  work that has been done in what we call the core

          5  group, which was the initial eight. That is really

          6  where we developed the model. So the first phase of

          7  evaluation is in place here, this is the first of

          8  three, it is a three-year evaluation process. This

          9  is the year one evaluation, there will be two more

         10  coming out.

         11                 CHAIRPERSON WOOTEN: Well, we don't

         12  have too much time to read it to respond --

         13                 DEPUTY CHANCELLOR SPENCE: I can

         14  summarize. We wanted to leave it with you, but I --

         15                 CHAIRPERSON WOOTEN: I would like to

         16  read it, Spence.

         17                 DEPUTY CHANCELLOR SPENCE: I

         18  understand. That is why we gave it to you and wanted

         19  to leave it with you.

         20                 CHAIRPERSON WOOTEN: So I know how to

         21  pose my questions..

         22                 DEPUTY CHANCELLOR SPENCE: Okay.

         23                 And a third phase needs to start very

         24  quickly, because if we are to hit the 2001, 2002

         25  schedule, we need to get schools working on it, all
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          2  schools working on it very shortly. So, we are going

          3  to be recruiting the last group in the fall, this

          4  coming fall everyone will be engaged in working on

          5  performance-driven budgeting.

          6                 In the first year my office and staff

          7  in my office really did the initial design work on

          8  performance-driven budgeting working initially with

          9  a group of superintendents. In the summer of '96, I

         10  had a series of meetings with a group of

         11  superintendents in which we worked together to do

         12  the initial design of how to decentralize budget

         13  authority.

         14                 Then in '96/'97, my office moved to

         15  implement that. We made some progress, but we also,

         16  there were areas clearly where we didn't succeed

         17  fully, and one of the things that became clear was,

         18  same old story, you can't do a decentralization

         19  design that is centrally driven. If you really want

         20  to have it change a major system, you will always --

         21  no matter how hard I try to understand the needs of

         22  schools and districts, Harry Spence is going to see

         23  the world through the eyes of a central office

         24  person, and even with the best will in the world, I

         25  am not going to get all of the things that are
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          2  needed.

          3                 So, in year two we said we are going

          4  to try a fairly radical experiment for the system.

          5  It has never been done before. We are going to turn

          6  over the implementation of a huge and enormously

          7  important initiative to field personnel. And we

          8  asked the Directors of Operations, who are really

          9  the business budget people for the core, that first

         10  group of six community school districts, to form a

         11  team to commit very large amounts of time to

         12  designing how we move forward with this. And

         13  obviously they needed to consult with us to make

         14  sure we had central concurred, but they should

         15  develop the plan for moving this forward.

         16                 I actually think it is a whole new

         17  way of operating for the system. It is basically

         18  saying the branch offices decide and central has to

         19  concur, but the branch offices drive it based on

         20  their need. That was the business model we started

         21  using. And I have to say I think it has been

         22  difficult but extraordinarily powerful in terms of

         23  ensuring that this isn't fake decentralization, or

         24  you know, kind of half decentralization, it is

         25  really driven by field needs. It causes
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          2  inconvenience for us in central, don't always like

          3  what they push, it always makes life a little more

          4  difficult for us, it means we have to give up

          5  additional authority and control, but boy has it

          6  given credibility to this process and I think also

          7  driven budgeting process around the needs of schools

          8  and districts.

          9                 That has been a terribly important

         10  change, and I think one that we hope to increasingly

         11  use as we try to decentralize other functions of the

         12  system.

         13                 Then we established a group of

         14  central advocates, because the other problem is all

         15  of the districts that were moving forward would want

         16  to make changes in this or that, and then they would

         17  come to central and say I need permission to do

         18  blankedy blank, and they wouldn't always get

         19  permission, to say the least. Or they would run into

         20  a problem at central and people in central didn't

         21  have time for it, or people at central didn't really

         22  want to give away authority or whatever. We said,

         23  well, let's require a group of key central and

         24  enlist, not require, but enlist a group of key

         25  central office leaders, senior bureaucrats in the
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          2  system, to build a relationship with each of those

          3  six districts, one per district initially, six

          4  advocates, one for each district. A very senior

          5  person in the system, highly experienced, the kind

          6  of person the people knew how to work the system,

          7  and ask that person to work with that school

          8  district to use their skills to move the needs of

          9  that district forward.

         10                 So, each district has assigned to it

         11  a central advocate whose purpose it is to keep

         12  pushing items forward where central may either

         13  resist or be unable or not respond, so the districts

         14  get a clear and strong voice beyond their own in

         15  central.

         16                 Then we wanted to provide management

         17  training for district level staff, that was focused

         18  on strategies for decentralization, and we designed

         19  an extensive training program in one of the areas

         20  where I think we are learning. We know we are kind

         21  of learning what is the training the best serves

         22  this purpose, but we made a major commitment to

         23  training, initially working with NYU school of

         24  management to provide instruction in the system for

         25  senior people in the system so that as they worked
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          2  with decentralization they could actually have some

          3  management theory to work off of. Then the

          4  independent and objective three-year evaluation

          5  studied by NYU to give us constant feedback, and

          6  then the development of a school-based budget

          7  system, software basically, a software system to

          8  support local decision-making, that software system

          9  is being designed by the district personnel for the

         10  needs of schools in districts, not by central

         11  personnel. And we are advancing down the line, are

         12  pretty close to at least having a prototype of that

         13  ready to go.

         14                 Beverly brings me up-to-date. Many of

         15  the functions of that software system, budgeting

         16  system, will be in place this summer for the core

         17  districts, for the six districts. So, it will start

         18  being tested out this summer.

         19                 Then finally, we have developed the

         20  Chancellor's plan for the school leadership team,

         21  because that really links together strategy, budget

         22  and entire school communities joining together

         23  around it.

         24                 As you will remember, the school

         25  leadership teams have two tasks: Develop a
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          2  comprehensive ed plan and do the school budget. It

          3  is to link directly to this work that brings these

          4  pieces together so that the notion of decentralized

          5  strategy based on a diagnosis of kids' needs and

          6  then aligning resources to accomplish that strategy

          7  is all put together in a single system.

          8                 What is Galaxy 2000? We move to the

          9  next page. It is really the kind of -- it is

         10  carrying this change in a lot of ways. A good piece

         11  of software is a powerful tool for bringing change

         12  forward, in fact.

         13                 And this is the software being

         14  developed for the performance-driven budget. It is

         15  to implement the requirements of the school

         16  governance legislation, being designed, as we said,

         17  by the field for the field. It is a system that will

         18  permit schools to budget in English and not in

         19  budget codes. It allows school level personnel,

         20  parents, teachers, administrators, to sit together

         21  to say, okay, we know what our kids' needs are, what

         22  our problems are, we know last year we didn't do so

         23  well in this area, we want to realign our strategy

         24  to focus on math in the seventh grade where we

         25  clearly had some weaknesses and to look hard at the
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          2  special needs of bilingual kids where we didn't do

          3  so well, realign our strategy. Now we know what

          4  kinds of personnel we need. In the old model, before

          5  Galaxy 2000 were in place, they might be able to

          6  say, well, we need additional folks of this kind, we

          7  will have to give up a blankedy blank and replace

          8  them with a whatever, we will have to make those

          9  hard budget decisions that you are used to making

         10  all the time about choices and priorities, and then

         11  under the old system they would have to have a

         12  budget expert sitting with them, translating that

         13  into zip codes and elaborate rules, and they need a

         14  full-time account, you know, who knew this Board of

         15  Ed budgeting system.

         16                 What we realized is software can do

         17  that. Technology can do that. They can get a

         18  software system where they basically take their

         19  strategy, convert it into a staffing plan, and then

         20  the computer, I am way oversimplifying but in

         21  concept the computer translates that into budget

         22  language, so you don't need to have budget experts

         23  at the school level to do this. All you need is

         24  something that people at the school level, many

         25  schools certainly have capacity for, which is
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          2  basically the thinking of how to do this, what kind

          3  of people do I need to get there. That is something

          4  everybody at the school level can do.

          5                 CHAIRPERSON WOOTEN: You know, I am

          6  trying to follow you, and I am running into a little

          7  trouble.

          8                 DEPUTY CHANCELLOR SPENCE: Okay.

          9                 CHAIRPERSON WOOTEN: You know, before

         10  you mention the software concept, I saw many

         11  different layers of processes to go through and in

         12  my mind I am thinking what happens if one of them

         13  falls through the cracks.

         14                 And then when you go into the

         15  software, you know, that kind of frightens me,

         16  because they are not comparable, unless it is the

         17  knowledge of the system that you can run it without

         18  that component once you get into the groove of

         19  knowing what it is, but it frightens me because it

         20  is a well laid out plan, it is something that it

         21  responds to questions that have been raised, but I

         22  am just, you know, I have seen layers and layers of

         23  pieces and I am a little concerned about what

         24  happens if those pieces begin to fall through the

         25  cracks.
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          2                 Are there any kind of mechanisms set

          3  in to continue to let that move smoothly through

          4  that process?

          5                 DEPUTY CHANCELLOR SPENCE: Well, I

          6  think the most important mechanism is the continuing

          7  evaluation that will keep, that will nail an issue,

          8  if something's core piece is missing it will nail

          9  it.

         10                 Another key piece is the fields

         11  driving this.  So if the core group of district

         12  personnel are finding they are not getting support,

         13  they will know it. I mean, they will be able to

         14  point out what is missing.

         15                 So, I think there are several layers

         16  of protection, but I still think you are correct, in

         17  the end it requires a commitment from the central

         18  board to genuine decentralization if it is to work.

         19  And maybe if we could, that is actually the core

         20  lesson of the evaluation.

         21                 CHAIRPERSON WOOTEN: There is going to

         22  have to be a process and a person to make sure that

         23  these pieces fall in place.

         24                 DEPUTY CHANCELLOR SPENCE: Right.

         25                 CHAIRPERSON WOOTEN: And I am assuming
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          2  that is the principal.

          3                 DEPUTY CHANCELLOR SPENCE: At the

          4  school level that is the principal, that's correct.

          5                 CHAIRPERSON WOOTEN: Now, the role of

          6  the superintendent is to keep the central board

          7  abreast of what they may not be adhering to?

          8                 DEPUTY CHANCELLOR SPENCE: Well, it is

          9  two-fold: The schools have to bring to the district

         10  their strategy and their budget, and the district

         11  has to review it, that is the quality control

         12  mechanism.

         13                 CHAIRPERSON WOOTEN: I will tell you

         14  one component that I think will be evident in this

         15  process is that most certainly if there is a weak

         16  link, it would show it up early on.

         17                 DEPUTY CHANCELLOR SPENCE: Yes.

         18                 CHAIRPERSON WOOTEN: And that you are

         19  going to have to have a lot of people who are going

         20  to have to be up-to-date.

         21                 DEPUTY CHANCELLOR SPENCE: Yes.

         22                 CHAIRPERSON WOOTEN: And knowing what

         23  they are doing. And I hope people are not frightened

         24  to remove them. And that is another process, the

         25  removal piece. Putting a plan in place, I don't hear
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          2  or read any kind of mechanism for removing that weak

          3  link. You know, it should have shown up in your

          4  first audit, and your first audit should have

          5  related to an area of concern and the process by how

          6  to go about eliminating that area.

          7                 If we don't start to build in our

          8  areas of anticipated weaknesses, we are going to be

          9  stuck with a program, a process that will not work.

         10  Because you are going to get someone stuck in those

         11  areas, you are not going to be able to remove them,

         12  and somebody is going to suffer in there. And when I

         13  say suffer, it is almost time to remove a personnel

         14  from a position, and because I got this or that in

         15  it, it is not happening.

         16                 In our system right now we talk in

         17  terms, right next door we are talking about status

         18  of police and how they are performing and where they

         19  come from, but over the years when your decisions

         20  have been made, nobody put anything whatsoever in

         21  place to cover.

         22                 We bring these so very important

         23  process along, but we make very little decisions

         24  that are built into these plans for removal, and if

         25  we don't remove -- if I see one link because you
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          2  have gone from the very beginning step-by-step. If I

          3  missed a step I am going to fall flat on my face. I

          4  need a system that if my lights go out, then there

          5  is something that is going to kick it back in again.

          6                 DEPUTY CHANCELLOR SPENCE: Right.

          7                 CHAIRPERSON WOOTEN: And that is the

          8  only thing. And we are partners in this process, I

          9  have to be a little negative occasionally.

         10                 DEPUTY CHANCELLOR SPENCE. I hear you.

         11                 CHAIRPERSON WOOTEN: If you don't

         12  provide a cushion.

         13                 DEPUTY CHANCELLOR SPENCE: Yes, or a

         14  safety net.

         15                 CHAIRPERSON WOOTEN: You are going to

         16  get evaluation reports either souped up to make

         17  people collect their checks, or you are going to

         18  find that we are not going to work this out because

         19  we have not provided the local district. I am

         20  talking to the central board now. The guidelines for

         21  setting up such a process, if you are not in the

         22  position to protect that process from step one all

         23  the way through then some schools, some districts --

         24  because we are not talking about a school, we are

         25  talking about a district that falls through the
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          2  cracks, if that mechanism on back-up system is not

          3  in place. And I am trying to read and listen to you

          4  at the same time, and I don't know if this has

          5  addressed it or not.

          6                 DEPUTY CHANCELLOR SPENCE: Let me

          7  maybe -- could I --

          8                 CHAIRPERSON WOOTEN: We have been

          9  joined by Council Member Linares and Council Member

         10  Foster and Council Member Pinkett.

         11                 DEPUTY CHANCELLOR SPENCE: Maybe if I

         12  could just speak to that question, would that be

         13  helpful?

         14                 CHAIRPERSON WOOTEN: Yes, okay.

         15                 DEPUTY CHANCELLOR SPENCE: I think

         16  there are several things that must go into place.

         17  First of all, one of the things we have done is we

         18  have done this phased implementation, so as you say,

         19  we don't have to implement this for the entire

         20  system, it is phased in two ways: It is phased

         21  because we are taking the districts in three

         22  different bites so districts work on it, develop

         23  capacity, a small number, we improve it and then a

         24  next group begins to take up the task.

         25                 So, we can actually have a small
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          2  enough number in each phase to make sure the

          3  progress is occurring to keep an eye on, you know,

          4  on the bird that falls, and come in to help. That is

          5  one piece.

          6                 It is also phased over time. In terms

          7  of when schools have to do each of these activities,

          8  they have to form their leadership teams this year,

          9  but they don't have to do anything else.

         10                 Next year they have to do their

         11  comprehensive educational plan, their educational

         12  strategy, but they don't have to do budget. They

         13  have a whole year to work on the master educational

         14  strategy. Then the following year they have to do

         15  budget.

         16                 So we said, this is a three-year

         17  process in which you first learn the organizational

         18  for a school leadership team, you then learn the

         19  strategy and then you learn budget, you don't try

         20  and make everybody learn everything all at the same

         21  time.

         22                 Finally, obviously, very intensive

         23  training is going to have to occur across the Board.

         24  Not just for parents but for teachers and

         25  administrators in this process, it is going to
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          2  require real training across the board.

          3                 So, all of that helps to support a

          4  process in which you can keep an eye on each party

          5  so that if there is a failure, you can step in. And

          6  in the school leadership team language, for example,

          7  if something says if a school leadership team is

          8  dysfunctional, the superintendent --

          9                 CHAIRPERSON WOOTEN: If your provided

         10  dependency from one process to another you would be

         11  able to know what is going on.

         12                 DEPUTY CHANCELLOR SPENCE: Right.

         13                 CHAIRPERSON WOOTEN: I can't move

         14  unless you do something.

         15                 DEPUTY CHANCELLOR SPENCE: That's

         16  right.

         17                 CHAIRPERSON WOOTEN: And I believe if

         18  you truly feel that this is the way to go, that

         19  dependency is going to have to move in the process

         20  as you presented it, that if you don't do something

         21  right, I cannot move on my piece.

         22                 DEPUTY CHANCELLOR SPENCE: That's

         23  right.

         24                 CHAIRPERSON WOOTEN: If you don't

         25  build it in, you are going to get cracks.
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          2                 DEPUTY CHANCELLOR SPENCE: Yes.

          3                 CHAIRPERSON WOOTEN: In other words,

          4  you can't move from one step until there have been a

          5  final kind of signoff from one step to another.

          6                 DEPUTY CHANCELLOR SPENCE: Yes.

          7                 CHAIRPERSON WOOTEN: That is the only

          8  way. You know, I have been through both

          9  decentralized and centralized, and I know where some

         10  of the cracks are. If you are talking about a

         11  process as you presented today, I would suggest, I

         12  would make a strong suggestion as the Chair of this

         13  Education Committee, go back and find a dependency,

         14  from one level to another, to make sure that from

         15  that beginning to the end that it connects. If

         16  something does not connect you can't move on.

         17                 DEPUTY CHANCELLOR SPENCE: Right.

         18                 CHAIRPERSON WOOTEN: And I think it

         19  can be done so easy to make a dependency from -- in

         20  your school-based leadership concept, if there is

         21  not some kind of mechanism in place that needs to

         22  take place before you move on, you will know before

         23  these pieces are in place.

         24                 DEPUTY CHANCELLOR SPENCE: Yes.

         25                 CHAIRPERSON WOOTEN: I am looking at
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          2  some of your restraints. If the guidelines are

          3  flexible, and that is the excuse for failure, right

          4  away you build in an excuse for failure by saying no

          5  two districts are alike, we know that. No two

          6  districts or three districts are alike, but these

          7  are basic steps that you should adhere to before you

          8  are able to move on to identify the difference

          9  between one district and another.

         10                 DEPUTY CHANCELLOR SPENCE: Right.

         11                 CHAIRPERSON WOOTEN: And I have

         12  learned early on, I am not anticipating all 32

         13  districts are alike; however, there should be at

         14  least five to six major guidelines that will lock

         15  into each one of those districts and bring them to a

         16  resolve that I am a little different but I have to

         17  adhere to these six points.

         18                 DEPUTY CHANCELLOR SPENCE: There is a

         19  framework for everyone that says this is what

         20  everyone must do, and then within this framework you

         21  can allow for local variability, but there still is

         22  a basic framework that has to be in place, whether

         23  it is the Chancellor's plan for school leadership

         24  teams, whether it is the regulations on

         25  performance-driven budgeting that we issued last
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          2  fall; is that correct?

          3                 MS. DONOHUE: Yes.

          4                 DEPUTY CHANCELLOR SPENCE: In draft,

          5  it went out in draft. So, there still is a very

          6  clear -- we are trying to create a clear framework,

          7  not one that chokes people and feels so tight that

          8  they can't get what they need for their kids, but

          9  one that sets a basic frame that says, and if you

         10  don't do this, you get caught and either help or

         11  discipline, depending on why there is a problem.

         12                 CHAIRPERSON WOOTEN: But sometimes,

         13  Spence, you have to be choked in order to be able to

         14  do it right.

         15                 DEPUTY CHANCELLOR SPENCE: That is

         16  where if you fail --

         17                 CHAIRPERSON WOOTEN: Life should not

         18  be so easy that you should pick a document and it

         19  moves along smoothly. You have to grow with the

         20  growing pains and processes that eventually are

         21  going to work. And it is just constructive criticism

         22  on what I foresee.

         23                 Maybe if you give me an opportunity,

         24  I am going to ask staff to really go through this.

         25                 DEPUTY CHANCELLOR SPENCE: Yes.
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          2                 CHAIRPERSON WOOTEN: So it will

          3  provide us, and we can always get that in writing to

          4  you on how we feel about this document, because this

          5  document will tell you your strengths and

          6  weaknesses. And I am assuming that you have time

          7  that you can pull those weaknesses together, so that

          8  you can build the next report that you could more or

          9  less bridge the two together.

         10                 DEPUTY CHANCELLOR SPENCE: Yes.

         11                 CHAIRPERSON WOOTEN: But this dealing

         12  with this document, it talks about the steps, but

         13  there is nothing that says -- there is no glue in

         14  there. And in order for those pieces to come

         15  together, you are going to have to have some

         16  irresistible glue to make it so that nobody can

         17  squeak through those cracks and that is what I am

         18  afraid is going to happen.

         19                 DEPUTY CHANCELLOR SPENCE: Okay.

         20                 CHAIRPERSON WOOTEN: We start our new

         21  project with good intentions, and they are good

         22  concepts for learning, but somehow or another we

         23  don't tighten up to make sure that these points are

         24  not taken care of before we move on to the second

         25  step.
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          2                 DEPUTY CHANCELLOR SPENCE: Well, I

          3  think what is striking for me is that the last

          4  paragraph of the evaluation, if you go to the last

          5  page, the summary paragraph I think speaks to

          6  exactly the issue you raise.

          7                 It says that the evidence from the

          8  first year study indicates the performance-driven

          9  budgeting initiative has made a substantial effort

         10  to begin to transform a traditional command driven

         11  bureaucracy into a flexible response-driven

         12  user-friendly system that locates decision making

         13  authority and responsibility. So, a good start it

         14  says, but then it says, but because it is still in

         15  its early stages, central must maintain a

         16  single-minded sustained focus combined with an

         17  intense commitment to change strategy, and I hear

         18  that in a sense as reinforcing what you are saying.

         19  If there is not that kind of intense institutional

         20  commitment tracking this, supporting it, providing

         21  discipline where discipline may be needed, providing

         22  help where help is needed, it ain't going to really

         23  happen.

         24                 CHAIRPERSON WOOTEN: It also talks

         25  about consistency and strong leadership.
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          2                 DEPUTY CHANCELLOR SPENCE: Right.

          3                 CHAIRPERSON WOOTEN: So you are not

          4  going to have a whimp in this one. And if you find

          5  it, you are going to have to build a mechanism and

          6  remove them.

          7                 If you don't, then some districts are

          8  going to fall through the cracks. But we are not

          9  talking about a school now or a child, we are

         10  talking about an entire school district. And no

         11  Councilperson who sits up front wants to be put in

         12  that category of having a weak link. And I don't see

         13  anything, the controls on central and the districts

         14  are there, but there is nothing there that tells me

         15  that if in essence this doesn't materialize, there

         16  is room for removal.

         17                 And we shouldn't even be talking

         18  about removal. If there is a document that deals

         19  with a process, the process for points of

         20  elimination have to be put in right along with the

         21  document so everybody is clear from the beginning.

         22                 If you are not responding to your

         23  responsibility, then there is a removal within a

         24  certain length of time.

         25                 DEPUTY CHANCELLOR SPENCE: Yes, right.
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          2                 CHAIRPERSON WOOTEN: We don't have

          3  time to waste in these processes because our

          4  children are not standing still, they are moving on,

          5  and that is my major, major concern.

          6                 I don't know enough about this right

          7  now, to talk about the other points, but I do know

          8  from the beginning that there needs to be a

          9  tightening and this report says it.

         10                 DEPUTY CHANCELLOR SPENCE: And the

         11  system of accountability that the Chancellor has

         12  been putting in place is the basic support for that.

         13  If the superintendent is not moving this agenda

         14  forward in his or her district, that will show in

         15  terms of that district's performance and the

         16  Chancellor has now, at long last, the authority to

         17  remove that person and put in leadership that can do

         18  it.

         19                 We are struggling with a similar

         20  question, and I don't want to make this our topic,

         21  but around principals.

         22                 CHAIRPERSON WOOTEN: If you read the

         23  last line, it most certainly addresses, it says

         24  reaction that has successfully destroyed most

         25  previous efforts to reform the New York City school
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          2  system. It is because these mechanisms are not in

          3  place, and we can't afford any longer to not start

          4  to implant these things early on.

          5                 DEPUTY CHANCELLOR SPENCE: I would

          6  just add one quick thing. We, last year, and the

          7  person who deserves credit for this is on my left,

          8  our extraordinary chief financial officer, we last

          9  year got allocations to schools June 1st. It was the

         10  first time in I think 30 years that schools had

         11  received their dollar allocation before the end of

         12  the school year. That is essential if

         13  performance-driven budgeting, if all of the

         14  decentralization is to mean anything. We are going

         15  to do it again this year, we are going to do it

         16  unfortunately, probably in a little dicier way. Last

         17  year we had the extraordinary circumstance that

         18  amazingly the legislature actually passed the budget

         19  in time for us to actually give schools their real

         20  allocations, to say to them, we know what the City

         21  money is, we know what the state money is, here is

         22  what you are getting.

         23                 This year the chances are, it is

         24  looking at least at this moment like the chances are

         25  we are going to have to go back to doing projections
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          2  for the state funds. We hope not. We think if the

          3  legislature is genuinely committed to this kind of

          4  decentralization that they have mandated that they

          5  will over time come to understand that if they are

          6  to make this real, they have got to be real about

          7  getting dollars to schools in time.

          8                 So, we are hoping that we are going

          9  to be able again to give real allocations, but we

         10  have promised the schools that if we can't give real

         11  allocations, we will provide them our best guess or

         12  a range that would say high end, low-end, this is

         13  the range of what we think are the possibilities, so

         14  that schools can spend the month of June planning

         15  their budgets, their personnel, their educational

         16  strategy for the following fall. It makes a huge

         17  difference in terms of opening schools September 1st

         18  and real and effective instruction going on, as

         19  opposed to losing the first month or two months, as

         20  you try and figure out what we are doing. I think

         21  that has been a terribly important step for the

         22  system and we are going to hold to it.

         23                 CHAIRPERSON WOOTEN: Well, we are

         24  concerned about the reform of the system, and this

         25  is a concern that the reaction that we give you as
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          2  we perceive it, those of us who have been around for

          3  quite some time, and have been through many, many

          4  attempted reforms --

          5                 DEPUTY CHANCELLOR SPENCE: Yes.

          6                 CHAIRPERSON WOOTEN: And I put it in

          7  that perspective, because that is exactly where it

          8  is.

          9                 DEPUTY CHANCELLOR SPENCE: I do

         10  remember, Madame Chairwoman, when I first was hired

         11  by Chancellor Crew, and I was still in Boston and

         12  about to come down and start this job and a friend

         13  of mine said I have a friend who is a teacher in the

         14  New York school system, I am going to all her up and

         15  tell her that my friend Harry Spence from Boston is

         16  going to be Deputy Chancellor, and I said that will

         17  be great. She called me back about an hour later,

         18  and she said, well, I talked to my friend the

         19  teacher and said well what does this mean for you,

         20  and she laughed and she said nothing - chancellors,

         21  deputy chancellors come and go, it has no impact on

         22  the schools whatsoever.

         23                 I think we have had impact. I don't

         24  think we are done, I don't think the impact is

         25  uncontroversial, but I don't think anybody would say
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          2  this Chancellor has had no impact on schools, and in

          3  that I am deeply heartened, just the fact that at

          4  least it is not invisible. And our hope obviously is

          5  that that impact is to focus the system immensely on

          6  teaching and learning, to focus on student

          7  achievement, and then to provide support to make

          8  that focus effective in raising children's learning.

          9  But at least the first step of having impact is

         10  there, and that gives me hope, frankly for our

         11  continuing efforts as we move forward in the years

         12  to come with this, as this administration moves

         13  forward, to really build deeply into the system

         14  these decentralization changes.

         15                 CHAIRPERSON WOOTEN: Well, I am sorry

         16  you have got that first impression, I have been

         17  around under many, many chancellors of the Board of

         18  Ed, and there have been positive impacts. For me to

         19  make such a statement means that my three children

         20  who went through the public school setting did not

         21  have the proper kind of education and I know they

         22  did.

         23                 We are about the only people here in

         24  the City of New York that does not appreciate what

         25  we have. Other people around the country talk about
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          2  our system, and they talk about it in a positive

          3  way. We are the only people who life in the City of

          4  New York that really dog ourselves when it comes to

          5  what we have. I think you probably would have to

          6  move outside the system to know what other people

          7  have to appreciate what we have here.

          8                 DEPUTY CHANCELLOR SPENCE: Yes.

          9                 CHAIRPERSON WOOTEN: There are a lot

         10  of changes that have been taken place over the years

         11  under the good superintendents, good chancellors,

         12  and I say to you, you have made a difference and

         13  that is why I think we are partners.

         14                 DEPUTY CHANCELLOR SPENCE: Yes.

         15                 CHAIRPERSON WOOTEN: I think you will

         16  find early on that this Education Committee has

         17  provided good, sound advice, not mandating -- you

         18  know, you don't give us the credit, but every now

         19  and then I read a little line that came out of this

         20  committee that you are listening to us at least.

         21                 You heard what my concerns are, I am

         22  going to not ask you some of the questions that I

         23  have written down because I really do want to get

         24  into the concepts of what the evaluation is saying

         25  to us.
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          2                 I just want to be very careful. I

          3  would like to see in actuality the dollar, the

          4  dollar amount of money and how you break it down in

          5  the categories on how it really is spent, how your

          6  guidelines are set up as it relates to expenditures

          7  and so forth. So, I will reserve my right to revisit

          8  this again, and in actuality maybe we would do an

          9  oversight visit, to see in actuality how the

         10  districts that are involved in the program right now

         11  are moving.

         12                 Are you saying then in different

         13  phases you have a fiscal -- you say you start out

         14  with the classroom concept, right? And you move to

         15  the budget and everything is not done at the same

         16  time. Would you have a district who is going through

         17  one or another of those processes right now?

         18                 DEPUTY CHANCELLOR SPENCE: Yes, there

         19  are districts that are going through their

         20  comprehensive ed plan reviews now, and we will be

         21  starting budgeting this spring, and I think that

         22  might be --

         23                 CHAIRPERSON WOOTEN: Those are the

         24  areas that I would like to do on-site visits in

         25  those areas where you all have already ongoing.
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          2                 DEPUTY CHANCELLOR SPENCE: Okay, I

          3  think this spring would be a great deal of

          4  opportunity to see this process in action and talk

          5  with people who are engaged in it.

          6                 I want to add one other quick thing.

          7  A very substantial fear I had when we started down

          8  this road was people said to me in the system, so,

          9  you are going to tell us you are going to

         10  decentralize decision-making to the schools about

         11  budget, but you and I know that there is no real

         12  discretion. You and I know that by the time we sit

         13  down with the numbers there aren't going to be any

         14  choices to make. So, it's a sham.

         15                 I am no longer fearful that that is

         16  the case for two reasons: One is because of the

         17  support of this Council and the Mayor and the City

         18  and actually the legislature in the state and the

         19  economy we are in, that in fact we are not forcing

         20  on schools brutal decisions about where to cut, but

         21  instead giving schools flexibility to work with what

         22  is a growing, modestly but a growing pie in

         23  education. So they have flexible dollars, new

         24  dollars to work with. At the same time, most

         25  importantly I actually am just hearing even absent
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          2  that, and I hear it now from principals again and

          3  again and I heard it ten days ago from a principal

          4  in district 15 at a public presentation, there are

          5  lots of choices that they are making.

          6                 The schools that are actually doing

          7  it, the principals are experiencing making real

          8  choices about particularly staffing questions. I

          9  have a strategy to do this, do I need this or this?

         10  And this principal from district 15 said, you know,

         11  be careful what you pray for. He said it is tough

         12  making these decisions now. It used to be we just

         13  got told you got these people, go do it. He said now

         14  we have to make very hard decisions, we have to

         15  think about this kind of personnel versus that kind

         16  of personnel, this kind of strategy versus that kind

         17  of strategy, they are painful decisions sometimes.

         18  He laughed and he said thank you, Mr. Spence, I

         19  appreciate it, you know? He was feeling the pressure

         20  but also feeling that as a principal he really could

         21  now shape the strategy in this school.

         22                 I have been hearing that again and

         23  again and I am very much, I am relieved of the

         24  anxiety that there isn't enough flexibility in this

         25  system to make real decisions. I believe there is.
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          2                 The only principals who continue to

          3  say it, and I understand why, are those who haven't

          4  yet been involved in it, who fear that that will be

          5  the case. But the ones who are actually in it, I

          6  have heard in district 19 principals talking about

          7  the same thing, making real hard decisions.

          8                 And as the principal in district 19

          9  said, now when we realize that in picking a teacher

         10  over some other personnel position or slot, that we

         11  wanted a teacher instead of a librarian, or

         12  whatever, we now take much greater concern over the

         13  quality of that teacher.

         14                 CHAIRPERSON WOOTEN: Well, they will

         15  make my heart glad when those students' scores, the

         16  math scores go up. If they are preaching it, then

         17  they need to practice it.

         18                 DEPUTY CHANCELLOR SPENCE: Yes.

         19                 CHAIRPERSON WOOTEN: And then it makes

         20  me feel good when I read in the paper that they are

         21  going up.

         22                 Council Member Fiala.

         23                 COUNCIL MEMBER FIALA: Thank you,

         24  Madame Chair.

         25                 Just three questions, Mr. Deputy
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          2  Chancellor. Which member of the executive division

          3  of the Chancellor's office is responsible for the

          4  day-to-day management and oversight of this Galaxy

          5  2000 program, performance-driven budgeting and the

          6  school leadership teams? Is that --

          7                 DEPUTY CHANCELLOR SPENCE: Well, the

          8  pieces come together in my office because I am

          9  responsible for school leadership teams, and I have

         10  taken a member of my executive staff the

         11  responsibility for moving that piece.

         12                 Over time, we will establish a more

         13  formalized department or a role within, but right

         14  now I am taking personal responsibility for that.

         15  The implementation of all of the budgeting stuff is

         16  under Beverly Donohue, who works under my

         17  supervision. So, we work together to mesh these

         18  pieces, and then we work with the instructional

         19  division, in particular Bill Casey, who is in charge

         20  of the development of comprehensive ed plan

         21  requirements on that third piece, the educational

         22  strategy that the school leadership team puts

         23  together as preparation for the budget.

         24                 COUNCIL MEMBER FIALA: These district

         25  director of operations, currently how many are in
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          2  place? We are phasing in in three phase-in periods?

          3                 DEPUTY CHANCELLOR SPENCE: Yes.

          4  Directors of operations is a position that already

          5  existed in all of the districts, or almost all of

          6  the districts, basically all the districts.

          7  Sometimes there is a slight title variation, but

          8  there is a person in charge of this, they are doing

          9  the design work and then as the design work gets

         10  done, the design is being implemented in phases.

         11                 So, right now six districts,

         12  community school districts are fully implementing

         13  it, are well advanced in implementation of the

         14  performance-driven budgeting, 12 more are coming on

         15  line and the remainder will shortly be added.

         16                 COUNCIL MEMBER FIALA: Okay.

         17                 And they report to the superintendent

         18  of the --

         19                 DEPUTY CHANCELLOR SPENCE: They each

         20  report to a superintendent.

         21                 COUNCIL MEMBER FIALA: Okay. And the

         22  final question, there is some relativity here, about

         23  a year ago, Madame Chair, both you and I addressed

         24  the school leadership teams with some trepidation.

         25  We talked about the community school boards and what
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          2  role they play, and are they now obsolete. What role

          3  are they playing now, and what role will they play

          4  in the Galaxy 2000 Program?

          5                 DEPUTY CHANCELLOR SPENCE: Well, in

          6  the development of Galaxy 2000, it has really been a

          7  school-based focus. We are actually in the process

          8  of developing the software. The staff who have been

          9  working on it have held focus groups now with

         10  roughly 300 principals. The major client for this is

         11  the principal.

         12                 The Galaxy 2000 is really a way of

         13  allowing lay people to design budgets, and it has

         14  really been focused on what kinds of key decisions

         15  and information do you need to make those decisions.

         16                 Ultimately those budgets go to the

         17  superintendent and the superintendent, then that

         18  obviously frames out ultimately what a district

         19  strategy looks like and the superintendent has the

         20  right to say to a school no that is not a sound

         21  decision process, and I have a problem with that.

         22                 The school board is involved in all

         23  of the issues around school leadership teams, in

         24  terms of the development of a school leadership team

         25  process, they review that. They do not by statute
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          2  review budget, so they are not directly involved in

          3  this. By statute they are not.

          4                 Is that correct? Am I correct?

          5                 MS. DONOHUE: Yes.

          6                 DEPUTY CHANCELLOR SPENCE: Yes. Under

          7  the new governance law by statute they don't review

          8  the budget.

          9                 CHAIRPERSON WOOTEN: Excuse me.

         10                 But it would seem to me if you are

         11  localizing those funds, somebody has got to watch

         12  the superintendent. You can't watch them all.

         13                 DEPUTY CHANCELLOR SPENCE: Well, we

         14  watch them pretty carefully.

         15                 CHAIRPERSON WOOTEN: I know. What I am

         16  saying is, then what is the responsibility of that

         17  school board? If they are not -- you know, somebody

         18  brings a budget in, it is a rubber stamp concept?

         19                 DEPUTY CHANCELLOR SPENCE: No, their

         20  task is to shape the educational policy for the

         21  district. The district policy, to decide issues like

         22  do we or don't we do inclusion, what is our policy

         23  within the framework of law and overall with respect

         24  to bilingual ed? How are we going to manage -- what

         25  about issues of homogeneous, versus heterogeneous
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          2  groups -- all of the issues about how we educate our

          3  children are really the core work of community

          4  school boards.

          5                 This is a huge transition. Community

          6  school boards in fact have historically often, not

          7  all, but many have been preoccupied with personnel

          8  and budget. Now the law has said to them, no, you

          9  are shaping educational policy for your district,

         10  and the task then of carrying out that policy

         11  through personnel and budget is the superintendents.

         12                 The district board obviously still

         13  nominates the superintendent for consideration by

         14  the Chancellor for appointment. And if a

         15  superintendent is not carrying out the Board's

         16  policy, the Board has the opportunity not to

         17  nominate that person to the Chancellor.

         18                 So, they do oversee the

         19  superintendent to make sure that he or she carries

         20  out the educational policy they shape.

         21                 CHAIRPERSON WOOTEN: Spence, if that

         22  piece of the process is not cleared up, because

         23  somebody don't have the nerve to make a decision,

         24  you are not going to have -- you know, I hate to

         25  make this concept, you are not going to have the
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          2  kind of piece process that is going to be flowing in

          3  the district as we perceive it to be, no matter how

          4  many documentation, no matter how many plans that

          5  you come up with, if somebody don't have nerve

          6  enough to straighten out that little piece, you are

          7  talking about a borough person, but nobody is moving

          8  to elect it, you are about to go into the election

          9  that tells people that were not appointed, you are

         10  going through an election process that tells people

         11  that their responsibilities and duties are X, Y and

         12  Z and you are not giving them zero.

         13                 And I know I brought this up before,

         14  and I should not hold you hostage, but I don't have

         15  nobody else that I can vent my anger on. State

         16  Legislators are going to have to make some decisions

         17  around here, they can't keep fooling people.

         18                 These people out here, you are

         19  running an election, you are giving people the

         20  impression that they have all of this

         21  responsibility, and they have zero. Burt Sachs, you

         22  know they have zero.

         23                 And I say it inasmuch to say to you

         24  is that people don't have -- you know, if the New

         25  York City Council was in a position to clear this
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          2  up, they would be holding us hostage and they would

          3  be writing about us every day.

          4                 Well, somebody is going to have to

          5  resolve this. If not, no matter what you try to

          6  implement in this system is going to come under

          7  fire, and not work because there is a sham already

          8  built in that you have nothing whatsoever to do

          9  with. But you have to live with it, and you have to

         10  relate to it and respond to it. And nobody has nerve

         11  enough -- Mary, I know they don't have nothing to do

         12  with, because the only people who could move those

         13  people out is the State legislators, and if they

         14  moved it out, then they would resolve that layer and

         15  stop fooling people that something is going on that

         16  is not.

         17                 And you know, when Spence got quiet

         18  and looked down, I know he knows I know what I am

         19  talking about. And there is nothing you can do about

         20  that and I know there is nothing you could do.

         21                 It is a process that has been

         22  completely for whatever reason, could be a political

         23  reason, it is a process that has been totally

         24  eliminated out of the thoughts of people, but the

         25  shadow, the shadow is still there, and it is going
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          2  to remain there until somebody does something about

          3  it.

          4                 Can somebody get Council Member

          5  Linares back to the table, please.

          6                 COUNCIL MEMBER FIALA: May I just say,

          7  Madame Chair, to the Deputy Chancellor, I agree. I

          8  mean, we know it is not your responsibility but I

          9  think we have extended a very overt invitation. If

         10  the Board were to come to some of us, to ask us to

         11  push, I know we would be willing, because the

         12  Chairwoman said there are cracks and if there are

         13  cracks, this wonderful system as conceived on paper

         14  will fail and our kids don't stop growing as you

         15  said, so we just want to try to do away with that

         16  crack and I think we need to look at it very

         17  seriously.

         18                 CHAIRPERSON WOOTEN: But I don't think

         19  I want the responsibility. I will take everything

         20  that is coming to me, but I am not doing it.

         21                 COUNCIL MEMBER LINARES: Chancellor, I

         22  listened to your testimony and I do appreciate

         23  having been involved in, as far as some of my

         24  colleagues, in school board in the eighties and

         25  having been in the classroom and training teachers
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          2  in City University, and now from this side, being

          3  involved in government and some other dimension, I

          4  have a sense of appreciation of the extent of the

          5  challenge, and a sense of recognition of the courage

          6  that I think it would take to really face up to what

          7  is now mandated by state law, to shift the way we do

          8  business in educating children from a centralized,

          9  pretty much centralized because I think school

         10  boards have been somewhat limited and on their own

         11  out there, to a school-based effort that allows us

         12  to oversee the process differently and change their

         13  culture, the attitude, the manner in which we hold

         14  ourselves accountable and hold the process

         15  accountable for children.

         16                 So, I want to have a sense of

         17  appreciation of how big of a challenge this can be

         18  and we are kidding ourselves if we think that we are

         19  looking at changing such a vast bureaucracy in five

         20  years, it is going to take more than that by just

         21  looking at this plan.

         22                 So, I think you need all the help you

         23  can get from everywhere.

         24                 DEPUTY CHANCELLOR SPENCE: I think we

         25  do.
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          2                 COUNCIL MEMBER LINARES: And we still

          3  should be extremely concerned. But I will tell you

          4  what is at stake here, in my estimation, if we fail,

          5  the forces that are looking to completely dismantle

          6  public education, have everything going their way

          7  just by the status quo that you have. And we talk

          8  about vouchers, you can see vouchers and those who

          9  are pushing vouchers sweeping guarantee with public

         10  education and the implications of that I have no

         11  clue, but in my estimation devastating.

         12                 So, I think that we have no choice

         13  here. There is a conference that I talked to you

         14  about called (In Spanish), the role of parents in

         15  the education of their children, and that is a

         16  conference sponsored by the White House Initiative

         17  that I am vice chair of, which will take place June

         18  4th and 5th, at City College.

         19                 I want very much to see some way to

         20  share with 1,000 or so parents that are coming, and

         21  other educators from throughout the City, what this

         22  plan is about to see how many people you could

         23  commit from that effort, in terms of the role that

         24  the federal government, the state government, which

         25  will be invited as well as this level made an
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          2  effort.

          3                 I have a couple of questions to ask

          4  you, and in line with what I just indicated.

          5                 I notice that in the first phase you

          6  selected a number of districts. I would like to know

          7  what criterias, how did you approach to decide this

          8  first group of districts and not others, and how did

          9  you decide the second group? And what happens with

         10  those that are not yet --

         11                 DEPUTY CHANCELLOR SPENCE: In it.

         12                 COUNCIL MEMBER LINARES: -- In line

         13  with the process? I think that that would help a

         14  little bit.

         15                 DEPUTY CHANCELLOR SPENCE: The way in

         16  which we first approach the question of sort of the

         17  core group who wanted to step forward and join with

         18  us was in the form of what we called an invitation

         19  partnership. You could call it an RFP but it really

         20  was an invitation to partnership. We said which

         21  districts want to join with us at central in

         22  redesigning this system, because we always knew if

         23  it was to be redesigned, it couldn't be central

         24  doing all the redesigning.

         25                 So, we did an invitation to
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          2  partnership, asked districts to indicate their

          3  interest. I don't remember how many responded but it

          4  was a significant number, 14 or 15 or so, 13 or 14,

          5  or it was more certainly than the six that we

          6  selected.

          7                 We sent -- we actually had a group of

          8  district central and other committee that included

          9  UFT and CSA representation, superintendents, some of

         10  our central office staff and so on. They did visits

         11  to the local districts that it applied, and met with

         12  -- we looked a lot at the time at collaborative

         13  decision-making in the district, because we believed

         14  that an important part of this was we wanted to do

         15  the budgeting, development of budgeting with an eye

         16  towards collaborative decision-making to the core of

         17  it. So, we particularly said districts that are more

         18  advanced in collaborative decision-making involving

         19  parents, teachers, administrators, and school

         20  decision-making around financial and other kinds of

         21  decisions are the ones that we think should take the

         22  lead, and out of that the Committee recommended

         23  several, the six that we ended up selecting.

         24                 Initially actually we had also

         25  thought we should focus on high-performing

             Legal-Ease Court Reporting Services, Inc. (800) 756-3410

                                                            64

          1  COMMITTEE ON EDUCATION

          2  districts, districts that were well advanced in

          3  terms of academic achievement as well, and that were

          4  pretty well established in terms of their districts

          5  that had had stability of leadership for a period of

          6  time.

          7                 Then we realized, and actually the

          8  Committee said it to us, the Committee said, you

          9  have got a couple of districts that have very new

         10  leadership, or actually one with very new

         11  leadership, one that has very stable leadership but

         12  has very little experience in collaborative

         13  decision-making, we think you ought to include them

         14  in the first group too. Because if you just learn

         15  how to develop this system for high performers, what

         16  about the others who are new to this business? And

         17  so, we added two more districts, one that had been

         18  through a recent transition in leadership, that was

         19  District 9. We said to District 9, we recognize you

         20  are going through major changes so we won't put you

         21  -- you can take longer in implementation but we

         22  want you to start up front and we want to learn what

         23  it is like when you have new leadership, a troubled

         24  history, bluntly, in District 9, a difficult and

         25  troubled history, is it tougher for you to get into
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          2  this stuff? And if so, how do we give you additional

          3  support, we want to learn about that.

          4                 The other one was District 20, a more

          5  traditional district in terms of its collaborative

          6  decision-making, good in terms of academic outcomes,

          7  pretty solid educational record, but a district that

          8  had not done much in collaborative decision-making,

          9  and we said to District 20, you can take a longer, a

         10  two-year period as opposed to a one-year period for

         11  the initial implementation, because we want to learn

         12  what the problems are for districts that haven't

         13  done much in collaborative decision-making. So we

         14  tried to get a variety out of that, we came up with

         15  the six, plus the two high school superintendencies.

         16                 Implementation in high schools has

         17  been difficult and more complicated. High schools in

         18  many ways have significant elements of centralized

         19  decision-making already in place, they work on a

         20  different budgeting process, much closer to

         21  decentralized decision-making than the districts

         22  had. So, in some ways they already meet the

         23  requirements of the law, and so kind of trying to

         24  figure out how to hybridize this with the high

         25  schools has been a particularly complicated problem.
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          2                 We focused on community school

          3  districts because they have much further to go to do

          4  legal compliance as well as substantive compliance,

          5  but that is how we picked them.

          6                 The second group, we also sent out a

          7  letter, requested who was interested, number came

          8  forward and we took all of them, as I remember, we

          9  simply said all of them.

         10                 Our concern right now frankly is for

         11  the third group, who are two years away from

         12  acquired implementation, a year and a half in some

         13  ways away from acquired implementation, and have not

         14  yet come forward. And frankly, we are talking with

         15  the superintendents to say to them, look, everybody

         16  has got to jump in the pool now. You have to start

         17  getting your feet wet, your knees wet, you have got

         18  to get up to your neck soon, so you can't wait much

         19  longer, and we are going to be -- that is why we

         20  have told everyone this coming fall everyone has got

         21  to be working on this.

         22                 COUNCIL MEMBER LINARES: In the

         23  context of this approach, what have you learned in

         24  terms of, I know you referred to some of the things

         25  that you observed, in terms of how the current
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          2  structure is giving some difficulties in terms of

          3  shifting --

          4                 DEPUTY CHANCELLOR SPENCE: Right.

          5                 COUNCIL MEMBER LINARES:-- Some

          6  discretion, in terms of decision-making, which is to

          7  be expected, but given what you can appreciate from

          8  the districts that are further head, and what the

          9  task is for the rest of the district if we want to

         10  bring everybody along this, what are the things that

         11  you feel you have to change so far? Even though this

         12  is very, very preliminary.

         13                 DEPUTY CHANCELLOR SPENCE: Yes.

         14                 COUNCIL MEMBER LINARES: And the other

         15  question that I have is, when it comes to the

         16  elements that are critical in terms of the teams

         17  that you need to develop, and then the structure you

         18  need to have in place, for the thousand or so, over

         19  1,000 teams that you have in every school, what is

         20  it that you need?

         21                 I have one big concern that I just

         22  want to put on the table openly; and that is, one of

         23  the fatal flaws that I have observed being a teacher

         24  and looking at education from many angles, is that

         25  we compartmentalize, we separate in so many ways
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          2  things that totally undermine how the process of

          3  education and development for each child needs to

          4  take place from the pre-school years, before they

          5  hit the classroom, pre-K, if it exists, and K and so

          6  on and the process following all the way through.

          7                 Now, if we acknowledge that this is a

          8  major problem, and how we deal with, we break up the

          9  process, the ongoing process of growth,

         10  educationally, of our students, how do we address

         11  this drastic change to correct this looking at

         12  pre-schoolers all the way to the point where they

         13  land in the University, which doesn't stop per say

         14  at the University level, but at least within public

         15  education, pre-K to 12, understanding that there is

         16  pre-schoolers and there are college students that we

         17  also know of, how do we change the culture of

         18  breaking up primary or elementary, intermediate and

         19  high school with this approach that we have here?

         20                 DEPUTY CHANCELLOR SPENCE: Well, let

         21  me start with a couple of the other impediments and

         22  then come back to this question of the continuum.

         23                 I think there are three areas that

         24  come to mind, in addition to the one you are

         25  speaking to, as posing impediments that we need to
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          2  move quickly to address. One obviously is training,

          3  school leadership, the development of collaborative

          4  capacity at the school level. That is a critical

          5  component of making this work.

          6                 The second one is data. We don't and

          7  haven't historically provided the schools in a

          8  useful and readily accessible way, the data they

          9  need to actually develop and educational strategy.

         10  Historically, data in the system is all built around

         11  the needs of reporting to the State and Federal

         12  governments, or holding accountable people within

         13  the system to central. It is not built around the

         14  school's needs to understand what is working and not

         15  working in the school, so switching, really

         16  refocusing all of our data work so that it were

         17  driving data to the schools, that gives them the

         18  knowledge that they need, is the second big piece.

         19                 We are very proud that something

         20  called the Decision Support System, which is again a

         21  new data system that is being developed by the Board

         22  was just nominated by the Smithsonian Institute for

         23  an award on the use of software systems in public

         24  systems and I see some of our staff went down to --

         25  we were proud to have some of our staff go down to
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          2  -- we haven't yet heard on weather they are going

          3  to win, but they were nominated for a Smithsonian

          4  award for that. We are making some progress I think

          5  in the data area.

          6                 Third big piece, personnel. Easier to

          7  decentralize budget than to decentralize personnel.

          8  The rules in personnel are elaborate and complex and

          9  that becomes a major impediment to really making

         10  schools work and allowing them to align their

         11  resources.

         12                 The fourth one you have named and I

         13  have learned since being in a school system, the

         14  fancy word articulation for kids moving from

         15  elementary to middle, middle to high, you know, that

         16  we lose kids in those transitions, there isn't the

         17  transfer of knowledge about kids in those

         18  transitions. There isn't -- what we are trying to do

         19  very much now is to drive back from the high school

         20  graduation standard, what are the things that need

         21  to be in place at each of the levels below, as the

         22  high school people have rightly said, you can't

         23  expect us to get kids in the ninth grade who aren't

         24  prepared for the ninth grade and then both give them

         25  an elementary and middle school education and
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          2  prepare them on high school. So we are trying to

          3  drive that back down. There is a lot of work going

          4  on right now in middle schools.

          5                 There is a belief by all of us I

          6  think that middle schools is the weakest link. We do

          7  a better job -- our kids actually in many schools

          8  don't do badly at the primary level, then they fall

          9  behind in middle school and then it is hard to catch

         10  up.

         11                 So a great deal of focus, the

         12  Chancellor has been given a great deal of focus

         13  recently to middle schools, because that is a place

         14  where we think the articulation process most

         15  frequently fails.

         16                 COUNCIL MEMBER LINARES: May I ask you

         17  to --

         18                 CHAIRPERSON WOOTEN: Council Member,

         19  could you kind of sum up?

         20                 COUNCIL MEMBER LINARES: Yes.

         21                 In this context, for you to explore

         22  if there is a difference between middle schools that

         23  have transfer and feeder elementary schools, and

         24  schools that are K or pre-K to eight, we have a flow

         25  of the same students into those, six through eight.
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          2                 DEPUTY CHANCELLOR SPENCE: Yes.

          3                 COUNCIL MEMBER LINARES: And I believe

          4  there is a difference in terms of why you are

          5  signaling and I bet you that --

          6                 DEPUTY CHANCELLOR SPENCE: Right. I

          7  will tell you the Chancellor has been very clear. If

          8  he got to design the system from scratch today, he

          9  would have many, many more K to eights. He believes

         10  that that is a more successful model. Many more K to

         11  eights. It just reduces the number of transitions

         12  for one thing. Many more K to eights. But that

         13  obviously would be -- I mean, that is very hard to

         14  accomplish, but we have bent towards K to eight

         15  wherever possible. I think we share a perspective on

         16  that.

         17                 COUNCIL MEMBER LINARES: I won't

         18  interrupt you anymore.

         19                 DEPUTY CHANCELLOR SPENCE: That's

         20  okay.

         21                 COUNCIL MEMBER LINARES: I appreciate

         22  your response, and I look forward to working with

         23  you.

         24                 CHAIRPERSON WOOTEN: Council Member

         25  Pinkett.
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          2                 COUNCIL MEMBER PINKETT: Good morning,

          3  almost afternoon to you.

          4                 DEPUTY CHANCELLOR SPENCE: Good

          5  morning.

          6                 COUNCIL MEMBER PINKETT: I am

          7  questioning this report and this new initiative, in

          8  terms of the constant reorganization that takes

          9  place. I am sort of like my colleague, Council

         10  Member Wooten. I heard you say that this is to bring

         11  in lay people in terms of directing and learning

         12  about budget and designing budget, and I think that

         13  is one of the things that community boards or school

         14  boards did, they took training in budget, they are

         15  lay people and one of the things I note in terms of

         16  your leadership team, while it is good to have

         17  within the school's structure the administrator, the

         18  teachers and parents on a school board, by court

         19  decision, teachers could not be part of a school

         20  board.

         21                 However, by setting this up in t his

         22  fashion, and removing the school board from this

         23  possibility, you have negated the court decision and

         24  put in place that which the court found

         25  objectionable.
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          2                 DEPUTY CHANCELLOR SPENCE: Well, let

          3  me just say first, I am not sure what you mean by

          4  you. The legislature mandates --

          5                 COUNCIL MEMBER PINKETT: Excuse me.

          6  The Legislature did not go to sleep in the middle of

          7  the night and say I have a dream, there shall be.

          8                 I understand, from what I have read,

          9  that this was a dream that involved the Board, the

         10  legislators, those who felt that this was time to

         11  put the local school boards in their place because

         12  of what they perceived as certain problems with

         13  school boards. And my feelings are that problems

         14  with school boards should be corrected, just as any

         15  problem with any agency should be corrected. But I

         16  have yet to hear of the abolition or the removal of

         17  an elected agency or board member or elected

         18  official because of problems. It is rather really a

         19  construction or improvement, rather than the

         20  destroying of that power, the total power.

         21                 The best thing I can think of, there

         22  is a story in the paper last week about District 14.

         23  This was not the local school board, this was beyond

         24  and above and it involved millions of dollars, and

         25  yet I haven't heard that all of the people in all of
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          2  the agencies and the Board of Education and everyone

          3  else is going to be removed from that process.

          4                 So, I would liken it to that. I think

          5  the people of the City of New York felt that there

          6  was a place for the people of the community to have

          7  a voice in what happened in the school system, and I

          8  just think that there should still be that voice,

          9  there should still be that place. And I wondered,

         10  too, Council Member Wooten, why there would be an

         11  election, which in my opinion would be more like an

         12  empty suit, and I think that is one of the reasons

         13  in so many districts there were no candidates or

         14  insufficient number of candidates, because they knew

         15  they had absolutely no value, no ability and the

         16  people who are judging them are the people in many

         17  instances that they recommended for hiring, district

         18  superintendents, and no longer have any voice or

         19  control or any possibility of speaking yea or nay as

         20  to the performance of those district

         21  superintendents.

         22                 And as has been stated, you cannot

         23  watch or supervise all of the district

         24  superintendents.

         25                 DEPUTY CHANCELLOR SPENCE: Well, the
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          2  community school boards do in fact evaluate and

          3  decide the renewal or know of the superintendent.

          4                 COUNCIL MEMBER PINKETT: When?

          5                 DEPUTY CHANCELLOR SPENCE: At the end

          6  of the appointment term, at the end of the term.

          7                 Come July 1, 2001, every single

          8  superintendent will be up for reappointment or know,

          9  and the community school board will decide whether

         10  that superintendent is to be reappointed or no.

         11                 COUNCIL MEMBER PINKETT: And if they

         12  say no?

         13                 DEPUTY CHANCELLOR SPENCE: If they say

         14  no that person can't go forward for consideration.

         15  The Chancellor can't appoint someone who isn't

         16  nominated by a school board.

         17                 COUNCIL MEMBER PINKETT: I have heard

         18  differently and --

         19                 DEPUTY CHANCELLOR SPENCE: I will be

         20  happy to review the law with you.

         21                 COUNCIL MEMBER PINKETT: Excuse me. I

         22  said I have heard differently and if I am wrong, I

         23  will certainly acknowledge that. But I have heard of

         24  instances where school boards have differed now.

         25  School boards may differ and differ improperly and
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          2  incorrectly. And if they do, then I expect the

          3  Chancellor to do that which he has the authority to

          4  do, based upon that which is correct. But my

          5  understanding is that school boards have been so

          6  weakened that they feel that they do not have the

          7  authority, that they do not have the right to

          8  question, and maybe they should clearly understand

          9  what indeed their role and responsibilities are.

         10                 So maybe one of the things that might

         11  happen is that discussion with school boards,

         12  emanating from the Chancellor's Office, perhaps

         13  could help straighten that out.

         14                 DEPUTY CHANCELLOR SPENCE: Well, I

         15  would have to say that any school board that is

         16  confused about that today would have to be willfully

         17  not listening.

         18                 COUNCIL MEMBER PINKETT: I don't think

         19  these are willful, because they have a very good

         20  performing district.

         21                 DEPUTY CHANCELLOR SPENCE: Yes, they

         22  are required by law to attend training sessions. The

         23  training sessions include lengthy discussions of

         24  exactly this issue of responsibility of school board

         25  members on this topic. So, it would require a
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          2  willful determination not to hear it.

          3                 COUNCIL MEMBER PINKETT: When were the

          4  training sessions held? When?

          5                 MR. SACHS: Hi. I am Burt Sachs, I am

          6  the Chief Executive for Community School District

          7  Affairs.

          8                 Your colleague to your right was a

          9  former school board member in District 21.

         10                 COUNCIL MEMBER PINKETT: Yes.

         11                 MR. SACHS: He went through these

         12  training sessions last year and the year before.

         13                 COUNCIL MEMBER PINKETT: They are

         14  annual requirements.

         15                 MR. SACHS: Yes, they are. And we had

         16  three training sessions the first year when the new

         17  decentralization law came into effect, as well as

         18  this year.

         19                 And you know, you can talk to your

         20  colleague about this.

         21                 COUNCIL MEMBER PINKETT: He told me

         22  that he attended, I just asked --

         23                 MR. SACHS: He attended. And at these

         24  training sessions the law has been spelled out,

         25  rules, regulations, their responsibility and
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          2  everything that they can do under the law has been

          3  spelled out to them.

          4                 And what Harry has alluded to, the

          5  issue about the contract of a superintendent, every

          6  superintendent's contract ends in June 30th of 2000.

          7  At that particular time there is a renewal process.

          8  The school board, and only the school board, has a

          9  right for that renewal. If the school board says no,

         10  the Chancellor cannot renew that superintendent

         11  contract. That is in the law.

         12                 DEPUTY CHANCELLOR SPENCE: Let me just

         13  add, I think in terms of the dynamics of this, at

         14  the beginning when the law first went into effect, I

         15  think there were lots of school board members who

         16  were confused who felt insulted that they had all

         17  been, a number of them said to me many of us are

         18  conscientious, hard working, we have all been

         19  treated as though we were criminals, and I think the

         20  conscientious folk have come to understand, they

         21  still don't like pieces of it, but they understand

         22  clearly what is going on, what the authority is and

         23  isn't.

         24                 There are others who I think really

         25  just are interested in personnel and patronage, and
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          2  they continue to put out disinformation because they

          3  want you and other elected officials to think that

          4  they have lost some -- that they have nothing left.

          5  Whereas in fact what has been taken away is their

          6  right to play games, and they still have very

          7  fundamental authority over policy and over the

          8  critical decision of who leads the district.

          9                 COUNCIL MEMBER PINKETT: Well, I have

         10  not heard that this week, last week or last month. I

         11  heard this earlier and that is why I asked the

         12  question.

         13                 DEPUTY CHANCELLOR SPENCE: Okay.

         14                 COUNCIL MEMBER PINKETT: And I would

         15  like a copy of the law, that would be important.

         16                 DEPUTY CHANCELLOR SPENCE: Of course.

         17                 COUNCIL MEMBER PINKETT: I did think

         18  it was important to ask that question. And my final

         19  question is, the districts that have been chosen at

         20  this particular time, do they have any

         21  responsibility or any relationship as part of the

         22  condition for their being chosen, for other

         23  districts that are not part of this particular

         24  series? I mean to the system in any way?

         25                 DEPUTY CHANCELLOR SPENCE: Yes.
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          2                 COUNCIL MEMBER PINKETT: Can you

          3  explain that aspect to me.

          4                 DEPUTY CHANCELLOR SPENCE: Can you

          5  describe that, Beverly.

          6                 MS. DONOHUE: The first six districts

          7  in particular, there are district level personnel

          8  who have been part of the design team for our

          9  software system, are also working with us, along

         10  with some of us who are in the second wave, to

         11  design training materials which will be the basis of

         12  our roll-out of this project to the rest of the

         13  districts in the system.

         14                 So, each phase of this commits time,

         15  energy for the common good. It is what we mean by a

         16  project that is in fact controlled from the field.

         17  We have made that very clear as each district comes

         18  in, that we want them not only to work on their own

         19  needs but to help design this for the whole system.

         20                 COUNCIL MEMBER PINKETT: Are they

         21  assigned to a specific district?

         22                 MS. DONOHUE: In many cases we have a

         23  buddy system in place. The phase one districts each

         24  have probably at this point one or two buddies who

         25  are in the phase two group to make sure that if
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          2  there are questions or concerns they have someone

          3  they could turn to who have been involved in the

          4  project a little bit longer.

          5                 COUNCIL MEMBER PINKETT: Thank you

          6  very much. And Harry Spence, I hope you have cooled

          7  down.

          8                 DEPUTY CHANCELLOR SPENCE: I

          9  apologize. I do want to --

         10                 COUNCIL MEMBER PINKETT: I don't get

         11  excited if you get excited, I am going to get

         12  excited when I am going to get excited.

         13                 DEPUTY CHANCELLOR SPENCE: I apologize

         14  if I came here out of order.

         15                 I do just want to add one thing. The

         16  heart of this is, the district board approves the

         17  comprehensive educational plan, so they make

         18  decisions like do we want to spend our money on

         19  pre-K, on reducing class size.

         20                 COUNCIL MEMBER PINKETT: I want pre-K

         21  to have some desire to go to school.

         22                 DEPUTY CHANCELLOR SPENCE: The

         23  policies like reducing class size, versus afternoon

         24  programs, versus -- I mean all of those choices

         25  about critical educational policy are theirs. That
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          2  then drives the budget. So, while they don't

          3  formerly approve the budget, they shape the budget

          4  by the policy decisions they make.

          5                 COUNCIL MEMBER PINKETT: They have to

          6  have classroom space for them, don't they?

          7                 DEPUTY CHANCELLOR SPENCE: Of course,

          8  and that is a struggle. All of that we struggle for.

          9                 COUNCIL MEMBER PINKETT: Okay. Thank

         10  you.

         11                 CHAIRPERSON WOOTEN: Spence, I think

         12  sometimes we get caught up, we might not be the

         13  target for the questioning, but your alternative,

         14  and there is no other way of really expressing one's

         15  self, you know, and I still have reservation about

         16  their role. We can't continue to placate a situation

         17  that we believe should be one way or another, you

         18  know, decided upon, and if you hear from us long

         19  enough, maybe you will let somebody else know they

         20  need to move on this kind of a situation.

         21                 Council Member Nelson.

         22                 COUNCIL MEMBER NELSON: Thank you,

         23  Madame Chair.

         24                 Not so esoteric questions, just a

         25  couple meat and potato type stuff. Employment,
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          2  differential approaches, autonomy for performing

          3  districts, what criteria are you aiming towards? Is

          4  it like the top 25 percent, and also targeted amount

          5  of time with that? After six months they have more

          6  autonomy or a year or two years or whatever?

          7                 MS. DONOHUE: We actually have in

          8  place now a differentiated system of working between

          9  the central budget office of the board and

         10  districts, where roughly eight or 10 districts that

         11  have a history of strong, financial practice are

         12  preempted from a lot of hoops that others normally

         13  would jump through as a way of making sure there was

         14  appropriate review at each phase of their work.

         15                 We actually now have a group of the

         16  phase two districts in performance driven budgeting

         17  working with staff from the central budget office to

         18  define objective criteria for strong financial

         19  management that will underpin a rolling out of this

         20  differentiated approach as part of this whole

         21  school-based budgeting really to 1,100 schools.

         22                 So, we take that very seriously. We

         23  have done it at the gross level of the districts and

         24  have found that it has been extremely helpful for

         25  those that have been freed up from restrictions.
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          2                 COUNCIL MEMBER NELSON: Out of how

          3  many that you have studied so far? Was it eight did

          4  you say?

          5                 MS. DONOHUE: Eight to ten, somewhere

          6  in that.

          7                 COUNCIL MEMBER NELSON: And you have

          8  identified a few of those?

          9                 MS. DONOHUE: That eight to ten are in

         10  fact currently as districts exempt from a number of

         11  controls that other districts historically have

         12  experienced, yes.

         13                 COUNCIL MEMBER NELSON: Are there

         14  different type of areas, arenas?

         15                 MS. DONOHUE: This is all within the

         16  budget control area.

         17                 COUNCIL MEMBER NELSON: Okay.

         18                 DEPUTY CHANCELLOR SPENCE: They have

         19  authority to move forward with certain budget

         20  decisions and implement and so on without prior

         21  approval on all sorts of things. About a third of

         22  the system, of the community school districts have

         23  that kind of authority to move forward.

         24                 COUNCIL MEMBER NELSON: They have

         25  proven themselves?
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          2                 DEPUTY CHANCELLOR SPENCE: Yes.

          3                 COUNCIL MEMBER NELSON: In the area of

          4  early allocations, what provision in the state law,

          5  I assume, has allowed the budgetary process to move

          6  along more rapidly than in the past?

          7                 MS. DONOHUE: No change in state law.

          8  Just last year they came closer to adopting their

          9  budget on time.

         10                 Obviously if you have a state budget

         11  adopted in April, it is helpful if we are trying to

         12  figure out how much money we can give to schools by

         13  June 1st. If they adopt their budget in June there

         14  is essentially guess work involved.

         15                 COUNCIL MEMBER NELSON: That is really

         16  the year to year.

         17                 Lastly, just a quick question, the

         18  last one. Do we have any stats yet, as far as how

         19  many parents have become involved in the process

         20  that regularly or actively involve --

         21                 DEPUTY CHANCELLOR SPENCE: In school

         22  leadership teams?

         23                 COUNCIL MEMBER NELSON: Yes.

         24                 DEPUTY CHANCELLOR SPENCE: I don't

         25  have enough up-to-date numbers, because it is
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          2  changing all of the time right now.

          3                 We did, when we did the community

          4  process for school leadership teams, when we held a

          5  conference in every district, and we asked --

          6  actually that number was way low. That number was

          7  about 2,000 parents came to that, over 2,000 parents

          8  came to that, but that frankly was just the

          9  leadership of, so there would be many more parents

         10  involved.

         11                 So, I couldn't tell you we are going

         12  to start tracking that next year and we will know

         13  actually how many parents there are in every school

         14  leadership team and we will be able to see which

         15  level --

         16                 CHAIRPERSON BERMAN: Excuse me. I just

         17  want to remind everybody in the room, that there is

         18  a hearing still going on. You know, for whatever it

         19  is worth back in the back, you are going to have to

         20  cool out a little bit.

         21                 I am sorry.

         22                 COUNCIL MEMBER NELSON: That's okay,

         23  Madame Chairlady.

         24                 It is just that this is so crucial to

         25  this whole school-based management program and we
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          2  have tried, I mean, in my previous district, to get

          3  parents involved. We have tried coffee cake,

          4  announcements, sandwiches sometimes, I would

          5  imagine, and it is so difficult to get parent

          6  involvement. Hopefully this noble experiment, if you

          7  will, wouldn't fail upon lack of parental

          8  participation.

          9                 Is there a limit or a negative limit,

         10  if you will? Like if we don't get more than two

         11  parents?

         12                 DEPUTY CHANCELLOR SPENCE: What there

         13  is is a requirement in the law that says that there

         14  must be a balance of parents and school employees on

         15  every school leadership team. So, it has to be 50

         16  percent parents.

         17                 Now, we have recognized that in some

         18  areas that will be hard to achieve, certainly

         19  initially, and we have provided for a waiver

         20  provision if a school can show that they have done

         21  serious outreach, made real efforts and are unable

         22  to reach that level. But it is that we will sustain,

         23  all of us, as a system the continuing effort to keep

         24  pushing until we achieve 50 percent parent

         25  participation.
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          2                 COUNCIL MEMBER NELSON: And the parent

          3  committee that was involved, was that considered

          4  part of it?

          5                 DEPUTY CHANCELLOR SPENCE: If what? If

          6  the parent?

          7                 COUNCIL MEMBER NELSON: The parent

          8  committee already that was involved with this

          9  school, would that be considered part of --

         10                 DEPUTY CHANCELLOR SPENCE: Well, if

         11  there is a collaborative decision-making committee,

         12  for example, school-based program, title one

         13  school-based projects committee that already has

         14  significant parent participation, and they want --

         15                 COUNCIL MEMBER NELSON: A title one

         16  school though.

         17                 DEPUTY CHANCELLOR SPENCE: In a title

         18  one school.

         19                 COUNCIL MEMBER NELSON: It is.

         20                 DEPUTY CHANCELLOR SPENCE: Yes, if you

         21  are a title one school and you have done a

         22  school-wide program, a school-wide projects, I never

         23  can remember which is the current term, the feds

         24  changed it, you are required to have a committee

         25  that has parents, teachers and administrators. In a
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          2  lot of instances that committee can convert over to

          3  being the school leadership team but they will have

          4  to look to make sure they comply, and if they are

          5  under 50 percent they will have to make efforts to

          6  achieve the 50 percent parent participation.

          7                 COUNCIL MEMBER NELSON: If I may

          8  lastly, Madame Chairwoman, in cases when you will

          9  appear here hopefully in the future at times, and I

         10  appreciate you being here Mr. Spence, Ms. Donohue,

         11  and Burt Sachs, could we get something like this

         12  perhaps --

         13                 DEPUTY CHANCELLOR SPENCE: In advance?

         14                 COUNCIL MEMBER NELSON: Yes.

         15                 DEPUTY CHANCELLOR SPENCE: I

         16  apologize. It only just came out I think recently.

         17                 COUNCIL MEMBER NELSON: Thank you,

         18  Madame Chair.

         19                 DEPUTY CHANCELLOR SPENCE: I actually

         20  think your office has already received it direct

         21  from NYU. They said they had sent them out to all of

         22  the Council members.

         23                 COUNCIL MEMBER NELSON: When was that

         24  sent out, Ms. Donohue?

         25                 MS. DONOHUE: Last month.
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          2                 COUNCIL MEMBER NELSON: Was it? Okay.

          3                 DEPUTY CHANCELLOR SPENCE: In

          4  addition, there is a full report. This is just the

          5  executive summary. If any of you would like the full

          6  report, let us know.

          7                 For those of you who stayed to the

          8  bitter end, NYU also is doing a web site for the

          9  staff who are working on PDB so there can be a lot

         10  of communication among different districts and

         11  staff, and in order to make sure that everybody gets

         12  the web site address, they made up a bunch of little

         13  flashlights, for those of you who have stayed to the

         14  bitter end, you can have one if you would like one.

         15                 They are actually neat little

         16  flashlights and key rings, so we are happy to offer

         17  them to you.

         18                 CHAIRPERSON WOOTEN: I just want the

         19  Sergeant-At-Arms to see if Council Member Carrion is

         20  still out there in the audience.

         21                 You are deviating from the issue,

         22  Council Member Pinkett, and I had hoped you wouldn't

         23  do that. I don't want to get on another subject, I

         24  would just like to move on.

         25                 We would like to have another sit

             Legal-Ease Court Reporting Services, Inc. (800) 756-3410

                                                            92

          1  COMMITTEE ON EDUCATION

          2  down on some other discussions. I am very shocked,

          3  because if we had gotten this before, Diana Blanc

          4  would have alerted me to this.

          5                 Council Member Carrion, we are

          6  waiting for you.

          7                 COUNCIL MEMBER CARRION: Thank you,

          8  Madame Chair. And thank you, Mr. Spence, and Ms.

          9  Donohue, if I remember correctly.

         10                 I know you have been around the block

         11  a few times already, I initially was sitting here, I

         12  am a new member of this Committee, a former teacher,

         13  I follow the school system very closely, I have four

         14  children, three of which are in public school, one

         15  is too small, he is eight months old, my first boy,

         16  by the way.

         17                 I am very concerned about our school

         18  system and this of course is a very important issue.

         19  I have to honestly tell you that I was increasingly

         20  frustrated and I felt like I was fishing for the

         21  bottom line in your presentation because you were

         22  talking at great length, with all due respect at

         23  great length about the philosophical underpinnings

         24  of this initiative, this budgeting initiative, and I

         25  think that we are pretty much in agreement on the
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          2  fact that it is a good idea to turn it on its head

          3  and make the classroom and the teacher and the

          4  children the top of the system and everything else

          5  be the bottom of the pyramid supporting that. I

          6  think that is clearly, unequivocally the right way

          7  to do this.

          8                 And what I was expecting was much

          9  more finer detail on where we are today, in terms of

         10  phase one, phase two, and really the bottom line,

         11  that fishing I was talking about which was the

         12  outcomes.  To this point, what have been the

         13  outcomes of this initiative? I know you have been

         14  going at this for a good while now, so what I would

         15  say is maybe if I could sit with you separately.

         16                 And also, I don't know that you have

         17  sent this report, I know there is the executive

         18  summary, if you sent it to the members of the

         19  committee?

         20                 DEPUTY CHANCELLOR SPENCE: Well, there

         21  is some confusion. Our understanding was that NYU

         22  had sent it directly to the offices of all of the

         23  Council members two or three weeks ago.

         24                 COUNCIL MEMBER CARRION: All 51?

         25                 MS. DONOHUE: Yes.
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          2                 COUNCIL MEMBER CARRION: Oh, great.

          3  No, I haven't received it.

          4                 DEPUTY CHANCELLOR SPENCE: Okay, we

          5  will check with NYU and find out. They were to have

          6  sent it out to everyone beforehand.

          7                 COUNCIL MEMBER CARRION: So, you know,

          8  that was --

          9                 DEPUTY CHANCELLOR SPENCE: If the

         10  bottom line is has it raised student achievement? I

         11  don't believe, and we have debated this a lot, I

         12  don't personally believe that it is possible to show

         13  that one single intervention, what the impact of a

         14  single intervention is on student achievement,

         15  because there are so many changes going on in this

         16  system simultaneously. So I can't give you a bottom

         17  line on that.

         18                 What I hope at a minimum is that the

         19  NYU report gives you some bottom line on how the

         20  execution on whether it is occurring and how it is

         21  occurring, is the training occurring, are people

         22  finding it effective? There are in the full report a

         23  lot of survey data that I think is very interesting

         24  about which school staff were asked how many of you

         25  were involved in budget decisions, what impact did
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          2  you feel you had, that kind of thing, and it shows a

          3  significant difference between performance driven

          4  budgeting districts and non-performance driven

          5  budgeting --

          6                 COUNCIL MEMBER CARRION: The process

          7  has been evaluated.

          8                 DEPUTY CHANCELLOR SPENCE: The process

          9  has been evaluated, the much longer version of this

         10  report, last June.

         11                 The current period is under review

         12  now and there will be a report from NYU again in the

         13  future. But it heartens me that the folks on the

         14  ground say they are experiencing a difference in how

         15  decisions are made. That is as much bottom line as I

         16  think we can give you.

         17                 COUNCIL MEMBER CARRION: Does that

         18  experience, seeing a difference, get quantified in

         19  the report?

         20                 DEPUTY CHANCELLOR SPENCE: In the

         21  report it gets quantified around survey data, asking

         22  people what their experience was.

         23                 COUNCIL MEMBER CARRION: Okay.

         24  Systemic quantification.

         25                 DEPUTY CHANCELLOR SPENCE: Yes.
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          2                 COUNCIL MEMBER CARRION: No, I mean it

          3  doesn't quantify the outcomes, because we are not

          4  that far along in the process, so we are really just

          5  talking about examining this idea and the beginning

          6  steps in it.

          7                 DEPUTY CHANCELLOR SPENCE: And was the

          8  process that was supposed to occur occurring, and is

          9  that process giving people greater say in budgets at

         10  the local level, and the answer has been seems to be

         11  moving forward generally, variably, obviously from

         12  district to district, key districts, very high

         13  degree of success and implementation in District 2

         14  and District 22, and overall, if you compare these

         15  districts to ones that are not doing it, a broad

         16  quantification, broad data showing greater level of

         17  participation in the schools around key budget

         18  decisions by parents, teachers, administrators, so

         19  it is happening. Whether it is producing improved

         20  teaching and learning, we don't know yet, it doesn't

         21  claim to evaluate that, but it does say what you are

         22  promising to achieve in terms of process is

         23  occurring.

         24                 COUNCIL MEMBER CARRION: Is there a

         25  sense of when we will get that measure?
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          2                 DEPUTY CHANCELLOR SPENCE: As I say,

          3  we struggle a lot on this, and I actually think they

          4  are doing some work on it, but we are skeptical that

          5  it is ever going to be possible to say this change,

          6  as opposed to -- I mean, you know, in the same

          7  schools Project Read has been added, new assessments

          8  have been added, new testing systems put in place,

          9  professional developments going on, changes in

         10  leadership, all of this stuff is happening. How do

         11  you decide which change and achievement is

         12  contributed to by decentralized budgeting versus

         13  school leadership teams, versus all of those other

         14  changes.

         15                 COUNCIL MEMBER CARRION: So then how

         16  do we measure the success of this initiative?

         17                 DEPUTY CHANCELLOR SPENCE: I don't

         18  think you can measure -- I think what you can

         19  measure is whether decision-making has changed, and

         20  whether decision-making has been made at the school

         21  level. Then you can look at that and say that,

         22  together with a lot of other changes, either is or

         23  isn't producing where we want to go. But I don't

         24  think you can pull out a piece and say --

         25                 COUNCIL MEMBER CARRION: Right. I
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          2  understand.

          3                 So, our criteria is changing -- has

          4  to do with the decision-changing structure and the

          5  players in that structure, have they changed.

          6                 DEPUTY CHANCELLOR SPENCE: Right.

          7                 COUNCIL MEMBER CARRION: I look

          8  forward to more exploration of this and other issues

          9  and may be sitting down with you and talking.

         10                 Thank you, Madame Chair.

         11                 CHAIRPERSON WOOTEN: I had indicated

         12  to you a few weeks ago that we will be doing more on

         13  site outside of City Hall. I had indicated that we

         14  would like to visit certain components of this

         15  process and maybe if you have a district that is

         16  involved in this process, we could make some kind of

         17  attempts to --

         18                 COUNCIL MEMBER CARRION: Madame Chair,

         19  from the map that I see here, the Citywide map, I

         20  see that District 9 was in -- I guess it was phase

         21  one.

         22                 DEPUTY CHANCELLOR SPENCE: Yes,

         23  District 9, in the first phase.

         24                 CHAIRPERSON WOOTEN: We will work it

         25  out, Harry.
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          2                 DEPUTY CHANCELLOR SPENCE: Do you

          3  represent District 9?

          4                 COUNCIL MEMBER CARRION: I represent

          5  the northern half of District 9 and most of --

          6                 DEPUTY CHANCELLOR SPENCE: It will be

          7  a very interesting place to look, Council member.

          8                 CHAIRPERSON WOOTEN: We will work out

          9  the details when we do an oversight visit.

         10                 Again, thank you very much. Lately I

         11  have been getting you a little tiffed with these

         12  tough questions, but we are still your friend. We

         13  are partners in this process. We can't afford any

         14  kinds of misunderstandings.

         15                 So, we thank you again. And give me

         16  my gift. How much did it cost, for the record?

         17                 DEPUTY CHANCELLOR SPENCE: I have no

         18  idea.

         19                 CHAIRPERSON WOOTEN: Well, we have to

         20  know that, they will put us under investigation.

         21  This is nice, thank you. Thank you very much.

         22                 We have one other person to testify,

         23  CSA. Mr. Lawrence Levy.

         24                 Please identify yourself for the

         25  record.
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          2                 MS. LEVY: Good afternoon, Mrs.

          3  Wooten, members of the Committee. My name is

          4  Lawrence Levy, I represent Donald Singer, President

          5  of the Council of Supervisors and Administrators.

          6                 CSA has been involved in school-based

          7  budgeting since the Board of Education began the

          8  implementation of the program.

          9                 We are in agreement that improving

         10  student academic performance through improving

         11  teaching and learning is at the forefront of the

         12  innovation. We concur that the ultimate goal of

         13  performance-driven budgeting is to have all

         14  budgetary decisions support instructional priorities

         15  determined at the local level.

         16                 Giving school teams the ability to

         17  determine what would be best for their children,

         18  seems to be a process that no one can argue with. It

         19  is hoped that the recommendation of the teams to

         20  determine how to fund their educational strategies

         21  will only improve student performance.

         22                 We would like to point out that each

         23  districts proposed new funding was restricted to

         24  five percent of its, and it is typed as an error in

         25  there, it should be ITS, of its current general
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          2  education base allocation.

          3                 Within this limit the amount to

          4  distribute to schools was at the superintendent's

          5  discretion. While the general public may think that

          6  the schools now have complete discretion as to how

          7  they will spend their money, they do not.

          8  Allocations are still distributed by the

          9  superintendent and in some cases a limited amount is

         10  available for the school team to use.

         11                 It is still our belief that if we

         12  adopted an effective school staffing plan -- the

         13  copy will be sent to the Committee, they are not

         14  attached and I apologize for that -- each school

         15  would begin on an even playing field.

         16                 We look forward to working with the

         17  Board in making school-based budgeting more

         18  meaningful to every school. We also hope that the

         19  Board will continue to provide adequate training for

         20  all those presently in leadership positions and for

         21  all of those newly assigned.

         22                 And as one aside, personally, not

         23  speaking for CSA, as principal of an elementary

         24  school up until two years ago when I retired, we

         25  were a school-based management school, and we were
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          2  considered by John Comber, our superintendent, and

          3  his deputies, as a model for parent participation

          4  and involvement in our school-based planning

          5  decisions, and had somewhere in the neighborhood of

          6  $900,000 to dispense for meaningful strategies and

          7  programs at PS 139 in District 22.

          8                 CHAIRPERSON PINKETT: We thank you

          9  very much. I know John, I have known him quite some

         10  time. He is a very able person from the inception.

         11                 But thank you, again. We look forward

         12  to your attachments, that is the most important.

         13                 MR. LEVY: I will see that you get

         14  them.

         15                 CHAIRPERSON WOOTEN: Thank you.

         16                 Members, this concludes the Education

         17  hearing.

         18                 (Hearing concluded at 12:45 p.m.)
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