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CHAI RVAN PEYSER: Good afternoon, everyone. | want to thank you all for conm ng
to this event on effective schools and effective | eaders. By way of background,
I think there are a couple of reasons why this is inmportant, beyond just the
general value of having a discussion involving Board nenbers and i nvolving a

| arger community about what it takes to run excellent schools in difficult
circumstances. Here at the state level, there are a couple of things that we're
begi nning to grapple with and need to start accelerating our work on

One is on the issue of |eadership itself, trying to understand not only what it
takes to devel op good | eaders, but also what good | eaders | ook |ike and
under st andi ng sone of the nore inner characteristics of good | eadership
especially in the urban context.

The second thing is that we have, as nmany of you are no doubt aware, a schoo
accountability systemthat is beginning to get going. One of the elenments of
that systemis, when schools are found to be under-perform ng, there needs to be
a turnaround plan put in place, a school inmprovement plan that is approved by
the Board and is nonitored over tinme. Understanding what it takes to actually
create the potential for excellence in situations which are not only difficult,
but perhaps far worse than that, is critical in order for us to do our job as
part of the accountability system

We have with us now four school leaders. 1'd like to first turn this over to the
Commi ssi oner to make any comments, and then to quickly introduce the four
panelists who are here, and then turning it over to our panelists, each to
present about a ten-m nute discussion about their own experience in their



Board of Education Forum
October 17, 2000
Page 2 of 33

schools, their own observations on what it takes to develop high-quality schools
in urban settings, and what the role of leadership is in that process. Then, we
hope to have as informal and open a discussion as we can anong the people here
around this table, and then open it up to questions fromthe floor to have as
lively and informal interchange as we possibly can

COW SSI ONER DRI SCOLL: Thank you, M. Chairman. |'Il be brief because |I'mvery
anxi ous to hear from our guests. First of all, | want to thank Chairman Peyser
for his | eadership not only in organizing this forum but also past forums. W

even have one schedul ed next nmonth. Not only are they nost appropriate subject

matter, but we've been able to convince very inportant people to join us, as is

the case today.

As Jimnmentioned, this is a very appropriate topic here in Massachusetts. |'ve
often said that the nost difficult task in public education is faced by our
urban principals and our urban | eaders. Yeonman's work is done across this
country in our urban centers, and it's just great to see people who have been

effective with us today who can tal k about their experiences. |I'mdelighted to
be here.

| want to make sure that | |et everybody know that we are videotaping this

forum which we will make available. W hope that MCET will al so nake the forum
avail abl e on their broadcasts. We will also transcribe this nmeeting fromthe

vi deotape, and we will make the transcript available, as well. Thank you very

much, M. Chairman.

CHAI RMAN PEYSER: Al so, for your information, Abigail Thernstrom and Roberta
Schaefer, Board nenmbers, are here as well today. Any openi ng conmrents either
one of you would like to make?

DR. SCHAEFER: No, |’ mjust anxious to hear from our guests.
DR. THERNSTROM |’'m delighted to have our panelists here today.

CHAI RMAN PEYSER: Let ne quickly introduce the four panelists. On the far end
is David Levin, principal of KIPP Acadeny in the Bronx. David founded the KIPP
Acadeny, which is the Know edge Is Power Program in 1995, after working to
start KIPP in Houston. The acadeny, which is part of the traditional New York
school system has both strong discipline, higher average daily attendance,
better test stores, and a school -w de orchestra.

Sitting next to David is Gregory Hodge, principal of the Frederick Dougl ass
Acadenry in New York. Gregory took over as principal of the school, located in
Harlem in 1996. The school’s goal was to provide |owincone inner city
mnority children with the opportunity to neet the highest standards. The
acadeny has produced pass rates on the New York's Regents examthat are nearly
doubl e that of the rest of the city.

Nancy |chinaga is the former principal of the Bennett-Kew El ementary School in

I ngl ewood, California. Nancy had been the principal of the Bennett-Kew

El ementary School for twenty-six years before retiring this past June. She
continues to serve on the California Board of Education. The school has been
one of the highest perfornmers in both reading and math in Los Angel es County.

Al'l students are pronoted based on clearly defined standards, and all classroons
i nclude bilingual students, who were taught exclusively in English even before

t he passage of Proposition 227.
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Kim Marshall is the principal of the Mather El enmentary School in Boston. Kim
| eads the country's ol dest public elenmentary school. At the Mather, homeroom

teachers keep students for two years, and parents receive weekly newsletters,
outlining the next week's curriculum From 1998 to 1999 the percentage of
students scoring in the failing category of MCAS was cut in half in al nost al
subjects. Wth that, let me turn it over to David.

MR, LEVIN. Thanks. It's great to be here. | can't help but thinking of
everything like a teacher. Every lesson starts off with a notivation, and

was trying to figure out this one. A little while before school started this
year, | was reading a book about Einstein's work. One of Einstein's greatest
di scoveries was his theory of what created energy, that energy was equal to ntr
squared, where mwas the mass of sonmething. But his greatest discovery was c,
the constant that allowed for the creation of energy. And so | couldn't help
but relating this ¢ to schools. Wat | realized was that the children that al
of us serve -- kids who may be behind in school and whose |ives outside of
school are unpredictable -- often, they have a |ot of variables in their lives.
VWhat they don't have is enough constant excell ence. And so that was the thene
that we had this year at our school. W're striving for constant excellence.

You already heard a little bit about KIPP. The school's mission is to prepare
kids with the academi c skills and character skills they're going to need to
enter and succeed in top-quality high schools, colleges, and the conpetitive
world in which we live. The reason we |like that mission is because it's
actually what we do. All the people here are in education, or related to
school s, and all schools have these nice m ssion statenents. The question is,
is it actually related to what they do? W can say our m ssion statement to our
kids, and it actually nmakes sense to them academic skills and character skills.

We have 251 students at KIPP. They're all in grades five through eight. They
all go to school every day from7:25 a.m till 5:00 p.m They go hone with a
coupl e hours of homework every night. They cone to school on Saturdays. They
cone to school during the sunmer. And they do so so they can have a better
future and go to schools |ike Frederick Douglass Acadeny, run by Dr. Hodge. So
that's basically what we do.

Al'l of those hours are focused on their academ c skills or their character
skills. One of our requirenents is that everyone |earns nmusic. Everyone |earns
how to play music and read music before they |leave in eighth grade, although we
don't believe that should be a requirement for all schools, but it's something
we do. For the past three years we've been the highest-performng mddle schoo
in the Bronx, in terms of reading scores, math scores, and attendance. \What's
al so exciting is we've also led the Bronx in terns of inprovenment in test
scores, which is kind of a remarkable duality, to be the top-perform ng school
and al so the fastest inproving.

We got there as the result of five principles that we think have been essenti al
both for the success of our school in New York, as well as the success of our
school in Houston, and probably the success of all the schools on this panel. W
think it's pretty constant from one good school to another. W don't think that
we created these things. W don't think that they're original or unique. W
just think that we happen to be doing all of themin one place, and they've
conbi ned for our success.

The first aspect that we think has led to these results is adm nistrative
support and having strong | eadership. That's not just including nyself, but
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it's including the adm nistrative team The entire goal is to allow teachers to
teach. The critical aspect is letting the thoroughbreds run: You' ve got to find
great people. You' ve got to train them But then you' ve got to let themteach

And that's what we're doing at KIPP

Not only are we letting themteach, but we extended the school day, extended the
week, and extended the year. Actually, when we first started doing that,
everyone thought we were crazy because they said kids would never work that

hard. It was seven years ago. W were basically saying that the kids had to go
to school nore. In fact, our kids go to school about 67 percent |onger than
the national average. But, as soneone | once worked for said, the definition of
"insanity" is doing the same thing over and over again and expecting different
results. So we couldn't just extend the day; we had to extend the day and

i mprove the quality of instruction. So our third critical element was nmeking
sure we had top-quality instruction.

Top-quality instruction is hinged upon naking staff and students accountable for
their work. Staff have got to be accountable for what goes on in that
classroom It has to be high-quality. At the sane tinme, students have to be

hi ghly accountable for the work that they do. So that's the third thing.

The fourth thing is ny restaurant theory. What makes people want to go back to a
restaurant? Good food. Good service. Nice atnosphere. Environment. Cheap. W
sai d good service, but along with that is also being treated with respect. |
think that's the same thing that creates parent support for a school. So the
fourth elenent is that we have a trenmendous amount of parent support. But a |ot
of schools start off by saying, "Well, we need to have all this parent

i nvol venent." But it doesn't cone fromthe beginning; that comes as an
outgrow h of what you do in the school

The fifth elenment, fromall these things, which we didn't have in the beginning,
was conmunity support -- the support of the educational establishnent, the Board
of Education, the state board, and union. Also the support of the |oca
comunity, community groups, religious organizations, the |local YMCA, these
types of groups in the community. Conmunity businesses. Also the funding
comunity. |In order to nake certain parts of our program possible, we have to
rai se the noney that we're not getting. W' ve been able to do our entire
program for 75 dollars nore than the public school system Unfortunately, we're
short $2,275. So we have to raise that difference.

Those five things have allowed us to becone this idea of a constant in our
students' lives. Because of that, our attendance has renai ned at about 97
percent. W' ve been able to receive the attention that we've received because
of the work that students do. That's why we think Einstein's constant is such a
great discovery, and that's what we are hoping to do -- we're striving for

const ant excel |l ence.

CHAI RMAN PEYSER: Thank you, David. Greg, let ne turn to you

DR. HODGE: Good afternoon, everyone. The Frederick Dougl ass Academy is |ocated
in Harlem Central Harlemis one of the lowest-performng districts in New York
City. In fact, it is the very bottom of the educational spectrum W have
grades seven through twelve, and this year we introduced the sixth grade. W
graduated, |ast year, a hundred and two students. A hundred and one went to
col l ege. The students went to institutions |like Princeton, Harvard, Yale,
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Cornel |, Dartmouth, Colunbia, and Skidnore. The |owest-perform ng student in
the school got accepted to a four-year school with $22,000 in financial aid.

W were able to achieve this by letting the students know two things. Every
single day, there is a struggle that you have to deal with. The struggle is to
renmove yourselves fromthe drugs, the crinme, the despair, the fact that they may
not have a place to sleep. W have a |lot of students who are in tenporary

housi ng. They may not have food, but when they cone to the school, we give them
a breakfast, a lunch, and an afternoon snack. W keep the building open unti
eight, nine, ten o' clock at night. W have the school building open seven days
a week.

Inside of that building is the constant that David is tal king about, the
constant being adults that care for the students. The adults are all of the
adults, fromthe kitchen personnel to the security personnel to the educationa
assistants, to custodial staff. Every single individual in the school building
bel i eves that the student can be successful, and they believe it whol eheartedly,
and they denonstrate it by what they do. They keep the building clean because
they see the students going to college; they see the students staying after
school ; they see the students are there on Saturdays. The custodian, |egally,
can close down the building at six o'clock, but, fortunately, we have a good

rel ati onship. | have the burglar alarmcode, so | keep the building open as much
as | want. That's because he believes in the students.

The school operates, basically, as a very traditional 1950s school. Sone of the
panelists on the other side visited the school. You'll renmenber that it's just
i ke going back to the 1950s, where the students have to wear a uniform-- white
shirt, blue tie, blue skirt. The students are required to come to school every
day. When they fail tests, students nust stay after school. If they did not
performwel|l on the state exam students nust stay for extra classes on the
weekend. Wth that type of structure and great support, especially fromthe

teachers -- and we have probably the finest teachers in New York City. |If
there's anyone here who would like to try a chance at working in Harlem |
wel come you come in to visit, and we'll give you an opportunity to see what rea

education is, when you're really fighting every day.

This last year the Board of Education decided, inits infinite wisdom to give
me 150 additional high school students. W have 1150 students in the school
They gave nme an extra 150 ninth graders. | guess it was a test to see whether
or not we could continue doing what we're doing very well. So | took the
students during the sumrer. Al the students had to attend a sunmer program for
six weeks. All of nmy new students in the grades six and seven had to attend for
the nonth of July, and ny seventh and eighth graders had to attend for the nonth
of August. Well, you figured out, | didn't have vacation. But the nost

i mportant thing that happened during the sumer was, we said to the students,
“Nunber one, you will be successful. We will teach you how to study, howto
read, study skills. W will give you a tremendous amount of honmework, and we
expect you to do it." | took ny strongest teachers, ny cal culus teachers, and
noved them down to the ninth grade.

Sequential 1 Algebra is a very hard examin New York state. Two exans are
killers: The global history examis a two-year course, and the examtakes pl ace
at the end, which is ludicrous, and the algebra. W had all of the students
pass the exam The cumul ative total performance for the school year was 92.7.
The high school district's nunbers were about half of that. W nassacred them
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We told all the students, "You will pass these tests, or we wll break your
legs. You will go to Saturday class, or we'll break your legs. W wll make
sure that you're there.” And, basically, we didn't injure anyone. W' ve just

made sure the students understood that we were serious about what we were
tal king about. We did the sane thing in the A obal Regents. 1In the doba

Regents we had 98 percent passing; all of the students took the exam |In the
U.S. History and Governnent Regents, we had 99 percent passing the exam
conpared to the city average which was 20 to 30 points | ower. Is that because

of the | eadership? No, it has sonmething to do with great teachers. G eat
teachers and a student body that may not be intact, but when they see that their
cl assmates are going to college, they model the classmates and they want to do
wel | .

We believe that we can take any type of student -- and we have students that are
poor readers, average readers, |ow readers, good readers -- we can take any
student, on any level, and if we can transfer our understanding of the reality
that we believe in, that every student can be successful, every student will be
successful. Every student nmust take the rigorous courses we demand of them --
they nust take calculus. That's not a choice; it's not an elective. They nust
take physics; that's not an elective. They nust take all of the rigorous
courses, so when that student gets accepted to Princeton or Harvard or Yale or
Cornell, that child s accepted not because of Affirmative Action or a quota
system That child is accepted because the child net the standard, the child is
fully prepared, the child has worked hard, and the child has actually earned the
right to sit in that seat and get that quality education

We offer Latin and Japanese in the nmiddle school, which a | ot of people say
"You're nuts." But the Latin helps us out. Today, in fact, while I'm here, ny
school adm nistered the PSAT to every student in the school. Special education
regul ar education -- every student fromgrade six to eleven took the PSAT. Wy?
Because if you take the PSAT every single year fromthe sixth grade, by the tine
the child gets to the eleventh grade, they will be able to performbetter. What
is that called? Test w seness, exposing the students to what is possible,
letting the students know that they can achieve.

Not all of our students are able to do extraordinarily well, but every student
is able to graduate. Every student is able to go to college. Most inportantly,
we tell themthat they can achieve their goals. If you'd like to visit,

Wednesdays are usually a good day. Thank you.
CHAI RMAN PEYSER: Thank you, G eg. Nancy?

MS. I CH NAGA: | had an el enentary school, kindergarten through fifth grade.

was there for twenty-five years. | was about to start ny twenty-sixth year when
| thought, it's time to go. Now ny school is being adm nistered by my former
assistant principal, who's doing very well, in fact, a lot better than | ever

did because she's a lot smarter. She's building on what | started, and she has
her own things going.

Twenty-five years ago, when | becanme principal, ny school was a K-3 school

and it was about 95 percent African-Anmerican and 5 percent |eftover whites, who
still hadn't noved out. \What had happened was the state had bought all the
houses around the school to build a freeway. They turned those houses into | ow
income rentals. So that's why the school becane poor. The constituents were
very poor. And, on top of that, the school had been chosen as an experi nmental
open-structure school, patterned after the British Infant School, where the
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ut most in progressive educati on was being practiced: The kids decided what the
curriculumwoul d be. They decided what they would do in school

So when | got there, the school was in great disarray. The teachers, of course,
didn't like the open structure school, so they fought the adm nistration. | got
there because both adm nistrators quit. Wen | got there, on the first day, the
| ast adm ni strator drove up to the school, as | was waiting in the norning,
threw ne the keys, and said, "Here, Nancy, they're all yours."

VWhen | started off, the whole school was just a nmess. Wen | opened the office
door, | found that the office had been plundered by kids who had cone in, broken
in, and that everything was all over the place. W cried and we got everything
in order. When the teachers did cone to school, about two or three weeks after
that, half the staff was new because the old staff who believed in open
structure had left with their adm nistrators.

About a nonth after that, the state test scores came in. That was the first
year, in 1974, that the state of California had tested all the third graders in

reading. My school scored in the bottom 3 percentile. | was really shocked.
shoul dn't have been shocked, but | was, because 3 percentile is really very bad.
VWhen | approached the teachers, | said, "Do you know what 3 percentile neans?

Statistically, it neans all those kids are retarded. O else you guys just
haven't been teaching them Now, you tell me which one it is."

They gave ne all kinds of excuses, and the biggest excuse that | got -- they
didn't put it in exact words -- was, "What do you expect? These kids are al

bl ack.”™ When they did give ne that feeling, | really got very angry. | got very
angry because |I'mfrom Hawaii, and in Hawaii, any kind of racismis the worst
sin you can have. You know, after all, it violates the spirit of aloha. So
when they said that, | said, "Don't you dare say that again. You know, | really
do believe that everybody can learn. And if you think the way you do, you had
better | eave because |I'mnot going to accept it." They all kind of cowered,
because they were shocked that | would be outright frank and say what | did.

They canme in and they said, "Well, we really haven't been teaching the kids,
because of the open structure.” There were no books around because they had
been told that books were obsolete, in this technol ogical world. And this was
in 1974. So | said, "Well, what are we going to do about this? Because |I'm
certainly not going to hang around a school where you're satisfied with the kids
scoring at 3 percentile, because |I'm not about educating di shwashers and field

| aborers. |I'm about educating kids to go on to college.”

After a couple of weeks they all came around and said, "Okay, we're with you."
So | said, "What do we do now?" They said, "Well, we got to teach the kids to

read." Because, out of four hundred kids, maybe a dozen kids could read. So
said, "Well, what do you do? How do you teach kids how to read?" They said,
"Well, we’ve got to teach them how to decode, teach themthe sounds of the
letters, teach themhow to read.” | said, "Okay, that's what we'll do."

Now, there are materials out there which will do just exactly what you want to
do. You don't have to reinvent the wheel. Wat had happened was, as | wal ked
through the school, it seemed that every teacher knew how to teach the initial
consonant sound, they all knew how to teach the ending sound, and that's al
they knew. They didn't know what to do after that. |It's easy to teach the
consonant sounds. So they said, "W've got to teach the kids to decode." So
said, "Okay, go out and |look for materials." The entire staff kind of conbed
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t hrough the market for what was available. W found several prograns that were,
essentially, phonic-based begi nning readi ng prograns. There was Distar, which
is now Mastery of Reading. And there was the Sullivan reading program The
teachers chose the Sullivan readi ng program because it |ooked |ike it was nore
manageabl e.

W tested every kid and put themin a range, fromthe |owest to the highest. W
had about four hundred kids. That was not hard to do because | had been a
school psychol ogi st for several years, and | knew how to test kids, and could
test four hundred kids in about five days. W did, and then we grouped the

ki ds, school -wide, into teaching teans, because | felt that if you had a broad

range, it would be difficult to teach. | wanted teachers to be able to teach
narrow ranges of achi evenent |levels. For about a year and a half, we had al
the kids in reading teans, and we thought that we taught themhow to read. It

took us four years. The fourth year, when the state test was adninistered to
our third graders, our third grade class, which had been in our programfor four
years, beginning in kindergarten to third grade, scored at the 68th percentile.
At that point we knew that we had arrived. And that was in 1979. W' ve been
doi ng about as well ever since.

In about 1980, | was ready to start on the nore intensive conprehension. |
wanted nmy children also to be exposed to the best literature in the world. So
we scouted around and found ant hol ogi es. These happened to be the Open Court
readers. And so we use the Sullivan programto teach them how to read, and we
used the Open Court anthology to teach themthe best literature in the world.

In 1990, when the last third grade state test was given, our kids had scored in
the 78th percentile. So we knew that we were on the right path. And that's
exactly what we've been doing. About 1985 | found out that Open Court had al so

a phonic reading program | read Why Johnny Still Can't Read, by Rudol ph

Fl esh, and it said, "Johnny still can't read because the schools still aren't
teaching kids howto read." He said that the best programis the Open Court
readers. | was very surprised because | had been using the readers. | didn't
know anyt hi ng about the phonics program So | called their sales rep and said,
"Bring themin." And he brought themin, and we piloted in one room one first
grade room the Open Court readers. | had put the slowest kids and the |east
experienced teacher in that classroom | told the sales guy, "If this program
works with these kids, then you'll have ne sold."

What happened was, at the end of the first year, all nmy kids born Septenber,
Cct ober, Novenmber, mostly boys, by the end of year they were all pretty good
readers. And during that year, the rest of ny teachers used to sneak to watch
the program and they were all ready to do it the next year. W've been

doing it ever since.

There are two schools in Ingl ewood which had done very well throughout the
state, and we were noted for that. W had a new superintendent cone in, in
1995, and he said, "It's not right that only two schools are doing so well and
that el even others are way down on the bottom Nancy, | want you to take those
principals and tell themwhat you do."™ | said, "You know, | tried. For ten
year, fifteen years, | tried, but nobody wants to listen to us. You tell them"
So he told the principals, "You had better raise your achievenment |evel, or else
you're not going to have a job next year." This was about 1996-97. Wth that
threat, all the principals cane to a neeting, and they all said they wanted to
do what we were doing. So they did.
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In 1999, when the state test scores cane out, instead of two Inglewood school s
doing well, there were about eight. Inglewood right nowis the highest-

achi eving poor district in the entire state. This past year there were thirteen
schools in the state, Title 1 schools, which were selected for being the

hi ghest - achi eving schools. O the thirteen, eight were |Inglewod schools. When
t hat happened, | thought, now | can retire because |'ve done it for my school
and now | 've done it for entire district. Now all of |Inglewod schools are
doi ng very well because they've decided that they had do what ny friend and

had done for the past twenty-four years.

So we do have a formula on how to raise your achievement. I1t's not conplex.
It's very sinple. You decide what it is you want to teach them 1In the

el ementary school, we figured that learning howto read is the nost inportant
thing; everything else is secondary. And, of course, right along with reading
is math. Now, | cannot brag, as these gentlenen can, about how well their Kkids
score. But | would say in first, second, and third grade, our kids' reading
score is about the 70th percentile. And the math score is over the 80th
percentil e.

In the fourth and fifth grade, however, the reading score is only at about the

50th percentile and our math score is about the 65th percentile. | think this is
for two reasons. Nunber one, there is a lot of transiency. W have a |ot of
kids that haven't been with us since kindergarten. Also, | think that the fact

that half of our children are second-|anguage kids, the background kicks in. |
think that the repertoire of cultural know edge is not deep enough for many of
them and | see this as a problem

I want to tell you that the secret of teaching kids in elenmentary school is that

you nust start in kindergarten. |If you start in kindergarten and, by the end of
ki ndergarten, if the kids learn all the sounds and | earn how to blend the
sounds, they can read. |In the second grade -- if you know anything about Open

Court, it's a whole, big reading program W do not allow any child to go
beyond the first grade if they haven't nmmstered the reading program the ability
to read.

I nmentioned the fact in the fourth and fifth grade, nmy kids don't do nearly as
well. And | nmentioned the fact that | think their cultural know edge is a bit
shallow. | think | found a way to do better there. This programis called the
WAt erford Begi nning Reading Program It is using technology to enrich and to
lighten the burden of teaching the children. In kindergarten, our kids are on
the Waterford conputers fifteen mnutes daily. In the first grade they're on
hal f an hour daily. The programreally does enrich their background, and
think if I can have it go on through the second grade, my fourth and fifth
graders will do better because the Waterford program does develop their fluency,
does enrich their vocabul ary, and does teach them higher-Ievel thinking skills.
| think that that's what | need to do.

|'"ve nmentioned comrercial prograns, and | hope it's okay. 1've mentioned the
Open Court reading program which | think will do the trick for anybody, and
I"ve nmentioned the Waterford program A third programl'd like to nention is
the Saxon math. We use that, and our kids are very good math students. W had
the chairman of the math departnent at Cal Tech cone to visit our school and
observe our math classes. His remark was, "l was just blown away by the way the
ki ds were doing al gebra problenms in the third grade."
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If you really want to succeed, you' ve got to have a school -w de program t hat
does teach. These are all proven programs. |If you do that school -w de
consistently, it's easy to train the teachers because you train the teachers to
deliver these specific programs. You do not tal k about reading in general or
math in general, but you teach them how to deliver these prograns very well

I |ike young teachers who have no teacher training because they don't have the
baggage that the schools of education give them and we can train themfromthe

start. If they're bright, they learn very quickly. Even after the first year
their kids can score at the 60 and 70 percentile in reading and in math. Thank
you.

CHAI RVAN PEYSER: Thank you, Nancy. Ki nf?

MR, MARSHALL: Well, it's very hunbling to speak after three people who have
produced such incredible results. |'ve been to David's school, the KIPP Acadeny,
and was incredibly inpressed. | went there with Abby Thernstrom | ast March

Qur school is not at this |evel of achievement. W're getting there, but we're
not at that level yet. And so what you're going to hear here is a sonewhat
hunbl e exposition -- a little nore theoretical because |'ve really been a
student of the effective schools research fromway, way back, and |'ve al ways
been intrigued with the question of what are the real factors that turn the
school around.

In each one of the three cases we've heard about, was it the incredible charism
of the leader? Was it the fact that the | eader never took a vacation? Ws it
the Open Court progran? What were the real quirks in there that were turning

t hese school s around? And, frankly, the practitioners don't always know what
they are. You know, we can sit up here and tal k about what we think happened,
and tell the story, but we may not have our finger on it. It my be that there
are other factors.

For exanple, it just struck ne, when Nancy was speaking, was it Open Court or
was it the fact of having a school -w de program that everybody did it together
in a coherent way -- is that the effectiveness factor here? You know, Open
Court may be great. Maybe not. Maybe there's a better one. But maybe that's
the real factor.

So let nme just tal k about that and about ny experience for a few mnutes, and
see if | can add a little value to the superstars to my right here. I was a
teacher for eleven years in a mddle school in Boston, right out of college --
I"'mactually a classmate of Al Gore's; we kind of went in separate directions
here -- and it was a school that was ineffective; it was a school that wasn't
wor ki ng. One of the highlights of it was that every teacher was isolated. |
was very, very isolated in ny classroom | didn't get out very much. | did ny
own thing in my owmn classroom And | kept getting asked the question, "Well,
what happens to your kids after they | eave you?" | didn't have a very good
answer to that because it was sort of ne in the classroom Thought | was
perform ng heroics. Kind of stunbled around, did sone good things.

In 1978, | renmenber very clearly, | read an article in the New York Tines about
the research of a guy named Ron Ednunds. Anybody hear of Ron Ednunds? The

ef fective schools man. He clainmed to have isolated five factors in urban
school s that made them effective, the real underlying factors in sonme schools
that made these schools really tick and produce very high results, and al so
equi table results.
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H s standard of an effective school was extrenely exacting. His standard was
that in an effective school, whether it's suburban, urban, rural, that the
bottom quintile of the richest kids are achieving as nuch, in terms of the
standards they need to nmove on to the next grade level, as the top quintile of
the poor kids. 1In other words, that there's a real basic equity. Mybe there's
a gap between the top and the bottom but in terns of the equity of outcones of
what you need to go to the next grade, they're very sinmlar

What Ednmunds tal ked about, also, were the correlates. He didn't really get into
causation. He didn't really get into the stories of how schools got to be
effective. There are other books, around the sanme tinme: 15,000 Hours, a
classic study out of Great Britain. A simlar kind of finding, that some
schools are doing it, and nobst schools aren't. In nobst cases, poverty is a
death sentence, in ternms of educational outconmes, but in sone cases it isn't.
They were trying to isolate what were the factors that nmade the difference.

Edmunds' original list had five factors on it, and they're very famliar to many
of us in the roomhere. It was the principal being an instructional |eader. It
was hi gh expectations. Ron Ednmunds coined the term"All children can learn,”
which we're very tired of hearing now, but he was the guy who started it. The
third was a safe and humane climate. The fourth was a focus on basic skills.

No basket weaving here. You know, really focusing on basic skills. And the
fifth was an effective use of student data, as kids progressed.

Si nce Edrmunds' original |ist, there have been a couple of factors added. The
one that's up on nmy office wall now has two nore, which is effective teamwork
anong staff menbers -- and | think about, again, what | was sayi ng, about the
peopl e on the very sane page programmatically -- and then parent involvenent,
whi ch, very interestingly, was not on Ednmunds' list to start with. He didn't

find that junping out of his research as a factor. Maybe he wasn't asking the
right questions. But, definitely, parent involvenent. That's been added on
But what do we nean by parent involvenent? That's a whole other forum so
won't get into that now.

| left the King School, where | was a teacher for eleven years, went back to
col l ege, got a degree, and wanted to be a principal. | kind of blew nmy tinng
Proposition Two and a Half passed. | ended up working in the Central Ofice for
two years, trying to push change into schools fromthe other end. | did find it
was |ike pushing a string: you had to have people in the school pulling it in.
You had to have a certain kind of person in the school. It was actually a
pretty frustrating experience, working in the Central Ofice. 1 think we got a
| ot done. It was when Bud Spillane was superintendent here. | finally got to
be a principal in 1987, cane to the Mather School, and I"'min nmy fourteenth year
now.

VWhat's nmost striking to me is, nunber one, what a slow learner | am Because
this is a very hard, slow business. There are no inmedi ate, nagic turnarounds.
We poured in a trenmendous anount of time, hard work, smarts and noney -- by the
way, there is a heck of a |ot of noney for this school -- and produced pretty
flat results for a nunmber of years. Finally, we began in the |ast few years to
see an uptake in results. Nothing |ike the drama that these people tal k about.
It just keeps nme asking those questions: What is it? Wat are those key
factors? What is it that makes a school turn around? Because it can't be
dependent on genius. W're not going to have a genius in every principal's
office. And it can't be dependent upon superhuman work. Because sone people
want to take vacations. Sone people want to have a life.
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So what are these factors? How can we work smarter? One thing we've got to do
istotell the stories, the real turnaround stories. It would be wonderful to
have all of these panelists really get into the guts of, when they canme in, what
was there, and what did it take, and really tell the stories. Because |'ve
never met a principal who didn't cone into an ineffective school and fire a few
people. So we've got to talk about that. W don't always want to tal k about
that. And so what was the story?

Let me talk about just a few just brief lists of the things that | think are the
things that we've | earned the nmost about working smart. If I had to go back to
1987, when | first started as principal, there are a few things that would have
hel ped nme enornmously. You know, better brain, all these other things, but a few
external things.

For exanple, the MCAS, a strong external standard that is detailed, that is
public, and where the assessnent, itself, is public, is a huge help to schoo
| eaders, an enormous help. Having that kind of standard out there publicly,

havi ng the exenplars of it on the web -- now everybody's got a clear target.
One of ny biggest struggles, as principal -- maybe | haven't been strong enough
about this, and maybe other folks are stronger -- is breaking the isolated

teacher syndrone. Grant Wggins tal ks about schools being a bunch of

cl assrooms, |oosely coupled by corridors and ventilation and stairways. That's
not the way we're going to produce results, especially for poor kids. W' ve got
to have a coherent structure.

The MCAS is an enormous help to principals, and tests |like it. | happen to
think the MCAS is one of the better ones in the nation. Speaking about it,
anot her factor is the tests being good-quality tests. One of the things that
Ron Edmunds' research was criticized on was that they were relying on very | ow
level nmultiple choice tests to declare which schools were effective and which
were ineffective. | think now we're tal king about better tests that are
measuri ng higher-order thinking skills that are getting nore at the kind of
knowl edge and skills that are needed for the twenty-first century.

O her factors that are hel ping nowadays that | wish | could have taken back to
1987, when | got started: Rubrics. Having a public description of what good
work |1 ooks like. And exenplars. The kind of things that are, again, on the
Massachusetts Departnment of Education's website, where you can actually see an
exanpl e of student work at |level four, level three, level two, and at |evel one.
It's wonderful for a teacher and a kid and a parent to be able to say, "This is
what good work | ooks |ike." When people | ook at those top-rated essays fromthe
fourth grade and the eighth grade and the tenth grade, the nmain reaction is,

“Ch, ny gosh, this is quality work? W haven't been demanding this of our
kids." It has a tremendous inpact, | think particularly on the children who are
the | owest-achi eving and who cone fromthe greatest disadvantages, because it
shows a nodel; it shows an exenplar of what good work | ooks like.

I think the process that we're hearing a | ot about now -- this is nore in the
category of working smart versus just working hard -- is the whol e business of

| ooki ng at student work. This is going on a lot in schools now, is teachers
sitting together, looking at their students' work, and analyzing it. And
they're looking at the data. They're actually | ooking at the breakdown of their
wor k.
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I think coupled with that is teachers working as part of teans and not working
in isolation. Not individual heroics, which may make a wonderful book

Remenmber that whol e sl ew of books, the heroic teachers, you know, of the sixties
and seventies? You've got to have nore than individual heroics. |In fact, I'd
al nost rather have a nunber of people working effectively together than to have
a few isolated superstars. You' ve got to have teammork. And I'msure that's
what's going on in every one of these schools here.

Anot her thing that's new, and | wish we had back in 1987 -- and it's no excuse
because there were effective schools back then -- is effective progranms. |I'm
tal ki ng about programs |ike the Literacy Collaborative, out of Chio State, where
smart people like Marie Clay from New Zeal and have taken the best research and
created a wonderful program And Slavin's program Success for Al. Reading
Recovery. Prograns where smart people have spent an enornous anount of tine,
sonetinmes twenty years, putting together progranms that are highly, highly

ef fective.

The whol e di scussion that Jeff Power has brought up, about effort versus
ability, getting away fromthe deeply ingrained American paradi gmof "You're
born smart, and that's the way you are. You're either very smart, sort of
smart, or kind of dumb, and that's the way you are for life" versus the Asian
belief that he's been responsible for inmporting, forcefully, into the United
States, that you can work hard and you can get smart, which two or three of the
speakers tal ked about -- refusing to accept that kids are born in a particular
way.

I want to also talk about the warm side of schools, too. Because it's not just
demandi ng expectati ons and beating kids' brains in with rubrics and | ooking at
student work. Claude Steele has a wonderful way of talking about smart school s,
where you've got to have a relationship between valuing relationships with kids,
where the kids feel valued by the adults who work with them They're not slave
drivers. They value them And he says that it's a two-way street: The kids
won't accept challenge fromadults unless they feel valued, but they won't fee
val ued unl ess they feel challenged. | think that that two-way relationship is
terribly, terribly inportant.

"Il add one nmore thing here, because | just want to provoke ny union friends
who are here. There's got to be nore of a relationship between acadenic
outcones and teacher evaluation. | think that, probably, on each one of the good

schools there is sonme di al ogue going on. Not standardized tests, because
they're not good for that, but there's got to be some dial ogue around
accountability, for what the kid knew in Septenber and what they knew in May and
how you' re neasuring that, and that being part of a conversation when we're

eval uating teachers.

So we need nore details about how good schools got the way they are. Can't be
dependent on genius, and so forth. But no matter how smart we work, it's also
going to be extremely hard work, and I think we can't get away fromthat. But

if we're working hard and we're working smart, | think we're going to produce a
| ot nmore effective schools. As Ron Edrmunds said -- | conme back to ny nentor
here, "If we can do it in one place, it proves conclusively that we can do it

everywhere, if and only if we can figure out what it was that worked in that one
pl ace. "

And so let's keep studying and figure out what are those factors. W're only
guessing with sone of them Some of them we know for sure. But we've got to
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know that so that people aren't beating their heads against a brick wall.
They've got to do the right things to turn school s around.

CHAI RMAN PEYSER: Thank you, Kim Thank all of you. There have al ways been great
stories about great schools or schools that were | ousy schools that turned
around to becone great schools. The source of that turnaround, or that
excel l ence, cuts across all the things that you' ve been tal king about. However
I think there's an equally prevalent pattern, which is that, overall, the nunber
of great schools seens to be sort of constant over time, that good schools
energe and then di sappear and begin to decline. O that, for whatever reason
there is an ebb and flow of quality in schools, and the aggregate nunber doesn't
seemto be grow ng very much, which leads to this question: Are there
structural, system c inpedinents to successful schools? Taking Ron Ednmunds as
an exanmple, if we docunent what the basic characteristics are and if we have
panel s of people like this who reiterate what those principles are and descri be,
in their own personal terns, what it takes to turn sonething around, is there
some reason why that can't be sustained over tine? Wy hasn't that expanded to
far nore principals and far nmore schools, in the many years that this has been a
burni ng i ssue?

DR. HODGE: | think when you | ook at effective schools, you also have to | ook at

| eadership. Many principals are not willing to take risk. |In order to be
effective at what you do, you have to buck the tide. You have to |ook at the
system You have to look at the structure. You have to |ook at regul ations.
And you have to discard them You have to say, "What is inportant?" If you | ook
at a group of children, and the children cone to you with varied | evels of

skill, you can't say, "Well, the elenmentary school didn't do their job" or "The
m ddl e school didn't do their job" and start pointing fingers. You have to deal
wi th what you have at that nonent.

You need to be willing to fight the battle. You have sone ineffective teachers
in sonme of these schools, and you have teachers that are not fully certified.

You have school s of education that produce |arge nunbers of teachers that have
never taken classroom managenent as a separate course, where they learn how to

deal with children. I think there's a | ot of bureaucracy that we tend not to
follow. We go out of our ways to elinminate them including hel ping teachers
find new professions. |f you have a teacher in your building and that teacher
is killing off children, then it's the principal's responsibility to renove the
teacher. What happens in many schools, as the school matures, the principal my
say that, "I don't have enough energy, or time, to go through due process to
remove that teacher fromthe building.” | think risk-takers find creative ways:

Get them out of your building, sue me later. But do not have that teacher
sitting in that classroom destroying a whole generation of students.

Al so, asking very pointed questions. |f you ook at the level funding in
certain schools, there is a disproportionate amount of noney sent spent in
certain school districts. |In other school districts it's not the same.

And what you really have to ask yourself, as a principal, is, what do you want
to do? You want to give your child, that student, the same opportunity that
they woul d have at any other school. \What does that nean? Yes, we have to open
a school longer. Yes, we have to offer students the same opportunities, the
same ability to take | anguages, sports, what have you.
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So | ooking at this whole cycle you' re speaking of, I think a lot of it has to do
with structures, bureaucracy, and whether or not people are willing to | ook at

t hi ngs obj ectively.

MR, LEVIN. Just to echo some of what Dr. Hodge has said, | think there are a
couple of mpjor structural issues. One of the things that we've just been
recently challenged to do is to replicate KIPP nationwide, in a variety of

di fferent mechani sns. We have what we call five pillars. W have three Fs,
three Rs. Just to touch briefly on them the three Fs -- and these are al
related to macro policy issues, which you're getting at -- are what a schoo
needs to succeed, one of which Dr. Hodge nentioned, is the funding. You' ve got
to have access to the funding that you need to be successful. Forget the issues
of equity -- just access to what you're supposed to have is critical. The
second is facilities, adequate facilities for what you' re supposed to do.

Whet her you're a regular public school in a traditional building or a public
charter school, facilities are a critical issue. The third Fis freedom And
freedomin two areas, which then dovetails right into our pillars. Freedom --
and this goes to the power to |lead, which is our first pillar. A good school
needs a principal who has the power to lead. Now, Dr. Hodge said that good
principals take the power to lead. But the systemcan't function that way in a
macro |l evel. You need to be granted the power to |ead.

In that regard, you need two aspect. One is access and control of your budget.
If you want to spend your budget this way, you can. Cbviously, you' ve got to be
accountabl e and general accounting procedures and all that good stuff. Two is
freedomregardi ng the personnel that you hire, and that's both in term of
selecting them training them and keeping them | think those are the issues
of power to |ead.

Briefly, just to nmention the other pillars we have is this idea of an extended
schedule. There’s got to be some nmechani sm of choice for famlies, where they
can choose certain prograns that fit their interests. Incentives and

di sincentives for staff and students, based, as Dr. Hodge said, on academ c
performance. And the fifth one is this idea of this relentless pursuit of
excel | ence.

| guess I'd differ alittle bit with M. Marshall on this, is that the job is so
hard, and the problemis not that we're going to solve it by naking it easier
The problemis, why aren't the people who are capable of doing it comng into
the profession? W don't ask why the CEO of Coke or the CEO of |IBM works al
these hours. No one thinks they're crazy. W don't ask why investnment bankers
work a hundred hours. We don't look at themlike they're martyrs. So why, when
I say | work ninety hours a week, do people think that that's unrealistic, when
nost of the people | went to college with are doing it? Obviously, they're
getting paid nmore than | am But why is the expectation that, sonmehow, this is
going to be solved in a forty-five to fifty-hour workweek, where no other
profession in Anerica that requires excellence expects that?

So this idea of relentless pursuit of excellence, how do we get the right people
in, why is the salary structure inadequate for teachers, why is the training

i nadequate, is fundanmental to the profession. | think as |Iong as we continue
trying to do it with the folks that we have, | don't think we'll get those
results. You need good schools to prove what is possible. | think that's
essential. | think we need an Oprah-like figure, who is going to convince people

that we need to sacrifice nmore for education, so that teachers are paid nore, so
that there's a greater incentive.
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VWhy do people work a hundred hours a week for Mirgan Stanley or an investnent
bank or a law firm and they're maki ng hundreds of thousands of dollars? These
are talented, smart people, who woul d make good teachers. They don't even need
to make that nmuch noney, but they're not going to do it for $33,000 and go into
a hostile environment, without the right training. That's foolish

I could nake nore noney being a manager of Barnes and Nobl e or Borders. A
friend of m ne manages the Borders around the corner. He nakes nore than me, as
principal, and the books don’t yell at himl There's a degree to which | think
we're looking at it a little bit wong, in regards to the personnel issue.

DR. THERNSTROM Actually, 1'd like to kind of restate Jim s question slightly
and, therefore, ask it again. Kim Mrshall tal ked about the isol ated teacher
syndrone, which is, | think, is fixable. But what Ji mwas asking about was the
i sol ated school syndrome. That is what happened in Nancy I|chinaga's district;
that is, the superintendent | ooks at the success of her school and says to the
ot her schools, "Hey, how about you, too?" Doesn't often happen, and certainly
hasn't happened in New York, where the system has | ooked at Gregory Hodge and
David Levin, who are both running utterly fabul ous schools. |In New York, the
system hasn't | ooked at these two fabul ous schools and said, "Wait a mnute,
what are the rest of you guys doing?" So the question is, why not? What is it
going to take?

MS. | CHI NAGA: It happened in Inglewod in the past two or three years. All the
el ementary schools are doing rmuch better than the statew de average, and it's
primarily because we're all doing the sane program Qur programis very, very
structured. The whole curriculumis paced so that one teacher cannot be six
weeks ahead of the other; they're all at the same place, and they all take tests
at the sanme tinme, using the sane tests and the sane standards of gradi ng, and
this is done every ei ght weeks.

It took our superintendent to say, "If they can do it, you can do it. And you'd
better do it, or else." Then they cane to us and they said, "W want to do what
you' ve been doi ng because what you've been doing for the past twenty years
apparently has worked. Because we have the sanme kind of kids."

The second thing is that what has happened in Inglewod is being replicated in
other districts in California. Sacranmento is one of themwhere they're al

doi ng the same curriculum LA just started it this year. Los Angeles, you

know, is this great big school district. Over two or three thousand teachers
were trained this sumer, for two or three weeks, to inplenment the reading
programthat we're using. And over seven hundred principals were trained on how
to monitor the schools.

If you want to know what schools have to do, you have to have a school going in
one direction. Everybody has to be in on it, and everybody has to agree to do
it. 1t has been ny experience that there are some teachers who don't want to
work as hard as the rest, and in nmy school they've kind of left on their own. |
really haven't had to ask nmore than two or three teachers in twenty-five years
to, "Come on, you'd better go, or else |I've got to wite you up" kind of a
thing. And they have left voluntarily, primarily because they knew that they
just didn't want to work that hard.

CHAI RMAN PEYSER: Have they left teaching? Have they left to go to another
school in the district?
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MS. | CHI NAGA: Sone of them have left teaching. | had one guy who canme in and
he said, "I think I'lIl go back to ny conputers.” A few of them have gone to

ot her schools and are teaching at other grade |levels, for exanple, kindergarten
because in kindergarten we don't do a lot of testing and we don't monitor --

DR. THERNSTROM But Dave Levin is in a school with three other schools. You
know, those three other schools aren't |ooking at his success and saying --

DR. SCHAEFER: You nentioned, earlier, that the mission statenents have changed,
whereas yours have stayed the same. Your test scores are going up. | was
wonderi ng how cone they haven't |ooked at what you were doing.

MR, LEVIN. | think in both Dr. Hodge's school and in KIPP, there's no package --
| do think that we've identified the elenents. | actually don't think we need
nore research. | don't think we need nore studies. | think we need to just get
down and do what we know worKks.

Vegas Lott, in Houston, Texas, back in the seventies, has been using the SRA
Di star, decode and direct instruction. He weathered about six different
revolutions in reading prograns. He just kept with this direct instruction of
reading skills, and his elementary school was ranked as one of the top ones in
the state of Texas.

Wiy we all didn't just |ook at that and say this was a programthat could be
used? SRA, which is simlar to what Nancy spoke about. The problemis, even
those prograns, is then what happens? To get the type of results that we want
fromour kids is not programred. |It's not just a program although | agree that
there are programs that would help us take steps in that direction. It is a
fundamental shift in attitude, |like Dr. Hodge said. It's "You will succeed.
This is where you're going. |It's your academ c skills and your character
skills.™ Those are the things that have been so probl ematic.

As Nancy al so indicated, the older the kids get, the harder this job becones. As
peopl e who know adol escents and post-adol escents and adults, the hardest people
to work with are adults. That's one of the problens with what New York City has
faced with and ot her schools have faced.

I think a separate problemis this relentless pursuit of the magic program
Districts do this all the time. This is only the ninth year of ny career, so
I'"'mthe baby of the panel. |'mnot the baby of nobst panels I'mon. But, in
ni ne years, every school that |'ve been in before KIPP, they keep changi ng the
readi ng program You know, you get all these reading textbooks, and they say,

"Ch, no. I'musing this." It doesn't matter; the program doesn't matter. It is
a structured approach

So that's the problem Once again, it goes back to personnel. Wy do you need a
programlike -- why is Success for Al proving to be the new hot ticket? Well,
it's proven to be a hot ticket because it requires -- and Dr. Lott will tell you
this, for SRA -- it requires little independent thinking on the part of

teachers. |It's easy because you can give it to them You follow a script, and
you can do it. I1'ma fan of that kind of stuff, but it's only going to get us
so far. The problemis you need to nmake sure you have the right people in the
position. | think that's why the school systens have had such a big problem

addressing that issue.
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CHAI RMAN PEYSER: To follow up on the | ast point you were maki ng about the
churni ng of programs through schools, which may be one of the reasons why you go
t hrough these cycles in school where successful schools stop being successful
schools -- it seems to ne that this is potentially pointing towards one of these
structural issues which is, in a typical school, especially within a large
district, the school itself is not a freestanding institution that stands for
something. It isn't a KIPP Acadeny or Frederick Dougl ass Acadeny; it's PS 1638.
So when a new principal cones in, the way the new principal makes a mark is to
say "Let's reformthe program Let's put in sonething new." Then he or she is
there for three or four years, and then sonmeone el se conmes in, and you go

t hrough the sane thing. The thing that seens to be absent is any sort of
institutionalization of the school itself, so the school stands for sonething
and the people entering the school have a certain ownership and understandi ng of
what the school itself stands for and their nmission is to perpetuate the m ssion
of the school and the nethodol ogy and approach of the school. Wthout setting
schools in concrete, it seems to ne the absence of that sort of ballast makes
what goes on in schools unstable.

DR. HODGE: At the Frederick Dougl ass Acadeny, we | ooked at what we were doing,
and we wanted to know if we could do it again. So now we've opened up the
Frederick Dougl ass Academy Il on 120th Street in Harlem Next year we'll be
openi ng up the Frederick Douglass Acadeny Il on 168th Street in South Bronx.
So there are attenpts to replicate what we are doing. However, it does cone
back to, again, whether or not the missionis sinple -- and our mssion is very
sinple: Every student will get to college. And if you keep it that way, it
makes it very clear to the teachers what they're doing. Wien the students start
to m sbehave and you ask the students, "Is that behavior going to get you into
col l ege?" then the student can internalize it and question what they're doing.
And when the parent comes in and calls you an obscenity, then you can ask the
parent the sane question: "Is that conversation going to get your child to
where the child needs to be?"

There are problens within these big bureaucracies. Again, it's not sinply just

the churning of the personnel. Whether or not you can institutionalize within
that school building what it is that you believe you' re about. At the Frederick
Dougl ass Acadeny, we’ve been able to do that. It doesn't nmake a difference if

I'"mthe principal, or whoever is the principal, because the teachers all agree
that what they do every single day is inportant. What they do in grade six is
the foundation for the student to be able to take physics in grade el even and
for the students to be able to take AP physics and AP cal cul us.

When you have that conversation with the students at a very early age, that they
will go to college, and you tell the teachers that they're going to go to
col l ege, and you tell the adm nistrators and the Board of Ed, "No matter what
you do to inmpede us, we're going to go around all the bureaucracy that you set
up. Even if you tell us, 'Oh, by the way, you're doing a great job, and we're
going to now create the environment for you to do a |ousy job, by making your
school overcrowded. "™

If the school houses X nunber of students, the school is doing very well, why
woul d you put nore students in that school to kill it off? O why would you
send students that are so ill-equipped, where I'"'mgetting kids in special ed

that can't wite their nanes? That's what |I'mgetting in sixth grade. They
aren't three years behind; these kids are five, six years behind. And they're
sayi ng, "Okay, you're doing a good job. Okay, now, deal with this group, and
let's see if you can pull it off."
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There are structural issues. | think the biggest thing that happens in schools
like ours is we work very closely to make sure that, with every teacher we get,
we train them ourselves. W don't care about any teacher training program

What we do is we say, "You want to work at Frederick Douglass? Fine. You cone
to Frederick Douglass during the sunmer, where the students are | earning how to
beconme Frederick Dougl ass Acadenmy students. You, as a teacher, are going to

| earn how to becone a Frederick Dougl ass Acadeny teacher." W do our own teacher
trai ni ng program because the major universities are so poorly equipped to train
the teachers coming in that they get there and they just look at you |like you're
crazy.

I went into a Japanese teacher's class the other day. He's sitting up there,
wor ki ng, sweating, just really working. | |looked at himand | said, "Sit down
and shut up. \When are the students going to speak Japanese? |If you're speaking
Japanese constantly and they're not practicing, guess what? They're not

| earning."

You have to get back to the fundamental s of education: What are you supposed to
be doing? At the end of the day, did any student |earn anything in that class?

At the end of the year, did they learn anything? At the end of the nmonth? You

don't wait for sone school district to print out a report to tell you, "Ch, your
child isn't reading.” Guess what? |If you're in that classroom you know what's
going on. Then you have to adjust your nethodology. You have to work in teans.
You have to use all the experts.

Anot her really unhel pful thing the Board of Education does, and this is the
dunmbest thing they do -- how can you take teachers out of a school building to
go for staff devel opnent ten times during the school year? The teacher's absent
ten tines. That's twenty days. Now, think about how much instruction is |ost
in the building. Do the training in the schools, right in the classroom where
it takes pl ace.

Is there a political issue with this whole conversation in education? O course
there is. But you know what? | don't care about the politics. | don't care
about who you give me. | don't care about what you send ne. |'mgoing to
educate these kids, by hook or crook. By the end of the year, they will be
students. And | think that's what we bring.

At the end of our school day, the question will cone to me in June, "How many
kids did you get in college?" That's the question. Not about what the score
was, but "Did you get all these kids to graduate, and did you get everyone into
col | ege?"

I don't care about sone Board of Ed asking me how I'mdoing. It's how I'm doing
as an individual, how the conmunity knows and feels about what we're doing, how
the students wake up in the nmorning and say, "I know |I'mgoing to get to
col | ege, even though |I'm poor, even though I'm black." W have 80 percent bl ack
children, 19 percent Hispanic, 1 percent Asian. The majority of kids are eating
free lunch. These kids are going to nmake it because someone believes. And we
do it in spite of the structure.

MR, MARSHALL: You know, | think you've just asked a very provocative question.
I"'mnot sure we've answered it yet, but | think the ingredients are here.

You' re tal king about scaling up. How do we get beyond this small nunber of
schools that are highly effective to a much | arger nunber? How do we reach the
maj ority of kids?
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We have nodel s here. When you start from scratch, you hire to a mission. You
get a whol e bunch of people in who believe in that nmission and what it is to be
a Frederick Dougl ass student, what it is to be a KIPP student, what it is to be
your kind of student. That's a nice way to do it. But it's happening so slowy
that 1'mnot sure we're gaining on the | osses here. W' ve got our car idling at
the filling station and we're filling it up. The notor is eating up nore gas.
We're | osing ground here.

Sel ecting teachers to a mission is a very slow process. I'"monly selecting a
coupl e of teachers a year. So to turn around a school and put an inprint on it
takes a long, long time. | think, perhaps, the thing on a |large scale that's
necessary i s what Nancy said, which was a very strong mandate from above. 1In a
sense, we certainly have that in Texas. W have it, to a slightly lesser

degree, in Massachusetts, perhaps in nore enlightened fashion. But sonebody is
saying, "Darn it all, we're not accepting excuses anynore. You're going to |ose
your job." And all of a sudden people paid attention. Right? They changed
their attitude.

There's a great phrase froman article a few years ago, "a stinging mandate,
foll owed by a powerful technical assist.” That's the kind of thing that is
going to get results-- taking no excuses.

The other thing that was mentioned in this colloquy here, is the turnover, the
changi ng of the guard, and also the idiocy, as you' ve described it, of some of
the people at the top. | nean, you clearly don't have respect for your Board of
Education. And that's no way to run a railroad. | mean, you've got to have the
right thinking at the top, and it's got to perneate the system

So it's striking what a nmess this is. How on earth are we going to turn around
| arge nunbers of schools, when the genius is at the building | evel, when you
don't really have the right people at the top, when you don't have coherence?
heard Di ane Ravitch speak, over at Harvard the other night, and | asked her the
guestion, "Wat about a national curriculun? Wat about sonme national standards
here?” Is it right that every state and every city is inventing this thing by

t hemsel ves?"

The other thing that deeply troubles nme, in thinking about not getting anywhere
and gaining, is this zero sum gane, stealing fromeach other, is the dance of
the |l enobns. | persuade my nedi ocre teachers to go up to another school, and, |
steal the good teachers from sonebody else. That's not getting anywhere. W' ve
got to expand the pie. And that goes to sone even deeper issues: Teacher pay.
The kind of climate in buildings. The kind of way it feels to be a teacher

DR. SCHAEFER: Do you have control over your budget and who you hire?

MR. MARSHALL: No. And -- sonetines.

DR. SCHAEFER: | think it's really inportant. You said you do. And do you?

DR. HODGE: That's why ny school's good. | don't let any |enons in.

MR, LEVIN. That's what | addressed as the issue of freedom What's amazing, in
this last year, is we've converted to a type of charter school, converted to a

chancellor's charter school, which in New York state neans we work with the City
Board of Ed rather than the district. And --
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CHAI RMAN PEYSER: There are thirty-sone districts in the city, right?

MR, LEVIN. Right. But we're working directly with the central offices. Wat |
think is inportant is there are a |ot of good people in this struggle at al

| evel s. Once again, it scares me that we think that education is going to fix
itself any differently than any other enterprise in the world.

There's an expression around the Bronx -- "Stay conscious | ong enough to tel
them not to take you to Lincoln Hospital." \Whatever happens to you, stay
consci ous | ong enough not to go to Lincoln. Wy is Lincoln not as good as
Bronx, Lebanon, or Mount Sinai or Lenox Hill or Bellevue? What is the deal ?

Why do you want to go to Bellevue if you have an energency, as opposed to
ot hers? Because the quality of doctors there are better

We're tal king about scaling up. Wwo in here would marry anyone -- "Do you have
a college degree? 1'Il marry you." | nmean, we wouldn't choose our w ves or
husbands that way. W wouldn't choose our doctors that way. Wy do we expect
to choose teachers in that way? Until we address that on a macro level, this

i ssue of stealing, it's the way of the world. So I think until we address that
issue, | think we will always see it.

DR. SCHAEFER: But, Dave, aren't you really saying -- aren't all of you really
sayi ng, "Look, this problem m ght be solved if every school was a charter schoo
inthe city"?

MR, LEVIN: | think all schools need certain freedons of charter schools.
MS. | CHI NAGA: | agree.
MR. LEVIN. And, with that, | would say if you give us freedom then you should

hol d us accountable, to the letter and i mediately. That's the way state
supervi sion should work. If you say, "Your students nust show 10 percent
progress, or | want to know, to the letter, why not," if you give me all the
freedomin the world to do that, then | should be held accountable. And then
you shoul d be hel d accountabl e, whoever is my supervisor should be held
accountabl e to someone, who should be good. And that person should be rewarded
at a rate that we're going to get top-quality people.

DR. HODGE: | don't know whether or not it's as sinple as charter schools or
public schools. When you | ook at the whole structure, if you look at it in
terms of the end product, if you're constantly produci ng young people in the
inner cities that are graduating to the crimnal justice system there's a
certain course associated with education. And if we don't intervene
dramatically and in a very unique way, we will continue to build nore prisons
and | ess school s.

VWhen you | ook at inner cities, they are overpopul ated. The school districts are
over popul ated. They have the | east prepared teachers, in terms of experience,
and the | east anount of formal training to go into that classroom

| think if you | ook at sone of those issues and then you |ook at the structura

i ssues and ask yourselves why certain schools have classroons in bathroons, in
hal | ways, why certain schools have classroons in auditoriuns, in cafeterias; why
certain schools are operating two or three split shifts, and then you want to
ask yourselves why that school is on a state |list to be under review? Well
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guess what? The structure is creating many of these |arge schools and these
war ehouses of failure, because no one wants to address the reality.

If you |l ook at sone of the big schools in New York City, the big schools that
are on that list, they're not there by accident. They're there because it was
politically expedient to have a connection with the crimnal justice system
And they go fromthis high school to the jails, and fromthis jail to Upstate.
That is the reality of certain schools in New York City. There's no question
about it, statistically. You can look at it. There are other schools that
refuse to allow that to happen

The question is whether you have the capacity to change and whether or not you
have the willingness to be honest about it and to recruit premium qualified
teachers and admi nistrators to operate the nost inportant institution in this
country. There is nothing nore inportant than education. Until we, as a

society, start to recognize that and until we, as a society, are willing to put
our noney where our nouth is, we're going to continue to play, as you consider
this thing, a noving over here, moving over there -- a little shell gane.

We're going to have a few of us principals that won't take any garbage, to
prevent these rejects. |If you have sonebody that has mental health problenms and
they are a teacher, and you still have that person sitting in that schoo

because they have a union or they have a contract, or whatever, that's not the
pl ace for them They really belong -- maybe maki ng the house or car, but no

pl ace around children.

We must get very serious about education. W nust stop this nediocrity that
exists within the Boards of Education, the state departnments of education. Al
these agenci es that oversee education have to be put in check. You know what
the problems are. And guess what? You know the solutions. So let's stop
talking all this stuff about research. Let's get back to the reality. Let's
roll up our sleeves. Let's do it, and let's stop maki ng excuses.

MR, LEVIN. The thing is, there are not that many good schools around. Wy do
wealthy fam |ies pay people three hundred dollars an hour to tutor for the SAT
to get into private high schools? These are people already who are paying
fourteen, fifteen, sixteen thousand dollars. Dr. Carter G Wodson -- and |'m
probably not as well-read as others on the panel, but there's a long |line of

t hi nkers who think that our schools have been designed to perpetuate the class
structure and social structure of this country. And there is a high probability
that this could be correct. Because | would argue that the quality of education
in these private -- they're not that good. If they were so good, why would
these fam lies pay this amunt of noney for these SATs?

So the reality is, if you go to private school X for grade school, then you're

going to go to private school Y for high school. Then you go to a good coll ege,
right? And so the fanmilies are on that track. And how do you get into private
school X in kindergarten? WelIl, you have to conme fromthe right soci oecononc

group or background. VWhile if you would grow up in the South Bronx you go to PS
this, IS that, then you go to Taft or Mrris or Roosevelt, and then only 20
percent of those kids apply to college, or go to college. And we're talKking
about that some of those are questionable colleges. Then you allow a few kids
into Harvard and Yal e and four-year colleges so we can feel good about

our sel ves.

So | think, fundamentally, that's the issue. And it's why we outperfornmed --
our eighth graders outperforned all but one niddle school in Manhattan and the
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Bronx this year. |1t's about addressing those issues. Then |I think those issues
come back to the people. And then hol ding people accountable. You re not going
to get those type of people, in the current structure.

| believe in strong accountability nmeasures. But you also got to get the people
to do the job, and this is a great job. Any of you who are | ooking at teaching
know Dr. Hodge already invited you. |I'mgoing to invite you. This is a great
job, especially if you like puzzles that have no solutions. |magine getting a
puzzle in a plastic bag and you don't have a box top, so you don't know what
it's supposed to look like. That's what it’s |ike, basically, when you take
over a school. They don't give you a box top. They give you all these pieces,
and so you have to come up with this box top. That's pretty cool if you're
internally notivated and have a good picture of what you should do. So it's a
great job. |It's a great profession. But we're not allow ng people entry and
then giving themthe right training.

DR. HODGE: It cane off that industrial nodel. That's the nost inportant thing.
The industrial nodel did not work in 1940, because in 1940 you had a trenendous
anount of dropouts. No one wanted to talk about it. The industrial nodel is
different. Today we're in the 21st century. W have to | ook at different
educational nmodels, to allow children and parents an opportunity to have choice
and to be able to attend good-quality institutions, and not get stuck in their

| ocal schools.

DR. SCHAEFER: |I'mtrying to isolate what the factors are. To cone back to what
you said, Kim you've got the control over the budget, control over the
teachers. You tal ked about the size of the school. And, earlier, David had
referred to -- and this is something we've talked to a lot -- even if you've got

a large school, the need to break it down into smaller units.

Is there a difference between the two schools, or are you both follow ng the
sanme kind of principles? Is there a difference in the way the students conme to
the school? Do you have a choice of students? Yours is first conme, first
served. But | gather you're going to a lottery. Al our charter schools if
they're oversubscribed, it's a lottery system so there's no choice. They have
to be reflective of what's the population of the district.

So let nme cone to that issue of the students. You' re successful schools. |Is
t here sonet hing about the students?

DR. HODGE: Well, we're in District 5, the lowest-performng district in New
York City. There's nowhere |ower than us. M sixth grade class was 100 percent
fromthat district. M seventh grade class was 95 percent fromthe district.
The reason is because the school district is overcrowmded. M ninth grade class
is all the students fromthe district, plus the conmputer does a random
selection. So | get to select 50 percent; the conputer selects 50 percent.

Last year, as | said to you, | didn't have any selection. They just gave nme an
addi ti onal 150 wi nners.

So we don't necessarily have choice, in the sense that we do have sone input and
sonme selection. The key is whether we can transmt the value of education to
the student, to the parent, and |let the parent know, "You let the child get to
school " -- because sometines the children have to be day care providers,
caretakers, to take care of sick brothers, sick nothers. |If we can get the
child into school, that's the biggest part of the battle. The npbst inportant
thing is to get everyone on the same page -- the teachers, the security
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of ficers, the custodians. |[|f everyone believes that child is inportant, when
the child walks in the building, the child s attitude changes, and then you have
enough tinme to educate the child.

We probably have very simlar structures in terns of time on task. |If we |ose
five minutes in that classroomfor disruptive behavior, we can't regain it.
Then what we do is we have simlar concepts in terns of having a student stay
after school, the weekends.

My reading performance -- | think when I'mtwenty points in fromlast year, in
terms of the middle school performance, and the math performance went up
something |ike twelve percent. W' re outperform ng not because we're doing

anyt hing special. W just, basically, have the kids for a | onger period of
time. We do very creative things, in terns of if the child -- we identify the
weaknesses of the child, and then we give them additional support. So if the
child is weak in math -- nmy ninth graders, we give them a double period of math,

a doubl e period of English, plus their resource room even though they're not

speci al ed. Because those kids are weak in English and math, so what we do is
we custom ze the progranmng for the child, and not nmake a programthat is so

gener al

Soneti mes we have to do things that we're not supposed to. Like we drop off a
few subjects. But guess what? The child cannot read and the child cannot do
math. Wiy is that child sitting up there with five periods of basketball or
gyn? CGuess what? They played basketball before they got to school. What do
they need gymfor? Health? There are a |ot of courses that you can manipul ate.
But what |I'msaying is, you've got to structure the instructional programto

| ook at the deficits of the child.

DR. SCHAEFER: \hat are the hours for your school ?

DR. HODGE: W start at 8:00 and we go to 9:00. But the instructional time is -
- 7:30 we have breakfast, we start at 8:00, and we finish about 5:30, 6:00. W
have Saturday class from9:00 to 4:00. And then Sundays we have additiona
activities.

MS. | CHI NAGA: One thing that you forgot to nention is that the curriculumthat
you choose for your school is very, very inportant. You have to pick a
curriculumthat has proven itself, instead of trying to reinvent the wheel

And there is no private practice, for example, at ny school. Everybody's on the
same page. Everybody's teaching the sane thing, using the same materials. O
course, the nore experienced teacher has a broader repertoire and can bring in
ot her things, but, essentially, everybody is doing the same program which is
sequenced grade | evel by grade level, so that a fifth grade teacher knows
exactly what the kid was taught in the fourth and third and second grade.

AUDI ENCE MEMBER: (I naudi bl e questi on)

DR. HODGE: This is our fifth graduating class. W have not been able to get

all the data yet, but we are going to have a party. W' re very fortunate that
the Gap Corporation funds us, in terns of our uniforns, and HBO provides help
with our computers. We have one person creating the database, and the other
person is organizing a party. So this year we're going to | ook at our first
graduating class to determ ne how many of the kids have stayed in college, how
many of them have graduated. W have sone data that says nost of them are doing
wel | .
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The first group of students, |like fromlast year, that took the sunmer program
in college, we did get some very interesting data. The students who were in
col |l ege outperformed their classmates because they had taken the AP cal cul us, AP
physics, AP English, AP social studies, and AP foreign | anguage. So when our
students actually finish, say, the eleventh grade, they start to take the
advanced pl acenment courses. This year they're going to a programat the City

Uni versity where they're taking college courses while they're in high school

So we anticipate we're going to have a very high success rate. W don't have
any concrete data, but we are tracking.

AUDI ENCE MEMBER: |'ve been hearing a | ot of great things, but | guess what
concerned me a little and what | was questioning, is that I'mhearing a little
bit of "if you're not up to our standards when you conme in" or "if you're not
good enough when you cone in." And | guess one of ny questions is, isn't that
taking away that if every student should be able to succeed that that neans
every student, regardless of where they are when they cone in? But, al so, how
is a setting and a standard being given so that when they go back into the
environnent that they're in on a daily basis that puts them where they' re not
feeling safe -- they tend to feel safe in school, but they're not when they

| eave the building when they are afraid of other individuals. How can we bring
t hem back around, to bring it back up, that through the school, that pushing it
through to those individuals and saying, "This is not what we're going to
tolerate. And | don't care how you come to us, when you come to us, why you
conme to us, but we're going to help you succeed whether or not you neet our

st andards when you conme in"?

DR. HODGE: My students range from special education students all the way

t hrough the ganut. So we have students on varied |levels. W have a student
creed that comes from Moorehouse Coll ege, and we tell the students they all nust
| earn the same student creed that Dr. Martin Luther King had to learn. That
hel ps them to nmake good decisions, on the weekend and in the evenings, so they
don't get involved in the crimnal justice system So by, again, inculcating a
val ue systemwi th the student that enphasizes education and also telling the
student that they will do well

Last year, 75 percent of my special ed students were able to pass the state
assessment, even though they came in with very |ow scores. \Wat it sinply nmeant
is they had to come to school on the weekends and every evening. W had a few
of ny parents who cursed nme out because | added additional time to the schoo
day, and they wal ked in and said, "What do you nean, you're adding tinme? Wat,
are you crazy? M kid has got to play basketball.” | told them "The kid can't
pl ay basketball if the kid can't read. So the kid has to be there." So you
have to be willing to say to the parent -- and this is not legal. | say to the
parent, "Your child nmust take an additional reading class. Wy? Because they
scored so poorly." And | get away with it, but -- it's not advisable, but it
works. Tell the parent you've got to do it.

MS. | CHI NAGA: Let me tell you what | do. | have a lot of transiency. Kids from
the Los Angeles city schools conme to ny school every year, and, generally, they
are far behind. | have third graders who come into ny school from Los Angel es,
sonepl ace el se, who can't read. What do | do? Do | put themin the third grade
class? No. | don't want to perpetuate the failures. So | make theminto first
graders, where we really teach them how to read, but | prom se themthat when
they catch up, | will double-pronmote themlater on
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I do not put the burden of the far underachi eving student on the teacher
necessarily, on that grade | evel because that teacher is expected to teach a
third grade curriculum and you can't teach a third grade curriculumto a kid
who can't read first grade stuff.

So | test every new kid who cones in. | find out which level he's at, |
conference with the parents, and | reclassify them So that's one thing that we
do.

MR, LEVIN. One thing that's critical for schools -- maybe this nay have been
what Dr. Hodge said, in terns of being up to our standards -- is that doesn't
mean that he doesn't accept kids. And it doesn't nmean that we do, either. But
it does nmean that we believe that we have standards.

I think that one thing that schools have gotten away fromis being able to say,

"Look, you can't behave that way. That's wong." And | used to get asked this
often. | get asked it a lot, too, still: "Wo are you to make this decision?"
Vell, I'"mthe principal

M5. ICHI NAGA: |'mthe boss.

MR. LEVIN. There are, obviously, wong values, and you wouldn't want to run a
school based on wwong values. At the sane tine we can't be afraid of what is
general ly accepted as the right values. Because, renmenber, that was the purpose
of school in the first place. There's a guy, Larry Krem ns, who wote these
three enornous volumes on the history of education. He said the purpose of
school is twofold -- one, to socialize and one to liberate. And they're equally
i mportant.

But you do have to admit, good schools have to provide these social norms. Then
we have to liberate kids so they can change the path that they're on. One thing
I think that both Dr. Hodge and, |I'msure, all of us, we're not afraid to set

t hose val ues and to enforce them

DR. HODGE: Civility is critical. You cannot have kids conme in that school

di srespect you, disrespect your teachers, fighting, knocking down. \Wen they
conme in, you got to check themat the door. |I'mat that door every single
norning. | greet ny students, and | confiscate the things they shouldn't have.
You don't bring beepers in. You don't bring tel ephones in. You' re expected to
have a belt. "GCh, you don't have a belt? WelIl, here is a belt."”

There are sone standards that you nust enforce, and you nust not be afraid to go
and fight. |['ve had to fight with the Board of Education about the fact that |
am very demandi ng of the students and the parents. Those standards are the
same, whether you're special education, bilingual, black, Hispanic, white. It's
no different. You nust expect the bare mininmumfromchildren. |f you don't do
that, then the kids are going to read you and they're going to make your
Septenmber seem |ike June, and you're you'll be praying for the end of the
semester. Don't take nonsense from kids. They ve got to know who's the boss.
And you are the boss.

AUDI ENCE MEMBER: | work with a Title 2 grant fromthe U.S. Departnent of

Education, and we are trying to |look at how to better prepare teachers. I've
heard nost of you say that you would prefer to train your own teachers -- you
know, "Let's do away with the schools of ed." | suppose | have something el se

to propose, which is not the nobst popul ar stand here, and probably around the



Board of Education Forum
October 17, 2000
Page 27 of 33

state, but why not make a partner of the university and work with the students
who want to become teachers and get them prepared, so that your job beconmes a
little |l ess burdensonme in that regard? 1'd like to know, actually what all of
you are doing with regard to that.

DR. HODGE: W have a partnership with the college. They send their teachers
down to our school. The npbst inportant thing is that their student teachers
spend the time with the students. Their faculty nenbers come down fromthe

coll ege, and they work in the school building with the students. So the student
teachers get firsthand know edge as to what happens. There's a trenendous
amount of effort that's placed on the reality of education, not all this theory
stuff. You know, they can learn that the first year of college. Let's get them
in there and see if they can teach. So we're very fortunate. | think the
college is working very closely with us.

Agai n, teacher prep belongs in the school systenms. Colleges that you' re working

with should be applauded for their willingness to work with the schools. Every
college in the United States that has a teaching program shoul d be connected
with the public school. And | nmean in the inner city, not in Scarsdale.

MS. | CHI NAGA: Lots of times the faculty at the university really do not wish to
work in the schools because we're too down to earth. They would rather talk
sonmething up here. 1In fact, we've had quite a conflict with the UCLA s training
center. They teach their student teachers about social justice rather than
about academ c achi evenent and rather than about discipline. So that while it
sounds good to be in partnership with the universities, sonmetines it just
doesn't happen. Not because we're not willing. W're willing to take them and
teach them but they want to teach us.

MR. LEVIN: The other thing is, the enpirical data for those who are dealing
with university people, if you talk to enough principals, you re hear enough of
the sanme nmessage. So it's remarkable to ne that this isn't starting to take

greater hold. It appears that we're actually noving in the opposite direction
It’s one of those interesting things: "W need higher standards for teachers."
You hear that all the time. "W need increased certification. Increase the

nunber of certified teachers.” And |I'mnot even going to tell you nmy favorite

line about the sinmlarity between "certified" and "certifiable." But, sonehow
you' re not hearing that from principals; you' re hearing that from policymakers.
Principals aren't saying, "W need nore certified teachers.” They're saying,
"Let ne go get the best people | can go get." So it's just remarkable.

| agree, by the way, with the partnership with universities and the idea of
havi ng student teachers come down and teach. Fine. All that's good. But you
just don't hear that nmessage fromthe people who are naki ng those deci sions.
And it seens remarkable that, sonmehow, nationw de, we're noving, apparently, in
t he opposite direction.

MR. MARSHALL: Having interviewed forty-two teachers [ast sumer -- we had a | ot
of turnover in our building -- |I've been absolutely horrified at sone of the
gaps in people's preparation and know edge. Here's what |1'd like to see, in
answer to your question. First of all, a first-rate liberal arts education for
all teachers, at a high level. | mean really bright, comrtted — the best
people. And then how are you going to attract the best and the brightest, |
guess, is a larger question, but first-rate liberal arts education
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Secondly, a really good crack at the know edge base. The know edge base of
teaching is as extensive as the know edge base of brain surgery. And this is a
difficult field. John Saphier and others have done work on this. There's a
knowl edge base that they should know.

Thirdly, 1'd like to see teachers having been through a real honest-to-CGod
course on classroom managenent. Not a theoretical |ecture, but a real training
course. Sonething like a Fred Jones' positive classroom discipline, something
that is really hard. You can't learn that on the job; you' ve got to walk in
havi ng been trained. And it's not just a question of either you have it or you
don't. | think people can be trained on that.

Then the final piece that should be done, right in the school, is the specific
literacy program and other curriculum prograns that that school is using. For
exanple, we're using Literacy Coll aborative, having been trained in the

cl assroom having coachi ng, having after-school classes taught, preferably by
peopl e who work right in that school, in collaboration with universities.
That's a good nodel because those things are quite specific to the school. The
ot hers are nore generic.

DR. HODGE: Also, you need to elimnate these bogus licenses. You have people
who have a license: special education in the high school area. Those people do
not know the content area. \What happens is you have a child in special ed, with
the greatest anobunt of need, and they have the teacher that's | east prepared,
acadenmically, to teach the child. These bogus |icenses called special ed have
got to be elimnated, nunber one.

Number two, you have the same issue on the elenentary school. |If you have a
teacher teaching first or second grade, teaching mathematics, and the teacher
hates math, the teacher doesn't want to do math -- what's the sense? Let's be
real. Put teachers where you need to place them based on their academ c skill
If the teacher got a Cin college math and | ogic, what is that teacher doing
teaching math? Think about it.

And this goes on, day in and day out, because we have these bogus requirenents.
Let's get real. You want to teach mathenmatics? You better know a little
calculus. You want to teach science? Mke sure you know sonme science. And you
get these teachers with that special ed license, they' re devastating. They wll
kill off nore kids, w thout anybody recognizing what's going on

MR. LEVIN. By and large, the nmost difficult students have the worst teachers.
And the reason for that is -- because they're the nost difficult students, and
so a | ot of people don't want to work with them But there's another reason
One, you need the nost conplicated license to work with these kids, and so it is
ti me-consum ng and painful to get those licenses, so that it's not an incentive
for highly notivated kind of free-spirited people, who you really need those
highly notivated free-spirited people with some of these nost difficult Kkids
because that's what's going to nmotivate the kids.

The third, going back to the salary structure. It’s |ike supply and demand.
You' re dealing with sonme kids whose behavior or their |earning deficiencies are
at a level that it nmakes it really difficult to go to work. And you need to
change the whol e structure.

AUDI ENCE MEMBER: (| naudi bl e questi on)
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MS. I CHI NAGA: | think that the answer to that question, and a very inportant
gquestion in education, is that the principal, the site principal, should be held
accountabl e for whatever happens in that school. Therefore, | think that the
school principal should be the highest paid school person under the
superintendent. All the offices in between, to me, are superfluous. | ignore
them We have done well in spite of them not because of them All of

I ngl ewood, which is doing quite well, is doing well in spite of the curricul um

department, which is in the dunps.

So to answer your question, the action is in the schools, not in the district
office. You need a strong |eader to encourage a site principal, but other than
that, not mnuch nore.

MR, LEVIN. | would agree with that. But | think in terns of the ideal scenario
and what charter school offices are grappling with -- so the charter schoo

of fices very often reflect the bureaucracy that Nancy is talking about. It's so
frustrating because here they are supposed to be reinvigorating stuff. But
school s do need support.

Charter schools need a unique type of support; for instance, insurance, special
ed accounting, financial accounting, student support services, food services,

financing loans for facilities, retirement benefits, health insurance -- these
type of issues, which occupy an inordinate amount of tinme. | think regular
public school principals don't deal with that at all; they have no conception

that these things are as conplicated as they are. Charter schools are out there
to deal with those things, and they're hard. And it's where a |lot of charter
schools go awy. And so those are very good uses of a charter school office,
directing services in those areas.

AUDI ENCE MEMBER: ..all noninstructional ...

MR, LEVIN. Yes, those are all noninstructional areas. But you should not
accept a charter school application that doesn't know what they're doing
instructionally. If you give a charter to soneone who doesn't know what they're
doing instructionally, they're doomed. | nean dooned because they're going to be
poor and nedi ocre.

DR. HODGE: | think on the instructional level, | think bureaucracy does have
its place in every school system | think when you | ook at bureaucracy, one
thing that it does is it has access to information. Now, when you |ook at the
nature of this conference, you have a bureaucracy that says, "Okay, well, we'l
go around the country, find schools that are working," and what happens is you
bring that information to the public. Bur eaucraci es exi st to support the line.
So anytime a bureaucracy can get information, it hel ps the school becone nore
productive, that's the role of bureaucracy. It is not to be an obstacle in the
school system | think that when you | ook at not trying to reinvent the whee

and trying to expedite the learning, you go around and you get that information
and you share it; that's the good purpose of bureaucracy. But when a
bureaucracy tells you, "You cannot do sonething," and you're not willing to try
it, then that's a little bit difficult to understand.

MR, MARSHALL: When | worked in Court Street with Bud Spillane, we used to joke
that there were the three nost common lies, the third one of which was work for
the central office, and we're here to help you. But we did help sonetines. I
think the nost difficult and tricky thing right nowis getting the instructional
and testing thing right. Not being overdirective, down to mcronmanagi ng the
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school s and snothering the creative, good people who are needed to run good
schools. But not being too permissive and too general. And | think that's a
real struggle.

I want to conpliment Massachusetts. | think that is being done very, very wel
here, and on a steep learning curve. | nean, the conbination of franmeworks
which were a little too general, but then | earning standards, actual exanples of
tests, and exenplars of student work at the level of detail that we have nowis
qui te good.

I think the other thing is having the courage of your convictions. Because

t hi nk bureaucracies are not just there to assist; they're also there to |ead.
Dave Driscoll and Jim Peyser are being paid to really | ead education in
Massachusetts. And having the courage of your convictions about social studies,
for exanple, getting that one right, and making it stick. Things |ike that nake
a huge difference in the schools. W can't figure it out by ourselves in every
bui | di ng. Getting that mix right, between specificity -- being too specific
and not specific enough and being forceful and | eading.

DR. SCHAEFER: Do charter schools in New York have boards of directors?
MR LEVIN: Yes.

AUDI ENCE MEMBER: |1'd like to ask David and Gregory about your nobility rate of
students. Has it changed since you first opened, as parents and students have
under st ood t he denmands that you've put on them and what effect that's had on the
students you're teaching?

MR, LEVIN.  Sure. Qur attrition rate, which includes mobility, students who opt
out, a couple of kids who we find alternative settings for, is 2 percent a year
And that's in a comunity where the nmobility is 28 percent.

DR. HODGE: Qur school | oses maybe one or two students a year, in the mddle
school. And part of that is because the teachers establish such a positive
relationship with the students that, even though the student has noved fromthe
Bronx to Brooklyn and Staten Island, the student still remains in the school
Even t hough the student is nowin the custody of the state, the school is the
only stable factor in the child's life -- which goes back to what we started
with, the idea of constants, that if you have teachers that are caring
supportive, nurturing and that are there and that believe in the mssion of the
school, the students don't disappear. They don't | eave.

The students who graduated from our school in June, even though they're in
col l ege, sonme of the kids had break | ast week, a little holiday break. They
were back at the school. And when they cane back to the school, do you know
what they were doing? They came in, they start participating in the chess club
and the domi noes club and the theater club. They're involved in the things with
t he school, and you don't even know that they left.

So it's really a testanent to when you have excellent teachers. They nake it an
environnent that's stable, when nothing else is stable in the child's life.

AUDI ENCE MEMBER: |'m at the Harvard Graduate School of Education, where we
study a lot of nice theories. First of all, | want to personally thank you for
all of your fifteen-hour days and ei ght-day weeks that you put in.
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I''mon sabbatical froma nonprofit organi zation that supports teachers and
students. It's a human rights organization called El evation of Human Ri ghts.
One of the things we do is work inside juvenile detention facilities to try to
reconnect ties between students in the facilities, young people who used to be
students, and the teachers they go back to. And | was really devastated by your
comment, Dr. Hodge, on the tracking that occurs out of public schools in New
York into the criminal justice system

So if you all could address that particular challenge, the grow ng role of
crimnal justice systemin many aspects of our community, particularly the
school s, and how you're grappling with that.

DR. HODGE: Well, we're fortunate that we haven't | ost any of our students to
the crimnal justice system That is because we firmy inculcate the students
with the value systens that allow themnot to get in trouble. I'mnot going to
tell you none of nmy kids got arrested. A few of my kids got arrested. | had to
go in front of the judge. | had to sit there and tal k about why the kid should
not be treated as an adult, the whole nine yards.

But 99.9 percent of the tinme, if you start with the children in elenmentary
school and you start delivering the message and the values of the school, you

won't see that. |In the larger urban schools, where you have 4,000 students in a
buil ding that was built for 2,000 kids -- What do you think's going to happen?
The kids aren't going to cone to school. They're going to be disaffected.

They're going to get lost. They're going to be alienated. They're going to be
involved with that street econony.

You know, drugs right nowis a killer. | mean, kids are making ten tinmes what
we make, and they wind up getting into a very conplicated system In sonme of
t he schools, they have outreach progranms. 1In the crimnal justice at Rikers

I sl and, they have an educational program where they do try to bridge to kids.

But | do think the nost inportant thing is to prevent it from happening. When
and how can you do that? 1In grade K, 1, 2, 3. This is where it happens, down
here at the bottom K, 1, 2, 3. |If you don't have an effective program where
the students have sone | evel of success, by the tine they get to the fourth
grade, it's all over.

Okay, so we're hoping that, the elenmentary schools, the trend would be to
continue to decrease the class size, provide themw th support, have a |lot of
i nnovati ve educational programs, so that by the time they get to the mddle
school, we will prevent them

But in ny school it's so structured and disciplined that if the kid gets in
trouble, they're nore afraid of me than going to the precinct. Anot her thing
that we have in our school that's very unique is we have a very good
relationship with the 32nd precinct. That's the local precinct in Harlem |If
one of nmy kids get in trouble, they call ne before they call the parent. W

al so have a very good relationship with them because we play basketbal | agai nst
them We beat themup all the tinme in basketball.

When you have that rel ationship and you have the cops sitting down and wor ki ng
with the students, discussing with the students howto deal with the police
officers in a very conplicated situation, that helps to prevent the student from
becomi ng part of the system It only takes thirty seconds for a kid to becone
part of the crimnal justice system The child says the wong thing to the cop
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One of ny students said to the cop, "Look, why do | have to |leave? |1'mon the
corner. | have ny constitutional rights. M teacher told ne we have the right
to peacefully assenble.” The cop said, "I got the right to peacefully kick your
behi nd and then lock you up,"” and that's what happened. | had to go to down to
the precinct and talk to the cop about this whole thing and -- but the cop was
nice. He called the school and he says, "You know, you got one of your Kkids
being smart."” But if we can teach the kids how to deal with society, we'll keep

t hem out of trouble.

MR, LEVIN. M ddl e school is when we | ose kids. The research is pretty concl usive
on this. Cbviously, it starts younger because they come very unprepared, often
to mddle school. That’'s why KIPP is five through eight; it's a critica

turning point. Then you're fighting odds with the crimnal justice system
because you're tal king about patterns and cycles of behavior that are way nore
conplicated than we can get into in a panel like this. | mean, you have famly
expectation -- it's just a very conplicated cycle that you're trying to break
very often, with children.

One of the nights where | had to go up to the 44th precinct for sonething, you
wal k into the 44th precinct, which is our precinct, and you see "Hone of the
Wrld s Busiest” -- it's the world' s busiest precinct. They have a big banner
The community in which we work has the highest crine rate in the country, the
42nd and 44th precincts.

Trying to counteract that is, as Dr. Hodge said, a critical battle in val ues.

Not only values, but skills. Once again, do you have the skills to
realistically do sonething different than get involved in crimnal activity? Do
you not only have the skills, but the belief that those skills will take you
somewhere better? And if you have those two things, the skills and the
confidence, you have a chance of avoiding some of the pitfalls of the conmunity
that too many people fall into.

You al so have to openly address it with the kids. You have to be honest with
the kids and, basically, let them know, unfortunately, you're dealing with
society's racism you're dealing with society's expectations, and that in order
to counteract that, you ve got to be conscious of these things.

It's a trenmendous struggle. Thus far we've been very successful with it, as
well. As you watch the kids get older, you see sone of that work -- you can see
it differentiating. But you can make a huge difference if you provide the kids
with the academ c skills and the character skills to believe that they can
conpete in this society, and to be right in that belief.

DR. HODGE: And to avoid the gangs. That's another lure in the street that the
young people have to deal with. |If we can provide -- we keep our schools open

| ate because we know the reality: |It's better for us to have our children in
that building at ten o' clock at night than to have that child on the street. |If
we had enough money, | would have ny school operate from seven o' clock in the
norning to ten o' clock at night. Because guess what? At ten o'clock I know
where ny kids are. They're not in the precinct.

That's what we need to look at. Mre after-school educational activities and
weekend activities to keep the kids out of those opportunities to becone part of
the criminal justice system
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CHAI RVMAN PEYSER: |'d like to give the panelists -- and this is entirely
voluntary -- an opportunity to make any cl osing, summtive remarks.

MR, MARSHALL: I'mactually going to pass. | think |I've said everything

wanted to say.

MS. ICHI NAGA: | think that if all people realize that the mission of the

el ementary school is to nake each child English-literate, they' Il be okay.

You’ ve got to nmake themliterate. And that's what we try to do, first and
forenmpst. All our kids learn to read in kindergarten. By the time they go to
first grade, they can all read three-letter words. By the tine they finish
first grade, they can read four- and five-syllable words.

But this is what you have to do: Mke sure that the m ssion of the elenmentary
school is to make the kids literate. |f you are passing on kids who can't read
into the second and third grade, you're already beginning the cycle of failure,
and you rnust stop that.

DR. HODGE: | think every individual in this roomhas to | ook at thenselves
today and ask thensel ves, “Wat are you going to do differently tonorrow?”
Every person in education can affect the |ives of children, and they can change
it in so many ways that we can't measure right now.

But if you |ook at the belief systens that we have in our heart -- and all of us
really believe that we're in education because we care about kids and we care
about our future. |If you go into that school building, or whatever function you
serve as, and you say at the end of the day, what did you do differently to help
the children be successful, | think that's going to carry us a long way in the
future. And it will lead to nore discussions and nore reformthat will allow
peopl e to be honest about what they're doing.

Anyone in education, usually, is very commtted. W just need nuch nore of it.
And we thank all of you for your commtment to education, as well

MR, LEVIN. Thanks, all, for staying so |ate on a Tuesday. We can do this. W
can really make a difference in what's going on in the lives of kids in this
country. But we can't do it when we're fighting amongst ourselves. The kids
are depending on us. They're dependent on us to get ourselves together, because
we're leading them And we really can do this. That's what sone of these
school s have proven, that you can take kids from wherever they're comng from
and they can achi eve at the highest possible |evels.

So everyone has an open invitation to the school in the Bronx. And | just hope
that, as we go forward and we have conferences like this, that we kind of spread
that message that we need to get ourselves together and work together, so that
the kids get the best possible future. Thanks.

DR. SCHAEFER: Thank you all for com ng.

DR. THERNSTROM Yes, thank you. It was really terrific.

CHAI RVAN PEYSER: Again, thank you for all the work that you're doing every day.
And, certainly, thank you for participating in today's panel. W appreciate it.
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