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One District Learns About
Restructuring

The tenets of outcome-based education have 
provided the Winona, Minnesota, schools the clear 
purpose needed to drive their restructuring efforts.

W e hear one of education's 
newest buzzwords, restruc 
turing, and questions abound. 

What exactly is it? Why should we do it? 
Are we doing it? Maybe we don't even 
know. . .

Restructuring became tangible for us 
in Winona, Minnesota, when we began 
to consider meeting the two cardinal 
tenets of Outcome-Based Education 
(QBE): all students can succeed and 
schools control the conditions of success 
(Spady 1988). Since then, we've come to 
understand why our innovative efforts in 
site-based management and state-of-the- 
art projects and our use of a vision 
statement—all the right pieces—were 
not jelling.

Doing the Right Stuff, But 
Missing the Point
By most standards, our typical mid- 
western district of 4,650 students and 
278 teachers was doing much of the 
right stuff. The following descriptions 
of our previous efforts illustrate our 
approach to change prior to focusing 
on the OBE tenets.

Site-based management. Winona was 
an early adopter of site-based manage 
ment (SBM), having instituted the con 
cept by a faculty vote, with strong super 

intendent support, in the spring of 1984. 
We also developed a decision-making 
matrix, which detailed the consultative, 
advisory, and decision-making roles of 
various groups (e.g., the school board, 
principals, site councils) and their deci 
sion arenas (e.g., K-12 curriculum, grad 
ing policies, hiring).

Over time, SBM has evolved from 
staff members' considering the day-

If we want 
restructuring to 
happen, staff 
members need time 
to think and some 
clues as to what is 
fair game to 
consider when 
contemplating 
change.

to-day management tasks (i.e., choos 
ing carpeting for the classrooms and 
controlling noise in the lunchroom) to 
making decisions about their needs 
and plans for professional develop 
ment. Among this year's building 
themes are: (1) serving at-risk students, 
(2) writing across the curriculum, (3) 
grouping by alternative approaches, 
and (4) developing social skills. (For 
more details about our efforts, see 
Lindquist and Mauriel [1989]).

State-of-the-art projects. Over the 
same time frame, Winona was involved 
in a range of projects and grants. For 
example, our teachers have participated 
in Madeline Hunter-type training, and 
our curriculum efforts have a contem 
porary focus (i.e., our technology inte 
gration plan is recognized throughout 
the state of Minnesota) In addition, we 
have received grants to pursue the fol 
lowing concepts: teachers as active 
learners and action researchers, teach 
ing to overcome students' science mis 
conceptions, improvements in math 
problem solving, and reducing depen 
dence on Chapter 1 and special educa 
tion programs by improving primary 
level reading outcomes. (In the latter 
regard, Winona met Slavin and Mad- 
den's [February 1989| rigorous stan-
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dards by producing effect sizes of +1.3 
for lower quartile students (Sambs and 
Schenkat 1987).)

Vision. As we were attentive to the 
literature on excellence and on change 
(i.e., Peters 1987, Kanter 1984, FuUan 
1982), we realized our need for a stated 
district vision. Consequently, in the sum 
mer of 1988, the following vision was 
shaped by a small group of administra 
tors and teachers and shared with the 
faculty (for their input) on the opening 
inservice day and again through our staff 
newsletter

ISO 861 is a network of 12 unique 
learning communities tied together by a 
commitment to high expectations and suc 
cess for all learners, where administrators, 
staff, students, and community members 
are empowered to work toward school 
excellence through planned change and 
reflective problem solving.

The vision seemed to conceptually 
unify our efforts, but in reality, it didn't 
change the status quo because there was 
little follow-up. In retrospect, we see 
how our cutting-edge efforts missed the 
point Our insight was the result of the 
following scrutiny.

Some Significant Rethinking
Our charge from the school board to 
study the implications of implement 
ing OBE—Minnesota is rapidly mov 
ing in this direction (Houston 1989)— 
has stimulated us to determine how 
many pieces fit together: belief sys 
tems, common practices, the role of 
the school site and of the district. If we 
are to make real the OBE tenets in our 
district, we must restructure many di 
mensions of our operation. In fact, the

process of involving many stakehold 
ers in charting our OBE involvement 
has made the elusive concept of re 
structuring concrete for us.

Figure 1 represents our "big pic 
ture" analysis of the existing factors 
influencing our district's educational 
performance. As we pondered all the 
buttons to be pushed in bringing 
about the OBE tenets, we articulated 
four necessary dusters of activity;

• communicating the vision/beliefs 
of OBE both internally and externally 
within the district,

• developing successful pilots of 
OBE implementation,

• empowering staff to modify tradi 
tions and regulations,

• building the capacity of school sites 
to control the conditions of success.

''«pl 
•id *Schooh Control the CumlHum al

i-tboul change

S/^;.

I*L2i^
;-^%5%'V->'' ;.':" ^' -^'V ;1 r''':• -i

learning « * pattlve protest for ttaff «Ml

tf you mist change, ft usually goes away. 
Change it nmaning that happens lo ut. 
"The family" » troubled. 
Wfe are wtplcioui at what burinot h up la

IcaniuGceed.
sneedtabeactMr

Change n inevttable.
VHe coMrol coraMom and areadiw i

are doing ihe best they e«n. 
O* inwesk m fated ID buonat 

we'R mint *• IMI of mwan«M
M you can't you teach.
WV not ran Ihe school We a busimf

•tadw« it a cawptax. M^ily skjltad h*.

Tile old ways of ichoob 
farm. .-

School. Mod ID to (MyOKl *e 3 «•«.

Ttw Khool calemtar it l»Md on (he nodi
o( »n agrfcuhual sodeiy. 

The cumculum n drive* by comnocial
maieTwhAncH.

The me of Carnegie unte, seat time, grading, 
and ranking prepare audmte for the 
baiwkion to college.

Al tadWom am ubjea to modttcMkm if K*p<%d- " B l

MMler contnct at di«inct kMl ̂ wcMo

is poorly aliened wWt tfie 
curriculum. 

TI» mdMoral grading system it fu*«ne.
The cuHu« o< Ae dMnct and toMhoofc h
' unexamimd.

MKIB CMIIIicl«fc»»ifarainihil^ te>
time, wo* staff wfanizaliafi al Ihe M*ool I 

tV- eumcutum » a%ia4 wi«h anewMnl ot "

Gndtof tnd wconfcn ««e C*t moM*

APRB.1990 73



Communicating the Vision
In thinking through how to implement 
outcome-based education, our planning 
committee (composed of teachers, ad 
ministrators, parents, counselors, and 
university faculty) asserted that the 
range of innovation in the district 
seemed piecemeaJ and nonintegrated: 
the staff and the community did not see 
the overall picture Therefore, we have 
taken the following actions.

1. We arranged for William Spady, 
who helped develop the key concepts 
and frameworks of OBE, to address the 
faculty on opening inservice day

2. The superintendent has held fol 
low-up meetings with each secondary 
academic department and every ele 
mentary school faculty to engage in 
dialogue about the ideas and practice 
underlying OBE.

3 We have established a continual 
communications network in which 
our vision, progress reports, and mile 
stones are shared via internal and ex 
ternal media (district newsletters, lo 
cal newspapers, and radio) and are 
studying the possibility of developing 
a district information specialist posi 
tion to assist in communications sur 
rounding OBE

4. The planning committee sug 
gested monthly meetings for all dis 
trict leaders/committee chairs to focus 
on the vision and its implementation.

5 The sta.ff development committee 
is coordinating the linking of inter 
ested district staff with their counter 
parts involved in OBE throughout the 
upper Midwest.

6. As to externally sharing the vi 
sion, this year we will be working 
with our local chapter of the Ameri 
can Society of Quality Control 
(ASQC) to clear up conflicting beliefs 
on our part and that of the business 
community about each other (see fig. 
1, "Current State" of beliefs of educa 
tors about publics we serve and be 
liefs of business/industry about edu 
cation). We hope these efforts will 
promote mutual understanding and 
support in an era of necessary re 
structuring for both businesses and 
schools (We chose ASQC to work 
with because our study has shown 
close parallels between their efforts 
[Viadero 1989] and the type of think 
ing that underlies our restructuring 
efforts).

Developing Successful Pilots
In our district, teachers express a 
heahhy skepticism about the validity of 
the tenet all students can succeed We 
hope to erode these doubts by develop 
ing pilot efforts carefully documented 
by action research. By disseminating the 
findings through our communication 
network, we expect to create more re 
ceptivity to this tenet. Following are 
examples of our beginning efforts in 
mathematics and language arts

During the summer of 1989, teacher 
volunteers developed a middle school 
mastery model for teaching mathemat 
ics Through careful use of pretesting, 
testing, and retesting data, a committed 
group of faculty is taking a clinical look 
at the dimensions to attend to in teach 
ing so that all students can succeed

In the reading area, teachers will 
develop assessments, restructure the 
school day, and use database decision 
making. To offset a common fear 
about OBE that it will reduce learning 
to easily measured outcomes, our plan 
supports the trial of outcomes and 
assessments based on new constructiv- 
ist definitions of reading (Valencia et 
al 1989), which go beyond the current 
subskill, multiple-choice approach to 
reading assessment We are also aware 
that new forms of assessment will be 
more labor intensive Teachers are 
studying ways to restructure the 
school day to better understand how 
our students think and learn. To gain 
facility in working with a database, 
three elementary school level site-based 
councils will be using reading fluency 
data (measured in words per minute) to 
guide their instructional decisions for 
lower quartile students Pilots such as 
these clearly involve teachers in control 
ling conditions of success

Empowering Staff
The impetus to think so boldly about 
restructuring has come partly from the 
encouragement of the Minnesota De 
partment of Education. The department 
has essentially been saying, "We're 
more interested in the outcomes of ed 
ucation than in rigidly controlling the 
inputs" (seat time, certification require 
ments, etc.) In effect, they suggest, 
"Make us an offer about how you'll 
assure student learning and why you 
need waivers on our regulations." We 
plan to make some offers.

In addition to studying issues such 
as the extra time needed for better 
assessments, we have identified other 
topics for investigation, including:

• grading, reporting, class rank (in 
cluding transition to higher educa 
tion);

• incompatibility of compensatory 
programs with a prevention model,

• use of the mainframe computer 
as a tool to aid OBE;

• seat time vs. "testing out" of 
courses (implications for staffing);

• how to balance face-to-face teach 
ing time requirements with time for 
teachers to be decision makers

We have delegated these issues to 
appropriate study committees with 
timelines set for policy recommenda 
tions. For instance, if we believe our 
OBE model can significantly reduce 
the need for children to be placed in 
classes for the mildly handicapped 
(Schenkat 1988, 1989), then what plan 
ning and assurances do we need to 
develop to gain more flexible use of 
our state and federal handicapped ed 
ucation aids? Activities such as these 
will start to reshape the structure of 
education as conveyed in the "Desired 
State" column of Figure 1

Building the Capacity of 
Schools to Control the 
Conditions of Success
As our analysis in Figure 1 shows, 
many factors run counter to "schools' 
controlling the conditions of success." 
Our activities in the above three areas 
are all directed at bringing a higher 
degree of control to the school site. 
Clearly, school sites need to feel their 
own power; to have clearly aligned 
high-quality outcomes and assess 
ment; and to have freedom from many 
cumbersome and often unexamined 
traditions, rules, and regulations. If we 
want restructuring to be understood 
and to happen, staff members need 
time to think and some clues as to 
what is fair game to consider when 
contemplating change

Since four of our administrators 
participated in the Minnesota Admin 
istrators' Training Program (based on 
the work of Snyder 1988), we have 
come to value a final aspect of schools' 
controlling the conditions of success 
principals and staff leaders need the
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skills and orientations to work in 
problem-solving units This program 
is designed around training in work 
group organization, staff performance 
planning, resource development, 
quality control, and assessing achieve 
ment/productivity

The program's power comes not 
from what it does for the individual 
teacher but rather from the synergy 
created when a staff as a whole collab 
orates to change unfavorable condi 
tions in their work setting. Over the 
next two years, our principals and staff 
leaders will participate in this training 
In retrospect, we needed this training 
at the onset of SBM

A Clear Purpose
We can't underscore enough the im 
portance of having a clear purpose to 
drive restructuring Doing the right 
stuff without a well-defined purpose 
was how we missed the point; now. 
meeting the tenets of OBE has given 
us a purpose to restructure As we've 
begun to deal with a complex puzzle, 
not just tinker with school improve 

ment, we've come to see restructuring 
as the purposeful and systematic alter 
ing of a range of beliefs, conditions, 
practices, and traditions to attain a 
specific end—for us. meeting the OBE 
tenets: all students can succeed and 
schools control the conditions of 
successO
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