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INTRODUCTION: The Challenge of Performance Measurement and Management
1) Much public attention has recently been focused on the reliable measurement of educational performance. This interest focuses most naturally at the school level where parents send their children. But the interest often goes up to the district level, or the state level, or even the national level where elected politicians are called to account for the overall performance of the larger educational systems that the public supports. And, the interest sometimes focuses very narrowly on the performance of a classroom teacher, or the progress that is being made by a particularly difficult student. 

2) The interest taken in monitoring educational performance comes not only from different locations, but also from different motivations. As citizens and taxpayers, we all have a kind of generalized interest in the performance of the nation’s schools. After all, we are paying for them, and hoping that they might return some significant value to the public as a whole – a stronger future economy, a more tolerant and integrated society, a stronger democracy – as a result of our contributions. Our elected representatives  in government are also concerned with ensuring that individually and socially valuable educational results occur, and that educational resources are both fairly and efficiently utilized in the pursue of those ends. As professional educators, we want to be sure that the educational services we deliver are of the highest quality, and achieving the desired results.  As parents – the important clients and beneficiaries of the system – we hope that the schools are treating our children fairly and competently, and giving them the best chance to develop their talents and succeed in the future. 

3) Most importantly, perhaps, the use that different social actors would like to make of accurate information about educational performance can be different. 
4) Some potential users are simply curious. They want to know how well the system is performing in about the same way as they want to know the most recent economic predictions, or the state of our relationships with the Mid-east, or the recent success of their baseball team. Ideally, they want to hear that things are going well, and that they need not worry too much.

5) Others, indeed most of those who are now demanding more accurate information about performance,  have a much more active and harder edged interest: they want to know how the schools are performing so that they can call the education suppliers to account for their performance. In doing so, their aim is not only to exercise their proper oversight functions, but create incentives for the educational providers to work harder at meeting their demands. The interest in accountability is often tied to a belief that managerial systems tied to performance measurement systems that demanded more accountability from schools would lead to improved performance. 
6) Still others are primarily interested in using information about school performance to imagine and test ways in which the performance of educational suppliers at different levels can be improved. They are less interested in calling to account than they are in relying on the natural desire of educational service providers to improve their performance, and provide them with the tools for doing so. 
7) The desire to monitor outcomes and conditions, to increase accountability, and to learn often comes with a strong desire for simplicity and objectivity – an end to obfuscation and subjectivity. 
8) Indeed, it is partly the simplicity and objectivity of business’ bottom line that fuels much of the general demand, and the particular forms that performance measurement takes in schools. A large constituency wishes that we could make the performance of the school system subject to the disciplines of the market; that all schools would be guided by the aim of satisfying customer/client desires, and that the high performing schools could grow while the low performing schools would fall by the wayside, producing not only high performing schools, but a high performing system – one that met customer demand, and, over time, maintained a high rate of innovation that could lead to increased satisfaction and performance at a lower cost. 

9) This drive for a simplified accountability for schools has made significant inroads in the policy structures that create an important part of the environment in which schools operate, and in the managerial practices of those now viewed as skillful and competent system and school leaders. Insofar as that reflects a passionate desire to perform better, and a certain kind of faith in the observation of real results in the world to guide the way towards improved performance, no one can really be against this idea. We, in fact, are fervently in favor of this general goal.

10) The problem, however, is not the general idea of increased accountability (and learning); nor the idea that we need good empirical measures of what constitutes good performance; nor the idea that the path towards continuously improved performance is through improved performance measurement. The problem is that existing efforts to create increased accountability (and promote school and system learning) are generally too simple and too crude to carry this burden. They are poor imitation even of private sector performance measurement and management systems. And, given that they are at an earlier stage of development than the private sector models, and that the conceptual and technical obstacles they must overcome to be useful are much greater than those in the private sector, it seems wise to take a more strategic and developmental approach to the development, deployment and use of performance measurement systems for the purposes of improving school performance. This will come as a disappointment to those who hope that simple changes in data systems and systems of accountability tied to those data systems will produce a significant change in educational efficiency and effectiveness. But as Oliver Wendell Holmes once observed: “I don’t give a fig for the simplicity on this side of complexity. But I would give my life for the simplicity on the other side of complexity.” 

11) We are at one side of the complexity that must be addressed in developing and using performance measurement systems to improve the quality of the educational system. Perhaps the best that can be said about our current position, is that we have made a determined start. We have pushed hard and succeeded in establishing the principle of accountability, and the role that performance measurement can play in the creation of appropriate and useful systems of accountability. We have made significant investments in the technology of assessing student knowledge and achievement, and are beginning to understand the properties of the tests we have been relying on. We have begun the process of exploring how educational testing can be fitted into managerial systems that can animate and guide schools towards improved performance. And we have begun to understand both the risks and benefits of doing so with imperfect measurements, and imperfect managerial systems. But all that means is that we have our toes in the water. We are not even up to our ankles yet. 
12) The purpose of this note is help explore, develop, and exploit the potential of performance measurement for those who manage schools, those who use the schools, those who oversee the managers of the schools and the school systems on behalf of the public, and those who would like to help improve educational performance. 

13) We take neither the position that all is well with current performance measurement and management systems, and that all we have to do is to spread the use of the current crude methods around the world; nor the position that the performance of the educational system is such that its results can never be fully observed, and that the best way to manage educational systems is to rely on the professional commitments and capacities of a dedicated group of managers, principals and teachers. 
14) We are not satisfied with the current methods of measuring the performance of schools. And we are not satisfied with the idea of leaving it all to the professionals who manage and staff the system. 

15) The way forward is neither to enshrine current methods of accountability, nor to deny the possibility of creating useful performance measurement systems. We seek a way of using performance measurement that can:

·  meet public demands for accountability, 
· reliably reflect the values that citizens and parents would like to see produced by and reflected in the educational system that they support and use, 
· engage the whole-hearted commitment of the professionals we are relying on to do the important work of educating our children, 
· and create a context in which their excellent work can be recognized and appreciated, and they can continue to learn how to improve. 
Part I: A Strategic Approach to Performance Measurement: The Development of a Public Value Scorecard for Schools and School Systems

16) The key to moving forward is to embrace a strategic approach to performance measurement and public value recognition. By a strategic approach, we mean two key things.

17) Strategic in the sense that the measurement and management system has to be embedded in an overall conception of strategic management of schools and school systems. This means, in turn, that there are four kinds of work that must be done in developing and deploying a measurement and management system. Philosophical work, Technical Work, Political Work, and Managerial Work. Have to do a lot in each category. Have to do it all. 

18) Strategic also in the sense of developmental over time. Start from where we are. Move incrementally towards the ideal. Understand the strengths and limitations of each step along the way. Building a cathedral here, not throwing up a lean to. Understand that various kinds of investments have to be made as the path to development, and that investments include development of new measurement systems, learning their technical properties, introducing them to the political and organizational world, etc. It is a process of learning. Learning what we do or should value, as well as what we do or should measure. Sophistication of system is itself a measure of the degree to which the organization is learning. (Ebrahim)

19)  An Example from the Field of Policing (?)

SECTION II: The Philosophical Work of Defining the Public Value of K-12 Education

20) Why client satisfaction is not necessarily the only, or even the most important measure of public value. Client satisfaction as an important means to an end, as an important end. But not the only one. 
21) The public is engaged as an arbiter of value as well as the individual users. This is true practically since it contributes a lot of the resources. It is true normatively because society as a whole has lots at stake both practically and normatively in the performance of the schools. Education as a public good in the sense that there are many externalities. But also in the sense that the public as a whole has views about where education fits in their idea of a good and just society. These interests are so strong that they use the authority of the state to require everyone to obtain an education (and to say what counts as the discharge of that duty), and that they spend __% of the GNP, and ___% of all government expenditures on education. Each child in the society is the beneficiary of a collective commitment of over $_____ per child. 
22) Important question, then, is what the public as a whole wants from K-12 educational system as well as individual clients and consumers.

23) Educational Achievement as one measure. But against an absolute standard of performance, relative to other societies, or against an individual’s potential. Real problem in measuring the last, though in many respects it is the ideal. And, if we fail to have some idea of potential, and use only absolute levels of performance, we run the risk of mis-attributing success, and creating incentives for creaming as well as for improving educational outcomes. (Creaming simply re-allocates credit for success without producing it!) 

24)  Other measures of Individual Development. Social, Psychological, Citizenship, etc.  Doesn’t necessarily mean that schools should be only one’s responsible for this. Doesn’t mean that schools are free to impose cultural norms (except, perhaps, those that support democratic values – including the idea that one should not give or take offense easily). Doesn’t mean that schools should have special programs for doing this (though the school is a handy spot for getting some of this work done). Does mean that we might want to take account of effects of time in school on these other variables, and where useful and permissible, exploit the opportunities. (Analogous in some ways to police role in emergency medical and social services).

25)  Aggregate Measures of Performance with Respect to Whole Population of Candidates. Issues of Equal outcomes, equal treatment, equal access, equal expenditures. Niche Marketing v. Overall Performance
26)  Costs: Authority (collective trumping of individual preferences) and Money

27)  Other Measures of School Value Creation: Safety and Security of Kids. Support to Parents. Compensation for the Weakness of Parents and Other Caretakers. 

SECTION III: The Technical Work of Measuring Performance

SECTION IV: The Political Work: Negotiating the Terms of School Accountability

28) Accountability to Clients and to the Authorizing Environment

29) Who are the Authorizers and What do they Want?

a. Who the Authorizers Are

b. Three Different Systems of Accountability (auditors, politicians, media and complaints)

c. Substantive Expectations of Schools

30)  How Stable and Coherent are the Public Demands for Educational Performance?

SECTION V: The Managerial Work: Constructing Internal Accountability and Capacities for Innovation and Learning

31) The Idea of Internal Accountability and How it Works

32) The Idea of Organizational Learning and How it Works

33) Tensions Between Internal Accountability and Learning

34) Resolving the Tensions

SECTION VI: The Way Forward: 

35) What’s Important to Measure Now and Going Forward
36) Improving Current Measures at Technical Level

37) Integrating Politics and the Public Demand for Accountability with the Performance Measures and Management Systems

38) Building Systems to Promote Internal Accountability and Learning.

APPENDIX: Methods for Investigating and Improving the Use of Performance Measures in Performance Management Systems in Particular Locations. 

