DRAFT
Introduction to Sectoral Thinking and the Management of Sectoral Change
Mark H. Moore and Jal Mehta
Purpose:
This is a four class sequence designed to introduce a level of analysis that focuses on the K-12 Educational Sector as a whole. This perspective is an uncommon one. 
Most individuals have responsibility and control over only a small piece of the sector. They are teachers in a classroom working to educate the children who show up each day in class. They are school superintendants trying to produce high-performing schools and meet varied demands for accountability. They are educational policy-makers at state and federal levels trying to use the leverage that comes from both their ability to finance and to regulate schools within their jurisdictions. They are charter school operators trying to find room to try out their ideas about how to set up and run an excellent school. They are content experts working on the development of tests that can reliably show whether students are learning. They are technology experts trying to find new ways of using technology to support educational objectives. They are union leaders who seek to establish and protect the rights of workers, and to enhance the overall quality and prestige of the profession they represent. They are public intellectuals and policy advocates who seek to frame the public discussion about education at national, state, and local levels. They are individual and corporate philanthropists wondering how small investments they could make could affect the performance of some small or large portion of the sector. They are parents concerned about the safety of their children at school, and the degree to which their children are getting the appropriate kinds of support and challenge. They are the individual students who show up in class with the desire and capacity to learn, or that serve out their time without much hope or commitment. 
Individuals in each of these different social and institutional positions have something to offer to the educational sector. Each also has something to demand of the sector – some idea of what would constitute good performance, and a fair and just way to distribute the burdens of educating children well. Some have formal authority and responsibility, and command over significant resources, and are therefore in more powerful positions to produce direct effects on how the system performs. But each is in a position to make their contributions and press their claims on the sector as a whole. In both the short and the long run, the overall performance of the sector is not determined by a particular plan executed by an education czar; it is determined instead by the outcome of determined efforts by these actors to shape the operations and performance of the system to their own liking. In the short run, there may well be a status quo that seems relatively firm and unmovable. But often that apparent hegemony hides some significant variation within the system, and fails to take account of dynamic external pressures, and internal innovations. In the variation in operations and results, and in the shifting environmental pressures are real opportunities to change the sector. 
There is no formal position in the society that requires a particular individual to think in sector terms. The closest such person might be the Secretary of Education for the United States. But even the Secretary of Education is not strictly accountable for the performance of the system as a whole. Nor does he have the instruments to direct the operations of the system towards goals he deems important. He is one player among many – admittedly with a bit more leverage than most others, but still from a Czar.
That means that each individual exercising leadership within the system can make a discretionary decision about how much they will focus on the performance of the system as a whole. And it is not obvious how much attention should be given to this level of analysis and action. Focusing too much on the system level could become a distraction that took energy away from the core tasks of improving what happens in classrooms, in schools, and in the educational community that is built around schools to support their work. 

Yet, one of the commitments made by those who have signed up for the EdLD program is that they would take responsibility not only for doing their particular bit in the educational sector excellently, but also that they would be attentive to the impact that the actions they take, launched from their particular institutional salient, would have on the long run performance of the system as a whole. That effect begins with doing their own, particular job well. But the commitment is also to try to imagine how doing one’s own job well can be leveraged into a larger effect that goes beyond one’s own immediate efforts. 
To meet this commitment, we have to develop a capacity to see the system as a whole: to be able to represent it in a way that draws our attention to important conditions and actors that are powerfully shaping the operations of the system; to have a framework for evaluating the performance of the system viewed over time and comparatively; and, most importantly, to help us imagine and analyze points of intervention that could make important contributions to the improvement of the system. Our assumption is that there is no one point of leverage that can do the job of continuously improving this complex system. It is, instead, that an army of individuals distributed across different positions, thinking about how they might best leverage their activities, has the best chance of improving the system over time. The important question thus becomes what do individual system reformers attached to particular positions, need to know about the system as a whole to maximize their impact. 
We cannot claim at this stage to know the answer to this important question. But, by working with you, we plan to make progress in our combined ability to analyze the K-12 educational sector in ways that will allow you to accomplish two important goals: first, consider what institutional salients would give you as a particular individual with a particular set of interests, skills and commitments, significant influence over the performance of the system as a whole; second, to make better calculations about how any particular position or initiative you take could achieve the maximum leverage on the system as a whole. That means that we have to learn how to analyze a complex, highly stable system to see where points of leverage can be found either to incrementally manage or to tip the system into improved performance. We begin this effort with the four classes described below.
Class 1: What is the Best Way to Characterize the Sector as a Whole?
In this class, we will look at some efforts that have been made in the past to provide basic overviews of the K-12 sector in the United States: to describe the sector as a whole; to understand what is giving the sector its task and resources, and shaping its structure, conduct, and performance; to evaluate its performance; and to make some considered strategic judgments about actions that could to be taken to improve the system’s performance. We look at these materials as the best of current efforts to support a sector level analysis. We then ask ourselves what we find useful and important in them, and what important issues they leave unaddressed, and what important questions unanswered. Ideally, this exercise will help us improve on these analyses, and find our own way of representing the system that will help us all see more clearly what our own imagined role is in the sector, and where and how we hope to exert influence. 

More specifically, please read the following materials

1) “A Primer on the US Public Education System: What a Donor Needs to Know About the Biggest Challenges and Opportunities” (Washington, D.C.: Center on Education Policy)

2) Childress and Leschly, “Note on US Public Education Finance (A): Revenues” (Cambridge, Mass, Harvard Business School, Case 9-307-069)

3) Childress and Leschly, “Note on US Public Education Finance (B): Expenditures” (Cambridge, Mass, Harvard Business School, Case 9-307-070)

4) Brian Rowan, “The Ecology of School Improvement: Notes on the School Improvement Industry in the United States,” Journal of Educational Change 3: 283-314, 2002
I will ask individual students to present their views on what was strong and what weak, what was obvious and irrelevant and what new and important, in each of the reports assigned above. We will then try to make a list of important questions we would like to be able to answer for ourselves about the nature of the sector in which we are operating, and which we are trying to change. This list will be documented and circulated.
Here are some questions to get your thinking started:

1) Do these reports describe the structure, conduct and performance of the K-12 sector as a whole, or merely the “public” part of the sector? What defines the “public” part of the system and differentiates it from the private part?

2) A complete account of the sector would probably include some descriptions and evaluations of the private part of the system – the part that is financially supported by individual purchases of educational services, and provided by non-governmental organizations – usually nonprofit organizations such as independent private schools, or parochial or religious schools of one kind or another. It would also have to note the existence of “home schooling” as a component of the sector. Generally speaking, these parts of the K-12 sector are dwarfed by the public part of the sector – the part that is both publicly financed and publicly produced. What values are protected and/or sacrificed by operating this small, parallel system of privately financed and operated schools that runs alongside the much larger public system?

3) Suppose the public had decided not to use public dollars, or public authority to create the publicly mandated and publicly financed system we know have. What do you think would be the level and distribution of educational consumption in the United States compared with what we now have? What problems would that create for individuals in the society? What problems would it create for society as a whole? Is there a difference between what is good for individuals in the society, and what is good for society as a whole? How do we know what is good for society as a whole?
4) What are the principal reasons for using the powers of the state to shape both the demand and the supply of education? How strongly are these reasons understood and backed by ordinary citizens and taxpayers, elected representatives of the people, the existing laws of the society, and professional educators and educational experts? Is there a strong or weak consensus about what a good and just K-12 Educational Sector would be like? Are there some values which you hold dearly that are well supported by the consensus? Are there some that are neglected or even opposed by the consensus?

5) One can relatively quickly see the difference between the individual valuations of the system made by the parents and students who are the clients and beneficiaries of the system on one hand, and the valuations made by society as a whole. But in the real world, the society as a whole does not actually come together to deliberate on educational policy. It would be more accurate to say many different publics convene, and that many different groups who claim to represent the public interest show up, to try to influence educational policy in different political and policy forums. Presidents can hold educational summits, commission reports, and focus the attention of the nation as a whole on education. Mayors can mobilize local political communities to give them extra influence over the assets deployed in the K-12 system. Teachers unions can organize to protect the rights of teachers as workers, and to articulate and seek to advance a view of what constitutes a quality education, and demand that it be available to all. Etc. Are there some publics, created within some forums, that have more standing than others? Is this a good or bad thing? 
Class 2: How Well Has the K-12 Sector Performed?
Obviously, an important part of characterizing the system as a whole is not only to describe what it is, how it is governed or controlled, and how it operates and behaves, but also to be able to give a relatively comprehensive and objective representation of its performance. If we are dedicated to improving the performance of the sector, we have to have an idea of what constitutes an improvement, and how such a thing might be recognized and measured. To do this, in turn, we have to solve at least three closely connected problems. First, we have to work out a philosophical idea that describes the ends that a public educational system in a democracy should be striving to achieve – a conception of the public value that the educational system is trying to produce. Next, we have to solve the technical problem of developing instruments that can be used to measure the degree to which the abstractly defined dimensions of public value are being achieved by the system as a whole. Third, we have to be sure that the philosophical ideas we have developed and the technical measures we have developed are reasonably closely aligned with existing political demands for accountability and performance in the system. 

To begin this work, we can read two short documents that seek to give an account of the performance of the nation’s K-12 system in political and philosophical terms. Please read the following:

1) A Nation at Risk – April 1983

2) A Nation Accountable: 25 Years After “A Nation at Risk”

We can also read a short, recent technical document that seeks to represent the performance of the K-12 System. Please read the following:

3) Childress and Leschly, “Note on Student Outcomes in US Public Education” 

Each student should be prepared with answers to the following questions:

1) What has been the strong point of K-12 Sector performance over the last 30 years? What has been the weak point?

2) How much do we really know about the performance of the system? What questions do you have that remain unasked by those doing the evaluation of the system, and unanswered by the current data on performance?
3) What important public values should be achieved by and reflected in the operations of the K-12 system? For how many of these do we have good measures? 
Classes 3,4: Towards a Framework for Understanding and Representing the K-12 System and its Performance for Purposes of System Change
In this section, we will review and criticize an effort we have made to meet the challenge of representing the K-12 sector as a sector in a way that facilitates description, evaluation, and most importantly, imagination and testing of ideas about what could lead to improved performance in the sector. The focus is the first working draft of a paper on this subject. But we hope to engage the class in systematic efforts to improve this piece both immediately and over the course of the year. It is something that we would like to improve and give as a bequest to future classes as we learn better how to do this work.
Readings: 
1) Mark H. Moore, The K-12 Educational Sector: Developing A System-Wide Strategic Perspective
2) Mark H. Moore, Learning While Doing
Be Prepared to Discuss the Following Questions in Class: (Nota Bene: This must be a discussion. We do not think that there are powerful current answers. We can get closer to the truth if each person in the class brings to these questions their own best judgment and experience, and is prepared to share it)
1) When you think about producing a significant change in the performance of the K-12 sector, where do you go? What seems like a promising line of attack that both suits you, and holds the best chance of being effective?

2) How could you test your ideas about the potential of these initiatives to make a large, systemic effect? What are the most difficult problems you face in pursuing your line of attack? What is the most promising alternative to your current best idea?

3) How do you think about the sector as a whole? What does it consist of? How is it performing? What economic, social, and political forces, and what public policies seem to influence its conduct and drive its performance? 
4) What do we know about what creates innovation in complex systems like the K-12 school system? What causes those innovations to be widely adopted? How can you make an innovation that is more likely to be adopted?
5) To what extent is it necessary for reform efforts to be aligned with one another? Do they compete with one another, or complement one another? If co-ordination were important, how could it be achieved? What help do you want from your colleagues in this class as they pursue their particular ideas about how to leverage system reform?
