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administration is ineffective, or does not fulfill its objectives.
The meaning of this statement is that the state is responsible for
public education even under the new proposed structure.

8. Summary

To date it is obvious to everyone that the Achilles Heel of Israel’'s
education system is, in no small measure, the result of structural,
organizational, economic and legal characteristics that have
severely compromised the efficiency and effectiveness by which
the system translates the resources it has at its disposal into
educational and scholastic outcomes. The reform proposed in
this paper is aimed at treating these structural failures: too much
centralization, the distance between the community and the
centers where decisions are made about its schools; the lack of
accountability and transparency; lack of connection between
authority and responsibility; very limited authority and
responsibility given to the school principal; antiquated
administrative structure of the schools; reward and salary
systems that are devoid of any incentives; and more.

The obstacles that stand in the way of the proposed reform
are not inconsequential. In order to prepare for them and face
them, we must promote public discussion on this issue, add
those elements that are still missing from the proposal, and
translate its principles into detailed plans of action. As in the
case of any great change, there will certainly be groups who
will feel injured and will try to prevent or delay any action in
the direction proposed. There may even be local authorities that
will not be very excited to assume the responsibility and
authority. These authorities will certainly be among those that
should be included in an association of education authorities,
but there are also larger authorities whose readiness for such a
move is doubtful. We may have to examine the option of
differential decentralization.



5.Increased Transparency of Information in the
Education System

A key component in the ability to execute the decentralization
plan and local education administration is freedom of
information, which will lead to full transparency of the education
system in Israel. Increased transparency in the system will lead
to greater efficiency in allocating resources, because it will
enable the community and parents to monitor the activities of
the school’s administration, the local educational administration
and all units within the Education Ministry.

6. Legislation

The entire change proposed in this document will be based on
fundamental-structural legislation, which will adapt the main
education laws to the new structures, both those proposed in this
paper and those that already exist. Indeed, tremendous energies
are presently wasted on conflicts that result from unclear definitions,
duplication and contradiction between authority and responsibility.
This legislation will also help reassess the role and the definition
of public education in Israel, and to differentiate between national
goals that can be achieved only through supervision and centralized
planning (such as integration, promoting and encouraging
minorities, etc.), and local goals that can be identified and achieved
only on the local level. Defining the local “level” must be done not
only through demographics, but also on the basis of ethnic,
ideological, religious and gender criteria.

7. Overall Accountability for Education

The overall responsibility for education under the new structure
will belong to the state and not the local authority. In other
words, the state will be the one in charge of providing a quality
education for all, particularly when the local educational
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The Council’s authority:

. To approve key decisions made by the local education
administration and especially, long-term plans and budgets.

. To submit recommendations and present proposals to the
administration.

« To conduct ongoing public discourse on issues of education,
and to be in charge of reporting to the public on the activities
of the local education administration.

4. Increased Independence for the School and the
Principal

A major thread in the concept of decentralization as described
in this document is enhancing the independence and authority
of the school and its principal. In order to realize independent
and top quality management of the school, we must significantly
expand the authorities of the school administration. Most of
this expansion would come in the spheres relating to budget
(teaching-hour budget and shekel budget), teaching strength
(authority to determine the faculty, to assess its work, to reward
excellence through differential rewards) and regarding teaching
methods and curriculum subject to the priorities and binding
regulations determined from time to time by the Education
Ministry and the local education administration.

In order to outline the school’s strategic directions and
oversee the quality of its administration, we must establish an
executive board for each school. This executive board will
consist of the chairperson of the school’s parents’ committee,
public representatives, a representative of the local council,
representatives of the school’'s teachers and of the Education
Ministry. The functions of this board: to outline strategic
directions for the school, ascertain that goals have been met,
approve the budget and participate in appointing a principal.



. Budgeting and allocating resources among the schools
according to differential budget criteria per pupil, as defined
by the Education Ministry.

. Dealing with school infrastructure and equipment (as well
as pupil transportation).

« Hiring teachers and school staff members, appointing and
hiring school principals.

- Applying and integrating curricula and teaching materials
according to the guiding principles and objectives
determined by the Education Ministry.

. Encouraging “school-based” management for the schools,
which includes broad-based authority for the school principal
over economics, organization, subject matter and pedagogy,
and including teachers and parents in its operation.

. Responsibility for establishing a school executive
committee, with statutory status, where selection of the
chairperson of the executive committee is approved and the
committee’s function is supervised.

- Periodic reports to the national supervisory body (Ministry
of Education) and cooperation with the Ministry.

Organizational efficiency for the benefit of increased
educational resources per pupil through the local education
administration will be reflected in several aspects, primarily
with regard to budgetary flexibility: freedom of action with
regard to transfers among the different budget items, and the
option of carrying over surpluses from one year to the next.

Within each local authority there will be a local educational
council. We propose that the head of the local authority also
stand at the head of the local education council. The council
will be comprised of educators and representatives from the
community (parents, principals, teachers, experts,
businesspeople, local leadership, etc.).
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increased and enhanced with regardetting policy and
planning, control, assessing and supervisinghe
implementation of the rules and regulations regarding
educational services.

The Ministry will be in charge of five main areas of
responsibility: outlining the overall principles in the sphere of
education; defining standards in areas that are in the national
interest; monitoring and supervising educational quality and the
meeting of national standards by each local educational
administration; budgeting educational administrations; long-
term planning, research and assessment.

In many countries that have already implemented a
decentralization and zoning plan for education (such as Sweden,
Canada, Belgium and England), a national education council
was established, which is usually responsible for conducting
public discourse on educational matters, and serves as an
advisory panel for the educational administrations and the
Education Ministry. The entire enterprise is backed by and
rooted in legislation, distribution of authority is defined and
arranged, and is transparent to the general public. We should
consider, even at a later phase, including within the proposed
plan the establishment of a national education council.

3. Local Education Administration

In order to fulfill the goals mentioned above we will establish,
in accordance with the model proposed below, a “local education
administration,” which will be part of the local authority. The
local education administration will be in charge of ensuring
that the general outlines stipulated by the government are
implemented in the best and most efficient way possible within
its local authority. The local education administration will be
responsible for the following spheres:



not involve additional resources or establishing new bodies,

rather, it means replanning the authority and responsibilities of

existing bodies while relying on resources that are presently
available.
The goals this proposal hopes to serve are:

. To improve the quality of education and maximize the
potential of each pupil.

. To make the education system more efficient by improving
the use of resources and reducing overheads.

. Tocreate an accountable education system and decrease the
disparity between responsibility and authority within the
system.

. To encourage democratization of the process by including
local government and the community in decision-making
and implementation.

. To reduce gaps and encourage equality and fairness in the
education system.

It is important to mention once again that implementation
of such a reform will be a continuation of a trend that already
exists in the field, and will give this trend an official, legal
dimension. The reform will be essentially structural, but it will
also serve goals that are partly organizational (greater
efficiency), ideological and pedagogic.

2. The Ministry of Education Under the New Model

The Ministry of Education serves as a head office under the
new model being proposed for the education system in Israel.
The Ministry’s present areas of implementation, such as school
budgets, appointing teachers and principals, planning and
budgeting for the construction of schools and classrooms — will
be transferred to the responsibility of the local educational
administration. On the other hand, Ministry activities will be
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management. Since the 1980s many countries around the world

have implemented reforms based on a decentralization of the

education system, that is, transferring decision-making and
implementational authority, as well as accountability, from the
center to the district and local school systems.

The goals that motivate such changes:

. Greater educational quality.

- More efficient management and use of resources.

. Transfer of budgetary-financial responsibility from the
center to the local/geographical region.

. Increasing local control by revoking regulations.

« Introducing supply and demand mechanisms into the
education system.

. Increasing processes of economic development and modern
institutions.

- Encouraging and enhancing processes of democratization
and neutralizing centers of power, such as teachers’ unions
and political parties.

. Promoting and addressing multi-cultural, ideological,
religious and ethnic needs.

Proposals have been raised in the Israeli education system
as well, in a similar direction towards decentralization and
zoning, for example, in the Zanber Committee Report (1980).
The proposal formulated by the present team is based to a large
extent on the principles underlying the Zanber Committee
Report, with additions and emphases that reflect the structure
of the education system at this point in time. The concept behind
such a model is decentralization of authority from the head office
to the field, empowerment and autonomy, and delegating
authority and accountability from the national level to the local
level (and the school). In essence, this means moving the center
of gravity for operating and managing educational services to
the responsibility of the local level (in other words, a “local
education administration”). It is important to note that this does



Proposal for Reorganizing Public School Education
in Israel Based on Decentralization and Zoning

Prepared by the team for the pre-academic education system
Team director: Prof. Victor Lavie

1. Introduction and Background

The goal of this document is to propose a new structure for the
public education system in the State of Israel, so as to raise the
level and quality of education. In recent years, both policy-
makers at the Ministry of Education and the public have been
dissatisfied with the achievements of the education system. In
addition to this sense of dissatisfaction, for more than a decade
the education system has been undergoing a rapid process of
decentralization in the economic and ideological spheres, and
in terms of subject matter.

The Education Ministry has taken an active part in the public
discussion through committees it has appointed to examine
issues related to the efficiency and quality of the education
system, as well as through new educational initiatives and
structural changes. These initiatives and changes are likely to
yield positive results, but there are many who feel that change
on a considerably wider scale is really what is wanted and needed
by the education system.

What, then, is the tremendous change that will push the
education system in the desired direction? Many countries
throughout the world have struggled — and are struggling with
— this question. Many of them have found the solution in the
direction hinted at in the conclusion of the Ministry of
Education’s “A New Era for Equal Education” program:
decentralization of authority from the head office to the field,
empowerment of schools to make them autonomous, and giving
them authority and accountability through school-based
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The fourth team, headed by Prof. Avi Ben-Bassat, grappled
with the “ship” of macro-economic policy, which was buffeted
on all sides by strong crises from the time the team began its
work prior to the 2003 elections until the conference.

| would like to express my deep thanks to the team leaders
and members for the great effort they invested. And hearty
congratulations from all of us to the man who presided over the
entire group, Prof. Reuben Gronau.

Prof. Arik Carmon
President of the Israel Democracy Institute



Summary

THE 11™ ANNUAL ECONOMIC
CONFERENCE - JULY 2003

Conference Head and Editor: Prof. Reuben Gronau

Preface

The 11" Annual Economic Conference was held this year during
a pivotal period — between the completion and launch of the
Israeli government’s economic plan and the discussions about
the 2004 budget. Each of the conference’s four subjects touched
on the economic reality of our lives. It appears that the success
of the conference’s deliberations, chaired by Finance Minister
Benjamin Netanyahu, indicates the vital nature of the subjects
that were discussed.

This year, the central topic was the question of investing in
human capital. Investing in human capital has become an asset
of permanent economic value in all developed countries and in
countries seeking to promote their economic standing. Two
teams examined in depth the optimum utilization of human
capital in Israel in the pre-academic and higher education
systems. The first team was led by Prof. Victor Lavi, who
prepared the conceptual infrastructure and developed the model
of reform, and by Ms. Ronit Tirosh, who added practical-
applicable aspects to the proposed model.

The second team was led by Mr. David Brodet.

The third team, which focused on credibility and
transparency in the economy, attempted to clarify the proper
conduct and performance in three economic focal points that
propel the economy: the Ministry of Finance, the Bank of Israel
and the capital market. Prof. Zvi Eckstein led this team.
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