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Foreword

How po riy central office curriculum leaders view the effects of
decentialization on cunteulun o seveard m qjor cities of our coun-
02 The materal mthis booklet geves us some ot their perceptions
b\ way of indivdual desenptzons and also thiough a suivey reported
l)\ Gordon Cawelts,

The resulting publication vields some imteresting and selective
nsights and, as should e the o e, 1aises anmbar of guestions for
those of us who we coneoned with fmprosyement of instiuction in
large cities.

In 1971, [ wa, the educator-member of a thiee-person team
(along with Larry: Doss, Director and Maleolm Dade, Assistant
Director U)llstlt'lllll” the Office of School Decentranization for the
Detroit Public Jkll()()]% We all strongly hedieved m decentralization
and tound owselves in the midst of power stiuggles aud contending
view points frome aovenety o sources both \\lllnn the school svstem
and in the community.,

i reading thoough the mansaipt a numsber of questions came
to my mund, as 1 recalled that tumuttuous period:

1. How do the viewpomts ot the anthors wnd contizbators
compeate with those of others e those same dties, coneeining the
mipact of decentialization on canealnn? For example, how do
regional office adimmstrators, principals, teachers and community
activists pereeive what has happened?

2. What speafic steps were taken incachr decentialized: dis-
tict dinmg and alter decentiahzation to traslate form into fune-
tion? For example, was poser to mahe dedisions about cuiricudum
allocated to regions, were carricalun personiel allocated to regions,

v
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was in-service training provided for regronal personnel (incladimg
principals and teachers; so that they could develop needed shills
and knowledge to work on curriculum?

3. How much power was actually delegated to regions m cachi
district in the wea of persvunel selection, tanster, promotion? The
power to mahe decisions about cuniculum must he complemented
by the power to make decisions about pesonuel in order to be
meaningful.

4. What is the basie attitude of key administrators toward
participation m deciston miaking? The notion that decision making
should rest iu the Lands of top-level administration has the same
effect whether it he at the regional or central administrative levels.
A basic purpose of decentialization can be to move toward par-
ticipatory decision miaking, inc olving priucipals. teachers, parents,
and students. The odds t}hlt decentralization will have any impact
on curticulun seenr to me to be divectly related to whether there
is a continning and systamatic commutiment to increase the qudht)
and quantity of participators decnion makmg at all levels.

As several of the authors wote, “decentiahization”™ comes in
many different torms and with many different meanngs aud pur-
poses. Whether decentiahization has any impact on carriculum at
b and whether that impact s salutary 15 bemg determined now by
the specifie pm‘l)mcs of decentiahization in cach aty, the explicit
actions tuken to achicve those puiposes aud. mout important, the
counnitment uf the people who have powear to make decisions to
have decentralization afteet cuntiealum development processes.

“Decentralization™ is a description of administiative structure
o1 form. Thie substance of decentialization s embodied in purposes,
actions, and commitment of the people involved.

This publication gives us part of @ comples picture, The other
parts of that picture uecd to I painted also m tens of the atbitudes,
teelings, and actions of the participants. The Association for Super-
vision aad Cunicalum: Development will e assisting those who
w oo do Lelp complete the “pictne™ me subsequent publications and
confercuces.

Durato Dienva-Dora, President, 1975-76
Association for Supervision and
Curriculum Dc\'(’lopmont
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Decentralization Aftects Curriculum

L EzraStaples

DecentranizatioN, unlihe many other plaus to improve om schools
that wae fisst acclaimed as promising panaceas—only to fade
quicthy awayv—1s continuing to wfleence change in many of our
g cits seliool districts. Gordon Cawelti lll(ll\(h this clear in his
stud_\ reported in this booklet.

Decentrahization is an intriguing as well as an important sub-
ject because it reproscuts 1eaction tu an carlier 1eform, centraliza-
tion, which began i the 1890°s and continued into the twentieth
century. hstoneally, decentralization was the nonn of American
cducation. Durmg the 1890's. the schools of our nation were part of
wore  than 100,000 independent local distiicts, cach having the
power to appoint its own board members and raise its own taxes.
In the carly 1890, the City of Philadelplia consisted of over
85 school districts. New York City had many more.

Centrahization at that thne }u(g,du to .supcx.scdc decentralization
for many reasons.

. when population was spase. when travel was difficult, when
the oblications of state governments were smalle and when educational
aspirations were low, the distiiet svstem served a useful function. But
when all of these conditions began to change in the nincteenth coutary,
thie weaknesses of the district system and ats inability to provide qunl
educational vpportinity hecaie mercasingly apparent. Tt swas then that
far-sceing edacators began to try to overcowe the weaknesses of decen-
trahzed mntlul ot ~chools wid to 1cassert the authority of the state
vovcrumcats e edacation control and suppmt. Bat 1()'\‘llt'\ to the district

° [ Fzra StarLes is Associate Supcrintcmlent for Curriculum and
Instruction for the School District of Philadelphia.

1




ERIC

Aruitoxt provided by Eic:

2 IMPACPOF DICEN FRATIZ VFION ON (URRK ULUNM

ststemn proved tonacious my botli the mcteenthy and twenticth conturics
and otten served to blodk cducational progiess and adaptation to new
educational and social needs.?

It s itouic, in the hight of today's educational fenment, that the
Last sentence quoted above cmbodies one of the most frequently
heard accusations now being wade against cenfralized  sehiool
systens!

Centralization, then, was an attenmpt to correct local abuses
It was also, howaver, a coneept that most Mwericans were sus-
picions o and moved only slowly aned eluctantly to implement.
This can be seen by the fact that m 19570, when our nation was on
the threshold of celebrating its Centennial with o great exposition in
Philadelplina that would reveal to the warld proot of our mdustrial
and techmlogieal progiess, there were orly 27 urban sehool super-
intendents moour conntry, and these we o coufined to cities located
in 13 of o 37 states.”

Many of these snpanntendents Lad hittle contiol over education
i thew citics. School-connected jobs were lugely politically con-
trolled, those who asprred to serve as teachers had to e acceptable

to the Tocal warnd leader. Here is the w av s situation was deseribed
m 1597.

Ward politics s the @weat bughear of the oty school law-makers,
and amy waonnt of iwventive genins has been everdised to devise a Way
obf choosmyg school hoards that would nake it pussible for the vwand boss
to mtedere Incompetont pomapals and teachers chosen to * eneomage”
the pohtical henchman, contracts cortuptly aven to fatten the treasuries
of partisan oreamzations. assossiants of teachers o campagn fands,
rnsconh tigies, stutes and bickenmg within the schools themsels es
by adharents of diflaront pett ties M those cvils and e we feared
by those who have  con the sosnlts when ocal pohtics has had undue
mfluence

We are not discussiig an extinet plu-lmm(-non from o dim

CROFredaman Butts and cavwrence A Crennne 3 Ihstory of Education
o Amencan Cultire Now Yok Holt Binchart and W eston 1953 p- 101

SFdza W Kbt Fdrcatoon i the Unated States Boston G and
Companmy . 1941 p 365

CJames GO Bovkn Ovcansation of City School Boards,”  Lducational
Retiew 13 2340 March 1597
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past There are teachers sull hving today who remember hasing to
be “eleaicd™ by the loeal political lmr\\lu ntorder to get then jobs,
and that such cdearanee often imoh ed « finanernd contubution to
the party inpower. Centrahzation was stituted partly to eliinate
sueh abuses. b was lmpcd that quahity pubhic education, taitly and
eflicienthy adninistaied, would 1esult, By the 1920, when cen-
tralization was deeply cutienchied inmost local sehool systenis, some
ceducational eaders wanted even more of at:

It would be better tor the cduld m the schools i practeally all -
posars ssacle o scleating teachers, wstiuctonal niaterials, detenmnmg
carneulun, salanes, and length of the schiool vear) were tahenanay
frome the local school tiustees and traestanad o comnty - educational
atthonties, for handlng e a way that would seewre rather unifonn
results tlronghout the county

Today, however. decentrahization s bemng advocated as a
means of combating the “abuses™ allegedhy resalting from the carlier
tctorm Centralization has been equated by some with a cumber -
some bureaucracy, uofeelng to the needs of childien (especially
mmority clildren and teachers. Decentrahization, elaim 1ts parti-
saus, will provide opportimties for conmumty input and will
restore to people the feelmg that they are not powetless, that they
arc m control ol their own destinies, and that their wishes and
aspirations aie being taken into account in the education of their
childien,  There s o doubt that this feeling of powerlessness s
not Innited to big eity shoms and that its violent muanifestation is
not restricted to any simgle racial or ethnie group. This was vividly
lostrated i 197 Edming the nnlitant protests of parents in Chailes-
ton, West Vibagnia, and i 1973 m Batlar, Pennsyhvania, when
paents protested some of the new literatine intended for nse in
public schools 1

Some cties feel that the cunrent thoast toward decentraliza-
tion 1s o« smoke sareen behmd whichnts proponents are luding their
machations to vbtain gieate pullllul] power. “NMany community
hoard ot education mectings,” clanned Albert Shanker, “have been
marhed by conhontations hetween rival Tocal political forees vyving

Chllwood POoCubbaldes A Intoduction (o the Study of Educaton
and 1o Teachng Boston Houghton Muiffhe Compans. 19250 pp. 80-§1,
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for patronage.”* The fact that power 15 an important element in
the thrust toward decentralization cannot be denied:

The balance of power in wban school systems, s mall pohitical
systenis, i determined by the distnibution of the 1esources of puner.
Control of public polic: 1esults from contiol of vital 1esources, such as
jobs, funds. social status, and evpertise,”

Aspects of Decentralization

With this i mind, et us consider some basic daspects of decen-
tralization. The word 15 often used to designate several different
things, and in any dialog we have on the subject, we should make
sure that we ae talking about the same thing. Tt is also hmportant
to be able to thicad om way through its several distinctions hecause
cach can have w different impact on curricalum plaming. Allan C.
Ornstern has made some comvenient differentrations:

L Administrative decentralization: “The locus ot political
power ramains with the sigle, central admmustration and board of
education ThLe systenn s broken into adinimstiative or smaller uuits,
and sometnies these uaits are funther subdivided. By breaking
down the systemy in theory the administration is hrought closer to
the schools and commumty, and there iy closer communication
botween the schiools and central office. The decentralized field
administratons, such as the district o1 arca superintendents and
school principals. attuin the power to utake some decisions which
were formerly made at the cential office, Accountability is still
directed upward, not toward the commmnity.”

2. Community participation. "Community paiticipation usually
results in the formation of advisory committecs . . . comprising

vatious  combinations of 1epresentatives of parents, community
residents without childicn attending the public schiools, teachers,
adhinistrators, students, local busiuess, political, teligious, aud social

FAlbett Shanker “Decentralization 1. The New  Youk Expenence ™
Where We Stand v Weehh Colunin of Comment on Puble Education,
(Pard advertisement.) New York Tunes, August 13, 1971,

SManhn Gittel “The Balance of Power and the Commumty School.”
In. Hewy M Leving editor. Conoaraty Control of Schools, New Yok,
Smon & Schuster, Inc. 1970, p. 115,
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agencies. Committee members are usualls appoinicd by the school
principal. if the committee is operating ou the sehool level, or by the
field admiimstiator and o1 central office administrator, if the com-
mttee is operatmg on the decentialized or cential level . . it does
not transfer decision-making authoity to that commumty.”

3. Community control. “Carried to the fullest eatent, it means
decision-taking power by the commmunity (or so-called 1epresenta-
tives from the commuuity ) over personnel (hiring, ﬁring, and
promwoting), cumculun {course clectives, ordermg textbooks ), stu-
dent pohies (student-teacher relations, disciphue, testing and evalua-
tiou®, aud financing federal funding, dlocation of money, even
determination of the budget). Tu short, the powers of the profes-
sioual educators are abridged—an act wiost sclivol personnel reject.” 7

sacli of these three wpes of decentralization brings its own
huplications to cuniculin development, as will be pointed out by
the contributors to this publication.  Furthermore, we must be
careful not to assue that any single kind of decentralization leads
attomatically to any one inevitable outcome. For instance, even
with administrative decentralization, the central office staff can be
indispensable as an organizer aud catalyst m activities leading to
the improyement of instruction. In some cities, the teachers” union
lias been a foree in tlis direction by bargaining for a contract which
inclades representation of all districts on curriculum committees.
However, whae atywide cuniculum connaittees are not man-
dated, members of distiict curriculum committees still welcome
opportunities to meet with colleagues from other parts of the school
ssster to exchange wdeas, discuss mutual problems, and plan ways
of doing a better job.

In other iustances, the central office is in a unigue position to
give districts such needed services as preparing and publishing
curriculun gudes, maintaining an- audiovisual materials lending
hibrary, a curtienlum materials and resources information eachange,
a permanent exhibit of all textbooks and other instrictional aids
nsed by the schools, and presenting an annual city wide exhibit of
new materials. These are not peripheral functions, but are intrinsic

TAllan C. Omsten. Mcetropolitan Schools Administrative Decentraliza-
fron vs Community Control Metuchen, New Jersev. The Scarearow Press,
Inc., 1974 pp. ned,

O ey
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6 nrACTOF DECENTRALIZATION ON CURRICULUMN

to curriculum planning. Morcover, for the ceutral office to main-
tain its credibility with the (]lbtll(.tb, it must perform these services
humanistically as well as efficiently,

Community participation is a type of decentralization that
enables all segments of the community to contiibute to climculun
developuent, and, at the same time, to delegate the final decisions
to the professional staft of the school system on both district and
central office levels. A ecent CApression of connnunity participation
has been the representatious by ethmic minority and women’s rights
organizatious against negative racial and sex sterrotyping in test-
books. Local scliool districts hay e reacted more cuickly to com-
munity input in these matters than have the commercial publishers.
This reaction has been in the form of ercating courses of study,
orgunizing teachers” worksliops, and preparing otlier instructional
aids. Many special programs have evolved in response to commiunity
demand for more “relevant”™ instruction, including programs to
combat student alicnation, lack of motiyation, and i ug aluse,

Commumt\ paxtnupatwn is welcomed by most educators
because it s umluul)tcdl\ the mwost fuitful re lationshin between
the community residents aud those to whom they have delegated
the function of teaching. But even within the context of s lCld-
tionship, the cdureitor must maintain a delicate balance between
responding to public demand to adopt the latest fashionable inno-
vation and khiowing when to protect children from quackery and
faddism. If the educator hesitates in responding to community
pressure, he or shie is often accused of being tov conservative or
even of obstructing school improvement. Despite this handicap,
educators scem to find that community participation gives an 1mpor-
tant dimension to curriculum planning.

In theory. community control, the third form of decentraliza-
tion, assuis (umplctc duthont\ over cuniculum pLummU This
would seem to follow logicalls if Tocal 1esidents can hire and fire
teachers, decide which subjects may be taught in addition to those
mandated by the state and by college entrance requirements, which
texthooks may be used, and how money should be spent. In actual
practice, the expatise of the professional educator is still needed,
and the community begins to realize this when it hecomes engaged
in the day-to-day operation of the schools. The selection of test-
book and instructional aids is a4 good example. Members of com-

ERIC
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miumty groups who have tred to considar which of these materials
to adupt from the Dwousands ay ailable winaally for evaluation, have
tound thes elves hopelessly bogged down and have been Lappy to
give this job back to » - » of the professional staft,

Community me. m realize that the exercise of leader-
ship in school disties o full-tinie job. What has lappened,
therefore, is that those advovating total community control have
tred to get nd of cducators thev do net trust, and replace them
with educators to whom they are willing to delegate authority.
Then suceess in domng this has been nized and im olves issues now
beiug tought m couts thioughout the country. But a fundamental
truth 1emams. m the plcdlc table future, curriculum de clopment
will temam in the hands of professionals.

Mutations Have Developad

As decentralization now enists in America, the three versions
deseribed by Orstein do not operate in their puie forms. Circum-
stances and milicu have resulted in mutations.  Thus, Barbara
Sizemore, Superintendent of Schools in Washington, .2, defines
decentralization as

. the redistubution of power from a centialized Board of Educa-
tion dml of authonts trom eentralized  Administration to local com-
mumty wats su as to merease (itakies ouns) eitizen, parent, teacher. and
student responsibility in the total governance of the schools.®

She ulso states that

This commumty stands ready to reduce its base of power so that
all seginents of the s hool commumity can he ucluded in the sharing of
power and the formulation ot policy v (Ttahes ours.)

Such a concept of decentralization canmot be categorized neatly
as “commuty participation,” but neither is it esactly * community
coutrol,” stce it speaks of reducing (but not 1elinquishing) the
admmnstration’s pow e base. increasing the 1esponsibility of citizens

“Barbate Swzemore  Decontralization Washington, D.C.. Distuct of
Cohimbia Pubhe Schools, Aprl 1974, p. |

o Ibid.
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(but not necessarily abdicatiug the achninistration’s responsibihty ),
and sharing power and policy making.

Similarly, Seelig Lester gives a clear example of decentraliza-
tion in the chapter he has contributed to this publication. He shows
that the 1969 ground rules for decentialization in New York City
provided that although commuuity boards Lave the power to deter-
mine curriculum, and can even clivose testbooks and other instruc-
tional materials, all such materials must first be approved by the
Chancellor, as the New York City Superintendent of Schools is
called. This is only one of several instances cited by Lester that
highlights the collaboration between the commuuity and the central
board.

Two other contributors to our publication, Verron S. Vavrina
of Baltimore and Sidney H. Estes of Atlanta, also confirm that
central administration stil plays an importunt role in curriculum
planning  This is particularly significant in Atlanta, for admimstra-
tive decentialization has been in effect there since 1935. Estes
believes that curriculum planning and dey ciopment can p-ofit from
central office leadership.  Such leadership, he states, cannot be
consistently expected from decentralized staffs because they devote
most of their time to serving the day-to-day needs which arise in
districts. Vavrina points out that decentralization has heen advan-
tageous to the central office staff. It has helped, he reports, to
make central office curticulum platming more effective by relieving
central office supervisors from administrative duties not related to
upgrading curriculum.

One of the “red herrings” of education is that decentralization
is opposed by many cential office administrators. Marilyn Gittell
writes that “the conclusion can be drawn that the major obstacle to
creating a new balance of power that includes community control
is the tenacity with which a small group in the centralized city
school svstem endeasors to maintain its position of power.” ' She
cites New York as an example of this, although the city was divided
into 31 separate community school districts (later 32) after the
Legislature passed the School Decentralization Act in 1969, allo-
cating some powers to the local hoards and some to the central
board.

10 Gattell, op cit, p. 117
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In the light of Gittell's statement, 1t is particularly interesting
to survey New York City's evperience with decentralization. An
analvsis of this experience would fill several volumes, hut it is timely
to uote now that thiee vears atter the decentialization law was
nnplemented in New Yoik, Kenneth B, Clark, ity most cloquent
ongmal supporter, announced that he had made a "180-degree
change” on decentralization.” He termed it a “disastrous”™ experi-
enee \\hucl)\ “racial polities™ took precedence over “what 1 think
schools should be concerned with, name Iy, teaching childien how
to read and write.”

Clark also accused the teachers” union of protecting mediocre
teachers and of selfishness in diverting energy away from real
changes in the classtooms.™ But the union h. ul its own comphmts
ul)out decentrahzation. Inoa “report card on decentialization” panel
discussion, oue teacher complained. “Decentralization lias created
32 sinall bureanciacies that are growmg and flourishing and that are
plagued by nepotism, pattonisny, and corruption.” ! Some teachers,
it was reported, “eypressed objections to being monitored and
Tarassed” by parents and community groups that they said lacked
expertise in tcaching.” One panel paiticipant, not a UFT repre-
seutative but a member of & local community board, said that
decentiahization “ereated a new class of guasiprofessionals who feel
thiy know a good deal about education but reallv: don't.” He
desenbed the group as composed of parents, community groups,
and sometimes school hoard members “who tiy to inflict their half-
haked ideas about education on school officials.”

The New Yoik City experience with decentralization is also of
value to educators in other cities because its day to-day develop-
wents have been clnonicled i the daily press, particularly by the
New Yorh Times, which is availuble, of course, in many librarics
throughout the vation. Yet in all fairness, it would be simplistic to
argue that decen ralization in New Yok City contains the sceds of
its own destruction 1f we base o conclusions solels on evidence

" Faes N Clines, “Cluk Asks @ Cub m Decentralizing.™ New York
Tunes, November 30, 1972
2 Michael Kmght “School  Decentialization Backers Dusinaved by
(Ilaul‘s (Jnhcism " New York Times, December 1, 1972
Nathanial Sheppard, Jio "School Decentiahization Called Distuptive
at UF l l’ml(_\ Hete ™ New York Times, March 10, 1974 p. I
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found in news stories. As the Commissioner of New York Citv's
Community Development Ageuey has pointed out, the success of
the esperiment requires a high degree of commitment and dedica-
tion trom powers outside the commuuity. He also implies that a
centralized supervisory function is still necessary :

Decentrahzation did not lessen the need tor centially placed and
highlv  influential  leaders  to provide  commiitiient,  ducecetion,  and
courage.

Officials and leaders in the ficld of education must 1emam aceount-
able Tor setting standards, maintaii ing a hugh degiee of mtensity m the
search for solutions to problems, and protecting the 1ights of parcnts
and children when selfish interests thieaten to victimize thenntt

The Commissioner also stressed that successful decentraliza-
tion requires cooperation and assistance fiom forces outside the
school svstem itself. He cites the case of one local school district:

Where the education system has clearls been sabotaged by a
patronage-crazed group from the local political clubhouse, the pleas of
parents for help hom the Board of Lducation, the State Education
Commissioncer, and the Bowd of Regents have fallen on deaf cars. Tt is
shameful fo- the members of the same oligarchy which turns 1ts back
en local problems to then wash their hands and hold the local com-
munity or the decentralization process responsible for the contiued
decline of the schools .. There iy a basic unwillinguess of the merbers
of the leadership class to take off their shoes and wade in the mud with
prople of the ghettes jomtly to seck w ays to reshape blundering mstitu-
tions and make them more useful in their quest tor a better life.

Success or Failure?

What actual evidence is available concerning the suceess or
failure of decentrali zation? L’nfortlnmtcl) there are few hard-data,
objective results to consult. s Ornstein states: “Most of the state-
ments about administrative decentralization and community con-
trol are based on dubious claims, half-truths, or unsupported
evidence.” " Lorraine M. Sulliy an of Chicago, whosc paper appears

Maor R Owens. Letter to the editm. New York Times, Decem-
ber 11, 1972,

4 Onustem, op ¢it . p. 67,
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in this publication, discusses ASCD's 1ecent study of 46 urban
school dhstricts, and the conclusion that their decentralization did
not lead to curriculum improvement.

Given such an uncertain climate, can the educator be held
responsible for the quahty of learuing in sclivol systems where
decentrahization iy being tiied? Lany Zenhe of Orlando, Florida,
contmbutes o valuable chapter exploring tius subject. Like Com-
wissioner Sheppard, he believes that the most important commit-
went at this tnne is that of heightened sensitivity to the needs of
cluldren—that accountability must be equated with responsiveness.

How is this to be achieved? Responsiveness imphes action. Is
it primarilv a watter of putting out brush fires? Sidney Estes, in
this booklet, muplies that cducators find it difficult to cope with
day-to-day 51x'cific schiool problems. and, simultancously ; to be held
responsible for scanmmg the horizow of the future. Perlips, then,
the first step toward respousiveuess lies in determining which tasks
can best be doue by the central staff. and which by the district staff.

It is obvious that the central office staff can perform certain
functions more efficiently than the distiict offices can, for example,
w the field of cuniculuin development. Here the cential office staff
can provide not only the leadership mentioned previously but also
can provide for (lcﬂlcc of conscusus. Doing so should not be
confused withnignoring individual differences of learers and return-
ing to the academic lockstep. Those of us who deal with parents are
constantly 1eceiving complaints from them that their children are
often confused by different curncula, materials, and methods when
transferring frons one school to another within a lage school system.
In this highly nobile era. such variety can be a problem to the child.
Tuereasingly, there s a demand for some kind of agreement (actu-
ally, the word most used by parents is “uniformity ) as to what
students should be leaming in such subjects as English, mathe-
matics, social studies, and science as they advance fromn kinder-
garten through the tweltth grade. Tn Philadelplia, for example, it
has been necessary to publish such a syllabus.'

In many decentralized schiool systems. cach district has tried
to prepare its own teachas” gudes and resomnee mataials, resulting
too often in lmstnl)-prcpurul, mediocre materials, and in unneees-

1 Suggested Curriculum K-12 (Tentative). Philadelphia, Office of Cur-
riculum aml Development of the School District of Philadelphia, 1973,
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sary duplication of effomt. Without central sapers ision, materials
have emerged which are, to put it mildly, of questionable value.
It should not be assumed, however, that only a decentralized dis-
trict has the potential for adopting questionalle “innoy ations.”

A central office curriculum committee, particularly one that
draws its membership from districts througliout the city and com-
bines this with full-time subject specialists and superior resources,
can look at the course of study with more objectivity and make sure
that there is less distortion of perspective. At least one big city
school system went so far as to abolish all central office curriculum
specialists. This apparently has not worked too well, for we hear
that the central office professional staff in that city is now in the
process of being restored.

Regardless of whether we consider decentralization successful
or unsuccessful, desirable or undesirable, there is no doubt that it
has left a firm imprint on public school education. The community
will continue to e heard from and to be listened to. At present,
the relationship between the central office and decentralized district
staffs is often a kind of wary collaboration. Hopefully this contact
will mature into a more trusting and effectiv e symbiosis.

In the current literature, refercnce is sometimes made to the
“power” that educators (particularly administrators) have, and that
this power is used to fight decentralization. Yet those of us in the
field know that our concern is not so much about whether cen-
tralization or decentralization should prevail as it is a matter of
doing what is best for clildren and voung people. The good admin-
istrator realizes that regardless of whether centralization or decen-
tralization prevails—if the system does not work, if the learner does
not lear—then the problems engendered by this arrangement result
in frustration and misery to all concerned. If administrators have
any vested interest at all, it is in evolving a system that works best
for children. In a very real sense, school administrators these days
are somew hat like the farmers of Vietnam and Cambodia whom we
have seen in recent vears on TV newsreels, trving to plough their
ficlds and cultiv ate their rice paddies while shiells whistled all around
them.

What is needed is the application of calm, dispassionate, pro-
fessional analysis of what is required to give the most effective
support and lcadership for curriculumn development, classroom
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instruction, selection and utdization of instructional mateiials, super-
vision of instiuction, continuous staff development, evaluation of
learung, and teaching effectiveness. These processes must be car-
ried out m wavs which will be most productive in teoms of the
fulfillment of our mission aud not in terme of building bureaucatic
structures or accumulating posser—at any level. school, regioual or
district, or central.
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Urban School Decentralization and
Curriculum Dcvclopmcnt: Views and Implications

Lorraine M. Sullivan’

DeCENTRALIZATION OF curnric vy dey clopment has been included
in almost all plans {or school system decentialization, It has been
advocated as an approach that will be more responsive to student
needs and imolve greater teacher participation in the dey clopment
process and therefore result in better utilization:, Proponents feel
that, in particular, current curriculum implementation or delivery
of service has been poor. Thev feel that curriculumn developed
centrally does not reach the desited consumer, claiming that teach-
ers in muany cases do not use the centrally designed curriculum. In
all too many instances, this has heen true. The quality of the instruc-
tional program does not reflect the quality of available curricular
materials.

Teachers in many cascs have indicated that they did not need
the support that curriculum dey clopers feel is provided by centrally
developed curriculum.  In many instances, principals, although
charged with instructional l(uulcrship, spend a disproportionate
amount of their tinie on problems which encroach on the instiue-
tional program. Frequently, 1epreseniatives of commercial in-
structional material producers become important decision influencers
at the local school level because they are able to make on-site
presentations for faculty and bring information about the new com-
~ercial curriculum materials. Educators should keep in mind that
there must be an cducational framework which gives substance to

® Lonrane M. Stnniyan is Assistant Superintendent in the Depart-
ment of Curriculum of the Chicago Public Schools.
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the instructional dinection of the school system in eacl diseipline.

Decentralization of curriculum (lC\c]ol)mcnt has as a major
tenet the systematic inercase in decision- making respousibilities for
teachers and principals. Ideally, the prineipal must hecome a
copartuer with teachers in curticalum development at the local
level. In turniug responsibility for cuniculum development to
personnel at dcccnh.lll/ul level (preferably the local school),
certain problems must be recognized and dealt with. Teachers at
the local school level. in many cases, we not re ady to accept respon-
sibility for all instructional decisions. They have had little experi-
ence with decision making in cmriculum development for which
they wili Le held accountable. They vary in the quality of their
preparation and expericnce for writing curriculum. It has been
traditional for teacliers to let others make instructional decisions
about what will be taught.

There is marked evidence that, in many decentralized scliool
svstems, principals and teachers are taking more initiative in mak-
ing instructional decisions. They have become involved in assess-
ment of instructional needs of students, sensitive to communits
curiculnn expectations. and avoare of varying learning modalitics
and teaching strategics. They are working cooper .m\cl) to seck
better wayvs of organizing students within the school for instruction.
They we engaging in wore in-depth study of instructional materials,
identifyving suitabihty to achieve their mstructional goals in cach
subject arca. They are beginning to use curiculum guides as a
learning framework which can be tailoied to local needs. In Chi-
cago, there has been marked evidence of this kind of in-depth study
and planuing by principals and teachers in the implementation of
the new Chicago Reading Program.

Decentralization of cuniculun development cannot be viewed
as @ means of producing curriculum for cach school with less
eapenditure of funds. When a schiool systemn approaches a problem
which calls for customized coniculum development, it must be
cognizant that the costs of such an approach will be greater. At
the local school level there must be time for teacher curticulum
wiiters to engage in study, rescarch, planming, and evaluation.

Curriculum development is w process which requires certain
considerations:

Q =)
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16 IMPACT OF DECENTRALIZATION ON CURRICULUM

1. The nature of the subject and its deyclopmental goals must
be cousidered.

2. Existing curriculum materials should be analyzed to deter-
mine how well they meet the students’ needs.

3. A nceds assessment of the students should be made to deter-
mine what they need to learn, what purposes are to be achieved,
and how well they are currently achieving with the existing
curriculum.

4. The rescarch of scholars in the field needs to be known by
the curriculum developers for its impact on the curriculum to be
developed.

5. Various instructional approaches need to be identified for
their responsiveness to child development learning styles and the
nature of the subject.

6. All available materials of instruction need to be identified.

7. The behavioral objectives of the subject in both the affec-
tive and cognitive domain need to be identified.

8. Field testing of the new curriculum for clarity and effective-
ness of the suggested instructional activities, materials, and teacling
strategies must take place.

9. Refincinent of the curriculum must occur in response to
the classroom field testing.

10. The curriculum must be subjected to ougoing reeyaluation.

A recent study by the Association for Supervision and Curricu-
lum Development in 46 of the nation’s largest school districts on
the relationship of curricelum development and decentralization
does not indicate great improv ement as a result of decentralization.
There are many reasons for the apparent lack of improvement.
One aspect of the problcm results from the presence of fewer
curriculum specialists i the decentralized staffs. Therefore, there
are fewer people to give leadership to train teachers and principals
at the local level and to implenaent curriculum. Decision making has
been placed at the local school level with very little guidance for
the principal and staff.

There is little evidence of a change as a result of decentralized
curriculuin developiment in instructional level decisions which guide
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a school system concerning what subjects will be taught at what
level in the educational program. In addition, there is little evi-
dence of change in sodictal level decisions within a school system
leading to differng crateria for graduation from elementary or high
school.

School syvstems still feel that there must be identification of
the school sy stemwide goals and objectives which can be adapted
to local school needs. I‘hc [inois Office of Education requires each
school svstem to identify sy stemwide instructional geals and indicate
provision for district and local school tailoring of developmental
learner objectives in learnmg cycles. \almhons and respouses to
relevancy in instruction in the local setting are expected to include
instructional options, teaching strategics, activities, and materials as
sclected by the prineipal and staff and or individua) teachers.

There s need for further 1efinenient of roles and services before
decentralization of curriculum development will be achieved in
decentralized school systems. Decentralization has made educators
more responsive to communities. Ideally the curriculum depart-
ment should become the technical assistance resource for each
school as it tailors curriculum to assessed needs.

ERIC




Urban School Decentralization
and Curriculum Development Strategics

Gordon Caweldt’

UnrBAN sCHOOLS in recent vears have frequently found themselves
under attack by “romantic crities,” special interest groups, and
students.  Especially in a period of social protest, students and
parents have often demanded a greater voice in decisions affecting
cducation in their communities, Likewise, many persons and groups
have contended that bureauceratic organizations in the big cities
are not responsive to logistical or instructional problems in indi-
vidual schools.

The institutional response to these issues of citizen participa-
tion and logistical 1esponsiveness often has been that of adminis-
trative decentralization. Regional offices were usually established
with a line officer, designated as Area or Assistant Superintendent,
in charge of a small staff of curriculum specialists and other profes-
sionals. This new level of administrative organization between the
central office and Luilding level often canie into being with minimum
guidance as to its role or function.

Several studies have sought to ascertain the extent or nature
of the administrative structures that have been evolving and to
analy ze the impact of atizen paiticipation, yet only very limited
work has been done to detennine the impact of decentralization on
cutriculum development strategies. This latter function represents
the focus of the study reported here.

Curriculum development, in the contest of the present study,
is broadly defined as including such activities as needs assessment
and goal setting, sclecting and organizing learning materials and
? Gorvox Cavwerir is Exccutive Director of the Association for
Supervision and Cunticulum Development, Washington, D.C.
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teaching methods, aud evaluation. Staff development actisities are
also verv much a part of this process.

This study is intended as an imtial probing of one aspect of
decentralization. ats impact on cunicalum development. Respon-
dees were primarily central office curticulun leaders and no attempt
was made to validate their judgment at other levels of the organi-
zation. In addition, no attempt was made to contribute to the
literature on the efficacs of citizen participation in the governance
of public education.

Purposes of Study. (a) to ascertain the extent to which urban
school systems lave decentralized the administration of their
schools, (b) to obtain opinions on the workability of decentrali-
zation iu terms of the management of curriculum developinen,
(¢) to begin development of an instrument for clarifying role and
function issues at various echelons of decision making in decentrali-
cation, (d) to analsze and coutrast avowed purposes of decentrali-
zation with actual results in terms of inoving decision making closer
to the levels affected, and (¢) to obtain information to help us
understand more about the change mechanisms now utilized in
urban school svsteins.

Data Sources: Mail survey of some 30 of the nation’s largest
school districts { generally those in cities with populations in excess
of 230,000). Respondees were Assistant or Associate Superinten-
dents for Instiuction. Some data included in describing the ty pes
of decentralization were taken from an ecarlier study by Allan
Ornstein.!

Results: Twenty-siv of the 46 districts included in this study
(57 percent ) reported they were administratively decentralized and
20 reported they were not. Although some districts reported
rcgioml or arca intermediate units for attendance or service pur-
poses, they were not classified as deeentralized in a regional sense
it they did not have a line officer such as an Area or Assistant
Superintendent in that office. Fifteen of the 26 deeentralized dis-
tricts have made the change in the past five years.

Availability of Curriculum Specialists

About Lalf the respondees from decentralized school systems

"Allan €. Ornstem. “Admmistiative, Community O1ganization of Mctro-
politan Schuols.” Pl Delta Kappan 54 (10): 668-T4; June 1973,
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reported that fewer cuniculum specialists are now available than
before decentralization. Tlace reported no change i the number
of specialists available wlile two indicated more were available.
Several commments midicated that as more cuniculum improvement
activitics were undertaken, there was @ 1ecognition of greater need
for specialists in that principals rarelv had time to perform these
functions.

Responsibility for Initiating New Instructional Programs

The most common reply was that this was a shared responsi-
bilitv. That is, initiative could come from the building level, the
region ] office, or the central office. There was a slight tendency to
respoind that the imtiative normally came from regional or central
office persons.

Purposes of Decentralization

“Responsiveness™ was the concept that appeared most often
when the respondees were asked about the puiposes ot decentrali-
zation in their city. In classify ing these responscs, the purposes were
grouped into four categories. This classification produced no sur-
prises insofar as the literature on decentralization is concerned.

L. To promote community involcement: help base the pro-
gram ou the community s needs, provide for community  partici-
pation.

2. To promote administrative effectiveness: reduce size of
adnuuistrativ ¢ unit, move decision making closer to implementation
site, respond to need for social services, impros e planning and prob-
lem solving ability on local school level.

3. To promote administrative efficiency: reduce overlap of
services, engage schiools in prionity sctting and resource allocation, |
and enconrage program budgeting. |

4. To procide for greater curriculum and instructional im-
protement. greater rc.sponsi\ eness to student needs, promote inter-
disaplinany and mter-level coordination, improve K-12 aticulation,
improv ¢ nstructional quality, iucrease teaclier participation in cur-
riculum: development, and respond to needs of a particular geo-
graphic area. |
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24 IMPACT OF DECENTRALIZATION ON CURRICULUM

Because all decentralized systems did uot provide data on their
purposes and since it was difficult to sense priorities for any of these
purposes, no attempt was made to quantify or rate these responses
in importance.

No rationale or policy statement was located that came to grips
with the problem of a “standardized” instructional program and
variations were bound to develop with autonomous regions or
buildings.

Judging from the data reported elsewhere in the study, and
from earlier research, it would appear that considerable refinement
and improvement are nceded before these decentralized organiza-
tions can be said to be fulfilling the purpotes expressed for them.
On the other hand, if a sense of participation or “ownership” in the
school sy stem can be demonstrated (not a part of this study), such
a result alone may well justify the adoption of the decentralized
administrative structures.

Decision-Making Echelons

The data in Figures 2 and 3 are based on the responses of
persons from 17 cities reporting to be decentralized. The rankings

CentraL OFrICE

Most influence Least influence
1 “Feacher assignment 2. Seclecting elem. reading materials
3 Title T expenditures 7. Install differentiated staffing
4. In-service education 8. Alter social studies program
5. Principal selection 9. Determine a school’s goale
6. Buiding madification 0. Reporting to patrons

Recionar
Most influence Least influence

7. Iustall differentiated staffing

BriLping
Most influence Least influence
2. Selecting elem. reading materials L. Teacher assignment
8. Alter social studies programn 3. Title I expenditures
9. Determine a school’s goals 4. In-service education
10, Reporting to patrons 5, Principal sclection
Building modification

=

Figure 3. Amount of [nfluence at Central Office, Regional, and Building Levels
g g
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AVERAGE RATING

Ut

Curriculum and Instiuction 9

10—Piovides strong leadership
Logistical o1 Administrative 1

20—Provides good leadership
30—Uncertam, uneven
40~Poor leadership

50-No leadership

.
ol
o

oL

Figme 4. Leadeiship Provided by Regional Offices

under each of three categories indicate wherein the most and least
influences reside with regard to several different issues.

It would appear that there hias been only a very limited shifting
of decision-making authority from central to regional offices.
Further study is needed on the extent to which this shift is intended,
and to validate the central office leaders’ (who completed this survey
instrument) perception of how much real authority has been shifted
to the bulding level. These findings would tend to conflict with
other impressions and discussions of the erosion of principals’
authority resulting through the advent of public sector bargaining.

Regional offices were rated higher in terms of their leadership
contribution in logistical or administrative matters than they were
on curriculum and instruction matters (see Figure 4).

Conclusions

1. The trend toward administrative decentralization has not
abated but rather has accelerated during the past five years, and
95 of the 46 urban districts included in this study (52 percent)
reported that they had decentralized. Of the 25 urban school dis-
tricts reporting to be decentralized, 15 have accomplished  this
organizational change within the past five years. The trend may be
lev eling HfF since many of the 20 districts reporting not to be decen-
tralized said that this was not heing considered at present.

2. Only New York and Detroit have adopted a community
control organizational model having regional school boards with
policymaking and resource allocation authority.

3. The respondees indicated that in many instances, since
decentralization, there were now fewer curriculum specialists avail-
able to schools. Howeyer, most urban curriculum leaders felt there

.AB
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was much need for such persons now to help make new instruc-
tional developments available to classroom teachers.

4. There was evidence that accountability for curriculum
improvement may not have been substantially strengthened since
the responsibility for initiating new instructional programs was
most commonly said to be jointly held between central office,
regional office, and building personnel.

5. It would appear that a strong curriculum leadership role
on the part of regional or area office personnel has not yet emerged.
The most influence on several important administrative or instruc-
tional tasks either remains in the central office or has been delegated
to the building level. Only on the issue cited having to do with
“deciding to initiate differentiated staffing” was the regional office
rated as “mnost influential.”

6. Regional or areca offices were also rated as providing
stronger leadership on administrative matters than they were on
curriculum and instructional issues.

7. Considerable effort has heen made to obtain citizen partici-
pation at the building level. More than half of the districts reporting
to be administratively decentralized said they had advisory groups
for each individual school and almost all of the others said such
groups existed ot some buildings. Whether or not these citizen
advisory groups are all something other than the traditional PTA
or PTSA kinds of groups was not ascertained in this study, but in
several cities such advisory groups have replaced the PTA. Recent
policy changes in the PTA make it possible for them to function
now much more as a citizen advisory group than they traditionally
have in many communities.

Urbon school districts that have decentralized their adminis-
trative stracture will help improve their accountability if greater
effort is made to clarify the level at which initiative for curriculum
development activity is expected to originate. Some larger districts
now sce central office curriculum specialists as product developers
but as lacking a mechanism for diffusing new instructional programs
out to the schools. Generally, it is a waste of time and money if no
change mechanism exists for helping teachers out in the schools
learn what new instructional materials are available and how their
teaching practices need to be changed. A major problem in urban
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districts is rinding an effective mechanism for curriculum renewal
that can be felt citvwide, and it does not appear that administrative
decentralization has lLielped in this arca thus far. However, there
are rome indications that community participation in school affairs
can be focused on substantive instructional issues to the benefit of
a school and its students.

Although not a part of this study, discnssions with representa-
tive urban curriculum leaders reveal concern for the following prob-
lems which are very much in need of additional investigation to
determine trends:

1. Inrecent years, it has almost become conventional wisdom
that the local building faculty in urban districts should have con-
siderable flexibility, if not autonomy, in developing its reading or
mathiematics program. The high mobility rate of many low income
pupils in the inner city has made it clear that it is not in the best
interests of such pupils to encounter a half dozen different reading
programs. As & result there may be a trend back to a more standard,
citywide reading program. In some instances, the colnpetencies
needed at each grade level have been identified in a continuous
progress type of program with a variety of instructional materials
then used to help students attain these competencies.

2. Urban school districts are employing a variety of strategies
to Lelp diffuse new instructional practices. However, they need mas-
sive liclp if a city wide change in learning strategies is to be brought
to all teachers in a particular subject area. Only a few districts are
seeing the local faculty as the fundamental unit of change. Among
the staff development strategies being emphasized to help diffuse
new itutructional practice are teachier centers, after-school faculty
meetings, summer employment of teachers, and released time for
teachers during the school vear. Inflationary times are seeing
dwindling rather than increasing resources for curriculura develop-
ment activities in most urban districts. Rarely does one find urban
distiicts that are able to promulgate a cuniculum renewal plan
that will be viable over a period of years.

The provision of additional resources to help diffuse im-
proved instiuctional practice in the nation’s urban school systems
is much more urgently demanded than further rhetoric by the
“romantic critics,”

-
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How Has Curriculum Dcvclopmcnt Been
Affected by Decentralizadion in the Laree Cities?

Scclig Leseer

Tue asove TiTLE is fascinating. As administrators, we always insist
upon clear definition of the words used in our deliberations. There-
fore, let us first examine the words: “How” implies that there has
been, could be, or would be an effect on curriculum development.
Next, the word “development” must be considered. When one
thinks of development it is considered as a process of evolvement,
a process of starting with what we have and going forward, or
finding that what we have is inadequate and should be discarded or
must be developed and, or evolved with a new approach. “Decen-
tralization” lias meant many things to many people in the “large
cities” of the United States. To some it has meant decentralization
of policyinaking authority and responsibility. To others it has meant
decentralization of the administrative structure so that while policy
would be determined centrally, administrative interpretative action
is divorced from central authority. To still others it has meant total
community coutrol with many former professional prerogatives,
such as selection of instructional materials, curriculum content, and
teacher ¢valuation, hecoming the responsibilities of “community”
representatives and not that of their professional employees.

The key word in the title is “curriculum,” a simple word, a
comnplex concept, a conerete foundation. Regardless of decentializa-
tion, centralization, fragmentation, or what liave vou, the curriculum
is still the correrstone of education.

® SeeLic Lesten is Professor of Education at St. John's University,
Jamaica, New York. and is Former Deputy Superintendent for
Instructional Services for the New York City Public Schools.
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Definition of Curriculum

The word curriculum 15 and always has been used in a variety
of wavs. Our Roman forebears, speaking Latin, used the word to
mean “a racecourse,” a “runaround.” Although many of the detrac-
tors of public education hiave maintained that our young people are
getting a “runaround” in modern society, the Latin origin of the
word las been largely forgotten and it is generally used to mean:

1. The written courses of study and other instructional mate-
rials used by a school to achieve its goals

o

The subject matter presented to the students

3. The course offerings available within an educational insti-
tution

4. The planned experiences of the students under the direction
of the school.

To this writer, none of the above is adequate nor is a combi-
nation of all of them sufficient. While we accept all and include all,
we feel an insufficiency in terms of present needs and trends. Unless
we include in our concept of curriculum a total planned program of
experiences available to individual learners, we are ignoring all that
educational theory, research, and practice have shown us. Indeed,
we would continue to look upon the curriculum as a set of disjointed
experiences, each of value in itself, but unrelated to each other
in terms of the overall purposes of the school, the school system, or
the clients served.

Having thus defined ow terms. let us address the question:
Has decentralization affected curriculum development in the large
cities? Yes! How? Most positively!

Let us explain: To understand schools and school systems, one
must relate them to the surrounding cultural, economic, historical,
philosophical, and political circumstances. Since education is always
an expression of u civilization and of a political and economic
svstem, schools must harmonize with the lives and ideas of the men
and women in a particular time and place. Since the social environ-
ment today is in a state of change, descriptions of society and its
needs in the 50°s or 60’s can no longer suffice. As a major element
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in curriculum planning and development, present social forces must
be regularly considered.

Our professional educators in the large cities considered these
social forces. They recognized that educational reforms of a sweep-
ing and significant nature rarely have come about through the
action of the schools in and of themselves. They knew that educa-
tional practice tends to reflect what society chooses to support in
the classroom. They also knew that a massive political effort to
change the structure of schools meant that society was tellmg them
that the existing educational practices were not what was expected.

It became obvious to those of us who are, or were at that
time, professional educators that there had developed an erosion
of reliance on professional authority by large segments of the public,
including our students. Although it was part of the disenchantment
among the general population of the inner cities with the so-called
elitc who were leading the masses, it also reflecte ] frustrations in
family life, in business affairs, and in education. It was seen by
educators as a demand by the poor, the disadvantaged, and others
for a voice in shaping the programs that affect them. And, profes-
sional educators reacted more rapidly than did politicians. They
read headlines such as: “Too Much Book Learning, Too Little Life
Learning,” “Schools Get an F Mark,” “A Grim, Joyless Place Called
School.”

As a result, school people no longer examined only the writings
and the thinking of professionals but they opened their ears and
their minds to others as well. They began to reorient their concepts
of traditions, they began to listen to youth; they began to replace
the irrelevant in the curriculum with more meaningful educational
experiences.  Subject matter content was more carefully and
realistically examined so that all students could identify with the
past and find for themsehves a place in the future. In the final
aniaivsis, if the curriculum in the educational scheme is to be suc-
cessful, the educational process must produee people prepared to
take a productive place in society.

They began to break down the watettight compartments of
distinct subject disciplines and created interdisciplinary approaches
to curriculum implementation. They found instructional and leam-
ing possibilitics existing beyond the four walls of the classroom.
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They saw possibilitics in mini-schools, short unit courses, open
classrooms, and the like. They began to react with positive ap-
proaches to community and parental concerns They realized the
greater need for more senwous and creative approaches to problem
solution. Incidentally, when we speak of “they” we refer not only
to the central headquarters experts, but also to the leadership in
individual schools.

New York City Decentralizes

Partly as a result of the public disenchantment which was
discussed earlier, in the spring of 1968 the legislature of the State
of New York directed the Board of Education of the City School
District of the City of New York “to prepare a plan for the devel-
opment of a community school district system in such city, amend-
ing the education law, . . . in relation to the powers and duties of
local school districts in such city.”!

This amendment to the education law stated that to achieve
“a more cffective response to the present urban educational chal-
lenge requires the development of a sy stem to ensure a community-
oriented approach” based on “maximum local involvement m: edu-
cation.” Consistent with these findings, and in compliance with
chapter 368 of the laws of 1968, the Board of Education of the
City School District of the City of New York developed a plan?
which would, in the main, give elected cormmunity boards of edu-
cation responsibility for meeting, and the authority to meet, the
particular educational needs of their communities and their children.

At the same time, other interested groups, such as the State
Department of Education, the Office of the Mavor, all interested
professional associations, parents’ groups, and others, developed
plans of their own, all of which were considered by the legislature
during the 1969 session and resulted in the passage of an amendment
to the education law which created a New York City Community
School District System.?

! Chapter 568 of the Laws of 1968, New York State.

¢ Plan for Development of @ Community School District System for the
City of New York, Board of Education of the City of New Yoik, 1969,

3 New York State Education Law, Section 2532, Article 52-A.
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This new organizational structure prosided for the continua-
tion of the city (ccntml) board and the establishment of between
30 and 33 commumt\ districts, éach of which would have its own
elected board of educatlon. The Act spells out the powers and
duties of community boards, community superintendents, the city
board, and the chancellor (as the statute indicates, a pesition com-
parable to the city superintendent of schools). Those powers and
duties which are pertinent to this discussion are enumerated below.

A. Powers and duties of community boards. . ..

3. Determine matters relating to the instruction of students,
mcluding the sclection of testbooks and other instructional materials,
provided, however, that such textbooks and other instructional materials
shall first have been approved by the chancellor. (Italics added.)

4. Generally manage and operate the schools and other facilities
under its jurisdiction.
B. Powers and dubies of community superintendents.
1. ... Under the direction of his community board, each com-
munity superintendent shall have:

a. The same powers and duties with respect to the schools and
programs under the jurisdiction of his community board as the Supe:-
intendent of Schools of the City Sehool Bistrict of the Ci ity of New York
had on the effective date of this article.®

C. Powers and duties of the City Board.

The City Board . . . shall have all the powers and duties the interim
board of ¢ducation of thc City District had on the effective date of this
article, and shall determine all the policies of the city district, (Italies
added.)

In addition, the City Board shall have power and dnty to:
1. Approve determinations of the chancellor relating to course
and curriculum requirements. (Italics added.)

D. Powers and duties of the Chancellor.

e shall have all the powers and duties as the Superintendent of
Schools of the City District. .. . He shall also have the power and duty
to: ...

4 Note the nconsictency between this provision end the stalics in sec-
tion A.
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8. Promulgate mivimum cducational standards and cuniculum
requirements for all schools and programs throughout the city district. . . .
(Italics addced.)

We have now come full circle and are back again to our
definitions. The New York State Law has decentralized the struc-
ture and at the same time has made it @ responsibility of a central
body to “promulgate minimum educational standards” and to
“approve textbooks and other instructional materials™ and to “deter-
mine all policies of the City District.”

Establishing Minimum Standards

Westated carlier that decentralization has had a positive effect
on curticulum desclopment in the large cities. We supported that
contention generally and now conclude with one specific item
growing out of the one city upon which we have concentrated.
The law, as indicated, 1equired the “establishment of minimum
cducational standards.” We pointed out carlier that professional
educators recognized the signs leading to such things as decentrali-
cation and went to work. In the aity under discussion, the profes-
sional cducators on the central staff read the law and even before
its effectiv e date went to work on dev eloping “minimum standards.”
As they did, it became clear, very quickly, that despite the multi-
plicity of curriculum bulletins which they and their predecessors
had developed and which were available, they had never defined
the behavioral objectives to be sought and developed.

The result was a document that recognized the need for a
fundamental core of learnings to be derived fiom educational
experiences. Rccogm/.c(l Adso way the fact that newness can be
justificd only in terms of a clear and precise statement of goals
«nd a means for venfication of their attainment. In shot, they con-
cluded that @ consideration of minimal outcomes was feasible and
crucial to educational improy ement aud to pupil gain both in learn-
ing and in personal development.

Their cfforts resulted in more than 150 pages, covering every
diseipline taught, and which for cach of them provided differentia-
tion m types of learning. More important, cach learning type was
specificd by the categorization of behaviors into skills, knowledge,
and concepts along with attitudes, appreciations, and values. Each
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statement was behaviorally structured for observable performance
as the measure of pupil achievement.”

Was it effective? Did the decentralized community school
districts accept it? Who knows? The only available indicator at
this point in time is the fact that a year after the release of the
publication it was out of print and still in great demand.

A Minimum Stundards of Pupil Performances. Buieau of Curriculum
Development, Board of Education of the City of New York, 1972.

' ‘Hh
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Decentralization: Origin and Effect in Adanta

Sidnev H. Estes'

The Atianty PrsLic Scuoon SysTeas, contrary to the experience
of most large urban school systems, has had a long history of
administrative decentralization. Tt should be noted that Atlanta’s
organizational structure is described as being “administra. '
decentralized,” as there is some difference between administra. e
decentralization and the kind of decentralization that has occurred
to a much more extensive degree in New York Citv and Detroit,
Michigan. Atlanta’s school arcas do not have an independent or
autonomous Board of Education that operates in conjunction with
the administration of cach area in relation to personnel, budget, or
curriculum matters.

Atlanta is presently organized into four geographical areas,
which is a term used s nonymously with districts or regions in other
school systems denoting administrative units. It origivally began
with five districts and reinained so while Atlanta had 115,000 stu-
dents emolled. In recent vears, the enrollment of the Atlanta School
Svstem has, for various reasons. declined. The dimimshing school
enrollment reaclied a level of approximately 86,000 during the
school year 1972-73; therefore, it was felt by the Central Adminis-
tration that there should be a reorganization of the school system
in recognition of that figure. Atlanta was reorganized into four hasic
areas, cach serving approximately 30-33 schools with an oy erall total
population of about 83,000 students.

“Siovey TL Estes is Assistant Superintendent for Instructional Plan-
wng and Development for the Atlanta Public Schools.
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In March of 1955, the Atlanta Board of Education formally
authorized a study of the organization, administration, and financing
of the Atlanta Schiool System. Five nationally outstanding educators
accepted an invitation to serve as a Study Council. The Atlanta
School Study Council was chaired by John E. Ivey, Jr.,, Director of
the Southern Regional Education Board, who was joined by Walter
A. Anderson, Chairman of the Department of Administration and
Supervision of the School of Education, New York University;
Daniel R. Davies, of the Division of Administration and Guidance,
Teachers College, Columbia University; John H. Fiscli_s, Superin-
tendent of Schools, Baltimore, Maryland, and R. L. Johns, Professor
of School Administration at the University of Florida. The report
finally evolving from the work of this group became known as
“The Ivey Report,” and it is credited with the initiation of the con-
cept of decentralization in the Atlanta Schools.

At the time of its investigation, the committec made it unequi-
vocally clear that the organizational, administrative, and financial
arrangements of the school system were wholly inadequate in view
of the then rapid growth of the pupil population in the Atlanta
Schools. The Study Council’s findings and recommendations were
ultimately sub.nitted to “The Citizens” Committee” for review and
approval. The work of the Council was an outgrowth of research
and study which involved members of the Board of Education,
school personnel, and citizens of the community.

The Citizens’ Committee reviewed the study, then suggested
and approved or rejected recommendations. In a final statement,
it indicated that, although not unanimously in agreement on every
point, it endorsed the report and stressed the necessity for the
Board of Education and the Superintendent to effect immediately
the nany changes recommended.

One of the changes recommended for further improvement of
instruction related to decentralization of the school system. The
Study Council suggested that:

1. The school system should be reorganized to provide a decen-
trahzed area administration peeded in a large and rapidly growing city
like Atlanta. The reorganization would include:

A. Appointment of a Deputy Superintendent of Schools responsible
for mternal management of the system to relieve the present burden on
the Superintender..’s office
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B Division ot the aity into five or more arcas, and appointment of
an area supermtendent for cach area to be responsible for the operation
of the schools in that arca

C. Formal provisions for vbtaining advice from citizen groups at
all levels ot school operation. the wmdnvidual school, the new area orga-
nization, and the Board of Edueation

D. Broad opportunity for the school staff to participate fully in
dgevelopment of policy and program.!

In the report, the Citizens” Advisory Commiittee stated: “We
believe that if the members of the Board of Educwion and the
school administration will carry out the recommendations in this
report, the people of Atlanta will do everything else that is neces-
sary in order to give Atlanta an outstanding school system.”*

These items of information are cited to establish the credence
ginven at that time to this new arrangement in the Atlanta Schools.
This is particularly noteworthy in tracing the history of the decen-
tralization effort m the Atlanta Schools because it reveals the fact
that much time and thought were given to the recommendations.
Historically, however, the recommendations have not been carried
out in their entirety. This may or may not have influenced the
success, or lack of it, of decentralization of the Atlanta Schools.

The Study Council noted that many changes had occurred in
Atlanta {and the world) from the time the educational goals of
the school system evolved to the time of the Council’s creation.
Thic Council suggested that there was a renewed interest in public
education and that certain conditions should be met in making
provisions for joint continuous 1eappraisal of the educational aims
of the schools. Onc of the salient conditions to be met was:

Pohicies and procedures which further the ways of democracy, place
primary emphasis on constant improvement of the educational program,
and develop close ties with the commianity. This means:

—Teacher and principal participation in developing policy and cdu-
cational prograins

—Catizen participation in evaluation and planning school programs

"The Atlanta School Studvy Councl.  Schools for Atlanta's Future.
Atlanta: Atlanta Public Schools, December 19535, p. 1.

2 1bid., p. xii.
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—Continuous cvaluation and experimentation to improve teaching.

Clearly this condition biought the matter of curriculum dev clop-
ment and revision into the arena of broad participation. Tt was set
forth as a very greatly needed “plank™ ma platform for improving
Atlanta schools.

In discussing the instructional program of the Atlanta schools,
the Conncil indicated many positive aspects of the school system.

How ey

fessional lcudmship, supervision, and other aids to teachers and

princip

felt inadequate for a system of Atlanta’s size in 1935. The Council
felt that a growing system would find it increasingly difficult to
relate the mstiuctional services and plaming of the instructional

prograi
out the

As an outgrowth of this and other observations, the Study

Counci
and cor

was the matter of administrative organization. In this regard, the
Study Counarl suggested the establishment of a “sound central office
and systemwide organization, divide the citv into several school

service

evaluation, revision, and improvement.” !

Tl
was of
Counct

reasons which were germane to the concept of decentralization.
The Council cited the followmg:

The present plan of orgamzation of the Atlanta School System,

which 1
a large
popuilat
DLhU()Ih

cities, Atlanta faces the necessity of decentrabizing it school system

without

3]
t]

_——ﬁ

er, it stated that “all of the instructional services—the pro-

als—come from a small centralized staff,” which the Council

n to the needs of the several population groupings through-
city.

I believed that extensive modifications of the arrangements
wditions for teaching and learning were needel. Among them

areas, and provide school centered programs for continuous
[w]

ie matter of the organization of the Atlanta School Svstem
prime importance to the Study Council. In the report of the
L aspecial section addresses this matter, and reveals specific

night prove satisfactors for a small city, is quite inadequate for
metropolitan center. .., Atlanta may reasonably  evpeet its

on and ats wealth to marcase steadily. Atlanta will need more
and o diversified educational program. ... Like other large

sacrificing the advantages and the officiency which flow from

bid.. p. 10.
bid.. p. 14.
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uniform centralized managoment. And, as adwinistrative groupings and
channels are designed. provisions must also be made for citizen and
staff participation at all Tevels. Culy thwough such a combination can
any school system obtain both the operational cflicieney aud the sound
polici des clopnient and v aluation required for trudy democratic schools.

As the school systemn s presantly organized, the Superintendent is
expected to do the smpossible and principals are deried the wsistance
and support they need. . . . There is a great and immediate need to
reoyganize both the cer 1fml st.lff and the field staff to relicve the super-
infendent’s office of its present impossible burden, to clarify and fix the
responsibiiity aud wthority of stoff members, and to assure the most
cflective communication throughout the svstem.®

The Study Council also recommended that the school system
be reor (mm/cd and that the objectives of such a reorganization
were to:

N L Tic the instructional program more closely to the nceds of the
people it serves
N 2 Provide additional specialized resource services to schools and
teachers and make these more readily available
3. Provide a dear chain of command through which needs will be
identified, staff services will be channeled, and decisions will be made
‘ 4. Provide a workable span of supervision and direction

3. Feovide for broad participaticn in policy formulation.®
P

4 Concomitantly, each area was to have an Asea Citizens’
Advisory Committee, out of which would come the Atlanta Citizens’
Advisory Council to the Board of Education. The purpose of such
. a suggested arrangement was to offer “a two-way exchange of com-
munication between school and commuanity.”

E The Study Council also felt that the size of the Atlanta School
) System dlictated a critical or ganizational problem. The Stuay Coun-
cil suggestea that it was d]ll]()bt impostble to vperete the school
" system centrally, it therefore set forth the following:

The Athanta School Sistem’s most critical Grganizational pr(mlvm
arises from its sheer size. This system serves a population of 300,000
persons spread out in a waber ‘of different ncighborhoods and com-

5 Ibid , p. 28,
5 Ibid., pp. 29, 30.
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munities over a geographical arca of 126 square miles. It has approxi-
mately 100,000 pupils, more than 3,000 teachers, and 129 principals. It is
almost impossible for a small centralized administrative staff to stay in
chrect contact with the problems of this many people and provide the
necessary  professional leadership and competence to assure that the
educational goals are achicved throughout the city. The Study Council
therefore recommends that the school system be divided into not fewer
than five geographical areas for administrative purposes.

In addition to being essential for cffective administration, the decen-
tralized “arca organization” is a logical extension of and can serve to
revitahze the community high school program initiated in 1946. It has
the additional putential advantage of extending the community-centered
program to the clementary school level and of tying the clementary
schoul programs more closely to the high schools to which their pupils
transfer.

An Arca Superintendent should be designated  for each of the
geographical arcas. His duties should include:

4. Representing the Supermtendent m the area and serving as the
officer admmistratively responsible for the operation of the school pro-
gram in the area,

b. Working with and through principals for the continuous im-
provement of the schools in the area.

¢. Interpreting to the Superintendent (or Deputy Superintendent)
the needs of his arca.

d. Coordmating mto a team operation the work of the various
.speuali.st.s who will assist with and supervise the instructional program.

e. Working with citizen groups in every appropriate way to use
their help in improving the schools.”

It should be pointed out that item “d” may be a cause of some
concern and confusion whien one considers the following statements
advanced by the Council regarding operating procedures:

As the mstructional services are strengthened and expanded, a staff
group should be assigned to cach arca to work with the Area Superin-
tendent, prmcipdl.s, and teachers to improse curricula and instruction.
This staff group should be so selected as to provide balanced strength in
the several curricular arcas and in clementary and secondary education.
In the central office, the Assistant Superintendent for Instructional Ser-

T 1bid., p. 34
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vices would work i a planning and faahtatmg selationship to the instruc-
tional staff on a citywide basis.® :

In addition, an organizational conflict may have been created,
and may still exist, growing out of the follewing:

The general tunction of all tour of the contral sevices will be to
furnish all necessary and available help to the wea superintendents and
the schools. The assistant superintendents are to have no administrative
authority over priudpals. since such line relationships will go through
the area supermtendents. The assistant superintendents will report to
the Superintendent through the Deputy Superintendent.?

Further, it would appear that the role of the administrator
most responsible for instructiou is somewhat nebulous or amor-
phously defined in this job deseription:

Assistant Superintendent for Instructional Services. This Assistant
Superintendent should be responsible for establishing, stimulating, and
cvordinating a compreliensive program of instructional and curricular
services. These should melude personnel and material resources for prin-
cipals and teachers in clementaiy, sccondary, vocational, adult, and
special programs. The foundation of these services will be the dey elop-
ment of curriculum muaterials and direct assistance to the teaching staff
through workshops, consultants, and the active involvement of every
appropriate resource inside or outside the school system. !

It is difficult to comprehend the charge presented regarding
recponsibilities of this individual in light of the su rzested role of
the Area Superintendent and the respective Area Citizens’ Advisory
Committecs. This, indeed, has historically created some problems
in Atlanta relating to curriculum development.

Perhaps one significant weakness of the decentralized arrange-
ment i the Atlant: Schools relates to the lack of follow-through
alluded to carlier. The Study Council recommended that a Cur-
riculum Council be formed, to operate in the following manner:

The Assistant Superintendent for Instructicnal Services should be
chairman of this group which will deal with all U pes of questions affect-
mg instruction The group niay 1(lcnt1f) needs, piopose new projects,

*1bid., p. 34.

Y 1bid.. p. 35.
19 1bid., p. 36.
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evaluate prograius, or engage insuch other activities as they develop, or
are assigned to it by thc Sllpumtcndcnt It will mnaintain a close rela-
huns]np with the arca curticulum counails, the community, and sources
of professional help.

The membership ot the cunticulun counal should include teachers,
principals, parcuts. and mstructional specialists, cacli of whomn should
serve for a specified tune. Mewmbers should be drawn from the several
areas, the central office, and the systemn at large.

The wotk of the Council should be deliberative rather than the
direct production of matenials, which 1 the function of the staff for

wstructional seivices. To assure good discussion with full participation,

the size of the group should probably not exceed twenty.!

Such a body lias never existed or formally operated
desenbed. Perhaps if sucli a body were to come into existence,
much confusion, competitiveness, and lack of coordination would
pe dissipaicd.

The lack of understanding of role responsibilities seems to
Lave historical sigmficance in Atlautd’s decentralized anangement
regarding  curriculum development and supervision.  Until very
rcccnt]\ curriculum specialists assigued at the central and area
levels attunptul to accomplish snmLu tasks. There lias not been
a clear delmeation between the ueed for personnel to accomplish
mstructional supervisory tashs as opposed to others needed in the
arcas of cuniculum coordination, articulation, and development.

Curriculum development for an wban school system must
allow diversity without destroving unity of purpose. A central staff
must provide ]uulcrs]np in planning and dey cloping materials which
are basic to all Tearng situations, ]mt which are also avant garde
cuough to preseut the best of carnent tiends as a cliallenge for those
local schools whicl are ready for it.

Decentralization establishes a situation in which area office
staft members must be everytling to everybody, which makes it
impossible for them to have the time to stay “on top of” current
trends in specific fields. Tt also creates a time-limit pressure which
prevents them from planning and developing curriculum.

There is uo definable line hetween planning and implementing
or between developg and facilitating. If cuniculum devclopment

W bid., p 37.
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is to be practical and meaningful, it must occm as a cooperative
venture involving both central and arca staff.

It is at this point that the human clement determines the
suceess or failure of the undertaking. Can the area personmel express
their needs and the cential office staff produce material in a way
that is mutually productive? If this (uestion can be answered
affirmatively, decentralization will have no adverse effect on cur-
riculum dev elopment. If not, the resalt will be disastrous.

It would appear to be unreasonable to expect currieulum spe-
cialists to e most effective in their positions if they are expected
to carry out both functions on a regular basis. It is now felt that
persomnel at the area level should, and can, be most effective in
maintaining instructional supervisory roles, working closely with
principals and teachers on a daily basis. If that is thc case, then
clearly there is little time for cuniculum plamming and materials
development. Thus, the 1ole of central office assigned curriculum
specialists hecomes more clealy defined. An arrangement of this
type is being attempted umcnt]\ in the Atlanta Schoolc

This is not a simple and elear-cut structure which is ﬂaw]css
nor 18 it an casily flowing arrangement. It is difficult to cons ey i
a limited number of words the many intricacies, political ,stmtegies,
and other interactions which consistently occur in a decentralized
school system. The matter, and degree, of autonomy is yet another
reality aud point of concern, which must be addressed initially and
continuously.

In summary, although the Atlanta School System has been
decentralized “administratively™ for nearly 20 vears, it has not been
free of problems in 1egard to instruction and curriculum develop-
ment. There are many reasons for this phenomenon, but this report
has not attempted to ldcnhf\ all of the critical variables. After 18
sears, the concept of dece ntmhmtlon 1entains a source of concern
and study in the Atlanta schools. Certainly this 1ealization offers
furthier challenge and raison d’étre to those of us concerned with
and imvobed in the art and seience of public administration and
organizational development.
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Baltimore City:

Rcorganization and Curriculum

Vernon S. Vavrina

Planning for Reorganization

WHEN Roraap N. Parrerson assumed the duties of Superintendent
in October 1971, lic listed as one of his main objectives for the year
the development of a decentralization plan for the school system.!
On November 1, 1971, the Superintendent organized a task force
and charged it with the responsibility for developing decentrali-
zation options. The options were presented to the community and
staff for their consideration and opinion.? A specific plan was then
developed by the Superintendent and his staff, presented to the
Board of School Commissioners, and approved in August 19723

' The Supertendent. Options for Decentralization. Baltimore. Baltimore
Cits T'ublic Schools, January 1972, p. 2. Studies related to the administrative
decentralization of the Baltimoe Cits schools were made m 1969-70 dur-
g the supenmtendency of Thomas D. Sheldon, presented to the Board of
School Commmssioners, and  dissciunated to the general public.  Although
there was genardl understanding aud agreement fiom neanly all sources that
some form of admnstiatne decentiahization was desirable, the School Board
did not move to muplement the recommended plan, See Minutes of the
Board of School Commussioners, September 17, 1970, pp. 598-99, Novem-
ber 3, 1970, pp. 738-16. “Admnistrative Decentralization.”  Baltimore:
Department of Education, November 5, 1970, pp. 1-20. (Mimeogiaphed.)

2 The Supermtendent, op, cit . pp. 3-19.

‘Roland  N. Patterson.  Reorganization Plan for the Baltimore City
Public Schools, Baltimore, Baltimore City Public Schools, 1972, pp. 1-16.

° Vernon S Vavikina s Deputy Superintendent tor Education for
the Baltimore City Public Schools.
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After two years of mtensive study and planning, the Baltimore
City Public Schools began the implementation of the Reorganization
Plan during the school year 1973-74.%

The primary aim of decentralization was to provide children,
youth, and adults of Baltimore City with ¢uality instruction and
programming. Thirough the establishiment of nine regions, the
schools would be brought closer to the people they serve. Reorgani-
cation would result in improved connunication and better working
relationships and instruction would be enlianced by the resulting
release of the creative energies of community and staff.

Prior to reorganization, unmet needs identified in the area of
instruction included the following:

Greater accountabihity for delivenng instructional services
Greater instructional flexibility

Alternate learning paths to meet the different learning styles of
children and youth

Assured relevancey of the cwrriculum

Improved in-scrvice training of teachers, paticularly in the area of
reading instruction.

Essential to the improvement of curriculum and the quality of
instruction was a new concept of superyision. The decentralization
plan included reorganization and relocation of the central office
supervisory  staff with the responsibility for implementation of
instructional programs placed closer to the local level.

Implementing the Reorganization Plan

The Baltimore City Public Schools in 1974-75 serve an enroll-
ment of 184,000 pupils m 204 schools. Tn cach of nine regions, there
arc approaimately 23 schools (eleiacntary, secondary, and special)
with regional enrollments ranging from 19,000 to 24,000. A Regional
Superintendent serves as the chief administrativ2 officer and
respousible for the administration and superyision of all aspects

* Reorganization of the Baltimore City Public Schuols  Baltimore. Balti-
more City Public Schools, 1974, pp. 1-114.

“Roland N. Patterson  “The Superintendent’s Annual Report, 1971-72.
Staff Newsletter 26 (1): 3; September 3, 1972
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of the educational programs for schools assigned. Within guidelines
established for the system, the Regional Superintendent develops
regioual goals and priorities relating to curriculum, instruction,
evaluation, and budget. The Regional Superintendent recommends
instructional materials to be used, assigus staft on the basis of needs,
and provides leadership for professional devclopment programs.

In cach region an Instruction and Staff Development Team
consisting of a Regional Specialist and five Educational Specialists
works under the direction of the Regional Superintendent for the
improvement of instruction and curriculum development in the
schools of the region. Their 10les are both supervisory and con-
sultative in nature. The team members, representing various areas
of specialization, work closely with senior teachers and department
licads of the various schools. Central office coordinators in the
various disciplines staft the Division of Instruction and Curriculum
Management and work closely witlt the instructional teams to
ensure  systemwide  comdination  while  maintaining  necessary
regional flexibihty . Every specialized subject is not represented on
the Instruction and Staff Desclopment Team, however, a school’s
senior teacher or department liead assists in answering a particular
need when the area is not represented.

In the fall of 1973, the implementation phase of decentrali-
zation necessitated the reassigmnent of some 120 central office staff
members to the regional offices, 34 of whom were assigned to
Instruction and Staff Development teams. Although the latter group
consisted of professionals who had been working in the area of
supenyision, the assigmnent to regions required changing roles.

Prier to the end of the first semester, the progress of the
Reorganization Plan was impeded when negotiations with the
teacher barzaining representative, the Publie Scliool Teachers Asso-
ciation, did not materialize in a new contract. Failure to arrive
at an agreeable solution ended in a stiike from February 4 to
March 4 whien 83-90 parcent of the 8600 teacliers and 70 percent
of the 184,000 pupils remained out of school.

To furtl.er complicate the implementation of the Reorga~zu-
tion Pln. on February 3, 1974, the school system received a letter
from the Office for Civil Rights, U.S. Department of Health, Edu-
cation, and Welfare, indicating that “ferther desegregation of
Baltimore City Schools is necessary and feasible.” The submission
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of school desegregation plans for accomplishing further desegrega-
tion of both students and staff m the public schiools of Baltimore
City was required. The plans were to be operational by Sep-
tember 1974

The task of preparing an adequate desegregation plan for
HEW las continued to the present. Much time and effort have
bee. devoted to the matter by the school board and professional
staff. The interests and emotions of the entire community have
been moused. To date. in addition to the involvement of clementany
and juuior high pupils, the desegregation plan has resulted in the
reassigimment of dl)l)l'().\illliltcl_\ 1200 teachers and adunnistrators.

The influence of the long teachers’ strike and the conditions
brought about by the HEW dircctive added to the current cco-
nomic situation necessitating severe limitations in .stzlffing and in
procurement of instructional materials and supplies have had
impacts upon the school system that have made it difficult to
evaluate the true effect of decentralization on curriculum.

Curriculum Strengths Realized

During the year and a half that the school system has been
operating undc thc Reorganization Plan, the follom.w strengths
of curricnlum design and improvement have been lCd]l/.Cd.

[ The inclusion of all grades (pre-K—12) in unified cur-
tieahun planuing has provided @ means for ensuring continuity and
consistency in the total educational program. The pre-K-12 ap-
proach precludes fragmentation of programs and allows for a
unificd, sequential mstructional program which should result in
greater student progress.

2. Since administrative offices are located in neighborhoods,
parents are able to relate more casily to all phases of public educa-
tion including matters relating to curriculunm and instruction.

3. There are mereased opportunities for participation and
input frow community members, students, parents, and staff through
the creation of nmerous curticulum advisory committees.

4. The central office subject matter coordinators and spe-
cialists who were previously separated by educational levels have
Leen brought together in the Division of Instruction and Curriculum

Aruitoxt provided by Eic:
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Management and have developed an increased number of inter-
disciplinary projects, workshops, and curricula. Reorganization has
made possible the developmient of closer 1elationships among the
disciplines and has provided a continuing means for ensuring basic
anderstandings of the philosophy, goals and objectives, and pro-
grams of cach discipline. The centralizaiion of curriculum per-
sounel has provided an identified, available source of human and
material resources for staff, student, and community utilization.
Elementary teachers are now wble to ieceive help in the imple-
mentation of progranis from subject matter specialists who previ-
ously had scrviced only seconc v < ~hools.

5. As a result of decentrali... .., many past administrative
dutics pecformed by supervisory staff members have been eliminated
for central office curriculum personnel. To date, this has freed most
of the Diviion of Instruction and Curriculum Management staff to
concentiate . curiculum matters, for example, discovering and
publicizing .- at trends in their disciplme, and surveying teachers’
needs more effectively.

6. The regional Instruction and Staff Deselopment teams,
togethier with secondary school dep..ctiment heads and elementary
school semtor teachiers, are avuilable to help teachers solve basic
problems relating to curriculum  implementation and  teaching
methods. Writing teams m the regions are able to develop new
materials and adapt citywide curricala to better meet the needs
ana interests of students in their area.

7. The procedures developed under Reorganization for the
evaluation of iustructional materials and supplies have been greatly
simphficd. Siguificant steps liave been tahen thiough staff develop-
ment activities to update teaching methods with particular emphasis

on the arcas of reading, writing, mathematics, and social studies.

S5 In lmplcmcnting decentialization, new human resources
and poteutial leadership have been discovered among staff mem-
bers assigned to new responsibilities.

9. Decentrlization provides an incieased likelihood that the
curticulum will have a positive nifluence toward improving the
ity of fustruction and learning by providing greater flexibility
in the program.
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10. As regional Instruction and Staff Development teams
gain eaperience, more time and opportunity should become avail-
able for centid] office curriculnm staff members to gain greater
feedback from the field regarding needs for curmculum change and
design and to caplore more creative approaches to instructional
problems.

Curriculum Concerns Faced

During the implementation of the Reorganization Plan, the
following concerns that have a bearing on curriculum design and
improvement have been raised and have been the object of admin-
Ishatne memng de.signcd to overcome rccognized weaknesses:

1. There have been msufficient staff (education 7l and sec-
retanal) and madegnate funds in the Division of Instruction and
Curriculum Management to produce and reproduce instructional
materials for the schools. In addition, monies allotted to the regions
for innovative projects have been severely limited.

2. Many staff members at the central office and regional levels
have liad to learm new 10les and in the process some confusion has
resulted regarding the dwision of responsibility between the
regional Instruction and Staff Development teams and the central
office Division of Instruction and Curriculum Management. Dif-
ficult personnel problems have had to be solved and central office
subject matter coordinators have had to devote considerable time
to help resolve these matters.

The redeployment of subject matter specialists to duties that
hd not capitalize ou their backgrounds has caused concern. Many
regional team members were clementary-school trained generalists
and flt insecure in dealing with secondary school problems. Like-
wise, former sccondary supervisors fouud it difficult to relate to
Ir = o1 elementary school instructional matters.

3. There is a tendency on the part of some former central
office supervisors to work in traditional ways and to view the re-
giondl offices as guiring an eatra step in communicating with the
teacher. Some teachers who have worked with a specific central
office supervisor also prefer the former relationship to the regional
setup.
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A number of central office curriculum personnel felt that they
could not visit scliools on an open basis and were therefore unable
to evaluate effectively instructional needs or the degree of imple-
mentation of programs developed in cooperation with their offices.
Clarification of this concern lias been taken care of by the Super-
intendent’s direction.

4. In the transition to decentralization, the services of central
office personnel were not fully utilized in employment, assignment,
and transfer of personnel and some unuecessary problems resulted
due to the inexperience of newly appointed regional staff members.
Time was required to solve the problems and develop guidelines for
the future.

5. In most cases, regional personnel are not familiar with
philosophy, goals and objectives, and content of the highly spe-
cialized arcas of the curriculun. This Las nccessitated special
efforts to bring needed 1esources to the schools.

6. Inan effort to solve curient problems during the transition
period, it was very casy for staff to fall back into former habits and
ignore new procedures. Coutinuing cfforts to review the Reorga-
nization Plan and to maintain its administration have been required.

Time and stafl are needed to realize fully goals for developing
curriculum models and materials and training staff to hmplement
new ideas. A continuing program of staff deveclopment has bzen
designed to overcome the lack of real understandiug of rcorganiza-
tion at teacher and adminsstrator levels.

Cencluding Statement

In a process as complen as decentralization of the large Balti-
more urban school system imolving thousands of persons, it is
unreasonable to expect instant transformation to the new order.
Wisdom requies ay oiding prematue generalizations related to the
new organization whether they Le positive or negative.

Despite efforts of the systew to prepare all members of the staff
for decentralization, additional time will be required to realize fully
the ebjectives of reorganization. Although local school, regional,
and central office stafls have devoted their cnergies to needs assess-
ment and goal setting, additional progress will be required to
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achieve optimum coordination of services aud develop HeCessary
competencies related to new job responsibilities. '

Up to this p()mt in time, decentialization has not been given a
sufficient ¢hance {or mplementation in Baltimore because of the
many pressures whicl the school district has had to face. Problems
related to the teachers strike, desegregation, and budget have
clouded the wssue and it is still too soon h)l a fnm] ]ud(rment as to
the eftects of decentralization on curriculum design and improve-
ment.

Under dccentralization, the Baltimore G ity Public Schools look
ahead optimisticadly to cxeellence in instructional programs theough
greatly improved curricular offerings.  Essentially. Reorganization
of the Baltiwore City Public Schoo]s has been positive for cur-
riculum dev elopment and implementation.

O
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Toward Accountability Through
Decentralization

Larry L. Zenke

FEw worDps HAVE INVOKED so much response in the educational
arena oy er the past couple of years as has the word “accountability.”
Accountability, or more precisely the lack of it, has become the
excuse used by many politicians for not adequately funding public
education. Accountability, with the accompanying insinuations
that educators have been blatantly irresponsible and unaccountable
for their efforts, has raised the ire of many educators. And then
there is “accountability” in the minds of parents. Just what does
accountability mean to the majority of parents and the general
public?

Some indiv iduals, when defining accountability for the general
public, define it in terms of PPBES (Program Planning Budgeting
Evaluation System). They apply cost accounting procedures to the
products (students) produced. Others define accountability in
terms of the scores made by students on pencil and paper tests.
They would judge the quality of the products produced in the
schools by testing and retesting (perhaps scarching for the “right”
test which would “validate” the objectives of the curriculum plan-
ners). Still others define accountability in terms of the demands
placed upon the educational system by the public at large.

Accountability to parents and the general public is not one
concept, but is many different concepts. Bowers referred to this
when he said,

® Langy L. ZeNke is Deputy Superintendent for Instruction for the
Orange County, Florida, Public Schools.

52




ERI

Aruitoxt provided by Eic:

TOWARD ACCCUNTABILITY THROUGH DECENTRALIZATION 53

Lessinger, like other advocates of accountability, makes the mistake

of treating the public as a unitary entity that shares a common set of
values and expectations  This is surprising because most knowledgeable
teachers, school adwinisirators, and school board members hnow that
their communities are composed of interest gioups that have different
and often opposing expectations. They also know that these mterest
groups wield differiag amounts of power, When one takes the idea of
accountability out of its rhetorical context—where it is often used as a
political slogan—and attenupts to implement it i o plurahstic community,
it becowes obvious that it is not as dear and as workable a concept as
its advocates claim.!

In general, when the public hears of accountability it brings to
mind the hope of 2 greater responsiveness on the part of the public
schools to the local school communitics. Many lairge urban school
svstems have grown to the size where they are not, or cannot be,
very responsive to the demands of the parents and the general
public.  These school systems are experiencing what might be
calied “burcaucratic arteriosclerosis.” In other words, these large
svstems are of such a size that they ae unresponsive to the needs
of the communities which they serve. This unresponsiveness has
created alienated students, dissatisfied parents, frustrated teachers
and administrators, and in general, an unhealthy educational
climate.? Parents, crying for more responsiveness on the part of the
schools which serve them, are saying the same thing that Conant
said ten years ago, that “decisions made in the central office are
remote from the many diverse neighborhoods that constitute the
city and may or may not make sense in a particular school.”

Frequently, educational diets formulated at the central office
will not be compatible witl, the needs in many schools and the
school communitics which they serve. An educational program
formulated at the central level will need to be so compromised in
order to meet the needs of the many schiools and school communities
in a large urban area that the finished program will have been

1C. A. Bowers. “Accountability from a Humamst Point of View.”
The Educational Forum 35 (4): 480; May 1971

#Task Force on Urban Education, “Decentralization, Community Con-
tiol, Governance of the Education Profession.” Tuday's Lducation 38 (2), 59;
February 1969.

* James Bryant Conant. Slums and Subwbs. New York: McGraw-Hill
Book Compan,, Inc., 1961,
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compromised to mediocrity. What can happen in formulating cdu-
cational programs in a decentralized system, the converse of the
“central office diet,” was deseribed wi'_\ succinetly by Chicago’s
Superintendent of Schools, James F. Redmond:

It is heartening to come into eabinet meetings and hear the asso-
aiates talking about what we are doing with ow district superintendcnts,
principals, and teachers to meet spedific school and community nceds.
Less and less are we diseussiug citywide edueational dicts, more and
more are we getting to the heart of what must be done in the inner city,
which is different from the schiool which 1esembles a suburban commu-
nity school, and what must be done in the school that covers an indus-
trial arca, and i the schools that serve fringe arcas. Our administrators
are aceepting leadership responsibilitics—and  this is promising.*

Typically, the organization of school systems has been py-
ramidal in form, with the school board at the top and the teachers
and students at the bottom. Perliaps what the general public is
asking iy that Jiis pyramid be ine *od, placing the students at the
top ot the pyramid. Immediately below the students in the inverted
pyrannd would be the teachers, then the principals, and somewhere
below the principal Iovel would be the central office staff. In such
a drastically reformed organizational design perhaps the students
would come out on top. In this organizational design one might
find that one of the best things that teachers could do, at times,
would be to get out of the way of the students and let them learn—
so often teaching is equated with learning, an assumption which is
not always true.

Again, in this organizational design, one of the best things
that principals could do, would be to get out of the way of teachers
and let than teach, and so on down thioughout the organizational
design with those mdividuals in positions at lower levels getting out
of the way of those at the levels above them, freeing them to
accomplisi the tasks for which they were employ cd. This ahnost

fames F. Redmond. “Efforts To Desegiegate and Decentialize the
Adnumstration of a Large City School System.”™ T, Canoll F. Johnson and
Michael D, Usdan, editans. Lquality of Educational QOpportunty in the Large
Circs of Amenca. The Relationship Between Decontalization: and - Racicl
Integration. Repont of @ Speaal Tramug histitute on Problems of Sciawol
Descgregation, Teachers College, Columbia Unnversity,  July 10-12, 1968.
New York. Teachers College Press, Columbia Unnversity, 1968,
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begins to sound like some form of accountability, with the indi-
viduals at the "lower levels” providing help, assistance, support, and
reinforcement in working to provide the best possible edncational
climate for the students at the top. At an American Management
Association Education and Training Conference, Donald Thomas,
Superintendent of the Newark, California, United School District
stated:

People are no Jonger willing to sit passively and let the Superin-
tendent think and decide for themn, This was the old way of plaving the
game and there were too many losers, Decentralization proteets the
system from a win-lose sitnation. It may be our only way to gain pubhe
confidence in the schools.?

Organizationai “Brains” and “Hands”

Principals, teachers, and school communities are no longer
accepting the traditional monocratic, burcauciatic tvpe of organiza-
tion  They are not accepting the type of old orgunization described
by Alvin Toffler in Future Shock. Toffler deseribed the old svstem
as one based npon the unspoken assumption that the dirty, sweaty
people down below cannot make sound decisions. Only those in
the upper levels of the hierarchy ae to be trusted to make judg-
mental decisions. Officials at the top would make decisions, while
the people at the bottom would carry them out. In other words,
one group would represent the brains of the organization and the
other, the hands.

Toffler went on to state that this t pical burexucratic operation
was ideally suited to solving 10utine problems at a moderate pace,
but with the acceletation of the pace of life, problems ceased to
be rontine  As a result, shorteuts that by pass the hierarchy are now
increasingly being emploved in thousands of organizations, includ-
ing school systems, This, then, results in a massis ¢ shift from vertical
to lateral commumication ststems. This process 1epresents a major
blow to the once-sacied bureaucratic hierarchy, and as Toffler says,
it pinches a jagged hole in the “brain and hands” analogy. As the
bureancratic chain of command is increasingly by passed, the teach-

* Donald Thonws. As 1epoited m. Education Summary. New London,
Connecticat, Croft Educational Services, October I, 1971, p. 2.

O ’ Qz

RIC

Aruitoxt provided by Eic:

B



O

ERIC

Aruitoxt provided by Eic:

-

36  IMPACT OF DECENTRALIZATION ON CURRICULUM

ers and students begin to make decisions—decisions that in the past
were reserved for the “higher ups.”®

Daniel Griffiths made a similar obsery ation more than a decade
ago in his book, Administrative Theory, regarding the changing
role of the organization. He stated,

It is not the function of the chief executive to mmake decisions; it is
his function to monitor the decision-making process to mnake certain that
it performs at the optimum level. The effectiveness of the chief executive
is inversely proportional to the number of decisions which he must
personally make concerning the affairs of the organization.?

Applying Griffiths’ postulate within school systems, Feather-
stone and IHill made the observation that teachers and administra-
tors in the various learning units of the city should be able to make
decisions relating to education and «dministration without restric-
tions of a bureaucratic chain of regulations and superimposed sub-
jective judgments made by superiors.®

Because of the unresponsiveness of the many urban school
systems, a great number of school boards have considered, or are
considering, attempts at reorganization in the form of decentraliza-
tion. At the Eleventh Annual Conference on Elementary School
Problems in Large Cities, held in Jacksonville, Florida, it was noted
that the vast majority of the large city school systems represented
had decentralized their administrative organizations or were con-
sidering doing so. As Melvin Bames, former Superintendent of the
Portland Public Schools wrote:

At the moment, no topic in education, except possibly sex education,
i gettmg more attention than decentralization and local control. Larger
districts are sphtting mto arcas for the sake of more responsive, sensitive
admmistration. Typically cach arca is supervised by a director whose
office 1s in his arca—where the schools, the children, the teachers, the
parents, and the problems are. Decentralization works.  Arca dircctors
becore the right ann of the superintendent and the principal’s main

5 Alvin Toffler. Futwe Shock. New York. Random House, Inc., 1970,

7 Daniel Guffiths.  Administrative Theory. New York. Appleton-Cen-
tury-Crofts, Inc., 1959.

# Richard L. Featheistone and Irederick W. Hill.  “Urban School

Decentiahzation, Part 1° Americar. School and University, October 1968.
p- 48.
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support in implemcnting policics and in conducting a continual strearn of
facts and data right out of the real world of the school and the com-
munity Responsiveness and aceountability to local citizens are enhanced.?

Even if the decision to formally decentralize the administrative
structure is not forthcoming, responsibilities fur much of the decision
making within the centralized organizational structure can be dele-
gated to an appropriate level within the system. Although it will be ;
somewhat more difficult, it is still possible within the traditional
organization to strive for those values which james ¥. Redmond
said must be prized even in a decentralized organization:

Decentralization, as 1 see it must Lring about that overw: vked
cliché—sensitivity. More and more I am try ing to say the same thisg in
a different way. Each of us in an adminstrative capacity in the Chicago
Public Schools must listen more, obscrve more. comprehiend more, and
understand more.1”

Accountability need not bring abowt the dehumamzation of
the educational process. By making the large urban school systems
more responsive to the general public through decentraliza-
tion efforts, greater “accountability” will be achieved. Luvern
Cunningham pointed out in an address at the American Association
of School Adm.inistrators convention in 1970 that society is faced |
with the problem of how to maximize the bigness and the smallness
of a situation. In the case of a school system, the task is how to
retain the economy of scale on one hand and increase the respon-
siveness of the school system on the other."t It would be the con-
tention of the advocates of decentralization that this approach is
a step in the right direction in accomplishing that task.

?Melvin Barnes. “The Admmistrator’s Role in Humamang the School,” |
The Elementary School. Humanizing®  Dcehuman‘zing? Washmgton, D.C.:
National Association of Elementary School Principals, 1971.

1% Redmond, op. cit.

"' Luvern Cunningham.  Address at the Ametican Association of School
Administrators Convention, Atlantic City, New Jerscy, February 1970.
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