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ABSTRACT
In this publication seven authors discuss

school-system decentralization and whether or not it has an impact on
curriculum. The first article maintains that decentralization does
affect curriculum. It presents a history of the move toward
decentralization, considers basic aspects of decentralization,
discusses decentralization as it now exists in the U.S., and examines
evidence concerning the success or failure of decentralization. The
second article asserts that although curriculum-development
decentralization has been included in almost all plans for
school-system decentralization, there is need for further refinement
of roles and services before the former can be achieved. The third
article is a study of the impact of school-system decentralization on
curriculum development. It nlveals that the trend toward
administrative decentralization has accelerated during the past five
years, and discusses some resultant effects. The fourth article
examines how curriculum development has been affected by
school-system decentralization in large cities, using New York City
as an example. The fifth article discusses the Atlanta public school
system's administrative decentralization and some of the problems it
has had regarding instruction and curriculum development. The sixth
article looks at the attempt to decentralize the Baltimore city
public schools, and at some of the problems encountered. The last
article discusses accountability and its achievement through
decentralization. (PB)
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Foreword

110\\ DO &El central office cuilieuluin leaders \ icw tile effects of
decentifthiation uu CIIIIIC11111111 ul S._ ehd major cities of our coon-
to..) The nifitelifil to tills IJooklet Us 7.1k)111e of their perceptions

wd\ of 111(11\1(111A also thiough fi \ c\ reported
In Gordon

The resultang publication \ iclds some Intel esting dud seieetie
wsildits audis should he the cast., iaises a atind)ti of questions for
those of us «I +() ale colic( filed \\ith impro\ eincia of instiuction in
huge cities.

In 1971, 1 wo, the educator-member of a thiee-person team
( along w. ith Lam 1)oss, Director and Male 1)atle, Assistant
Di)) c tot con,titfiting the Office of School 1)ceentralization for the
Detroit Public Schools. \Vc all strongl\ belie\ cd 1n clecentialization
acid found ()fusel\ es ill the midst of pow ei shuggles and contending
\ teyt points from \ ffi let \ of sources both within the school s\ stem
and in the communit\

Ili t ,111102: L11.011.1411 the inanlisciipt litimbel of questions came
to in\ nund, as I recalled that tumultuous period:

I. How do the \ few points of the authors and conti:butois
«impale with those of ()the' s in those same cities, cum:fining the
impact of deuenhahration uu culoculiiiii? l'ot c\aniple, how do
regional office administiatof s, tcoclici,, and communit\

detiSists Pereehe hat has happened''
2. %%IA specific stcw, 55 (le token in caeli decentialifed
dining and Ate' to hanslatc !min iifto func-

tion' Fo1 e\aniple, 5x,11 powei to !Hoke decisions about
allocated to It',gI()11S, 55(W peistuniel allocated to legions,

CM...M7ZZI
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iCC tiaining pl U1 filed for icgional personnel including
principals and tcaclicis) SO that tlIC could develop needed skills
and knowledge to work on curriculum?

3. How much pow er was actuall \ delegated to legions n1 each
district in the ilea of peisonnel selection, tiansfer, promotion? The
pow ei to make decisions about ciniiculinn must be complemented
by the power to make decisions about personnel in older to be
meaningful.

4. \Vliat is the basic attitude of ke\ administrators toward
participation in decision making? The notion that decision making
should rest in the hands of top-k\ el administration haS the same
effect \\ Nether it be at the regional or central administrati\ e le' els.
A basic purpose of decentialization can be to move toward par-
ticipator\ decision making, iw ol\ iug principals, teachers, parents,
and students. The odds that decentralization V, Ill ha\ c any impact
on etuliculum seem to me to be (bleed\ related to whether there
is a continuing and s\ st( inatic commitment to increase the qualit\
and quanta\ of participator\ decision making at all le\ cls.

A.s SCA cral of the authors note, -dece,.tialization" conies in
man different forms and with Mail% diffelent meanings and pur-
poses. Whether decenbahzation has an\ impact on cturiculum at
all and whether that impact is saltitar\ IS being determined now by
the specific purposes of deeenbalization in each cal., the explicit
actions taken to achic\ c those puiposes and, mo..t important, the
commitment of the people \\ 110 I d\ 'RAW to Mak(' (ICCISIOIIS to
ha e decentralization affect cm tieulum de\ elopment processes.

Decentralization is a desciiption Of administiatnc structure
ui form. The substance of de( entialization is embodied in purposes,
actions, and commitment of the people in\ olved.

This publication gi\ es us part of a complex piettne. The other
parts of that picture net d to IA painted also 111 terms Of the attitudes,
teelingsnul actious of the pal twipants. The ,Association ful Super-
\ !situ' dud Cuniculum De\ elopment \kill be assisting those who

help couiplety the -pictine" m subsequent publications and
confei lees.

DELmo DELA-DoRA, President, 197:5-76
Association for Supervision and
Curriculum Development



Decentralization Affects Curriculum

I.EzraStaples*

DECENTRALIZATION, unlike man\ other plans to improw our schools
that steie fil St acclaimed as proniising panaceasonly to fade
glued% am. as is continuing to influence change in many of our
big (At% school districts. Gordon Catvelti makes this clear in his
study reported in this booklet.

Decentralization is an intriguing as well as an important sub-
ject because it repr,sents a ieaction to an earlier icform, centraliza-
tion, which licgan the 1890's and continued into the twentieth
centurt . I fisturicalh , decentralization was the norm of American
education. During the 1890's. the schools of our nation were part of
more than 100,000 independent local districts, each has ing the
poster to appoint its own board members and raise its own taxes.
In the earl\ 1890's, the City of Philadelphia consisted of over
85 school districts. New York City had many more.

Centialization at that time began to supersede decentralization
for many reasons.

"1" population was spa' sc. N'lirn travel was difficult, when
the obligations 01 ',Lac got ernment4, were small. and N% hcn educational
aspirations wile low, the distnet ,\ stem seised a useful function. But
wla n of these conditions began to change in the nineteenth century,
the weaknesses of the district s stem and its inabilit to proNide equal
(Ain. animal oppoitimit became incieasingh apparent. It was then that
far siding educators began to trt to o\urechne the weaknesses of deem-
thilized «mtiol ut drools and to ieasseit the authorit of the state
i2,0i num .its ni (Alit ation control anal suppoit. But lot At\ to the district

° I. ELBA STAI'LLS is Associate Superintendent for Curriculum and
Instruction for the School District of Philadelphia.
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111' ( \I \ 1'1O\ (l BIM t'i.t` \1

,\ St('n) pit) \ t1 tt Hat Imp, ui Lodi te(iitlt and t \) elite di centuries
11111 Itt(ri scicd to 1,10,k diRattinial adaptation, to 'ley,

ational and social needs.]

It IS iIuIiit, in the 11,411t of tOda \ edlleatioal lement, that the
last sentence quoted alwe inlwilics One of the most frequentIN
heal (1 aCCsationS WM% 1)611(4 Made aLcanist t entialiZed Sel001
SiStellIS!

CelltralilatIO11, then, \\ as an attenipt to COI Wet lucid abuses
It vk, as also, er, ,i concept that most Alir;i_ans vere
1)1elolls of and u\ ttl 0111; Sluvv h and lehletallth to 11npleInellt.
This Can he seen 1)\ the fat t Brat IS70, \N hen our nation as On
the tlire,liold of celcInatim; Its (:entennial itli a gcat exposititni iii
Philadelphia that \\0111d IC\ cal 1.0 the \N, Odd 1)1001 Of 0111 industrial
and teclinolot4ical pogess, then. \% ele ui iv 27 urban school super-
ink iidents In our count' , and these svt confined to cities located
in 13 01 our .17 ,,tates.-

\Ian\ of these sup& link:n(41as had little control user education
*I:, their cid( s. School-0)1111(1. tell 'Ohs \N vie laigek politicalk con-
trolled, those la) aline(' to \ e as tcaches li,ttl to lie IleeeptahIC
to the IOC \N aid lleie is the 55,15 this situation 55,15 ilesctibed

1S97.

\Vaid polio( s is the seat Inat4licai of the (it\ school la\ -make' S.
and an\ ,IIIII)1111t 111 al\ Cid Is .4e11i115 has been &Act( keit to desist. a 55,15
of L hoof !maids that 550111d make it i)ossiblc 101 the v.aid boss
to nail f (lc Ink mop( ti It pint pals teak lit i5 e lioscii to encomag-c-
the politii al 11H11(11111,11,, tonti,ut5 k (alkyd\ gi en to fatten the tieasuries
of paitisan assi nts 01 ti,a IRAs lin anii)algil 1 unds,
oust inn y2,11( s, s anti kt I 111,./, Stilliiii the St.'1111015 1.11(11SCh lS

adill tent, of dill( It ilt pities all thew e5Ils and mote ale fealecl
1, thou \kilt) 11d\ thl Sink 5511)11 10) II polllu5 lists had tifilltie

NVe die not discussing III e\tmit phenomenon 110111 0111 (Lim

fi 111,111 ,miclikc A, ( (Tun. , 1/0,f(tiy of Education
to lint roan ('ItItroc \(\% MIL 11111(11,ot and \\ i,stou 1953 p. 1.

2 Ft1.4,t1 du( /II( I Mil (I Slats (.iiin anti
Cmipailt 1911 p 101

J.tint's ( ()1 v,tittiattuti of ( it St kit)] Butt! tls." Liltt«Itiorta/
iict /u. 1 3 2 3 I, Nlatt 1 S97
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past alc teatheis still king toolaN Nl III) 1 U111(1111)(1 I ulg to
be ..,1,,,11«1- b1 the 10,11 hulttical Inv,11-1,( III ()Ric' to gut tlicil jobs,
,ti(: that such clearance often iii\oh col a financial (1)11011)110mi to
the pollen. C:entialiAation N% as instituted paid\ to eliminate
such abuses. it NN as hoped that qualitN public education, faill and
ellicitntll aohninistoied, 1,111(1 Iesult. B' the 1920's, \\ 11C11

t1 all/Ail/11 \\ (it'll)11 t'l!t 1 ClICIlett in ioust local school 50111C

educational leadcts Nvanteol el en more of it:

It %% mild be hotel fu) the o hild in the schools if piacticalIN all ...
j)o,,,,( is such s a letting- teaoheis, iihtnictional matelials. deteumning
cuiriuluni, salai&s, and length of the solicit)! \ cal I \WI(' taken. all
flow tit 11001 h tl) (4)(11l1

utlhutilu s, i1)) 11.111(11110.4 in a that 1%)111(1 ucule rather 1.11111-01111

1 CSIIRS d114111(411()Ilt the l()1111t1

1-0(1,1\ 11011 l'N cr. cleentialization is being adNocateol as a
means of combatiii,_,r the -abuses- allegctlk tesultilig hem tin. ember

Centraliiation has been ciliated li M)111(' Ns it a (umbel-
some unfeeling to the ilecds of chilolien tespccialIN
u +11)1)1111 ehlldrtu ,yid tea(llets. 1)ecentralization, claim its paiti-
sails, N% ill pm\ RIc oppoitimitics for uoninitinitN input anol 11 ill

restate to people the fcchlig that the\ are not poN\ eticss, that the\
arc in eontiol thcir o)%% a destinies, and that their Nl and
asphations ale !wing taken into account in the education of their
children. , Thole is no doubt that this feeling of pomilessiicss is

out limited to big cite slums ,yid that its Niolent manifestation is
not lest' icteol to ant single I acid of ethnic gong). This 55,is
illushated iii 1971 dining the militant protests ttl parents ill Chailcs-
ton, \Vcst VII ginia,and in 1975 in 13ntici, Penns\ I\ 1VI1C11

1),11 itt'tt'd M111(' the lic\N litclatinc iiitcnole(l for use in
1)111)Ite schools

Some eiitics feel that the (intent thinst toNNaiol clecciittaliAtt-
tnni is a leen behind 55 hick its ploponents atc hiding didt

lilliations to obtain gicatei political pm% ei. coninninitN
!maid of education inectings.- claimeol Spanker, 1)ccii

inatked b1 conliontations betNN yen riN al local political foiccs 11111g

Ellv.itud ( 111,1)clIcs .111 ii,otow tom rn flu. shot' of EA, alum
and It, It II houz 13 sI Il igi t n \halm (:mmiLtii, 1921: pp, 80-81.
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for patronage.- The fact that power is an important element in
the thrust toward decentralisation cannot he denied:

The balance of powci iu inban school mstemsis in all political
s\stems. is determined b5 the distubution of the iesouices of power.
Control of public polio icsults hunt count)l of ital icsourccs, such as
jobs, funds, social status, and eweitise.'.

Aspects of Decentralization

With this in mind, let us consicb r some basic aspects of decen-
tralization. The word is often used to dosignate se% end different
things, and in am dialog we haS e on the subject, 55C should make
sure that w e ale talking about the same thing. It is also important
to be ablf to thicad 0111 55a% through its se\ cral distinctions because
each can haNe a difleient impact on curriculum planning. Allan C.
Ornstein has made some cons enient differentfations:

Administratite de«itralization -The locus of political
pow el n mains NA Rh 111C soigne, runh al administration and board of
education The s stem is Inoken into admintstiati«- smallei units,
and sometimes these units are fin dal subdi% 13% breaking
down the s\ stem, in them , the administration is hi ought closer to
the schools and (Ammonia\ , and theie is closer communication
In tweet' the schools and central office. The decentraliied field
administratoi,,, such as the district of area supeiintendents and
school princiLals, attain the pow( 1 to inakf sonic decisions Which
were formed\ made at the cential office. .1ccountalnlit is still
dilected upward, not toward the community.-

2. Coninoinitfj parth ipiltion. -Commumt\ pal ticipation usually
results in the formation of ads ison committees . . comprising

al iotts combinations of lepiesentati% us of paients, conununit)
residents without childmi attending the public schools, teachers,
administiatoi 5, students, local business, political, ieligious, and social

Shaiikei -1)ecentialliation 11. l'hc sew Yolk Es,pellence
1,Ve Stand \Veal% Column of Comment on Publa Education.

(Paid ad\ertisement.) Vete York Times, August 15, 1971.
"Malikri (duel "The lialalice of I'iAser and the Coutnitnith School.-

hi. NI I.c% in, c(Iltut. Community Conttol of Schools. tics-
Simon & Sehustei, Int . 1970, p. 115.
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agencies. Committee men-Wets are usualh appoime_ct bx the school
principal, if the committee is operating on tilt. school It'N Ul, or IA the
field adnanistrator and ot central office administrator, if the com-
mittee is operating, on the decentralized or central lex el . . . it does
not transfer decision-makitig authority to that coniniunth,"

3. Community control. "Carried to the fullest extent, it means
decision-making power in the communitx (or so-called tepresenta-
tixes lion! the communitx ) er personnel (liiring, firing, and
prooting), cumculuni (course (Icon es, oteleinig textbooks), stu-
dent policx student-teacher relations, discipline, testing and eN alua-
tioIC ind financing k federal finiding, allocation of money, ex en
determination of the budget). In silent, the powers of the profes-
sional educatots ale abridgedan act most school personnel reject."

Each of these three txpes of decentralization brings its own
implications to cinticulum (lex clopment, as will he pointed out by
the contributors to this publication. Furthermore, we must be
caieftil not to assume that any single kind of decentralization leads
automaticalk to am one inex itable outcome. For instance, even
with admini.qratit e decentralization, the central office staff can be
indispensable as organizer and catalyst in actixities leading to
the impumement of instruction. In some cities, the teachers' union
has been a fin cc in this direction bx bargaining for a contract which
includes representation of all districts on curriculum committees.
Ilowexer, NN, bur t: tit NN ide curliculum conn.,:ttees are not man-
dated, members of district curriculum committees still welcome
opportunities to 111CCt with colleagues from other parts of the school
s' stein to exchange ideas, discuss mutual problems, and plan ways
of doing a better job.

In other instances, the central office is in a unique position to
gig c' dish Sit( I, !welled or ices as preparing and publishing
cuiriculttin guide -,. maintaining an audioxisual matetials lending
hbrars, curt Icttluut materials and resources information exchange,
a permanent exhibit of all textbooks and (Awl instractional aids
used bx the schools, and plesenting an annual citywide exhibit
uew materials. These arc not peripheral functions, but are intrinsic

7 Allan C. 011M( Ietropolitan School, Admini.stratite Dccentrafiza-
tton t % Community Control Metuchen, Ness ictsc Thc Si ,11 eu ow Press,
Inc., 1974. p.
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to curriculum planning. Nlorcoxcr, for the central office to main-
tain its Crellibilit «itlt the districts, it must perform these ser\ ices
humanisticalk as well as efficiently.

Community participation is a t\ pc of decentralization that
enables all segments of the communal, to contribute to t_turiculutii
de\ elopmentold, at the same time, to delegate the final decisions
to the professional staff of the school sx stem on both district and
central office levels. A lucent expression of conntatnit\ participation
has been the representations ethnic minority and women's rights
organizations against negati\ e racial and sex sterooty ping in text-
books. Local school districts ha\ e reacted mole uickly to com-
munal, input in these matters than ha\ c the commercial publishers.
This reaction has been in the form of creating courses of study,
organizing teachers' workshops, and preparing other instructional
aids. Manx special programs ha\ e ex ul ed in response to community
demand for mote -tele\ ant- instruction, including programs to
combat student alienation, lack of motivation, and thug abuse.

Communih, participation is welcomed by most educators
because it is undoubted) the most fi uitful relationship) between
the complaint\ residents and those to whom thel, ha\ e delegated
the function of teaching. But e\ en W, Rhin the context of tits rela-
tionship, the mkt' nor must maintain a delicate balance between
responding to public demand to ,adopt the latest fashionable inno-
vation and ko )wing w hen to protect children from quackery and
faddism. If the educator hesitates in responding to community
pressure, he or she is often accused of being too consul, ative or
e\ ca of obstructlog school improx mein. Despite this handicap,
educators seem to find that conimunit\ participation gives an impor-
tant dimension to curriculum planning.

In theory, community control, the third form of decentraliza-
tion, assumes complete authmitx o\ cr curi iculum planning. This
Nt OUld SCUM to follow logically if local residents can !Me and fire
teachets, decide \N IAA subjects max be taught in addition to those
mandated bx the state and college entrance requirements, IA iliCh
textbooks max be used, and how money should be spent. In actual
practice, the expertise of the professional educator is still needed,
and the community begins to realize this when it becomes engaged
in the (lax -to-da\ operation of the schools. The selection of text-
book and instructional aids is a good example. Members of coin-

4
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nitwit. groups v ho ha\ e tiled to considei Inch of these materials
to adopt, nom the :%ousands a\ aildble aiit=a11\ fot c\ altation, hat c
found theta el: es hopelessk bogged dm: n and ha\ e been happy to
gie this job back to r , of the pi ofessional stall.

Communit\ me, in realize that the e\ercis. of leader-
ship in school distiicts . full-time job. What has happened,
tlrelow. is that thow ocating total communit\ control have
tried to get rid of educators they do not trust, and replace them
15 I th educators to NN how the: ue v011ing to delegate authoitv.
Then success in doing this has been! ,LIM'd and im oh es iSSUCS DONA
hying fought in counts thioughout the countr\ . But a fundamental
truth ieanis. In the predictable future, curriculum development
gill WIIII1111 in the !MIKIS of professionals.

Mutations Have Develop.d

As decentralization lam mists in Amelica, the three v ersions
described by Oinstcin do not operate in then pine forms. Circum-
stances and milieu lia\ e resulted in mutations. Thus, Barbara
Sizemoie, Superiutendent of Schools in Washington, defines

decentralization as

... the redistiihution of power from a centialized Boat( of Educa-
tion and of authinth from eentialized Administration to local cum-
in uth mats so as to increase (italics ow,) citizen, parent, teacher. and
student responsilnith in the total go\ mance of the schools."

She also states that

Tins c.onnunit\ stands Ivad to reduce its base of power so that
all segments of the school communit\ can be inchnled in the shoring of
power and the formulation of polie ." (Italics ours.)

Such a concept of decentralization cannot be categoi izaxl neatly
'CO111111111/a1 fIC11)41 HOD," but neither is it eAactiv community

control," since it speaks of reducing (but not lelinquishing) the
adnin mit; ation's po\\ el base, hie; casing the iesponsibilit of citizens

Barbant St/online U(c(utrahzation Washington, D.C.. I)istnct of
Columbia Public Shooh, April 1974. p. I.

3 Ibid.
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(but not necessarily abdicating the administration':, responsibility ),
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 decentralization in New York City
provided that although community boards has e the power to deter-
mine curriculum, and can even choose textbooks 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 SC1, eral instances cited by Lester that
highlights the collaboration between the community and the central
board.

Two other contributors to our publication, Vernon S. Vavrina
of Baltimore and Sidney H. Estes of Atlanta, also confirm that
central administration still play s an impoi tart role in curriculum
planning This is particularly significant in Atlanta, for administra-
tive decentialization has been in effect there since 1955. Estes
believes that curriculum planning and dey eiopment can p;Jfit from
central office leadership. Such leadership, he states, cannot be
consistently evected from decentralized staffs because they devote
most of their time to sery ing the day -to-day needs which arise in
districts. Vavrina points out that decentralization has been advan-
tageous to the central office staff. It has helped, he reports, to
make central office curriculum planniiig 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- centi al 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 system endear ors 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 boards and some to the central
board.

") Cate:11, vp cit , p. 117

AYE, (M.Vapiemw/a.m.a.,
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In the light of Gittell's statement, it is paiticularh inteicsting
to stirs c\ Nell Yolk Cit's experience N% ith decentralization. An
anal% sis of this expeiience NN 01141 fill se% eial Volumes, but it is tfinch
to notc now that floc(' \ cars after the deo_ uti alization law was
implemented in New Yolk, Kenneth 13. Clark, its most eloquent
anginal suppoltuiinnounced that he had made a "180-degree
change" on decentralization." He termed it a "disastrous" experi-
ence wheiclm 'facial politics" took precedence (Act "w hat I think
schools should he concerned with, , teaching Childl en how
to read and \\-rite."

Clark also accused the teacheis' union of piotecting mediocre
tcaclicis and of selfishness in diNerting encrg) a sal from real
changes in the classiooms.12 But the union had its own complaints
about decentralization. In a "repoit card on decentialization" panel
disciission, one teachei complained. "Decentralization has created
32 small bin eanciacies that ale grow mg and flourishing and that arc
plagued lw nepotism, pationism, and coiruption." " Some teachers,
it NV,IS wpm ted, "e\l»essed objections to being monitoied and
'harassed' bl parents and communit groups that the) said lacked
expel tise tc aching." One panel paiticipant, not a UFT repre-
sentatn c but a member of a local community hoard, said that
decentializatioa "created a new class of quasiprofessionals ll ho feel
tla ) know a good deal about education but really don't." He
descubcd the gimp as composed of parents, community groups,
and sometimes school board members "who ti.) to inflict their half-
baked ideas about education on school officials."

The NeN% Cit experience with decentralization is also of
Ale to cducatois in other cities because its dal to-day del clop-

omits lime been chionicled in the daik pies, particularl by the
Neu, York Times, Nhich is aNailablc, of course, in many libraries
throughout the Yet in all fairness, it would be simplistic to
,ague that deeen.ialization in New Yoik City contains the seeds of
its own destructim if we base ow conclusions solek on el ide»ce

11 I:1 amts X Chiles. "Clalk Asks a Cmb to Deeettbaltzing." Nett York
Tones, \oembm 30, 1972

mfthael Knight "School DeeentializatiIm Rackets Dismayed by
Criticism." Nett York Times, Dccmhel I, 1972.
Natliamal Slieppattl, Ji. 'Sthool Det cuttaluaticat Called Disruptive

at 1:1:T l'aikN. Am/ York Times, March 10, 1974. p. 1.
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found in 11CVl s stories. As the Commissioner of New York City's
Communit Development _kgenc\ lot, pointed out, the success of
the experiment requires a high degree of commitment and dedica-
tion from powers outside the communit. He also implies that a
centralized super\ ism\ function is still necessan

Decentralization did not lessen the need I CCDD.111\ placed and
111g111% influential leaders to pro\ ale conunitment, du ection, and
courage.

Officials and leaders in the field of education must ieiu uu account-
able lot setting standaids. maintaining, a high degree of intensit in the
search for solutions to problems. and protecting the lights of patents
and children \dul selfish intmests thicaten to ictimize them."

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

Male the education s stein has dead\ been sabotaged by a
patronage-ct azed group flout the local political clubhouse. the pleas of
parents for help hom the Boaid of Education. the State Education
Commissioner. and the Board of Regents ha\ e fallen on deaf ears. It is
shameful fe-- the membets of the saute oligarch\ which turns its back
on local ploblems to then wash their hands and hold the local com-
nitwit\ or the deccntialization process responsible for the continued
decline of the schools .. There is a basic unwillingness of the ineriibers
of the leadeiship class to take off their shoes and wade in the mud w ith
people of the ghettos jointh to seek w a)s to ieshape blundering institu-
tions and make them inure useful in their qi est for a better life.

Success or Failure?

What actual e idence is itailable concerning the success or
failure of decentralization? Unfortiniatch there are few hard-data,
objeetke results to consult. As Ornstein states: "Most of the state-
ments about administrative decentralization and community con-
trol arc based on dubious claims, half-truths, or unsuppoited
evidence, '' Lorraine \I. Sulli\ an of Chicago, whose paper appears

" Ialol B. Owens. Letter to the edam. Yew Yolk Times, Decem-
ber 11, 1972.

Oinstem, op cit p. 67.
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in this publication, discusses ASClYs recent study of 46 urban
school districts, and the conclusion that their decentralization (lid
not lead to curriculum improvement.

Chen such an unceitain climate, can the educator be held
responsible for the (India\ of kilning in school StC111S whet e

decentralization is being hied? Lam Zenke of Orlando, Florida,
contubutes a aluable chapter exploring tins subject. Like Com-
missionei Sheppaid, he bclie es that the most important commit-
ment at this time is that of heightened sensithitx to the needs of
childrenthat accountabilit must be equated with responsiveness.

flow is this to be achioed? Ilisponsixeness implies action. Is
it pi-inlaid\ a matter of putting out blush fires? Sidney Estes, in
this booklet, implies that educators find it difficult to cope with
dax -to-dax specific school problems. and, simultaneoush, to be held
responsible for scanning the horizon of the future. Perhaps, then,
the first step toward responsh (mess lies in determining NN hidi tasks
can best be done IA the central staff, and which bx the district staff.

It is ok ions that the central office staff can perform certain
functions mole efficiently than the distiict offices can, for example,
in the field of cuniculum de\ elopment. Here the cential office staff
can pros !de not onh the leadership mentioned prexiously but also
can pro\ ide fur a degree of consensus. Doing so should not be
confused with ignoiing inch\ 'dual differences of !camels and ieturn-
ing to tlw academic lockstep. Those of us w 10 deal with parents are
coostantlx leeching complaints from them that their children are
often confused h different curucula, materials. and method:, when
transferring from one school to another within a large school SN stem.
In this highl\ mobile era. such mkt can be a problem to the child.
Increasingh , there is a demand for some kind of agreement (actu-
ally, the word most used 1)% parents is "nniformitC) as to what
students should be leaining iu such subjects as English, mathe-
matics, social studies, and science as Ow\ ach mice from kinder-
garten through the twelfth glade. In Philadelphia, for example, it
has been necessary to publish such a sdabus."

In man\ decentralized school s\ stems. each district has tried
to prepare its own teaclius' guides and iesoince materials, resulting
too often in bastik -prepared, mediocre materials, and in unneees-

Suc,geqed Cuniculum K-I2 m Tentatic e). Philadelphia. Office of Cur-
riculum and Dec clopment of the School Distra t of Philadelphia, 1973.
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sary duplication of elk' t. Without central supci ision, materials
have emerged which are, to put it mildly, of questionable value.
It should not be assumed, howe% er, that only a decentralized dis-
trict has the potential for adopting questionable "innovations."

A central office curriculum committee, particularly one that
draws its membership bum districts throughout 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 s% stem 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 w e 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 he 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 effecti% e symbiosis.

In the current literature, reference is sometimes made to the
power" that educators (particularl% 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 children and % oung people. The good admin-
istrator realizes that regardless of whether centralization or decen-
tralization pre% ailsif the s% stem does not w ork, if the learner does
not lean then the pioblems engendered b% this arrangement result
in frustration and misers to all concerned. If administrators have
an vested interest at all, it is in c% oh ing a s% stem that works best
for children. In a %er% real sense, school administrators these days
arc somewhat like the farmers of Vietnam and Cambodia whom we
ha% e seen in recent % ears on TV newsreels, tr% ing to plough their
fields and culti% ate their rice paddies while shells whistled all around
them.

What is needed is the application of calm, dispassionate, pro-
fessional anal sis of what is required to gi% e the most effective
support and leadership for curriculum de% elopment, classroom
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instruction, selection and utilization of in%tructional matui ills, supei-
% ision of lush uction, continuous staff development, et aluation of
learninginel Liaching effccti% eness. These processes must be ear-
lied out m %%a% s %%hich %%ill be most producti% e in terms of the
fulfillment of our mission and not in tenth of building bureauciatic
structures or accumulating pcmerat an% loci. school, regional or
district, or central.



Urban School Decentralization and
Curriculum Development: Views and Implications

Lon-dine M. Sullivalf

DE( ENTIL1FIZA*1 ION OF ( CIA 51 del CinpMell t has been included
in almost all plans for school s\ stem deeenhalization. It has been
advocated as an approach that will be more responsi\ e to student
needs and inlohe greater teacher pal tieipation in the de\ elopment
process and therefore result in better utilization. Proponents feel
that; in particular, current curriculum implementation or delivery
of ser\ ice has been poor. They feel that curriculum developed
centralk does not reach the desired consumer, claiming that teach-
ers in many cases do not use the centralh designed curriculum. In
all too many instances, this has been true. The qualth of the instruc-
tional program does not reflect the qualit\ of al, ailable curricular
materials.

Teachers in man \ cases hat e indicated that they did not need
the support that curriculum del elopers feel is prodded by centrally
de\ eloped curriculum. In many instances, principals, although
charged with instructional leadership, spend a disproportionate
aniount of their tim:: on problems \vhich encroach on the inshue-
tional program. Frequently, lepreseniatk es of commercial in-
structional material pi oducers become horn taut decision influencers
at the local school level because the\ are able to make on-site
presentations for faculty and bring lamination about the new com-
mercial curriculum materials. Educators should 1,,,ep ill mind that
there must be an educational framework \\ hich gi\ es substance to

° LAMB SINE NI. SU1,1.1 \ .\N is Assistant Superintendent in the Depart-
ment of Curriculum of the Chicago Public Schools.
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the instructional du ection of the school s%stein in each discipline.
Decentralization of curriculum de%elopment has as a major

tenet the s%stematic ilierease in decision-making responsibilities for
teachers and principals. Idea11%, the principal must become a
copartner ith teachers in cuniculum de% elopment at the local
le%el. In turning esposibilit% for curs iculum de% elopment to
personnel at a decentralized loci ( prefenibl% the local school),
ceitain problems must be recognized and dealt with. Teachers at
the local school le%el, in man% cases, ale not read% to accept revem-
sibilit% for all instructional decisions. The% hug e had little experi-
ence with decision making ill cuiliculum de% elopment for w Lich
the% wili Le held accountable. 'Flie% %an in the quality of their
preparation and experience for writing curriculum. It has been
traditional for teachers to let others make instructional decisions
about what will be taught.

There is marked e%idence that, in man% decentralized school
s%stems, principals and teachers are Liking mole initiati% c in mak-
ing instructional decisions. The% 11,1%e become iikohed in assess-
ment Of instructional needs of students, sensiti%o, to connnunit%
cuiriculum expectations, and aware cf. %ar%ing learning modalities
and teaching strategies. They are working cooperatkelv to seek
better was of organizing students within the school for instruction.
Thev ine engaging 111 more in- depth stud% of instructional materials,
identifying suitabilio, to achie%e their instructional goals in each
subject area. The% arc beginning to use curriculum guides as a
learning framework which can be tailored to local needs. In Chi-
cago, there has been marked e%idence of this kind of in-depth study'
and planning b% principals and teacheis in the implementation of
the new Chicago Reading Program.

Decentralization of curriculum de% elopment cannot be %iewed
as a means of producing curriculum for each school with less
expenditure of funds. When a school s%stcni approaches a problem
which calls for customized cuniculum de% elopment, it must be
cognizant that the costs of such an approach will be greater. At
the local school le. el thete must be time for teacher cunicultnn
%%liters to Cligagt: in Stu(l%, research, planning, and evaluation.

Curriculum de% elopnwnt is a process which requires certain
considerations:
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1. The nature of the subject and its de elopmental goals must
be considered.

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

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

4. The research of scholars in the field needs to be known by
the curriculum de\ elopers for its impact on the curriculum to be
developed.

5. Various instructional approaches reed to be identified for
their responsikeness to child dek elopment learning styles and the
nature of the subject.

6. All mailable materials of instruction need to be identified.
7. The beim coral objectik es 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 actik ities, materials; and teaching
strategies must take place.

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

10. The curriculum must be subjected to ongoing reek aluation.

A recent study by the Association for Super\ ision and Curricu-
lum De% elopment in 46 of the nation's largest school districts on
the relationship of curriculum de' elopment and decentralization
does not indicate great improk ement as a result of decentralization.
There are Mall\ reasons for the apparent lack of improvement.
One aspect of the problem results from the presence of fewer
curriculum specialists in the decentralized staffs. Therefore, there
are fester people to gik e lealersip to train teachers and principals
at tlic local let el and to iniplciaent curriculum. Decision making has
been placed at the local school level with ter) little guidance for
the principal and staff.

There is little et idence of a change as a result of decentralized
curriculum de elopment in instructional let el decisions which guide
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a school system concerning \N,. hat subjects w ill be taught at what
le\ el in the educational pi ogram. In addition, there is little evi-
dece of change in societal le\ el decisions w ithin a school s stem
leading to differir chtt ria foi giaduation from eleentai or high
school.

School s\ stems still feel that there must be identification of
the school s\ stemwide goals and objectk es which can be adapted
to local school needs. The Illinois Office of Education requires each
school s stem to identify s',stetnwide instructional goals and indicatt
pro\ ision for disk let Lind local school tailoring of de elopmental
learner ,)hject es in learning cN des. Variations and responses to
relo Line\ in instruction in the local setting are expected to include
instructional options, teaching strategies, actin ities, and materials as
selected lk the pi incipal and staff and or indk idual teachers.

There is need fur further iefineent of roles and sere ices before
decentralization of curriculum de elopment will be uchic N. ed in
decentralized school s steins. Decentralization has made educators
more responsk e to communities. Ideally the curriculum depart-
ment should become the technical assistance resource for each
school as it tailors curriculum to assessed needs.



Urban School Decentralization

and Curriculum Development Strategies

Gon.lon Giwelti*

UnnAN- s( nooLs in recent N cars haN e frequently found themselves
under attack bN -ioniantie critics," spec:al interest groups, and
students. Especialk in a period of social protest, students and
parents ha\ e often demanded a greater k °ice in decisions affecting
education in then communities. Likewise, mail persons and groups
halve contended that bureaucratic organizations in the big cities
are not responsi\ e to logistical or instructional problems in indi-
vidual schools.

The institutional response to these issues of citizen participa-
tion and logistical I esponsh enuss Often has been that of adminis-
tratic 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 lek el of administratiN e organization between the
central office and building lek el often came into being with minimum
guidance as to its role or function.

SeN oral studies hak e sought to ascertain the extent or nature
of the administratike structures that hasre been eN olving and to
analyze the impact of citizen pal ticipation, yet only very limited
\Null, has been done to &nim the impact of decentralization on
curriculum development strategies. This latter function represents
the focus of the study reported here.

Curriculum dcNclopment, in the context of the present study,
is broAh, defined as including such actiN ities as needs assessment
and goal setting, selecting and organizing learning materials and

° Colloox CANN EL-1 i is EXCelltiN e Director of the Association for
Supei % ision and Cull iculu Dc eloprnent, Washington, D.C.

18



CURRICULUM DEVELOPMENT STRATEGIES 19

teaching methods, and (A aluation. Staff des elopment acti( Ries are
also very much a part of this process.

This study is intended as au initial probing of one aspect of
decentralization. its impact On curlicultnn des clop:neut. Respon-
dees «ere priminik central office cunieulum leaders and no attempt
was made to salidate then judgment at other les els of the organi-
zation. In addition, no attempt was made to contribute to the
literature on the ufficac. of citizen participation in the gm ernance
of public education.

Purposes of Study. (a) to ascertain the extent to which urban
school mstems has e decentralized the administration of their
schools, (b) to obtain opinions on the workability of decentrali-
zation in terms of the management of curriculum declopmetu,
(c) to begin du\ elopment of an instillment for clarifx ing role and
function issues at s arious echelons of decision making in decentrali-
zation, ((1) to anal\ ze and contrast as owed purposes of decentrali-
zation with actual results in terms of 'no\ ing decision making closer
to the les els affected, and (e) to obtain information to help us
understand more about the change mechanisms now utilized in
urban school systems.

Data Sources: Mail survey of some 50 of the nation's largest
school districts (generalk those in cities with populations in excess
of 230,000). Respondees were Assistant or Associate Superinten-
dents for Instruction. Sonic data included in describing the types
of decentralizat:on were taken from an earlier study by Allan
Ornstein.'

Results: Tweith-si% of the 36 districts included in this study
(57 percent) reported they were administratiely decentralized and
20 reported they were not. Although sonic districts reported
regional or area intermediate units for attendance or sen ice pur-
poses, they were not classified as decentralized in a regional sense
if they (lid not hae a line officer such as an Area or Assistant
Superintendent in that office. Fifteen of the 26 decentralized dis-
tricts have made the change in the past five rears.

Availability of Curriculum Specialists
About half the respondees from decentralized school systems
I Allan C. Ornstein. -.1thinnisnatise/Onnmunity Oigarzation of Niels).-

politan Schools.- Phi Delta Kappan 54 (10): 668-74; June 1973.
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reported that fewer cuilicultun specialists are now ailable than
before decentralization. Thee reported no change in the number
of specialists aN NNIII1C two indicated more %%ere mailable.
Sex cial comments indicated that as more ettniculum improN ement
actiN Ries NN ere undertaken, there NN as a iecognition of greater need
for specialists in that principals rarely had time to perform these
functions.

Responsibility for Initiating New Instructional Programs
The most common reply w as that this was a shared responsi-

bait\ . That is, initiath e could conic from the building le% el, the
region tl office, or the central office. There w as a slight tendency to
respond that the e nonmill% came from regional or central
office persons.

Purposes of Decentralization

"Ilesponsk mess'. was the concept that appeared most often
NN hen the respondees were asked about the put poses of decentrali-
zation in their eitx. In classif,ing these 'espouses, the purposes were
grouped into four categories. This classification produced no sur-
prises insofar as the literature on decentralization is concerned.

I. To promote community involvement: help base the pro-
gram on the communitN's needs, p O' ide for community partici-
pation.

2. To promote administrative effectiueness: reduce size of
adnunistratix c unit, 'lime decision making closer to implementation
site, respond to need for social set' ices, imprme planning and prob-
lem solving ability on local school level.

3. To promote administrative efficiency: reduce overlap of
sera ices, engage schools in pi iur it setting and resource allocation,
and encourage program budgeting.

4. To provide for greater curriculum and instructional int-
proLenicnt. greater responsix cues., to student needs, promote inter-
disciplinan and inter-ieN el coordination, improxe K-12 articulation,
unproN e instructional qualitN, increase teacher participation in cur-
iculum de\ elopmentind respond to needs of a particular geo-

graphic area.
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Because all decentralized systems did not pro% ide data on their
purposes and since it was as difficult to sense priorities for any of these
purposes, no attempt was as 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 del, clop NS, ith 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 needed before these uecentralized organiza-
tions can be said to be fulfilling the purposes 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 OFF ICE

ost influence Least influence
1 Teacher assignment 2. Selecting elem. reading materials
3 Title I expenditures 7. Install differentiated staffing
4. In-service education 8. Alter social studies program
5. Principal selection 9. Deter mine a school's goals
6. Budding modification 10. Reporting to patrons

REGIONAL
host influence Least influence
7. Install differentiated staffing

BUILDING

Most influence Least influens:e
2. Selecting elem. leading materials 1. Teacher assignment
8. Alter social studies program 3. Title I expenditures
9. Determine a schools goals 4. In-service education

10. Reporting to pan ons 5. I) incipal selection
6. Building modification

Figure 3. Amount of Influent,e at Central Office, Regional, and Building Levels
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AVERAGE RATING

25.7
18.5

10-1'im ides strong leadership
20 Provides good leadership
:30 Uncet tarn, uneven
10Poor leadership
50No leadership

Figure 4. Leadership Provided by Regional Offices

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

It would appear that there has been only a very limited shifting
of decision-making authority from central to regional offices.

Further studs is needed on the extent to which this shift is intended,
and to alidate the central office leaders' (who completed this survey
instrument) perception of how much real authority has been shifted
to the building he el. 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
25 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
le cling )ff since many of the 20 districts reporting not to be decen-
tralized said that this was not being considered at present.

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

3. The respondees indicated that in many instances, since
decentralization, there were now few er curriculum specialists avail-

able to schools. Howeer, most urban curriculum leaders felt there
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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 "most influential."

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

7. Considerable effort has been 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 at 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 adk isory group than they traditionally
have in many communities.

Urbou school districts that have decentralized their adminis-
trative structure will help improve their accountability if greater
effort is made to clarify the lek el at which initiative for curriculum
development activity is expected to originate. Some larger districts
now see 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 iinding an diced, e mechanism for curriculum renewal
that can be felt efts ss ide, and it does not appear that administratise
decentralization has helped in this area thus far. However, there
are :owe indications that communits participation in school affairs
can lw focused on substantis e instructional issues to the benefit of
a school and its students.

Although not a part of this studs , discussions with representa-
tis e urban curriculum leaders reseal concern for the follow ing prob-
lems which are s en much in need of additional in estigation to
determine trends:

1. In recent 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
mathematics 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 a result there may be a trend back to a more standard,
city wide reading program. In some instances, the coinpetencies
needed at each grade level have been identified in a continuous
1» ogress type of program NA itli a ariety of instructional materials
then used to help students attain these competencies.

2. Urban school districts are employ ing a ariety of strategies
to help diffuse new instructional practices. Howes er, the need mas-
sis e help 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 des elopment strategies being emphasized to help diffuse
new in.,tructional practice are teacher centers, after-school faculty
meetings, summer employ meat of teachers, and released time for
teachers during the school year. Inflationary times are seeing
dwindling rather than increasing resources for curriculum develop-
ment acti\ ities in most urban districts. Hard\ does one find urban
districts that are able to promulgate a curriculum renewal plan
that will be viable over a period of years.

The pros ision of additional resources to help diffuse im-
pros ed instructional practice in the nation's urban school systems
is much more urgently demanded than further rhetoric by the
"romantic critics."



How Has Curriculum Development Been
Affected by Decentralization in the Lirge Cities?

Seelig Lester

THE ABOVE 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 hay e is inadequate and should be discarded or
must be do, eloped and, or eN Dived with a new approach. "Decen-
tralization" has meant many things to many- people in the "large
cities" of the United States. To some it has meant decentralization
of policy making authority and responsibility . To others it has meant
decentralization of the administratk e structure so that while policy
would be determined eentralh. idministrative interpretative action
is diN orced from central authoritN . To still others it has meant total
community control with many former professional prerogatives,
such as selection of instructional materials, curriculum content, and
teacher UN aluation, becoming the responsibilities of "community"
representatk es and not that of their professional employees.

The key word in the title is "curriculum," a simple word, a
complex concept, a concrete foundation. Regardless of decentraliza-
tion, centralization, fragmentation, or what hal, C you, the curriculum
is still the cornerstone of education.

* SEELIG LESTEH 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 is and alwaY s has been used in t variety
of way s. Our Roman forebears, speaking Latin, used the word to
mean "a racecourse," a "runaround." Although many of the detrac-
tors of public education hay e maintained that our y oung people are
getting a "runaround" in modern society, the Latin origin of the
word has been largely forgotten and it is generally used to mean:

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

2. 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 indiy idual learners, we are ignoring all that
educational theory, research, and practice hay e shown us. Indeed,
we would continue to look upon the curriculum as a set of disjointed
experiences, each of y alue in itself, but unrelated to each other
in terms of the oy craft purposes of the school, the school system, or
the clients served.

Having thus defined ow terms, let us address the question:
alas 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 a ciy ilization and of a political and economic
sv St.3M, schools must harmonize with the liy es 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

r.
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in curriculum planning and deN clopment, 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 telling 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
elite who were leading the masses, it also reflectel frustrations in
family life, in business affairs, and in education. It was seen by
educators as a demand b the poor, the disadx antaged, 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 Giim, 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 y oath; they began to replace
the irrelex ant in the curriculum with more meaningful educational
experiences. Subject matter content was more carefully and
realisticalk examined so that all students could identify with the
past and find for themselx es a place in the future. In the final

sis, if the curriculum in the educational scheme is to be suc-
cessful, the educational process must produce people prepared to
take a productive place in society.

They began to break down the watertight compartments of
distinct subject disciplines and created interdisciplinary approaches
to curriculum implementation. They found instructional and learn-
ing possibilities existing hey and the four walls of the classroom.
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They saw possibilities in mini-schools, short unit courses, open
classrooms, and the like. TheN began to react with positive ap-
proaches to communiR and parental concerns They realized the
greater need for more set us and creatiN e approaches to problem
solution. Incidentally when m e 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 communitN school district sy stem 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 effectk e response to the present urban educational chal-
lenge requires the de% elopment of a sy stem to ensure a community-
oriented approach" based on "maximum local involvement in edu-
cation." Consistent with these findings, and in compliance wif,h
chapter 568 of the laws of 1968, the Board of Education of the
City School District of the Cit of New York developed a plan 2
which would, in the main, giN,e elected community boards of edu-
cation responsibilitx 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 Mayor, 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.
2 Plan for Dctelopment of a Community School District System for the

City of Juts York, Board of Education of the City of New Ymk, 1969.
3 New York State Education Law, Section 2552, Article 52-A.
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This new organizational structure pros ided for the continua-
tion of the cis (central) board and the establishment of between
30 and 33 community districts, Cacti of which would have its own
elected board of education. The Act spells out the powers and
duties of community boards, community- superintendents, the city
board, and the chancellor (as the statute indicates, a position com-
parable to the city superintendent of schools). Those powers and
duties which are pertinent to this discussion arc enumerated below.

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

3. Determine matters relating to the instruction of students,
including the selection of textbooks and other instructional materials,
provided, Imicever, that such textbooks and other instructional materials
shall first pace been approved by the chancellor. (Italics added.)

4. Generally manage and Operate the schools and other facilities
under its jurisdiction.

13. Powers and duties of community superintendents.

1. . . . Under the' direction of his community board, each com-
munity superintendent shall have:

a. The same pow ers and duties with respect to the schools and
programs under the jurisdiction of his community board as tile Super-
intendent of Schools of the City Cistrict of the City of New York
had on the effective date of this article.4

C. Powers and duties of the City Board.

The City Board . .. shall have all the now (Is and duties the interim
board of education of the CAN District had on the effective date of this
article, and shall determine all the policies of the city district. (Italics
added.)

In addition, the City Board shall have power and duty to:

I. Approye determinations of the chancellor relating to course
and curriculum requirements. ( Italics added.)

I). Powers and duties of the Chancellor.
He 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 int onsi,:teney bet wet) this provision and the italics in sec-
tion A.
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S. Promulgate minimum educational standaids and curriculum
requirements for ull schools and programs throughout the city district. . . .

(Italics added.)

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 a responsibilit of a central
both to -promulgate minimum educational standards" and to
"approc textbooks and other instructional materials" and to "deter-
mine all policies of the City District."

Establishing Minimum Standards

We' stated earlier that decentralization has had a positive effect
On curliculum denelopment in the large cities. We supported that
contention generally and now conclude with one specific item
grow ing out of the one cit upon which we ha c concentrated.
The law, as indicated, required the "establishment of minimum
educational standards." We pointed out earlier that professional
educators recognized the signs leading to such things as decentrali-
zation and went to work. III the city under discussion, the profes-
sional educators on the central staff read the law and e en before
its effective date went to work 011 de\ eloping "minimum standards."
As the\ did, it became clear, en, quickh , that despite the multi-
plicth of curriculum bulletins \N hick they and their predecessors
had de eloped and which were mailable, the had lie\ er defined
the behavioral objecti es to be sought and developed.

The result was a document that recognized the need for a
fundamental core of !earnings to be deried bom educational
expellent:es. Recognized also \, as the fact that newness can be
justified only in terms of a clear and precise statement of goals
"lid a means for verification of their attainment. In shot t, they COD-
Chided that a consideration of minimal outcomes was feasible and
crucial to educational impioN einem and to pupil gain both in learn-
ing and in personal development.

Their efforts resulted in more than 150 pages, co ering eery
discipline taught, and which for each of them pros ided differentia-
tion in h pes of learning. Nlore impr tart, each learning type was
specified ly% the categorization of beliaN ions into skills, knowledge,
and concepts along with attitudes, appreciations, and alucs. Each
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statement N% as behm ioi ally structured foi obsen able performance
as the measure of pupil achievement.'

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

'' Minimum Standards of Pupil Performances. Bureau of Curriculum
De\ elopment, Board of Education of the City of New York, 1972.

,. ,



Decentralization: 01n and Effect in Atlanta

Sidney H. Estes

THE ATLANTA PUBLIC SCHOOL SYSTEM, contrary to the experience
of most large urban school SA stems, has had a long history of
administratk e decentralization. It should be noted that AtlAnta's
organizational structure is de:,cribed as being -administra,
decentralized," as there is some difference between administrat e
decentralization and the kind of decentralization that has occurred
to a much more extensk e degree in New Yorlz City and Detroit,
Michigan. Atlanta's school areas do not ha% e an independent or
autonomous Board of Education that operates in conjunction with
the administration of each area in relation to personnel, budget, or
curriculum matters.

Atlanta is presently organized into four geographical areas,
which is a term used sNnonymoush with districts or regions in other
school s% stems denoting administrative units. It originall began
with fire districts and remained so It hile Atlanta had 115,000 stu-
dents enrolled. In recent sears, the enrollment of the Atlanta School
S% stem has, for %arions reasons, declined. The diminishing school
enrollment readied a level of approximately 86,000 during the
school %ear 1972-73; therefore, it was felt b% the Central Adminis-
tiation that there should be a reorganization of the school s stem
in recognition of that figure. Atlanta %% as reorganized into four basic
areas, each sere ing approximatch 30-33 schools witli an merall total
population of about 85,000 students.

SIDNEA II. Es Es is Assistant Superintendent for Instructional Plan-
iang 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 School System. Five nationally outstanding educators
accepted an inN Ration 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. Fisch_,, Superin-
tendent of Schools, Baltimore, Maryland, and B. L. Johns, Professor
of School Administration at the University of Florida. The report
finally evob, Mg 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 committee 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 submitted to "The Citizens' Committee" for review and
approval. The work of the Council was an outgrowth of research
and study which in olved 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 many 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 sstern should be reorganized to provide a decen-

tralized area administration needed in a large and rapidly growing city
like Atlanta. The reorganization would include:

A. Appointment of a Deputy Superintendent of Schools responsible
for internal management of the sstem to relieve the present burden on
the Superintender_'s office
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B Division of the cit into five or more areas, and appointment of
an area superintendent for each area to be responsible for the operation
of the schools in that area

C. Formal pros isions for obtaining advice from citizen groups at
all leNels of school operation. the indiy, idual school, the new area orga-
nization, and the Board of Education

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

In the report, the Citizens' Ath isory Committee stated: "We
belies e that if the members of the Board of Educ...=ion and the
school administration \A ill earn out the recommendations in this
report, the people of Atlanta will do eyes thing else that is neces-
sary in order to gi. e Atlanta an outstanding school system."'

These items of information are cited to establish the credence
pen at that time to this new arrangement in the Atlanta Schools.
This is particular]y noteworth. in tracing the history of the decen-
tralization effort in the Atlanta Schools because it reveals the fact
that much time and thought were given to the recommendations.
Historicall., howe.er, the recommendations have not been carried
out in their entiret.. 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 exol ed to the time of the Council's creation.
The Council suggested that there w as a renewed interest in public
education and that certain conditions should be met in making
pro\ isions for joint continuous meapprakal of the educational aims
of the schools. One of the salient conditions to be met was:

Policies and proeuden es which further the ways of democracy, place
piiman emphasis on constant improN molt of the -ducational program,
and develop close tics with the community. This means:

Teacher and principal participation in developing policy and edu-
cational programs

Citizen participation in evaluation and planning school programs

The Atlanta School Study Council. Schools for Atlanta's Future.
Atlanta: Atlanta Public Schools, December 1935. p. 1.

1 Ibid., p. xii.
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Continuous \ aluation and everimentation to improve teaching.''

Clem ly this condition bi ought the matter of curriculum des clop-
ment and rex ision into the arena of broad participation. It was set
forth as a er) greatly needed -plank- in a platform for improving
Atlanta schools.

In discussing the instructional program of the Atlanta schools,
the Co'incil indicated mans positive aspects of the school system.
How es er, it stated that all of the instructional servicesthe pro-
fessional leadeiship, supers ision, and other aids to teachers and
principalscome from a small centralized staff," which the Council
felt inadequate for a system of Atlanta's size in 1955. The Council
felt that a grow ing sy stern would find it increasingly difficult to
relate the insnuctional sere ices and planning of the instructional
program to the needs of the seseral population groupings through-
out the city.

As an outgrowth of this and other observations, the Study
Council belies ed that extensis c modifications of the arrangements
and conditions foi teacliing ,nil learning were needel Among them
was the matter of administrative organization. In this regard, the
Studs Council suggested the establishment of a "sound central office
and ss stems% ide organization, dis ide the efts into se% eral school
service areas, and pros ide school centered programs for continuous
evaluation, res ision, and improvement."

The matter of the organization of the Atlanta School System
was of prime impoitance to the Studs Council. In the report of the
Councdi special section addresses this matter, and reseals specific
reasons which were germane to the concept of decentralization.
The Council cited the following:

I he present plan of organization of the Atlanta School System,
whit]) might proNe satisfactum for a small cik, is quite inadequate for
a large metropolitan center \tlanta ma' reasonabh eyed its
population and its \\ With to MOWS(' Steadik . Atlanta \\ ill need more
3LIMOIS and ti di\ ursified educational program. . . Like other large
cities, Atlanta faces the necessih of decentralizing its school system
k\ ithout sacrificing the ads antages and the \ Bich flow from

/bid.. p. 10.
I Ibid., p.
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uniform centralized management. And, as administratic groupings and
channels are designed, proisions must also be made for citizen and
staff participation at all leels. Onh through such a combination can
am school \ stern obtain both the operational fficiencN and the sound
pone-, dc-%..-lopnicnt and es aluation required for trill democratic schools.

As the school \ stela is picsenth organized, the Superintendent is
expe:Jed to do the impossible and principals are denied the assistance
and support the need.. . . There is a great and immediate need to
reorganize both the central staff and the field staff to relic ve the super-
intendent's office of it.s present impossible burden, to clarik and fis the
responsibiiit,tuti luthuritN of st,.if members, and to assure the most
effective communication throughout the system.5

The Study Council also recommended that the school system
be reorganized and that thie objectis es of such a reorganization
were to:

1. Tie the instructional program more closely to the needs of the
people it serves

2 Provide additional specialized resource Senices to schools and
teachers and make these more readily available

3. Provide a clear chain of command through which needs w ill be
identified, staff ser/ices will be channeled, and decisions Nt ill be made

4. Provide a workable span of supervision and direction
5. Provide for broad participation in policy formulation."

Concomitantly, each area was to have an Area Citizens'
Advisor) Committee, out of which would come the Atlanta Citizena'
Advisor. Council to the Board of Education. The purpose of such
a suggest('d arrangement was to offer "a two-era) exchange of com-
munication between school and commanitv."

The Study Council also felt that the size of the Atlanta School
S)rst,2in dictated a critical organizational eroblem. 1'li: Study Coun-
cil suggeste,:t that it was almost impos,,:blc to open-te the school
system centrally, it therefoR, se: forth the following:

The Atlanta School St stem's most critical organizat:9nal proolem
arises from its sh,er size. This sx stem serves a population of 500,000
persons spread out in a :mintier of different neighborhoods and coot-

5 I bid , p. 28.
l Ibid., pp. 29, 30.
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munities ON er a geographical area 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
direct contact w ith the problems of this many people and provide the
necessary professional leadership and competence to assure that the
educational goals arc aehiet ed throughout the city . The Study Council
therefore recommends that the school sy stem be divided into not fewer
than five geographical areas for administrative purposes.

In addition to being essential for effective administration, the decen-
tralized "area organization" is a logical extension of and can serve to
revitalize the community high school program initiated in 1946. It has
the additional potential ach antage of extending the community-centered
program to the elementan, school level and of tying the elementary
school programs more closely to the high schools to which their pupils
transfer.

An Area Superintendent should be designated for each of the
geographical areas. His duties should include:

a. Representing the Superintendent in the area and serving as the
officer administratiN el% 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.

c. Intel preting to the Superintendent (or Deputy Superintendent)
the needs of his area.

d. Coordinating into a team operation the work of the various
specialists w ho w ill assist 1.1 ith and supers, ise the instructional program.

e. Working w ith 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 v<hen one considers the following statements
athanced by the Council regarding operating procedures:

As the instructional ser. ices arc strengthened and expanded,, a staff
group should be assigned to each area to work with the Area Superin-
tendent, principals, ind teachers to improse curricula and instruction.
This staff group should be so selected as to provide balanced strength in
the ses et al curricular areas and in eleinentars and secondary education.
In the cent' al office, the Assistant Superintendent for Instructional Ser-

Ibid., p. 34.



DECENTRALIZATION. OIRCIN AND EFFECT IN A'iLANTA 41.

vices would work in a planning and facilitating relationship to the instruc-
tional staff on a citywide basis!'

In addition, an organizational conflict ma\ ha%e been created,
and nia still exist, growing out of the following:

The genet al function of all four of the central services will be to
furnish all necessary and av ailahle help to the atea superintendents and
the schools. The assistant superintendents are to have no administrative
authuritv over principals. since such line relationships will go through
the area superintendents. The assistant superintendents kill report to
the Superintendent through the Deputy Superintendent.9

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

Assistant Superintendent for Instructional Services. This Assistant
Supeiintendent should be responsible for establishing, stimulating, and
coordinating a comprehensive program of instructional and curricular
set-% ices. These should include personnel and material resources for prin-
cipals and teachers in elemental% , secondan, vocational, adult, and
special programs. The foundation of these sere ices w ill be the dev clop-
inent of curriculum materials and direct assistance to the teaching staff
through workshops, consultants, and the aetie involvement of every
appropriate resource inside or outside the school sv stern."'

It is difficult to comprehend the charge presented regarding
reLuonsibilities of this Mai% idual in light of the suggested role of
the Area Superintendent and the respectix e Area Citizens' Advisory
Committees. This, indeed, has historically created some problems
in Atlanta relating to curriculum development.

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

The Assistant Superintendent for Instructicnal Services should be
chairman of this group which w ill deal w ith all t, vs of questions affect-
ing instruction The group nta identif needs, propose new projects,

Ibid., p. 34.
9 Ibid., p. 35.
10 Ibid., p. 36.

1
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ex aluate progiams, or engage in such (Alai aeth ales as they develop, or
arc assigned to it IA the Supeiintendent. It will maintain a close rela-
tionship with the area curuculum councils, the cominunih, and sources
of professional help.

The membership of the cull it ilium council should include teachers,
principals, parents. and instructional specialists, each of whom should
sene for a specified time. Membeis should be draw n from the several
areas, the central office, and the system at large.

The work of the Council should be delibeiathe rather than the
direct production of materials, w Inch is the function of the staff for
instructional seix ices. To assure good discussion with full paiticipation,
the size of the group should probabh not exceed twenty."

Such a bock has FICN er existed or formally operated as
described. Pei haps if such a body were to come into existence,
much confusion, competitic uncss, and lack of coordination would
be dissipaicd.

The lack of underst.inding of role responsibilities seems to
ha\ e histul ical significance in Atlanta's decentralized ariangement
regarding curriculum deNclopment and super\ ision. Until N. en,

recently, curriculum specialists assigned at the central and area
levels attempted to accomplish similar tasks. There has not been
a deal delineation between the need for personnel to accomplish
instructional super isorN tasks as opposed to others needed in the
areas of eunicultun coordination, articulation, and do c clop-neut.

Curriculum deg elopment for an urban school sx stem must
allow diN ersit NN ithuut destroying unitN of purpose. A central staff
must pros ide leadership in planning and des eloping materials which
are basic to all luarning situations, but which are also avant garde
enough to pm eseut the best of elm emit bends as a challenge for those
local schools which are ready for it.

Decentralization establishes a situation in which area office
staff members must be ('N urN thing to eN en hod}, which makes it
impossible fun them to ha\ e the time to staN "on top of" current
ti ends in specific fields. It also el eates a time-limit pressure which
presents them from planning and des eloping curriculum.

There is no definable line bet cell planning and implementing
or between ch eloping and facilitating. If curl ieulum des elopment

ii /bid., p 37.
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is to be practical and meaningful, it must occur as a cooperatiYe
venture involving both central and area staff.

It is at this point that the human clement determines the
success or failure of the undei taking. Can the area personnel express
their needs and the cential office staff produce material in a way
that is mutually productive? If this question can be answered
affirmatiYely,, decentralization will have no ad erse effect on cur-
riculum deYelopment. If not; the result will be disastrous.

It would appear to be unreasonable to expect einriculum spe-
cialists to be most effectiye in their positions if the% are expected
to carry out both functions on a regular basis. It is now felt that
personnel at the area level .,hould, and can; be most effective in
maintaining instructional supen ism% roles; working closely with
principals and teachers on a daily basis. If that is the case, then
clearly there is little time for curliculum planning and materials
deY clopment. Thus, the sole of central office assigned curriculum
specialists becomes more dead\ defined. An arrangement of this
type is being attempted currently in the Atlanta Schools.

This is not a simple and clear-cut structure which is flawless,
nor is it an casilY flowing arrangement. It is difficult to coney- in
a limited numbe of words the many intricacies, political stiategies,
and other interactions which consistently occur in a decentralized
school sNste. The matter, and degree, of autonomy is yet another
reality and point of concern, which must be addressed iitiallY and
con tinuously.

In summary, although the Atlanta School System has been
deecntialized "administratively" for nearly 20 years, it has not been
free of problems in regard to instruction and curriculum develop-
ment. There ire many reasons for this phenomenon, but this report
has not attempted to identify all of the ci itical v ariableS. After 18
Nears, the concept of decentralization emains a source of concern
and studs in the Atlanta schools. Certainly- this realization offers
further challenge and raison dc'tre to those of us concerned with
and iny ()Red in the art and science of public administration and
organizational development.

1



Baltimore City:
Reorganization and Curriculum

Vernon S. VavritiS

Planning for Reorganization

WHEN RoLAND N. PArruisoN assumed the duties of Superintendent
in October 1971, he listed as one of his main objectives for the year
the deelopinent of a decentralization plan for the school system)
On NM ember 1, 1971, the Superintendent organized a task force
and charged it VS, ith the responsibility for developing decentrali-
zation options. The options A ere 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 appros ed in August 1972.3

' The Superintendent. Options fur Decentralization. Baltimore. Baltimore
City Public Schools, Januars 1972. p. 2. Studies related to the administrative
deecntrahlation of the Baltimore Cite schools \Axle made in 1969-70 dur-
ing the superintendence of Thomas 1). Sheldon, presented to the Board of
School Commisslimers, and disscnunated to the );cured public. Although
theic was gcnend umlostandaig .0 agieenient from measly all sources that
some form of adumustiatne deeentiablation was desirable, the School Board
did not nuiee to implement the leeommended plan. Sec Minutes of the
Board of School Commissioners, September 17, 1970, pp. 598-99, Novem-
ber 5, 1970, pp. 738-16, "Administrative Decentralization." Baltimore:
Departno'lit of FILICatiou, Noecniber 5, 1970. pp. 1-20. (N1imeog)aphed.)

'2 The Superintendent, op. eit , pp. 3-19.
Roland N. Pattelson. Reorganization Plan for the Baltimore City

Public Schools. Baltinnn c. Baltimore City. Public Schools, 1972. pp. 1-16.

° VLIINUN S. VAN BINA is Deputy Superintendent for Education for
the Baltimore City Public Schools.
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After two 1, ears of intensive study and planning, the Baltimore
City Public Schools began the implementation of the Reorganization
Plan during the school year 1973-74.4

The primary aim of decentralization was to pro% ide children,
youth, and adults of Baltimore Cit with quality instruction and
programming. Through the establishment of nine regions, the
schools would be brought closer to the people they ser% e. Reorgani-
zation would result ill impio% ed communication and better working
relationships and instruction would be enhanced 1r, the resulting
release of the ereati% c energies of community and staff.

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

Greater a«.ountabilttv for delivering instructional services

Greater instructional flexibility

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

Assured relevancy of the curriculum

Impro% ed in-service training of teachers, pal tieularly in the area of
reading instruction.5

Essential to the impro% ement of curriculum and the quality of
instruction NA as a new concept of super% ision. The decentralization
plan included reorganization and relocation of the central office
superison 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 in 204 schools. In each of nine regions, there
are approximately 25 schools (elemultary, , secondary, and special)
with regional enrollments ranging from 19,000 to 24,0(X). A Regional
Superintendent ser% es as the chief administrati%2 officer and is
responsible for the administration and super ision of all aspects

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

Roland N. Patterson "The Supelintendeat's Annual Report, 1971-72."
Staff Newsletter 26 (1) : 3; September 5, 1972.
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of the educational programs for schools assigned. Within guidelines
established for the system, tlw Regional Superintendent develops
regional goals and priorities relating to curriculum, instruction,
es aluation, and budget. The Regional Superintendent recommends
instructional materials to be used, assigns staff on the basis of needs,
and pros ides kaki ship for professional des elopment programs.

In each region an Instruction and Staff Development Team
consisting of a Regional Specialist and file Educational Specialists
works under the direction of the Regional Superintendent for the
improscinent of instruction and curriculum des elopment in the
schools of the region. Their i oles are both supers isory and con-
sultatis e in nature. The team members, representing s arious areas
of specialization, %s uric closels ssitli senior teachers and department
heads of the s arious schools. Central office coordinators in the
arious disciplines staff the Di\ ision of Instruction and Curriculum

Nlanageent and work closely with the instructional teams to
ensure ssstemsside cool (filiation while maintaining necessary
regional flexibilas erN specialized subject is not represented on
the Instruction and Staff Des elopment Team, howcs cr, a school's
senior teacher or department head assists in answering a particular
need when the area is not represented.

In the fall of 1973, the implementation phase of decentrali-
zation ne,Tssitated the reassignment of some 120 central office staff
members to the regional offices, 54 of whom were assigned to
Instruction and Staff DIA ClOpIllellt teams. Although the latter group
consisted of professionals \o had been %voi king in the area of
supers ision, the assignment to regions requiled changing roles.

Prior to the end of the first semester, the pi ogress of the
Reorganization Plan was impeded w hen negotiations with the
teacher bargaining rein eseutatis e, the Public School Teachers Asso-
ciation, did not mater Ulm in a new- contract. Failure to arrive
at an agreeable solution ended in a stiike from February 4 to
March 4 sslie 85-90 percent of the 8800 teachers and 70 percent
of the 184,000 pupils remained out of school.

To further complicate the implementation of the Reorga-iza-
tion Plan. on Februars 5, 1974, the school system icceis-ed a letter
from the Office for Cis it Rights, U.S. Department of Health, Edu-
cation, and Welfare, indicating that "further desegregation of
Baltimore Cits 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 in the public schools of Baltimore
Cib, was required. The plans A ere to be operational by Sep-
tember 1974.

The task of preparing an adequate desegregation plan for
HEW has continued to the present. Much time and effort ha\ e
bee_ oted to the matter lm the school board and professional
staff. The interests and emotions of the entire community have
been moused. To date, in addition to the imokement of elementary
and junior high pupils, the desegiegation plan has resulted in the
reassignment of approximatek 1200 teachers and administrators.

The influence of the long teachers' strike and the conditions
brought about b. the HEW direetiNe added to the current eco-
nomic situation necessitating SC% ere limitations in staffing and in
proem ement of instructional materials and supplies ha\ e had
impacts upon the school s stem that ha, e made it difficult to
e%aluatc the true effect of decentralization on curriculum.

Curriculum Strengths Realized
During the y ear and a half that the school s stem has been

operating under the Reorganization Plan, the following strengths
of curriculum design and improN ement have been realized:

1. The inclusion of all grades (pre-K--12) in unified cur-
uculum planning has 1)10% idCd a means for ensuring continuib, and
consisteneN in the total educational program. The pre-K-12 ap-
proach precludes fragmentation of programs and allows for a
unified, sequential instructional program which should result in
greater student progress.

2. Since administratiN c offices are located in neighborhoods,
pal cuts ate able to 'elate mote casik to all phases of public educa-
tion including wank rs relating to curriculum and instruction.

3. Time arc increased Opportunities for participation and
input luau communit members, students, parents, and staff through
the creation of mina:runs curl iculum adNisorN committees.

4. The central office subject matter coordinators and spe-
cialists ho %vere pro, ioush separated by educational le els have
been brought together in the Di\ ision of Instruction and Curriculum
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Management and has e des eloped an increased number of inter-
disciplinary projects, NN orkshops, and curricula. Reorganization has
made possible the des clopment of closer ielatith.ships among the
disciplines and has pros ided a continuing means for ensuring basic
understandings of the philosophy , goals and objechs es, and pro-
grams of each discipline. The centralizaiion of curriculum per-
sonnel has pros ided an identified, as ailable source of human and
material resources for staff, student, and communits utilization.
Elementary teachers are nos\ able to leceive help in the imple-
mentation of progiams from subject matter specialists who previ-
ously had serviced only secom

5. As a result of deeentrali,.. .., many past administrative
duties perfumed bs supers ism staff members has e been eliminated
for central office curriculum pet sound!. To date, this has freed most
of the Dis i .ion of Instruction and Curriculum Management staff to
concenhati miicultun matters, for example, discos cling and
publicizing at trends in their discipline, and surveying teachers'
needs more effectively.

6. The regional Instruction and Staff Des elopment teams,
together NN ith sucondars school dep...-tment heads and elementary
school senior teachers, are Mailable to help teachers solve basic
problems relating to curriculum implementation and teaching
methods. Writing teams in the regions are able to develop new
materials and adapt city wide curricula to better meet the needs
and interests of students in their area.

7. The procedures des eloped tinder Reorganization for the
es aluation of instructional materials and supplies has e been greatly
simplified. Significant steps hale been taken through staff des clop-
meta actin ales to update teaching inctliods id I pai ticular emphasis
on the areas of reading, writing, mathematics, and social studies.

S. In implementing decenhalization, new human resources
and potential leadmship hale been discos ei ed among staff mem-
bers assigned to new responsibilities.

9. Decentralization pros ides an inci eased likelihood that the
curliculum NN ill lime a positi\ e influence toward impros mg the
quality of instruction and learning pros iding greater flexibility
in the program.
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10. As regional Instruction and Staff Development teams
gain experience, more time and opportunity should become mail-
able for cential office cm riculum staff members to gain greater
feedback front the field regarding needs for curriculum change and
design and to explore more creatis e approaches to instructional
problems.

Curriculum Concerns Faced

During the implementation of the Reorganization Plan, the
following concerns that hale a bearing on curriculum design and
improsement has e been raised and have been the object of admin-
istiatis e planning designed to 0% ercome recognized weaknesses:

1. There has e been insufficient staff (educatioi d and sec-
retarial) and inadequate funds in the Dix ision of Instruction and
Curriculum Ntanagenient to produce and reproduce instructional
materials for the schools. In addition, monies allotted to the regions
for innovative projects have been severely limited.

2. Mans staff members at the central office and regional levels
have had to learn MAN toles and in the process sonic confusion has
resulted regarding the dis ision of responsibility between the
regional Instruction and Staff Development teams and the central
office Di\ ision of Instruction and Curriculum Management. Dif-
ficult personnel problems ha e had to be solsed and central office
subject matter coordinators has c had to des ote considerable time
to help resolve these matters.

The redeploy ment of subject matter specialists to duties that
did not capitalize on their backgrounds has caused concern. Many
regional team members NA, el C elementary- school trained generalists
and fit insecure in dealing with secondary school problems. Like-
wise, former secondary supers isors found it difficult to relate to
lc %, ;:i elementary school instructional matters.

3. There is a tendency on the part of some former central
office supers isors to NI, ork in traditional way s and to view the re-
gional offices is quiring an extra step in communicating with the
teacher. Sonic teachers who have worked with a specific central
office supers ism 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 1 isit schools on an open basis and were therefore unable
to el, ablate effectively instructional needs or the degree of imple-
mentation of programs deNeloped in cooperation with their offices.
Clarification of this concern has 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 sonic unnecessary problems resulted
due to the inexperience of newk appointed regional staff members.
Time v as required to soh e the problems and do. clop guidelines for
the future.

5. In most cases, regional personnel are not familiar with
plulosoplk , goals and objectives, and content of the highly spe-
cialized areas of the curriculum. This Las necessitated special
efforts to bring needed resources to the schools.

6. In an effort to soh e current problems during the transition
period, it was 1, en, (MS% for staff to fall back into former habits and
ignore new procedures. Continuing efforts to reN iew the Reorga-
nization Plan and to maintain its administration halve been required.

Time and staff are needed to realize fully goals for den eloping
curriculum models and materials and training staff to implement
new ideas. A continuing program of staff deNelopment has Len
designed to ON ercome the lack of real understanding of reorganiza-
tion at teacher and admin;strator levels.

Concluding Statement

In a process as complex as decentralization of the large I3alti-
more urban school sNstem Oh ing thousands of persons, it is
unreasonable to expect instant transformation to the new order.
Wisdom requites alloiding premattne generalizations related to the
new organization vhcther they Le positive or negative.

Despite efforts of the system to prepare all members of the staff
for decentralization, additional time w ill be required to realize fully
the objectives of reorganization. Although local school, regional,
and central office staffs ha\c quoted their energies to needs assess-
ment and goal setting, additional progress will be required to
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aehic e optimum coordination of sen, ices and develop necessarx
competencies related to new job responsibilities.

Up to this point in time, decent' alization has not been giv en a
sufficient chance for implementation in Ba ltimoe because of the
man\ pressures V, hich the school district has had to face. Poblems
related to the teachers' strike, desegr2gatio, and budget have
clouded the issue and it is still too soon for a final judgment as to
the effects of decentralization on curriculum design and improxe-
ment.

Under de,.entralizaton, the Baltimore Citl, Public Schools look
ahead optimistic -Lib to c xcellence in instructional progams through
greatly improved curricular offerings. Essentialh,. Reorganization
of the Baltimore City Public Schools has been positk c for cur-
riculu development and implementation.



Toward Accountability Through
Decentralization

Larry L Z2Ilke*

FEW \\ ODDS HAN E INVOKED so much response in the educational
arena oy er the past couple of y ears as has the \N ord "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 accompany ing insinuations
that educators hay e 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 indiy iduals, when defining accountability for the general
public, define it in terms of PPBES (Program Planning Bt,dgeting
Es aluatio 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 Nkould judge the quality of the products produced in the
schools by testing and retesting (perhaps searching for the "right"
test which would '' alidate" 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 lit, said,

° LARDY L. ZENKF., is Deputy Superintendent for Instruction for the
Orange County, Florida, Public Schools.
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Lessinger, like' other advocates of accountability, makes the mistake
of treating the public as a unitarx entit that shares a common set of
values and expectations This is surprising becaust most knowledgeable
teaches, school adir inisiraturs, and school board members know that
their communities are composed of interest groups that hate different
and often opposing expectations. The also know that these interest
groups wield differiag amotaits of potser. When one takes the idea of
accountability out of its rhetorical concertxt here it is often used as a
political sloganand attempts to implement It in a pluralistic community,
it becomes obvious that it is not as dear and as xtorkable a concept as
its advocates claim)

In general; when the public hears of accountability it brings to
mind the hope of a greater resposix eness on the part of the public
schools to the local school communities. Man\ huge urban school
systems haze 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
car.ed "bureaucratic sateriosclerosis." In other words, these large
systems are of such a size that they are unresponsix e to the needs
of the communities which they sere e. This unresponsiseness has
created alienated students, dissatisfied parents, frustrated teachers
and administrators, and in general, an unhealthy educational
elimate.2 Parents, cry Mg for more responsiveness on the part of the
schools which serve them, are salving the same thing that Conant
said ten years ago, that "decisions made in the central office are
remote from the many di\ erne neighborhoods that constitute the
city and 'nay or may not make sense in a particular school."

Frequently, educational diets formulated at the central office
will not be compatible NA al. the needs in many schools and the
school communities which they sense. An educational program
formulated at the central le el w ill need to be so compromised in
order to meet the needs of the many schools and school communities
in a large urban area that the finished program will have been

I C. A. Bowers. "Accountability from a Humanist Point of View."
The Educational Forum 35 (4): 480; May 1971.

'Task Force on Urban Education. "Decennalization, Communit% Con-
Gio.cinance of the FAIR atIOn hOftSSItm," Today's Lducation 58 (2), 59;

February 1969.
3 James Bryant Conant. Slums and Suburbs. New York: McGraw -Hill

Book Compan., Inc., 1961.



o4 IMPACT OF DECENTRALIZATION ON C:U11111CULL'M

compromised to mediocrity. What can happen in formulating edu-
cational programs in a decentralized s) stem, the cons erse of the
central office diet," was described tern succinctly by Chicago's

Superintendent of Schools, James F. Redmond:

It is heartening to come into cabinet meetings and hear the asso-
ciates talking about %%hat eee are doing N%Itll ow district superintendents,
principals, and teachers to meet specific school and community needs.
Less and less are se e discussing cite %%kit: educational diets, more and
more arc eee getting to the heart of Ne hat must be done in the inner city ,
eehich is different from the school 5%114.11 Iesetnbles a suburban commu-
nity- school, and %%hat must be done in the school that Liners an indus-
trial area, and in the schools that sees e fringe areas. Our administrators
are accepting leadership responsibilitiesand this is promising.;

Tt picalh, the organization of school s% stems has been py-
ramidal in form, w ith the school board at the top and the teachers
and students at the bottom. Per haps W, hat the general public is
asking is that ramid be in' placing the students at the
top of the IA mink!. Immediateh below the students in the inserted
prannd would be the teachers, then the principals, and somewhere
below the pi incipal k %el would be the central office staff. In such
a drasticall) 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 scat of the students and let them learn
s() 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, , ould be to get out of the way of teachers
and let tit( m teach, and so on down throughout the oi ganizational
design w nth those indk iduals in positions at lower les els getting out
of the w a% of those at the let cis abos e them, freeing them to
accomplish the tasks for which the\ were tnplocd. This almost

James F. licilni(nd. -E1folts To Desegicgate and Decential;ze the
Administration of a Loge Cat School Sstein.- In. Callon F. Johnson arch
Michael I). Usilitn, eilitols. Equality of Edueathoial ()ppm !tinily in the TArge
Cilia s of America. /u Rilationship Belo cen Dee( rittalization and Racial
Integration. Repo of a Special 'Flaming Institute on Ploblems of School
Desegregation, Teacheis College, Ca '1111111/it( t'llIN (.1 Sity , JUIN' 1O -12, 1965.
New Yolk. Teacheis College Piess, Colombia l'imersity, 1968.
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begins to sound like sonic form of accountabilih, with the indi-
viduals at the "lower le\els" pro iding help, assistance, support, and
reinforcement in working to pro\ ide the best possible educational
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 longer to sit passi\ eh and let the Superin-
tendent think and decide fin them. This was the old \\ a of placing the
game and there were too main losers. Decentralization protects the
system from a w in-lose situation. It ma\ be our only wa to gain public
confidence in the schools.5

Organizational "Brains" and "Hands"

Principals, teachers, and school communities ale no longer
accepting the traditional monocratic, bureaucratic type of organiza-
tion They are not accepting the t pc of old organization described
1w Alvin Toffler in Future Shock. 'rotifer described the old system
as one based upon the unspoken assumption that the dirty, sweaty
people down below cannot make sound decisions. Only those in
the upper levels of the hierarchy ate to be trusted to make judg-
mental decisions. Officials at the top would make decisions, while
the people at the bottom would earn 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 apical bure.mmtie operation
was idealh suited to soh ing routine problems at a moderate pace,
but with the acceleration of the pace of life, problems ceased to
be routim As a result, slim kilts that h pass the hierarchy are now
increasingh being emplmed in thousands of organizations, includ-
ing school systems. This, then, results in a massi\ e shift from vertical
to lateral communication s\ stems. This process represents a major
blow to the once sacred but eaucratic hierarch\ , and as Toffler says,
it pinches a jagged hole in the "brain and hands" analog. As the
bureaucratic chain of command is increasingly b passed, the teach-

'1.)(mahl Thomas. As lep(mted m. Education Summary. New London.
Connecticut. Cioll Educational Services, October 1, 1971. p. 2.
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ers and students begin to make decisionsdecisions that in the past
were reserved for the "higher ups." 6

Daniel Griffiths made a similar obsen 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 make decisions; it is
his function to monitor the decision-making process to make certain that

it performs at the optimum level. The effectiveness of the chief executive
is inversely proportional to the »umber of decisions which he must
personally make concerning the affairs of the organization.?

Apply Mg Griffiths' postulate within school systems, Feather-
stone and 11111 made the observation that teachers and administra-
tors in the adults learning units of the city should be able to make
decisions relating to education and r,d ministration without restric-
tions of a bureaucratic chain of regulations and superimposed sub-
jective judgments made by superiors'

Because of the unresponsh eness 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 N ast majority of the large city school systems represented
had decentralized their administrath e organizations or were con-
sidering doing so. As Mel in Barnes, former Superintendent of the
Portland Public Schools wrote:

At the moment, no topic in education, except possibly' sex education,

is getting more attention than decentralization and local control. Larger
districts are splitting into areas for the sake of more responsive, sensitive

administration. pically each area is supervised by a director whose
office is in his areawhere the schools, the children, the teachers, the

parents, and the problems are. Decentralization works. Area directors
become the right arm of the superintendent and the principal's main

"Alum 'Puffier. Future Shock. New York. Bandon-1 House, Inc., 1970.

Daniel GI IffithS. Administrative Theory. New Yolk. Appleton-Cen-
tin v-CrofK Inc., 1959.

13 101 a rd L. Featherstone and Frederick W. Hill. "Urban School
Decentralization, Part I." American School and University, October 1968.

p. 48.
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support in implementing policies and in conducting a continual stream of
facts and data right out of the real \\ odd of the school and the com-
munity. Responsiveness and accountability to local citizens are enhanced.9

Even if the decision to formally decentralize the administrative
structure is not forthcoming, responsibilities for much of the decision
making within the centralized organizational structure can be dele-
gated to an appropriate level within the system. Although it will he
somewhat more difficult, it is still possible within the traditional
organization to strive for those \ allies which James F. Red1nond
said must be prized even in a decentralized organization:

Decentralization, as I see it, must bring about that ovens% ,rked
clichesensitivity. More and more I am try Mg o say the same thing in
a different way'. Each of us in an administrative- capacity in the Chien°
Public Schools must listen more, observe more. comprehend more, and
understand more.'"

Accountability' need not bring about the dehumanize :on 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 Administrators 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." 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.

9 Mehin Barnes. "The Administrator's Role in Humanizing the School."
The Elementary School. Humanizing? Dehumant zing? Washington, D.C. :
National Association of Elementary Scho,)1 Principls, 1971.

'° Redmond, op. cit.

"Luvern Cunningham. Address at the Arne, lean Association of School
Administrators Cons ention, Atlantic City, New Jersey, February 1970.
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