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ABSTRACT : :
Decentralization in the Memphis schools has succeeded
in creating a closer working relationship between the administration
and the schools. In the Central Area, the administration is made up
of assistant (area) superintendents, instructional consultants, and
principals. Although area superintendents are members of the
superintendent®s staff and participate in systemwide deliberation,
they spend most of their time working directly with the schools. The
instructional consultants link with principals, teachers, and area
superintendents and can take information up and down the
administrative ladder. Total staff involvement at the administrative
level takes place with reqular meetings between the inmstructional
consultants and the area superintendents, between groups of
principals and the superintendents, and between individual principals
and superintendents and consultants. Involvement at the school level
is presented in a description of the adoption of a minimum skills
program. The program is marked by active flow of information fronm
teachers to consultants and principals and in the other direction.
Communication was increased within and between schools as a result of
the program. (Author/IRT)
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Adninistrative dezcentralization has siicceeded in the accomnlishment of
cne of its poals, creating a closer working relationship ketween administra-
tion and the schools. 'In the centralized svsten, ofttimes principals needed
advice, support or directions in crucial decision matters vhich only the
superintendent could give. At such crucial times it was difficult for »ne
person to be availzble to some one hundred sixty principals. Curreﬁtly
there are four persons, with some 35 or 40 princinals responsible to each
of them, vho are charged with the resnonsibility of providing these as well
as other services to principals and thoir sta‘fs,

Inciuded in the resnonsibilitv for tha dav-to-day oreration of the

chools was the charge to worl for the improvemeni of these operationz as
they related to communitv involvement, pupil services relating to discipline
and attendance, instruction, admninistrative nlanaine and onu~il achieverent.
“he Area Jfficos are staffe? +rith personnel to facilitate these functions.

An exanination of the orcanizational chavt of the Memnhis Citv Schools
1

i1l veveol boc these ros oo ibilitices are carric! oat and Mow, undor such
k]

ar. orpanization, total =ta”" involvenment in chance mav be more of a reality
than in & nore encompassing structure,

dverlay “lo. 1 - Urpanizational chart shovine superintendent, deputies,

assistants, etc.

The deputies for instructional services and business affairs aiong
o~
wJ
e with their staffs {orm the supporting service arms of the svaterm. Thev

participate in and malte decisjons affectineg svatem-wide matters.  The
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"deputy cuperintendents serve as the superintendent's cabinet. The executive
depu.v is the operational officer. As you see, through him the area super-
intendents beayr direct responsibilitv for school onerations.

Phile the area superintendents are merbers of the superintendeat's
staff and parvticipate in deliberations of s stem-wide or global problenms,
their major resnoﬁsibility allows them to spend most of their time and
ene: gies worline directly wvith the schools.

The instructional consultants, shown on the chart, constiture an
inmportant groun of people. Note‘their relationships to the principals and
teachers. Their major responsibility is workine directly with principals
and teachers to imprcve instruction. It is this linkage that actualizes
total staff involvosent in change., A reversible conduit is formed armong
the area sunccintendent, the consultant, the princinal and the teacher.

Direct linkages exist between the consnltant and teachers, between the
consultant and principals and betrreen the consultant and area superintendent.,
This same direct linlkape is nresent between princinals and aren suparintendents.

Total stafi involvaerent is achieved in a varicty of wvavs in ihe Central

Area. First, there are regular mnectines betueen the instructional consultants,
who spond approxinately 897 of Lhcif.tinehin the schonls, and the area super-
intwﬂdent. Instructional and curricnlun p;uhlows, idenas and plans are dis-

>

cussed, research carried out and various means of imnlerentation are developed
by this staff. It is our position tha. we should gencrate ideas and develep
alternatives that arve cholieneine to teachers and principals. Ve view our—
selves as catalysts for innevation and chanege. We alwo function an explorers
of possible alternatives to iunovation and chanee erther to overcone a pro-
blem or bring about imorovenents wvhere desived. Yo are the idea people.
Consultants also get ideas, sugpestions and roquents for new covrrses or
curriculum revisions dircctly from the teachers with whor they vork.’
4
O
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Secpndly,-principais meet with the area superintendent after each
report card period. ‘Senior high prinEipals usually meet at one of the
schools, junior'high and elémentary principals generally meet in the
area office. Senior and junior hich school report card pericds co.ar six
weeks wvhile elementarv school reports go to parents each nine weelis. These
meetings deal specifically with the principal as the instructional léader in
the school. The instructional successes and failures, innovations and changes,
curriculun needs and the principals'bactivities in these areas during that
report card period are discussed and critiqued. The principals share ideas
and formulate plans to carry back to their staffs. The numbérs of.persons at
each meeting are nine senior high (siz regular and three special schools),
nine junior high and tuwenty-two elementarv principals. The elementary prin-
cipals are divided into two qrouﬁé to facilitate dialorue. This grouning
changeé with each meeting. These neetinns becan by asking principals to
subnit specific job tasls rélating to snecific goals.and objectives. Note
mene - 9/74.  This gctivity encouraged their thinliing bevond the routine
tosks,  Planniang Tor change and instructional leadershin by the principals
were our goals for these carly cessions,

Thirdlvy, individual »rincipals are encouraced and ¢o meet with the area
sunarintendent and/or the consultants o discuss ideas for innovative pro-
erans in their schools. Freedon to initiate chanse and try o;t different
ideas nerrmeates the area, Tt is cur-conviction that the building principal
is the focus of successful change and | ructional irmrovement in the
schocls. That person nust understard and accept the basic concept that the
principal is and must be the instructional leader in the various schools,
"Leader™ dis emphasized - not proscriber or authoritarian director. Teachers
must be Involved in planning their instructional pronrams. The success or
failure of any progran, idea or concept is related directly to acceptance
and involvement at the building level. Many scemingly good ideas or

Q (l,
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innovations have died just outside the classroom teacﬂers' doors or out-
side of the school building. ﬁe feel that the chronicle of events detailed
had the proper nix of leadership and involvement to insure their success.
Let us look% at an idea that was developed into an area-wide progfam
at the elementary and junior high levels. The idea grev out of a con-
tinuing concern for the lack of achievement among larpe nunbers of students,
vhich resulted in nany youngster% entering the seventh erade without the
skills necessarv for success at that level. As with students nationwide,
these youngsters were deficient in reading, language arts and mathematice.
Like other :yscems, ‘lemphis has utilized federal funds in the implementation

of reading programs, mathenatics programs and other activities designed to

help the underachieving students. Local funds have been used to staff a

reading center whose basic responsigéiity is to improve reading tirough
teacher training and through selection of materials appronriate for children's
readiny lévels. '

Vhile all of these efforts produced some yositive results, the overall
problen still rersisted. 7he elementary censultants, durine a series of
sessions with this administrator, came up with the idca of concentrating in
the areas of ceading, langua~e and nath. Crucial to tl.cse discussions was
to vhat extent the clementary curriculun could or should be chanped in

- }

order to provide for greater emphasis and tine on thess skill subjects.

Selected n]emeqtary princinals were invited to bring one or tvo of their
teachers to a meetiug in the area office to discuss the idea. Their
reactions were quite faverable, Subsequent rmeetings between these teachers
and the Consdltnnts resulted in the initiation on a pilet basis of "The
Mninun Skills" program of the Gentral Area. The concent of nminimnunm

skills cmbraced the identification of certain skills in reading, language
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and math tuat students must master in order to move from grade six. These
were minimum skills youngsters would need to function at the seventh
grade level.

The chart - overlay MNo. 2 shows some of these minimum skills.

The identification and targeting of master: of these skills pin-
pointed teachinn goals for teachers. They could identify the progress
their children wvere making through sinnle assessment procedures and check-
lists - (show checklist). Very favorable results were reported to all Central
Area elementary principals. Some liked the idea and were ready to take it back
to ﬁheir teachers. Others, especiallv those where a majority of their students
were alreadv achieving above these ninimuns, expressed reservations. Dialogue
brought out the concept of teaching for skills with teachers in each school
deternining the skills levels above the minimum their students should reach.
Also, individual school staffs would make decisions regardihq curricﬁlum changes
that would be necessary to incorporate the minirmum slills concepts into their
prograns.‘ It was generally accepted that elementary schocls in the Central
Area would ermbrace the "inimum Skills" program beginning with the 1974-75
school vear. This was approved bv the superintendent's staff,

Schools rnresented different formats for accomplishing the nininum
skills. Some incorporated the teachina of the skills into their regular
procedures while others designed special activities and schedules.

Gordon overlay and one or two others (Lxpand).
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grade six had mastered the minimum skills. Some problenms still exist for
those youngsters on the border line. Principals, parents and t~achers

must determine what seems best for the individual child. That is, in

0
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cases where a youngster has not mastered the minimum skills, other factors

such as age, physical maturity and enotional inbact must be considered in
decidiﬁg whether or not to retain the student. Decisions are made on an
individual basis.

This brings us to the next paase of inyolvement. Turing the spring

semester, senior high princinals meet with ‘junior nigh principals of feeder

feeder schools. These series of meetings are scheduled and arranged by the
senior and junior hizh principals uvith the accepted understanding that junior
high and elementary principals will attend. Beginning in 1975 the mininun

skills project provided a speciiic agenda for the junior high and elementary

principals’ meetings. All facets of student transition and inter-school

.werking relationshins are discussed in these reetings. The border-line

achievers are discussed and some determirnation made as to where their needs

/

can hast be met durineg the ensuing vear. Overlay - 5/5/75 remo. As a result

-

of these meetings the followsing memo vas circulated. Litewvise, sixth arade

teachers meet with seventh grade t2achers in th» receiving junior high schools.

These series of mectings ave beginning to develop closer instructional link-
ages anong the elementary and junior high teachers as thev relate to students'
needs, strengths and weaknesses. Although statistical analyses have not been
made, junior high principals report that inconming seventh graders have
shoun definite improvement in slills nasterv for the last two vears.

The elementary-junicr high linkage enabled us to intreduce the con-
cept of minimum sltills at the junior ELgh level in the major acadenic
areas: [Inglish/lansuage arts, mathematics, social studies and science.
The discussions vere initiated with the four sccondary instructional
consultants., - In-depth exploration took place during a series of meectings

with these persons., When the concepts were pretty well forrmlated with

the consultants, they were presented to the junior hipgh principals at a

7
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meeting where the consultants were present, Agaig, in-depth discussions,
questioning and idea refinement took place between the principals and
consultants.

The principals carried the concepts and plans for development back
té their respective faculties. All schools arreed to participate in the
planning phase. This is wﬁere we feel that total involvement was achieved.
As you will see, everyv teacher who was going to be aféected had the opportunity
to participate ia the development process and make decisions regarding what
wvas to be included.

The teachers in each school, tv subject area grouping, i.e., Fnglish -
language arts, mathematics, science and.social studies, selected one of
their members to work with the respective instructional consultant in develop-
ing the “minirun sFills" for that narticular subject area, grﬁdes seven
throggh nine. Sueeestions and ideas fln'ad from teachers in the schools to

the committeec of teachers and consultants. The materials developed were

.
’

carried back to the individual faculties for review,'sucgested changes, etc.,
following each meeting. The committees met and worked regularly for
sone four or five months.

What was viewed as a very simple and quick task bv one consultant, for
example, turned out to be a veryv involved one. There were very beneficial
spin-offs at the individual school levels because of this p;ocess. One
exanple was, teachers of the same subject at the same grade level in one
school did not know what the others were doing. Having to discuss and develop
proposed sliills at the school level created a closer, more cooBerntive
working relationship among teachers,

The consultants reported back to the pfincipals in late April. 1lost

of the dav was spent examining and discussing what the committees had done.

8
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The overlay represents a part of the language arts and mathematics skills,
along with part of the mathematics pretest.

The principals carried the materials back to their faculties. Fach
was charged with the responsibility of having the faculty develop its
plans for implementation of the minimum skills program. The ultimate goal
is that the minimun levels will be on par with the grade levels, hence the
skills are reevaluated and revised.where necessary each vear.

‘This memo 9/3/75 - overlay YNo. 3 to principals illustrates how the
emphésis for program development was placel at the individual school level.
It is our firm conviction that meaningful chanpge must be developed at
the‘local schocl level.

He are ~urrently in the second vear of the junior high program. As
with the elementary schools, each junior high scheol is pursuing its own
course regarding the integration of the minimum skills concept into its
program. Principals, individualily, are calléd upon to report how the

) I
minimum skills concent was presented by their teachers during the prebious
six or nine-week period. These reports must be specific. Thus, some
evaluation of participating is éccomplished at regular intervals during the

year. Consultants are also involved with their teachers on an almost daily

basis and malie progress reports on the schools.

-

We feel that our role was fulfilled because each school and its faculty
had to talite an in depth look at the instructional proeram and processes in
operation. Intra- as well as interfaculty cormunication was generated.
These cormunicatiens centered around a specific point and an identified
objective. Thus, the adninistrative office created an environment and
serred as a catalvst for change and iﬁnovarion at the individual school

level.
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