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FOREWORD

-

As arecent superintendent of schools, I am pléased to share the follow-
ing experiencés and recommendations from 2 high school principals
and 14 superintendents.

Everyone is inundated with important literature to read‘concerning the
reform movenient and effective ways to assist our students and their
teachers:

However, this booklét is a bit difierent from the other readings you do
each week. It focuses on what superintendents are thinking and doing,
as directly reported by them. Superintendents are vital to the success
of the present reform movement in terms of what they do and resist
doing.

Nancy Paulu, who visited and listened at each of the school sites, has
again earned her reputation as a first-rate observer and writer on
educational matters. The principals and superintendents read her draft
and agreed that the material you are about to read is indeed what they
wish to say to their colleagues.

These educators, along with Secretary of Education William Bennett,.
Assistant Secretary of Education Checker Finn, and several of our
Nation's “educational governors,” who constructed this 5-year project,
offer the following experiences and ideas to you with the intent that you
will learn, use, and be excited by the importance of what can be done
for our students.

How might you use this book? If I were still “in the trenches,” I would
encourage a local group of colleagues to read the book and then dis-
cuss its accuracy and application. I'would write several of the prin-
cipals and superintendénts and start an informal network on topics of
mutual interest. And, I would follow the progress of this project over
the next couple of years. I hope these ideas help you.

Peter R. Greer
Deputy Under Secretary
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EXECUTIVE SUMMARY

What happens when 16 American school districts representing a true
cross section of our Nation set out to improve education? What strides
can they make toward better schools? What barriers do they encounter
along the way? What role do their superintendents play in change? An
analyst and writer from the U.S. Department of Education traveled to
districts from New Hampshire to South Carolina to Utah seeking
answers to these questions. This report reflects what she learned
during visits‘between December 1987 and March 1988.

The"16 districts are part of a unique parinership also involving the U.S.
Department of Education and the States of eight governors who helped
produce Time for Results, the landmiark 1986 report from the National
Governors' Association. Each school system selected for-this partner-
ship was asked to create innovative programs that fit 13 of the report's
recommendations. These suggestions for improving schools ranged
from designing plans to assess student achievement, to developing

1 ways to evaluate principals, to involving parents more actively in their

' children's education.

All of the 16 districts pos :ess good leaders, capable of taking the risks
that are neecded for-schools to improve. The superintendents in each
district have played a distinctive role in reform by:

¢ Building trust-with their staffs and communities;
e Creating the atmosphere required for reform to flourish;
e Developing a vision for their district’s future; and

e Communicating this vision clearly to those who carry out new
programs.

The programs that were designed reflect each district's singular needs.
Springdale Hign School in Springdale, Arkansas, has developed a
School-Within-a-School dedicated to helping students solve problems
and synthesize what they learn. Mapleton, Colorado, places computers
in the homes of disadvantaged students — and trains their parents to
‘help their children at the keyboard. Independence, Missourd, provides
before- and after-school daycare for school-aged children. Spartanburg,
South Carolina, has a comprehensive program to involve parents in
their children’s education. Orangeburg, South Carolina, created a
program offering extra pay to outstanding teachers who assume more
responsibilities. Provo and Salt Lake City, Utah, have established




~

year-round schools. Paramus'and Union, New .Jersey, have major
programs for at-risk preschool children.

‘The districts’ school hmprovemnent efforts are not uniformly successful,
although the lack of rigorous before-and-after data often makes it dif-

ficult to gauge their effectiveness. Often the sole evidence of success is
anecdotal; many superintendents complain that lack of expertise arul
money prevents them from conducting reliable and objective analyses,
Furthermore, some reforms are still being plat.ned or:have barely got-
ten out of the starting gate. makirg it premature to judgé how well they
work.

Many educators in these 16 districts have encountered roadblocks
along the highway to reform. Some districis have found fmaginative
ways to overcome the obstacles; others have not. Restrictive laws and
cumbersome regulations often still stand in their way. So do competing
priorities, burdensome tests, teachers’ unions, sluggish bureaucracies,
negative community or staff attitudes, inadequate school fzcilities, and
a lack of continuity in State and district leadership.

‘The 16 districts have not yet accomplished all that they would ke,
But, overall, they are a cause for hope and an inspiration for everyone
striving for educational excellence. The superintendents’ 15 recommen-
dations, listed in Part 3 of this report, were developed with this end in
mind.

xii
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PART 1

ProJECT EDUCATION REFORM — AN OVERVIEW

BACKGROUND Two years ago, a group of well-regarded American school districts

joined with State and Federal education leaders in a project hailed as a
small but significant step toward education reform.

This landmark partnership grew out of Time for Results, the 1986
report from the National Governors’ Association that proposed sweep-
ing changes in the public schools. The governors were eager to set in
motion the report’s ideas for upgrading schools and boosting student
achievement. Toward this end, the current, past, and future chairmen
of the Association — Governors Lamar Alexander of Tennessee,
Thomas Kean of New Jersey, and Bill Clinton of Arkansas — met in
Washington with U.S. Secretary of Education William J. Bennett. The
four distilled 13 of the report’s many recommendations — ones they
believed to be most capable of guiding local reform efforts. Then, they
agreed that eight governors who had been driving forces in the report’s
development should each select two school districts willing to create in-
novative programs that fit these recommendations. Thus began Project
Education Reform.

“These school districts will become informal laboratories of education
reform,” Secretary Bennett said when the partnership was formally
launched at a gaihering of its members in Washington, D.C. “The
results of this experiment will have tremendous potential for all the
Nation's schools.” Added Chester E. Finn, Jr., the Department's Assis-
tant Secretary for Research and Improvement, “Positive results-among
these few districts can be a powerful impetus for change in many more
of the Nation's 16,000 school districts.”

All parties in this endeavor believe that major reform must begin at
home — that the Federal government and governors cannot create ex-
cellent schools, but that communities of school leaders, teachers,
parents, and citizens can.

Therefore, the 16 districts were given broad flexibility to establish effec-
tive programs, and the governors and the U.S. Department of Educa-
tion agreed to help the 16 eliminate roadblocks to reform, whether they
came from outmoded practice or misplaced regulation. In exchange for
less regulation, each district was asked to improve educational services
and student achievement. The Department also agreed to provide tech-
nical assistance, consultation, and referral services.

~a
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A FIRST
REPORT CARD

The partneérs hoped this project might provide a realistic look at
American school reform, because these 16 districts represented a true
cross section of our Nation: All possessed strong leaders with a more-
than-average commitment to improving schools,-as well as staunch
community support. But standardized test scores in some of the 16 dis-
tricts were average or below, and none of the school systems was ex-
traordinarily wealthy. Nor did any of the.districts receive extra money
for participating in this project; each was expected to make do with
what it had.

During the réform drive of the eighties, educators and policymakers
have learned that enduring change evolves slowly; therefore, Project
Education Reform, which began in laté 1986, was set up to continue
through 1991.

But 5 years is a long wait for a first report card. So between December
1987 and March 1988, a U.S. ‘Department of Education professional
visited the 16 districts — 2 each in Arkansas, Colorado, Missouri, New

"Hampshire, New Jersey, South Carolina, , Tennessee, and Utah — to

learn what they have accomplished. The representative interviewed su-
perintendents, principals, schocl board members, teachers, parents,
local businessmen, and students. She observed in classrooms, seeking
answers to these questions:

e What programs have the 16 district:-established, and how far
has each program progressed?

¢ What part have the superintendents played in reform — and how
has their role differed from what others have contributed?

e How have local educators planned for change — and encouraged
otheérs to support them?

e What barriers impede these districts from producing better and
quicker results? How, if at all, have these educators managed to
overcome the obstacles?

e How do these educators know that théir programs are effective?

e How well is the partnership of Federal, State, and local educators
and policymakers working?

¢ What lessons have the districts learned that might guide other
Americans striving for educational excellence?

The Department staffer was curious to learn if a consensus could be
reached on these questions, given the 16 districts’ extraordinary diver-
sity. Little Rock, Arkansas, and Union, New Jersey, serve urban and
suburban communities; Springdale, Arkansas, and the White Moun-
tains, New Hampshire, Regional Schools educate youngsters from a
small town and a predominantly rural area. The Timberlane, New
Hampshire, Regional School District benefits from the area’s rapid
economic growth; schools in-Mapleton and Montrose, Colorado, feel




THE 13
RECOMMENDATIONS

repercussions from the region’s saggiiig oil and tourism industries. The
Columbia, Missouri, student body is 87 percent white; Orangeburg,
South-Carolina, 80 percent black. Students in the Paramus, New Jer-
sey, schools speak a tot2! of 49 languages. Salt Lake City and Provo,
Utah, enroll large numbers of Mormon children; Memphis, Tennessee,
and Spartanburg, South Carolina, lie deep in the Bible Belt.

Striking reminders of the districts’ rich and varied histories appear in
each of the 16. Truman High School and its madrigal group, the
Truman Trutones, bear the namesake of the most famous graduate of
the Independence, Missouri, schools. The curriculum guide for Oak
Ridge High School, Tennessee, lists an array of science and mathe-
matics courses (including advanced calculus), reflecting the community
of scientists who first moved there during World War II to make nuclear
weapons. Today, many engineers, researchers, and high technology ex-
perts still make their homes in Oak Ridge — and they and their
children want the schools to provide a strong science and mathematics
program.

But stark as are some contrasts, educators in these districts also share
remarkable similarities — in what they value in eaucation and in how
they approach school reform. Ask superintendents, principals,
teachers, and high school counselors from Orangeburg, South
Carolina, to Provo, Utah, what they most want their youngsters to
learn in school and they say basic academic skills— reading, writing,
speaking, and calculating. They want to graduate students who can-
compete nationally and internationally with the best and the brightest.
Social graces and strong self-esteem also appear high on their lists.
“One of our goals is to have our kids see a place for themselves in the
world,” explained Montrose Superintendent Robert Cito, echoing the
sentiments of administrators in the other districts.

Educatofs in the 16 districts agree that these goals will not material-
ize without change — that a school system must continually reassess
where it is and where it wants to be. “Any organization that attempts to
maintain what it is doing is falling behind,” says Pararmhus Superinten-
dent Harry Galinsky. What kind of changes will help reinvent the
school for modern times? Virtually all of the superintendents agree that
the 13 recommendations distilled from Time for Results provide a
sound start. They include:

e Redesigning schools to create more productive working and
learning environments — for example, by involving teachers in
more decisions about discipline or curriculum, or by moving to a
year-round calendar;

¢ Changing the structure of the teaching career — for instance, by
linking pay to professional competence and responsibilities;

w
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¢ Devéloping a system to evaluate administrators effectively and
accurately;
e Creating training programs for school administrators that involve

partnerships with colleges, State or regional academies,
businesses, and schools;

¢ Providing for “school-based management” — allowing schools to
make more of their own decisions, then holding them
accountable for results;

e Involving parents more actively in their children’s education;

e Establishing early childhood programs for “at-risk” 3- and
4-year-olds — preschoolers whose social, cognitive, and motor
skills lag behind their peers;

e Providing mothers and fathers of preschool children and
students with information on how to be successful parents;

e Designing a reliable-and valid way to assess student performance
so that deficienicies can be corrected;

e Establishing alternative programs for dropouts to attain basic
skills and complete high school;

e Developing plans to buy and use educational technologies;

e Establishing training programs to teach the staff how to use
technology to solve instructional and management problems; and

e Sharing educational facilities, particularly with community
groups providing day care and latchkey services.

To move beyond this list to action, each of the 16 districts was asked to
select at least 3 of the 13 areas in which to carry out reforms. Al-
together, the districts have established an array of programs:

® Independence is studying Japanese management techniques to
see if they can be used to improve the adversarial relationship of the
district's teachers and top school officials, particularly around collec-
tive bargaining time. “With a confrontational attitude, we're wasting a
lot of our energy,” Superintendent Robert Henley explained. District ad-
ministrators and teachers plan to visit a California automobile factory
in which these techniques are being used to learn which of them might
apply to Independence.

B Columbia has established a program to provide practical help for
parents of youngsters from birth to 3 years old. (independence offers a
similar one.) In classes and during home visits by trained observers, all
of whom themselves are parents, mothers and fathers master every-
thing from how to stop a temper tantrum to how to convince a resistant
toddler that it's time for bed. “We have two goals,” explains Jerri
Deming, the program’s coordinator, “to help all kids get off to a good
start, and to reduce the stress and maximize the pleasures of parent-




ing.” Recent studies of Parents as Teachers indicates the program is ac- h

complishing just that — and i$ also developing youngsters with supe-
rior social and academic skills.

® The White Mountains Regional School District has provided com-
puters for all of its teachers wanting one. “Computers go wasted on
children if teachérs aren't comfortable with them,” notes Superinten-
dent Edgar R. Melanson. In the 3 years since the first computers were
delivered to the district, teachers have used them to improve everything
from the quality of lesson plans to the frequency of report cards to
parents. '

® The Timberlane schools have put in place a comprehensive
teacher evaluation plan that links performance to pay. Superintendent
Terrance Holmes reports that the program “has made the life of prin-
cipals in this district very difficult”; some principals now spend more
than half of their 60-hour work weeks observing teachers in classes to
help them improve. But many principals believe the program also
rewards them in new ways. Mary Gale, principal of Atkinson Academy
in Timberlane explains, “This way, I can work alongside teachers to
-support them and allow them to do the best work they can do.” An.
evaluation found teachers divided in their enthusiasm for the program.

B Salt Lake City and Provo have established year-round schools
that provide students with more but shorter vacations and classes in at
least part of all 12 months. Many parents in both school systems initial-
ly were skeptical, although today the districts boast widespread sup-
port for the restructured school year. Lewis Gardiner, principal of Salt
Lake’s Whittier Elementary School, organized and sought converts at
40 block parties, where he convincéd parents that year-round schools
would relieve overcrowding and enable some youngsters to progress
faster academically.

These are but a few of the programs in the 16 districts that exemplify
reform; fuller descriptions of all of them are contained in Part 2. The
_programs are not universally successful. Moreover, some are either still
being planned or have barely gotten off thé starting blocks, making it
premature to judge their effectiveness. Significantly, a disproportionate
number of those doing well were established long before the start of
Project Education Reform, giving educators ample time to iron out-the
programs’ wrinkles. Oak Ridge, Tennessee, for instance, created its
much-acclaimed program for at-risk preschoolers in 1965. Further-
more, the districts either struggling hardest to launch programs or
move along existing ones are often faced with looming problems that
demand immediate attention. Little Rock stalled the creation of a model
program to give educators at Central High School more decisionmaking
authority this past year when administrators needed to channel ener-
gies elsewhere. For example, school officials had to cope with a
teachers’ strike, the arrival of a new superintendent, the annéexation of
a neighboring district with a radically different racial composition, and




SUPERINTENDENT'S
ROLE IN REFORM

a court order to reassign to different schools for desegregation pur-
poses virtually all of the district's teachers and students.

Sufficient time to develop these programs, as well as comrmiitment, are
key ingredients in their Success. But competent leadership and careful
planning are also crucial.

Most of what has been written about reform focuses on the impor-
tance of good principals and teachers. But the man or woman at the
very top is equally crucial if schools aré to improve. “If you look at
progress, it-comes down to the leadership of the superintendent,” says
Galinsky of Paramus. Governor Kean of New Jersey adds:

Although most of the reform reports have largely
ignored the superintendent’s key role, he or she
serves, in many ways, as a bridge between State
departments, district boards, and local schools.
As [Project Education Reform] clearly shows,
superintendents can be, and in many districts are,
major catalysts in school restructuring.

The superinténdent is privileged to a special overview that eases his or

‘her ability to diréct change. Spartanburg Superintendent Harold Patter-

son explains, “The superintendent is the only person who has a look at
the total system” — at its programs, personnel, and finances. This al-
lows the person in the top job to help the district establish a mission,
goals, and objectives. More significantly, it enables the person to create
an atmosphere in which reform can flourish.

A superintendent establishes this environment by letting the staff know
that change leading to better schools is welcome; he or she encourages
staff members and the public to share ideas with each other and with
him. To encourage participation, the Montrose superintendent reor-
ganized the school board agendas so that important items come up
early in the evening meetings when more people can be present. The su-

perintendent can make himself accessible to anyone with a good idea —

and let people know that no suggestion is too silly to express.
Furthermore, the superintendent can encourage the staff to take risks,
and-support them if what seemed to be a sound idea backfires. “People
will take risks if they feel they are secure,” Holmes of Timberlane ex-
plains. Finally, the superintendent can reward those who initiate
change. Paramus Superintendernt Galinsky invites staff members who
have done so {0 present their ideas or describe their program at a
school board meeting. This gives them public recognition and sends a
message to the entire staff and community that the district leadership
welcomes creativity.

To bring about change, superintendents must be both competent
managers and strong educational leaders. Most of the 16 superinten-
dents delegate many managerial tasks in order to devote more time to




BUILDING TRUST

reform. Some day-to-day routine, however, inevitably falls into their
laps, requiring superintendents who wish to improve their schools to
assume a heavy workload. “It's going to take more time and energy to
operate in both {managerial and leadership] roles,” observes John Ben-
nion from Salt Lake City. “It takes a lot of time to initiate, and then to
nurture change . . . But that's the price you pay if you are a change
agent.”

Important as the superintendent is in directing change, however, he or
she cannot de so alone. School boards, central office staff, principals,
assistant principals, and teachers must all share leadership respon-
sibilities, each tier providing different abilities and insights that comple-
ment one another. Spreading around leadership chores does not
diminish the superintendent’s ability to guide $chools; on the contrary,
many of the 16 say, it enhances it.* Working together is a good way to
create the trust needed for schools to improve.

Good superintendents start building trust long before they want to in-
troduce a change. The day they assume their position, they begin con-
vincing teachers, principals, parents, the community, the media, and
students to have faith in them and in the schools. If those affected by a
change lack trust in the superintendent, feform efforts are unlikely to
succeed. Jack Blendinger quickly discovered the importance of estab-
lishing trust after becoming the Mapleton, Colorado, superintenderit
last January. He stepped into a district with a-large operating deficit,
which many parents and staff members blamed partly 6n the district’s
computer expenses. Beforé Blendinger could proceed with technology
improvements, he first had to rebuild trust with Mapleton community
members and staff.

Getting to know people helps many superintendents to create the coali-
tions needed to improve schools. Superintendents from Provo to Oak
Ridge to Orangeburg regularly attend Lion’s and Rotary Club gather-
ings. The Montrose superintendent, Robert Cito, buys coffee once a
month on a Saturday morning for anyone caring to drop by the local
McDonald's for a chat. He publicizes these gatherings in the local
newspaper. Galinsky from Paramus believes that “management by
walking around” — around district offices, the schools, and the com-
munity — has helped him to become better acquainted. The Columbia
superintendent drops by schools periodically to visit principals,
teachers, and classrooms. “I must get into the buildings to get a sense
of what their frustrations are, to learn what they are feeling,” Superin-
tendent Russell Thompson explains. Leaders of large districts report
that this is often difficult. “I find it harder to create a climate for reform
in a district as diverse as Salt Lake,” says Superintendent Bennion,

* Govemnor Bill Clinton of Arkansas reported similar findings in his recent
publication, Speaking of Leadership.




who was superintendent in Provo, with an enrollment- of 12,912, before
becoming the top person in Salt Lake, which enrolls 24,000. “There's
more bureaucracy, less personal contact. It's more of a challenge.”

Although the superintendent must establish ties with all constituents,
most of the 16 believe that the relationship between the superintendent
and principals is particularly important. Bennion describes the hiring
of principals as “one of the most important things I do” — that and
providing the support they nieed to do their best work. Furthermore,
every staff member.must feel that his or her principal has a solid
relationship with the superintendent. “If there's a perception of conflict,
or of a lack of confidence between the superintendent and the prin-
cipal, reform in that building is almost doomed,” Galinsky of Paramus
Developing credibility with minority-group members and with low-in-
come parents is also important, sirice they often feel the most isolated
from the schools. Ten years ago, Thompson recognized the need to im-
prove this level of trust after some of them complained that their
children were disciplined more harshly than were white children. To im-
prove the relationship, the school board hired minority liaisons to visit
homes of minority parents to discuss any concerns they had abouit
school policiés and procedures. Since then, Columbia officials report
that the relationship has improved significantly. '

Building trust with the media is also beneficial; districts that have not
done so are more apt to have school improvement efforts hampered by
bad press. Many superintendents suggest providing reporters and
editors with as much information as is legally permissible, since saying
no to a request for budget figures or a copy of a report may lead them
to conclude that the district has something to hide. In short succes-
sion, a newspaper in Columbia printed two exposes — the first on the
misuse of funds at an area hospital, the second ‘on co1.*parable im-
propricties at city hall. Following the appearance of both articles, top
administrators at both places resigned. Columbia educators grew nerv-
ous when a reporter then appeared at scho6l administration head-
quarters to begin a similar 3-month investigation. Officials at the
hospital and city hall fought providing records, which Superintendent
Thompsor. believes was a mistake. School officials compiled the infor-
mation requested in report form — and didn't flinch when the reporter
poured through the superintendent’s personal calender to compare
entries with his expense statements. (The reporter found no inconsis-
tencies.) “The end result was that [the paper] came out with a front-
page story detailing how good the district was,” Thompson said. The
article would not have been so positive if the reportér had found -
records in disarray. Nonetheless, Thompson believes the district's open-
ness engendered a good relationship between educators and the
newspaper in Columbia.

Personal qualities and professional styles are also inextricably linked to
trust; staff members in the 16 districts are drawn to superintendents
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DEVELOPING PLANS
FOR REFORM

they perceive as strong, diplomatic, dependable, personable, decisive,
visionary, patient, intelligent, informed, and politically astute, as well
as strong managers. Sara Lewis, Assistant Superintendent for the
Department of Curriculum and Instruction, explains why she enjoys
working for Memphis Superintendent Willie Herenton:

He's very positive, very in tune with what’s happening
around the country. He's an innovator, a risk-taker, a
good politician, a charismatic leader. He can touch all
segments of the population — blacks, whites, the
upper, the middle, and the lower.

Joanne Bergmann, a school board member in-Paramus, has equally
good things to say about Galinsky: “He's a good listener: And he's
bright enough to know that ‘you don't always think of everything, no
matter how smart you are.”

Frequent contact and strong personal skills help superintendents to ce-
ment good relationships with their staffs and communities. But a solid
track record is also needed for trust to develop. The school board and
residents in Independence barely raised eyebrows when Superlnten-
dent Henley asked the board to close Hanthorn Elementary Schoo! a

the end of the 1982-83 school year. But Hanthorn was the ninth
elementary school to close in recent years, and before shutting down
the previous eight, Henley had gone through an arduous process to
convince skeptics that the move was financially and educationally
sound. “If I'd tried this technique on the first building, I would have
been stoned out of town,” Henley joked half-heartedly.

Although the superintendent leads the-way in establishing trust, ul-
timately, the task falls on everybody’s shoulders. Columbia’s Thompson
explains: “You have to constantly remind principals, and teachers, that
they represént the Columbia Public Schools, and that community trust
can be fractured by a single individual doing- something wrong.”

Trus’t provides the foundation for better schools. But before schools
can improve, their leaders must plan what they want their school dis-
trict to become. “The problem with many districts is that they do
reform piecemeal — there’s no comprehensive plan,” observes Oran-
geburg Superintendent James Wilsford. Orderly plans prevent hap-
hazard change and enable the reforms to complément each other.

The superintendent shapes the plan, but he or she does not mold it
alone. These 16 superintendents collect ideas from a wealth of sources.
They read daily newspapers and education journals. They attend con-
ferences. They talk with educators in other districts sharing similar
concerns. And they meet with members of the community and with
their own staff. Ideas, in short, flow both ways — from the top down,
and from the bottom up.




“'vé been in education for 23 years, biit when you get a group of
educatc:: together, and you get them talking.about education, it's as-
tounding What you learn,” notes Montrose’s Cito. Adds Paramus’
Galinksy, “You need to spend a great deal of time with faculty, with
parents, listening {6 their yearnings and aspirations for what's better
for kids, and try to put that into a format that makes sense education-
ally.”

The superintenident can also-bring together the people needed to plan
change; he or she can form committees and study groups to plan new
programs and can ask those with special talents and expertises to;par-
ticipate. It is essential to involve those affected by the reform — not

only because they.have much.to contribute, but because their support
is needed for the change to endure. “They can't feel used,” Montrose Su-
perintendent Cito explains. “You have got to. make them feel that their
ideas are important— because they are.”

In Paramus, all changes go through an influential committee composed
of teachers, high school students, parents, and administrators. Anyone
in the district can ask this committee to consider a new program or
idea. The committee elects its own leadership, and while the superin-
tendent can attend its meetings, he has no vote.

School improvements take longer if more people participate. The Salt
Lake superintendent asked all 37 schools to select a representative for
a committee that developed a career ladder program for teachers. “It
wasn't ideal for decistonmaking,” Bennion admitted. But he believes
that having a cumbersome committee paid off; teachers themselves
developed most of the program, which eventually lent the plan broad
support from the group most affected by it.

Many good réforms grow from long-range plan:ing committees, which
take stock of the entire district and suggest goals for its future, Last
year Oak Ridge released a 98-page strategic plan to guide the schools
through 1996. An ad hoc advisory committee, cochaired by Superinten-
dent Robert Smallridge and a school board member, spent from Novem-
ber 1985 to June 1987 developing the comprehensive report. The

-committee analyzed the district’s strengths and weaknesses in areas

ranging from student achievement to district finances. It then studied
national and local trends that might influence the Oak Ridge schools in
the next decade — among them more single-parent families, and more
households with both parents working. Building on what it found, the
committee created a vision for the district’s future and developed a
strategy to obtain it. For example the committee recommended the dis-
trict study various scheduling patteins, including longer school days or
year, and suggested Oak Ridge strengthen the creative and critical
thinking and decisionmaking skills of its students. When former Ten-
nessee Governor Alexander asked Oak Ridge to participate in Project
Education Reform, tlie district had little trouble selecting reform areas
recommended in Time for Results on which to concentrate; the long-
range plan provided clear direction.




COMMUNICATING
THE PLANS

In most districts, ssinie changes originate not in the superintendents' of-
fice or in district--wide committees, but in individual buildings. Arkan-
sas Governor Clinton selected two schools instead of two districts to
participate in Project Education Reform because he believes reform
‘planned within a building to fit its needs is most effective. Springdale

‘High School and Central High-School in Little Rock have generated or

will generate many of their own school improvement plans, When build-
ing educators initiate changes, however, two factors normally must
exist for themi to succeed: the building-level réforms must not clash
with the district's overall mission and goals, énd they need the central
administration’s support.

In their zeal to improve, educators in some of the. 16 districts said they
rushed into new programs prematurely — and that they paid-a:-price
for doing so. Springdale High School launched its School-Within-a-
School program before its teachers and administrators had clear plans
for how to reach their goal — an alternative school that, among other
things, teaches students how to think critically and become-actively in-
volved in learning. The program began amid confusion, which some of

1its teachers believe better planning might have prevented.

Before the plans can become programs, the people they affect need to
know about them. “I see myself as being responsible for bringing about
an awareness that there are better ways to do things,” says Smallridge
from Oak Ridge. Galinksy. of Paramus adds, “You will not find a suc-
cessful leader who isn't scored high on the ability to motivate, con-
vince, communicate, and make understandable a vision of where you
want them to go.”

If many people helped to develop the blueprint, many of those affected
by the change may already know about it. Extra efforts to explain the
plans can broaden support for them, howéver. Norma Osborn, Assis-
tant to the Independence Superintendent, credits the success of the
Parents as Teachers program partly to the superintendent's com-
munications skills. “Dr. Henley had a clear idea of where he wanted the
program to go. There was never any doubt in my mind what I was to
do. He told us to build a program, based on a model from [the educa-
tional psychologist and author] Burton White. So we did.”

Superintendents, in short, must be salesmen. “You have.to be willing to
sell your idea to the kids, to the parents, say-this will work,” notes
Melanson from the White Mountains schools. “You can't be negative —
you have to believe in what you are selling.”

Plans can be sold at faculty and school board meetings, at Chamber of
Commerce gatherings, and in private conversations with anyone inter-
ested in them. “I'm in many organizations,” says Henley. *“I know nearly
all the leaders in Independence. I spend time with them, go to lunch
with them.” This pays off when the superintendents wants to promote
a new program -— even one the community may not fully support —




because, Henley continues, “when we get ready to do something, often
people judge the persoz who is doing it — not the idea itself.”

Lecturing on the need for a new program may be unproductive. To gain
supporters, Stmllndge from Oak Ridge shares articles with his staff
and he sees tliat they attend appropriate conferences. Then they can.
conclude for themselves that réform is needed. Some superintendents
also find it helpful first to convince a handful of influential educators
that a change is desirable; they in turn can convince others. And some
superintendents use economic arguments to draw followers. Superin-
tendent Wilsford of Qrangeburg explains:

The whole sense in this town is that our economic
survival depends on the educational community
moving forward. The black and white power structure
knows that the Orangeburg racial balance is shifting to
more minorities. It knows that the black people have
to become better off if we're going to have a dynamic
community — and the schools are the key to that.

This understanding has enabled Orangeburg educators to gain support
for programs geared toward the 75 percent of the district's students
who are eligible for free or reduced-price lunch.

When and how the superintendent seeks support for a reform may in-
fluence its chances of being accepted. Many superintendents wait until
the community’s mood seems right before introducing a reform.
However, some also introduce a new plan or program before they realis-
tically expect it to be accepted just to plant the idea. “If it doesn't fly the
first time," says Henley of Independence, “you don't give up. You just
come back again from a different angle.”

Many of these 16 superintendents recognize that they are a step ahead
of those they lead. So how do they manage to-take an untraditional
idea and sell it to traditional people? “You explain it so it doesn't sound
so untraditional,” according to Henley. Some Independence residents
and educators initially opposed plans for the district to provide daycare
services, although 65 percent of the Independence women with
children enrolled in the public schools work outside the home, and
many complain that they lack good daycare arrangements. “I explained
it by discussing the changes in the American family and why the
schools have to provide this service today,” Henley said. “It’s an un-
usual idea, but it's what we have to do for today's circumstances.” This
approach swayed key constituents — principals, teachers, and PTA
groups. “By definition, the idea became traditional,” Henley said. “If
that many people want it, how can it be radical?”

Even the most convincing sales pitch may not gain school ad-
ministrators all the necessary ccnverts. When this is the case, astute
politicking may be needed. Superintendent James Caulfield led the
campaign in Union for a $6.9 million bond issue for butlding renova-
‘tions and educational equipment. He knew the dollar amount would
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CARRYING OUT
THE PLANS

displease some voters, particularly senior citizens on fixed incomes. He
also knew, however, that few budget items could gain faster support
than those related to football because the Union High School team has
won many championships. At Caulfield’s urging, the bond issue in-
cluded $140,000 for flood lights for the football field, a move that
provided him with a ready cadre of football players and sports fans to
conduct the campaign. Despite mixed voter support on past bond is-

‘sues, Union residents approved this one by a 3 to 2 margin,

Education reformers never finish their need to communicate thelr ideas
for change. A rapid turnover of school board members, community resi-
dents, and educators requires the superititendent and his or her staff
continually to sell plans to improve the schools. Last fall the superin-
tendent in Provo invited Mossi White, a new school board member, to
accompany him to meetings with building principals to discuss goals
for the upcomirig school year. These meetings introduced White to key
building persorinel and acquainted her with educational issues — both
key to her abtlity to make intelligent decisions.

Once key constituents understand plans for reform, the ideas must
then be ex¢cuted. Superintendents agree that school improvement ef-
forts are doomed if top-quality people are not available to carry them
out. Henley emphasizes that “The key to reform is having good people
to implement it — teachers, principals, other people working in the
schools.” Generally, the better the superintendent, the easier it is for
him or her to attract capable and loyal followers. Galinsky adds:

The ability to get things done through people — that's
the essence of leadership. Unless you unleash the
creative talents of people in the system — both the
staff and parents — final solutions will never be
institutionalized or deep-rooted.

For staff members to carry out reforms, they may need extra training.
In Independence and Columbia, teachers in the program to instruct
mothers and fathers on how to become better parents were trained in
everything from what parents can expect of their children at certain
ages to how to assuage a jealous toddler who has just gained a sibling,
And virtually all of the districts that have developed technology
programs provided training for students or district personnel needing it.

If training is unable to improve their skilis sufficiently, superintendents
may need to shufile personnel. In Henley’s first 6 years in Indenen-
dence, he replaced all but 5 of the district's 19 elementary school prin-
cipals because the former ones didn’t possess the qualities he believed
were needed to improve the schools. Gathering the right people to carty
out reforms-“is like assembling a football team,” Henley explains. “You
have to get the best person for each position.”




Although all superintendents delegate some reform responsibilities,
some still remain quite actively involved, particularly those in smaller
districts. Even those who delegate all or most of the work, however, say
they like to stay informed of its progress — and step in if the improve-
ment effort hits a logjam. Henley explains:

Reform ideas often are resisted. So sometimes you
have to be authoritarian. You have to say, “Here's what
we are going to do,” then say, "No, I'm not interested in
that amendment.” Oh, you might take a little one

here; and a little one there. But most people try to add.
ideas that make it more comfortable to them, and'

make it levs of a change. 80 1 try to keep the idea pure.
The superintendent skepherds it through the group, so
that when you get the plan buiit, it's still the same.
idea you began with,

-Improvements do not always unfurl as their creators anticipated.
School officials may need to modtfy or eliminate some aspects of a
program that are not pannirig out. They may also necd to inspect new
.or proposed programs closely to see why they.are not working or can-
not get off the ground. Quite often, they discover, a barrier stands in its
way.

BARRIERS TO Educators often encounter obstacles to reform, ranging from restric-

REFORM tive laws and regulations to inadequate money. John Stolt, Associate
Superintendent of Instruction in Columbia, explaines: at a meeting in
April 1988 of Project Education Reform participants:

The issue of barriers is pervasive, and ! don't think any
one ofmhgdngtogetanyﬁommt.mmum
have large organisations, any time you get maoney from
any resource, there are going-to be regulations. But I
also think the reason people whd are here are here is
because those are not serious obstacles. They have
either circumvented them, or they have neutralized
them, or they have proceeded anyhow. 80 the barriers
have been like flies that bother you, btit you don't die
from them.

Some districts complain more about barriers than do others, partly be-
cause 'aws, rules, and regulations are more constraining in some
States z::d communities than in others. Educators in New Jersey,
which izas % long: history of tight regulations, cite more hurdles than
school o!lick:i?s za New Hampshire, which has no State income tax and
a tradition of local control.

A few superintendents feel that little aside from their own inertia dis-
courages reform. “With the kind of reforms we're attempting in Indepen-
dence,” explains Superintendent Henley, “the only barriers are
ourselves.” Many of these same superintendents believe that what their
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LAack OF TIME AND
COMPETING
PRIORITIES

colleagues describe as “barriers” are not necessarily bad — that they
were put there for a reason. “If it weren't for rcgulations, we'd have
segregated-schools and unequal funding for the black kids,” Wilsford of
Orangeburg says: And regulations for Chapter 1 of the Education Con-
solidation and Improvement Act of 1981 were devised to help assure

‘that funds from this Federal program went to those for whom they were

intended — disadvantaged children.

But those who see the need for regulations believe there should be
limits to them. “I believe in regulations,” Superintendent George Can-
non of Little Rock explains. “But when the schools can prove them-
selves effective, then many of them shouldn’t be necessary.”

Many superintendents also noted that what one educator views as a
barrier another may not — teacher unions, teacher certification laws,
or State course requirements, for instance. Furthermore; what might
be an obstacle in one district may not be in others. A school board that
resists reform or doesn't understand the issues surrounding it can
greatly hamper school improvemeiit efforts. Henley explains:

Fortunately, the Independence School Board has been
progressive. But when you have a school board that
isn't really “with it,” all your time and all your effort is
spent running around chasing geese. It's just a
complete waste of time, and reform is out of the
question. You are just happy to keep the school
district going.

But strong school boards can be an enormous asset — by suggesting
needed reform, and by guiding a change through appropriate channels.
Good school board members can also help to communicate reform
plans to the community.

The following barriers were high on the list of those that draw com-
plaints. A few superintendents admit that sheer frustration has oc-
casionally led them to ignore cumbersome rules or regulations that
hamper reform. (Those who admit to doing so are more apt to ignore a
local regulation than State or Federal laws because the stakes for doing
so are not as high.) More often, however, these superintendents seek
ways to get around the barriers.

A lack of time and compéting priorities hamper reform efforts in inany
districts. “Just keeping this place running on a day-to-day basis is
enough for me,” explains Everett Hawks, principal of Central High
School in Little Rock, which is involved in far-reaching improvement ef-
forts. “We have so much stuff heaped on us. Our teachers already are
overloaded and overworked. They can only do so much.” In addition to
overseeing the school’s reform efforts, Hawks manages the 2,100-stu-
dent building, a sprawling facility situatedin a poor séction of Little
Rock.




MONEY

Furthermore, when school officials devote time to reform, they some-
times contend with complaints of being unavailable for other respon-
sibilitiés. In Timberlane, for example, teacher evaluations now
consume up to half of the principals’ time, requiring them to delegate
the task of communicating with parents to cther staff members.
Parents have objected, saying they prefer to.deal directly with the prin-
cipal.

Districts complaining about competing priorities seldom have funds to
hire more people to carry out the reforms. Then how do improvements
materialize? Smallridge from Oak Ridge says that good planning is the
key to providing school officials with more time to devote to bettering
schools, In Provo, John Childs, principal of Dixon Middle School,
provided his staff with sophisticated calendars az... ime planners, a
simple move that has enabled them to work more efficiently. Some
school officials accomplish reforms by working longer hours. Most ‘
educators reorder priorities. Timberlane principals involved in a new :
time-consuming program to evaluate teachers have shifted some ad-
ministrative duties to assistant principals and teachers:

And when the extra stress of administering a new program seems too.
wérwhelming, the superintendents remind themselves of one impor-
tant point — more timeé spent1  inay save time in the long run. It
may take tremendous effort to  1te a new dropout program, but
down the road it may drastically it staff time needed to track down
truant students.

Money was also high on virtually every superintendent’s list of
obstacles. Many of them agree with this assessment from South
Carolina Governor Carroll A. Campbell, Jr.:

Money is important to educational excellence, but it's
not the most important . . . Money can do a lot of
things, but it can’t inspire. Inspiration in a classroom
comes from the heart, not the pocketbook.

Still, the superintendents recognize that some reforms are costly —
such as a program to provide computers for students or teachers, for
example, orone that provides more money for teachers who assume
more responsibﬂities Economic restrictions have forced many of the 16
school systems to scale- down improvements, or delay them until
money becomes available. Montrose enrolled just half the students it
would like to in a summer school program for at-risk youngsters be-
cause the district lacked funds.

Union and Paramus educators complain of additional financial pres-

sures stemming from a need to gain voter approval for their annual

budgets. In Union, the electorate has turned down the district's budget

2 of the last 5 years, giving the mayor and city council the power to )
make cuts, and delaying approval of a final budget until long after .
educational plans should be in place for the following school year.




Since the 16 districts involved in Project Education Reform received no
extra money for their participation, how have they paid for improve-
ments? Most money has come from their three standard sources —
‘Federal, State, and local tax money. Some districts cut another
program or shifted financial prioritiés to carry out reforms. Some dis-
tricts applied for special grants. The White Mountains schools received
.an $81,000 grant from the Governor's Initiative for Excellence in Educa-
tibn to buy computers for their teachers, supplementing that amount
with its own funds. A few districts have turned to the business com-
munity. Staff members occasionally dig into their own pockets. ‘I am
motivated to teach and have so many ideas for my children,” notes
Claudean Clariette, who teaches at-risk 6-year-olds at Klondike
Elementary School in inner-city Memphis. “I just wish I had the funds,
materials, and time to do these things.” One morning following a winter
storm in Memphis, Clariette helped her students construct snowmen
using marshmallows, food coloring, and toothpicks — which she
bought herself. For children who need clothing, she has brought in
everything from underwear to overcoats.

‘Most-local-educators constantly look for creative ways to work with
their limited resources. Principal Karen Buchanan at Woodruff Elemen-
tary School in Little Rock faces special challenges. Seventy-four percent
of her students come from low-incorre families, and last year court-
ordered desegregation led to massivé districtwide staff and student
reassignments; she began the 1987-88 school year with 14 teachers
(out of 17) new to Woodruif. But Buchanan has made her school a
cheerful place for teachers to do their best work and for children to
learn. To enrich the school's academic program, Woodruff joined in a
partnership with nearby Central High School, whose students and
teachers provide everything from peer tutoring to advice on how to
teach Latin to the entire Woodruff student body. She also spearheaded
efforts to physically enliven the 77-year-old school. Student artwork of
everything from leprechauns to snowflakes adorns the building’s walls,
and last April, students painted a giant dinosaur on the school’s drab
parking lot. As spring rains arrived, Buchanan explained, “We watched
the dino$aur become extinct.”

Holmes credits Timberlane's large budget and teacher salary increases
this year to the line of argument district officials have used with the
school:board:

We've tried to convince our board members that they
are going to pay the money anyway — either in the
long run or-the short run. We've told them that it’s
going to cost more if we don't reform the schools.
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STATE LAaws AND State laws and regulations create troubles in virtually all of the 16 dis-
REGULATIONS tricts.

B Teacher certification requirements, for example, can make it hard
for administrators to hire the people they would like to. Memphis Su-
perintendent Herenton reports that certification is a greater barrier in
recent years as the number of highly qualified teaching applicants has-
dropped. “We have no trouble finding (applicants) who have mastered
‘the content,” Hérenton notes. “But many of them don’t have all the re-
quired methods courses:” Springdale is concerned about finding in-
structors appropriately certified to teach in its School-Within-a-School,
an intérdisciplinary program where one person might be needed to
teach history and philosophy, or math and science. In many r places,
State funds cannot be used to pay teachers lacking the appropriate
credentials; and teachers’ unions vehemently oppose hiring instructors
without them. '

Several States, including New Jersey, use “alternative certification” to
attract néw teachers who know their subject area but lack teacher
education coursework. Alternative certification programs offér
shortcuts and special training to noncertified individuals with at least a
bachelor’s dégree who wish to teach. In 1987, New Jersey’s alternative
route program suppliéd 244 new teachers, or 15 percent of the State’s
new teachers, including 2 in Paramus. Superintendent Galinsky tes-
tified in favor of the New Jersey program, which the New Jersey Educa-
tion Association initially opposed, and he worked with the
commissioner of education to implement it. The State’s alternative cer-
tification candidates have scored higher on the National Teachers Ex-
amination than candidates in more traditional training programs.

B State bilingual education laws have been an obstacle in Paramus,
where students speak 49 languages. State law requires every New Jer-
sey school district to provide bilingual instruction as soon as it enrolls
20 or more students in grades K-12 who speak a particular foreign lan-
guage. Galinsky says thislaw presents the district with logistical-
problems, since student mobility constantly changes the number of stu-
dents enrolled who speak any one language. Ona Monday. just 19 stu-
dents may speak Korean; on Tuesday, the arrival of a new family may
boost that number to 22, requiring the hiring of a new bilingual
teacher. Furthermore, Galinsky believes that some non-English-speak-
ing students progress better in “English as a Second Language” (ESL)
programs, which instruct these students solely in Englicy, than they
do in bilingual programs.

To overcome this barrier, Galinsky drafted new legislation that would-
provide districts with the option of providing either bilingual or ESL
programs to students, and he has gained support from many education
groups for this change. The bill is staunchly opposed by the leadership
of some Hispanic organizations, who believe many school districts
would eliminate bilingual programs, which they favor to educate their
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children. The New Jersey legislature is expected to vote on the bill this
fall,

m State vocational education laws have been cumbersome for Caul-
field:-from Union. New Jersey law requires districts to provide a set
package of vocational classes if the district wants to receive State
money to fund any of them. This means that a district with virtually no
students interested in architectural design may have to provide the
class anyway in order to get money for programs in dental technology
or computers that draw many students. Caulfield believes vocational

-classes in Union have helped to told down the district’s dropout rate.
However, he did not find a sympathetic ear when he sought permission
from the State’s Panel on Secondary Vocational Education to receive
-money for whatever classes the district provides. This was largely be-
cause panel members believe that Union students could just as eastily
enroll in classes at a nearby county vocational facility. The State
Department of Education has indicated that districts might be given
more flexibility in the future to use the money as they see fit, although
this would first require a change in State law.

‘B State course requirements bar reform, according to some
educators. All the superintendents want their students to master basic
academic skills, and some educators in these 16 districts believe that
strict course requirements are crucial to their doing so. But others
believe that the districts should be able to decide for themselves how to
transmit the knowledge that their students need. Union, for example,
has a thriving junior Reserve Officer Training Corps program, which
Caulfield believes is much better at teaching geography to those en-
rolled than a more traditional geography progr “m would be. He niotes:

The ROTC kids would never sit still for a geography
lesson on latitude and longitude, but if you provide
them with a map-reading course, and then they go to
Fort Dix and lose their way in swamps und have to find
their way out, they will learn all the geography we
could ever want.

B State laws controlling school facilities have been an obstacle in
Union and Paramus. Educators in both districts developed preschool
classes to aid students lagging behind their peers socially and academi-
cally. New Jersey requires each classroom with kindergartners or
younger students to contain its own bathroom — a measure intended
to prevent small children from roaming the hallways unescorted.
Paramus had five empty classrooms to accornmodate the preschool
children, none of which contained its own totlet. However, teachers’
aides were available to accompany the youngsters to hallway
bathrooms a few feet outside the classrooms. Because installing one
toilet costs $20,000, Galinsky appealed for a waiver to the State
commissioner’s office which, although sympathetic, did not approve his
request, requiring Galinsky to ask the Paramus School Board for an ad-
ditional $100,000. The district now has five classrooms with tiny toilets




FEDERAL LAwS AND
REGULATIONS

scaled to accommodate their users, all unnecessary if the classrooms
are ever needed for older students.

Educators in the 16 districts complain that Federal laws and regula-
tions are even harder to combat than State and local ones. Local
educators say their frustrations are greater with the Federal laws and
regulations because they seem less flexible, and because the educators
do not understand possible ways to circumvent them.

B Educators complain about the Education for All Handicapped
Children Act of 1975 (P.L. 94-142), which aims to guarantee hand-
icapped children with equal educational opportunities. No one disputes
this goal. But they dislike the enormous amount of paperwork the law
engenders, and the time they must spend developing individualized

-educational programs for each youngster diagnosed as- ‘handicapped.

The hours they spend filling out forms and developing the plans takes
time away from other aspects of their work, including school improve-
ment efforts.

B Local school officials complain that Chapter 1 regulations are in-
flexible. For instance, educators in several districts have used Chapter
1-money to buy computers for children needing to improve their basic
skills, but the computers sit idle when Chapter 1 students are not avail-
able to use them. Some superintendents suggest the Federal regula-
tions be modified to allow non-Chapter 1 students to use the
unoccupied computers — with the clear understanding that the Chap-
ter 1 students be-given the first priority.

Galinsky from Paramus has ercountered problems in seéking Chapter
1 money to expand its preschool program to include at-risk 3-year-
olds. New Jersey favored using some Chapter 1 money to allow
Paramus to establish a model program for at-risk 3-year-olds. Because

Some urban areas in New Jersey serve more low-income students than

Paramus, the New Jersey Department of Education urged Galinsky to
seek a waiver from the U.S. Department of Education. He was unsuc-
cessful, however, because the present law does not permit such
waivers, and an act of Congress would be required in order to grant
him one. So thus far, Paramus has been unable to expand its program.

‘While most superintendents complain about Federal and State regula-
tions, many also believe-that tests stifle reform. All 16 districts rely on
national standardized tests, often supplementing them with State- and
locally developed ones, to gauge the academic progress of their stu-
dents. Moreover, most believe that tests are the best gauge available to
measure student achievement. However, many of these educators com-
plain that the public and policymakers rely too heavily on tests to
evaluate reform efforts, and they criticize some for failing to measure




what district educators want their children to learn. Furthermore, this
reliance on tests encourages some teachers to teach to the tests.

Educators in urban districts with many low-income students also
resent the tesis being used to compare:*hem with districts educating-
more prosperous students. Lewis frozn Memphis explains, “We get com-
pared with Oak Ridge, where the average kid comes from a home where
many parents have 4 years of college, and we have to deal with kids
whose folks can't even spell college.” Some States and local districts cir-
cumvent this problem by providing information to compare districts
and schools whose students have similar economic backgrounds.

Some educators believe the largs-number of tests they are required to
administer drains finances and staff time. Mempbhis, for instance, gives
the California Achievement Test each fall and spring to students at all
grade levels; the Stanford Achievemeént Test each fall and spring to stu-
dents in grades 2, 5, 7, 9, and 12; and the Basic Skills Benchmark Test
in the-spring only to children in grades 3; 6, and 8. In addition, all 9th
graders wanting to graduate from high school must take the Tennessee
Proficiency Test, and students moving from kindergarten to the 1st
grade also take a special test. The State mandates many of these tests,
but Lewis observes, “It’s just too much. After awhile, the kids don't take
the tests seriously. They say, ‘If this doesn’t count on my grade, then
forget it. I'll just doodle on the paper.”™

TEACHERS' UNIONS Teachers' vnions are viewed as hindrances in somie districts. Cito

from Montrose views tenuse laws supported by union members as an
obstacle to guaranteeing consistently well-qualified teachers. Galinsky
from Paramus describes the New Jersey Education Association as “the
.most powerful lobby in the State,” and he says that any major reform
proposal lacking its support may be doomed. Furthermore, he notes,
local education organizations that try to move away from the policies
and practices of the State and national teachers’ organizations are
usually pressured to toe the line.

The Key to overcoming problems with the unions lies in involving them
in reform efforts, according to educators in these 16 districts. Principal

Hawks discovered this in planning for-reform at- Little Rock’s Central
High School:

Whenever we have an issue that is going to butt up
against the union position, we call in the union
leadership. We tell them that in this building we are
going to need some leeway on things like work hours.
We tell them there is basic stuff in the contract that is
killing us, quite honestly, and that we're going to have
to deal with it. Then we form a committee. We've
found that if we're going to have any success at all, we
must include them in solutions.
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SIZE

NEGATIVE
COMMUNITY
ATTITUDES

I/érge districts cite size as an impediment. Henley considers the
11,216-student Independence school system to be close to ideal. He ex-
plains:

In a district the size of Independence, you don’t have
to spead all of your time running the school system,
and you have more time to spend on reform, more
time to do your homework, to get out and sell your
idea to the people who need to be sold on it. If you get
too big, the weight of the organization drags you down.

Educators in Memphis, with 107,000 students, agree. Lewis explains:

We had one visitor who told us he could come into
Memphis and straighten out all the problems in abeut
6 weeks, and I said, “Sir, it will take you longer than
that to find all the (158) school buiidings.”

The challenge to improve schools in large districts is compounded by
the fact that systems like Mémphis or Little Rock tend to have more
students at risk for academic fatlure, and miore special education stu-
dents. Some educators believe that the size barrier can be overcome by
restructuring schools — for example, by leaving more educational and
managerial decisions up to educators in individual buildings.

'Negative community attitudes toward reform work against some

school improvement efforts. Commuinity support is essential for major
changes — particularly costly ones. This becomes harder to obtain,
hovcver, as the percentage of households with children enrolled in the
public schools dwindles. The shift in Paramus is similar to what one
finds in'many districts; 30 years ago, about 75 percent of the
households had school-aged children; today, only about 13 percent do.
This change has required local educators to lobby harder for public
support.

A broader diversity of students has also increased the challenge of get-
ting community support. Some educators complain that the growth in
poor students has been accompanied by an increase in parents who
don't always understand the value of an education in a democratic
society. These parents spend more time worrying about paying rent
and buying groceries than they do their children’s schooling. Cito from
Montrose explains:

There is a tremendous undercurrent in a lot of places
in our country of giving up — that this is what life is
going to be, aad that it's not going to get any better.
Some of the parents figure that what was gcod enough
for them is good enough for their kids.

This attitude has created a gap in the expectations of some parents and
educators, according {o Cito. His solution to this obstacle is as follows:




Sch>ols must teach children that there's a world out
there. Through the curriculum, through field trips, you
get children to see the options — you let them know
that there is something besides the immediate reward
they get from having a car or a $2-an-hour job flipping
hamburgers.

NEGATIVE STAFF Negative staff attitudes are equally hard for superintendents in some
ATTITUDES districts to counteract. School officials often have a hard time breaking
away from tired approaches to try something new. Springdale Superin-
tendent Jim Rollins explains:

One of the great barriers is that we arc products of a
very traditionally oriented system, and:it's hard for us
to shake out of the mold and challeng: ourselves to
look at some things differently. We say we are
committed to something new, but there's a growth
process needed to become comfortable with it. So it
takes a little time, and a willingness on the part of the
board, the superintendent, the principal, and the
teachers to push back the blinds and say, “Hey, this is
a possibility. We really need to give this a chance.
We're willing to take some risks here to put this in
place.”

Little Rock educators involved in school improvement efforts at Central
High School have fought staff opposition to providing any one school
with special favors. If Central is to benefit from being paired with a
nearby elementary school, for example, some staff members at other
schools want: their buildings to be offered a similar arrangement.

Barrlers related to negative staff or community attitudes are best
fought with a barrage of information presented in an easily under-
standable way. Superintendent Melanson believes thorough training
helped the computers-for-teachers program get off the ground in the
White Mountains schools. To fire up reluctant teachers, he said:

We had-them take their Apple Ile computer out of the
box, put it on the desk, and set it up. Then we had
them take a screwdriver and a pair of piiers, take the
cover off, strip the computer down, and put the chips
back in. They found out that the computer is nothing
but a dumb box with a bunch of bells and whistles —
that it's nothing to be afraid of. If you press the wrong
button, it's not going to blow up, and you won't either.




INADEQUATE
FACILITIES

LACK OF LEADERSHIP
CONTINUITY

Inadequate facilities are a hindrance in some districts.

Montrose officials provided 24 computers for Olathe High School to use
in business education classes. After the computers arrived, however,
school officials learned that the electrical system in the 55-year-old

‘building was inadequate to drive them. If students use the computers

at the same time electric typewrlters or a copying machine are running,
a fuse blows, knocking out the ¢ .ctricity in 8 of the school’s 20 class-
rooms. District educators are working toward a solution.

Overcrowding presents problems in some districts. Whitehaven Elemen-
tary School in Memphis has a 500-student capacity but enrolls 900 stu-
dents. Each classroom contains the maximum number of students
allowed by State law, and a Chapter 1 program that teaches up to six
students at a time is housed in a tiny 8- by 10-foot area partitioned off
of the library. The rest of the overflow is housed in four portable class-
rooms.

A 1ack of leadership continuity has slowed reform in some of the 16
districts, Governors in three of the eight States involvec:in Project
Education Reform have changed since the project began, and many of
the districts in those States complain that the new governors either
don't appear as interested in supporting their reform-efforts, or that
reform efforts inevitably slowed while the new governors took time to
acclimate. Furthermore, 2 of the 16 superintendents have changed.
Galinksy of Paramus raises this question:

How do you keep the same level of commitment to an
activity when boards of education change, when the
people who owned it are gone, when a new.
superintendent comes into the district who doesn't
identify with the priorities that someone else
established, and needs his or her own agenda to live
by?

Of the nine board members present when Galinsky became superinten-
dent 3 years ago, just two remain.

A key to alleviating this barrier lies in establishing broad support for a
new program as rapidly as possible, lessening the loss if one person
leaves. Springdale teachers believe that the School-Within-a-School
.program initially was too closely identified with the high school's former
principal. When he left halfway through the program's first year, some
Springdale educators and parents felt that support for it dwindled,
requiring the district to exert extra effort to regain community trust.
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THE PARTNERSHIP Working separately, Federal officials, governors, and local educators
have all tried to improve American schools. But seldom have the three
levels of policymakers collaborated to bring about reform.

\
|
\

Project Education Reform was conceived both as a way to establish 1

educational laboratories for reform and as an experiment to solve '

educational problems collectively. How well has the partnership

. worked?

Have educators in the 16 districts and their students benefited from

the partnership? Have the governors and U.S. Department of Educa-

tion officials been able to help local districts remove barriers that im-

pede reform? In return, have the local districts improved educational

services and achievement?

" After 2 years, all three partners still believe this joint venture is a
sound‘idea and look forward to continuing the collaboration. However,
the 16 districts’ experiences with the partnership have been uneven.
For-example:

® Some local educators praise the partnership for bringing them
media attention. A television network visited Union to film a feature on
school improvement shortly after the New Jersey district was selected
as 1 of the 16 districts, and last May Newsweek magazine ran a cover
story on reform efforts in Orangeburg, Other districts, however, say
media interest has been negligible, and suggested that the-U.S. Depart-
ment of Education and their governors’ offices help showcase their ef-
forts so that other districts can learn about their experiences. More
visits from the U.S. Secretary of Education (who has already travelled
to 5 of the 16 districts) or from the governors might also draw them at-
tention, they advised. Some also suggested that the National )
Governors' Association do more to publicize the project.

® Some local school officials say the partnership has accelerated
their reform efforts; Oak Ridge educators, for example, noted that they
would not have purchased computers for use in typing classes as soon
as they did if the district had not been selected as 1 of the 16 par-
ticipants. Educators in other districts, however, said that with or
without the partnership, they probably would implement the same new
programs on about the same schedule.

|

W Some educators, particularly those in the smaller districts, say
the partnership has been a good staff morale-booster. Others, including

Memphis, note that their district is so large that most of the staff do ‘

not even know that Project Education Reform exists.

|

\

B Educators in some districts admit te being less committed to the
partnership than are others. Those with a limited commitment say this
stems in part from their not receiving additional money tc participate.
Without a financial incentive, educators are inclined to place priorities |
elsewhere, they said. |
\




W Some local educators praise the attention they have received
from their governors. Little Rock educators say that a meeting that
Arkangas Governor Clinton called with them and State department of
education officials to discuss reform efforts at Central High School
helped to spur them into further action. And superintendents in New
Hampshire said Governor John Sununu'’s office has responded rapidly
to their requests. School officials in some of the 16 districts, however
(particularly those !n States where the governors have changed since
Project Educatiun Reform began), complain of feeling ignored.

Some districts have yet to approach their governors for help. Nor have
some made significant use of outside resources. (The U.S. Department
of Education provided the 16 districts with a list of nationial experts
who can provide suggestions for their programs, and has encouraged
the local educators to contact education regional laboratories funded
by the Federal governiment for furthér guidance.)'A long-standing tradi-
tion of self-sufficiency appears to hold them back. Cito of Montrose ex-
plains:

You are looking at 16 superintendents who have always
operated on their own. They are willing to share, and
they are willing to work with each other and with the
governors and the U.S. Department of Education, but
on a day-to-day basis, they are going to get the job
done, and they are going to use the resources they are

most used to using.

Some of those districts that have gone to their governors for help,
however, report that their State leaders have been unable to bring
down barriers to reform. Most say the governors (and State department
of education officials) have tried to cooperate when asked to do so. But
some superintendents believe the governors were natve in assuming
they possessed the power to overcome the hurdles, particularly those
involving Federal rules and regulations. “The governors found out that
it's a lot more complex a process to remove barriers than they originally
anticipated,” said Galinsky of Paramus.

The local districts generally give the U.S. Department of Education
Izudos for its role in the partnership, particularly the Office of Inter-
governmental and Interagency Affairs, headed by Peter Greer (formerly
the superintendent in Portland, Maine). Local educators said they.
benefited from several meetings, to which representatives from the 16
districts and the governors’ offices were invited, that enabled par-
ticipants to discuss their programs and problems and gather ideas to
resolve them. Local educators laud these meetings for exposing them to
the thinking of their colleagues, the National Governors’ Association,
and to key staff people at the U.S. Department of Education.

Local educators cite one major area in which they now need help from
governors’ offices and the U.S. Department of Education — evaluation.
Some local educators feel incapable of devising ways to judge their own




RESULTS

programs and furthermore believe that any such attempt worid be self-
scrving. Without external help, these educators say they would never
fully understand how well these new programs could serve their
children.

The superintendent in one district urges the governors and the U.S.
Department of Education to goad the 16 districts more often in order to
speed along reforms. Herenton of Memphis explains:

When you run a dynamic urban system like Memphis,
and you have 50 many pressures being exerted on you.
— a funding crisis, a stabbing, controversy over an
AIDS curriculum — your priorities shift (away from
reform). To keep the reform measures in the forefront,
someone's got to keep prociding the districts to stay on
task,

Recent reports on education reform often list steps that lead to better
schools and Ligher student achievement; they recommend, for ex-
ample, that special programs be created and that certain courses be re-
quired. These reports focus on process. Unfortunately, the reports have
focused less on what matters the most — results.

For schools to improve, many educators believe that these priorities
must be reordered. When Project Education Reform began 2 years ago,
Governor Kean of New Jersey explained:

We don't care half so much about particular prograr:s
as we do about the results. We want to encourage an
attitude that sets high standards and then gives people
close to the job the freedom to pick the best methods
to achieve those targets.

This challenge has been among the greatest of any faced by educators
in these 16 districts, for the following reasons:

B Despite ongoing debate since A Nation at Risk launched the
school reform movement in 1983, educators and policymakers have yet
to agree on standards by which to measure excellence. Some say this
discourages them from undertaking full-scale evaluations; they argue-
that if nobody can decide what the indicators of success should be,
then evaluations aren’t meaningful.

¥ Evaluations can be expensive and time-consuming. The White
Mountains schools, with 1,666 students, consulted a University of New
Hampshire professor about evaluating the district's computers-for-
teachers program because they:felt they lacked the internal expertise.
District officials didn't pursue:the possibility of seeking local tax funds
when they heard the price tag — $16,000. Many innovative programs
in the 16 districts have not operated long enough to evaluate, For ex-
ample, Memphis would-have to conduct a longitudinal study of iis stu-




dents enrolled in a new preschool program to tell if those enrolled do
better than those who are not.

® Many new programs do not eastly lend themselves to objective
evaluations. A program to hold at-risk teenagers in school is relatively
casy to judge; school officials can determine what the dropout rate was
when the program began and what it is at a later itme. (It {3 more com-
plicated to determine what aspects of the program caused the rate to
decline.) A program to evaluate the effectiveness of principals, however,
is harder to judge. How, for example, can one evaluate integrity? Or an
ability to manage conflict?

In short, some educators in these 16 districts constder themselves
neophytes at measuring results. They coatinue to rely heavily on stand-
ardized test scores — and they expect to continue doing so, since the
scores provide a measure that both educators and the public under-
stands. Furtliermore, they believe that well-developed tests that
measure what educators want children to know can be extraordinarily
helpful.

But many officials in these 16 districts also believe that policymakers
and the pubic are too quick to rely solely on test scores, and that all
too often they fail to rccognize their limitations. Lewis from Memphis ex-
plains, “If we could only get people to understand that effects of educa-
tion are not as measurable as LeBarons comb.g off the Chrysler
assembly line.” Many educators in these local districts agree that
educators and policymakers together must pursue additional ways to
evaluate programs.

Despite these difficulties with evaluations, some of the 16 districts have
completed good ones. (Significantly, many of the best were conducted
by a person or organization not employed by the school district and
were paid for with grants or other nondistrict funds.) Among them:

@ Provo obta‘ned a grant for an outside research institute to
evaluate its year-round schools. Utah’s finances are on a collision
course with its demographics, forcing State offic.als to find more efi-
cient ways to house students and making such an evaluation par-
ticularly timely: The student population is growing faster than in any
other State in the Natior:, while per pupf! expenditures are 50th and
per capita income is 47th out of 50 Siates.

The institute surveyed about 300 families with children enrolled in
Provo’s year-round schools, as well as virtually all of the teachers in
two of the district’s three year-round schools. Evaluators arned that
about 73 percent of the parents liked the school schedule, 20 percent
were lukewarm, and about 7 percent disliked it. Evaluators also
learned that the year-round schedule created chiidcare problems for
some parents. Furthermore, although this was not a major problem,

the schools prevented some students from participating in summer
recreational programs with friends enrolled in schools with tradit’onal
vacations. (To alleviate this problem, the district has developed interses-




sion activities for youngsters enrolled in the year-round schools.) With
regard to academic achievement, youngsters-enrolled in the year-round
schools appear to do as well or slightly better than their peers in
schools with traditional schedules.

B Salt Lake City conducted an internal study of its 1987 summer
school program for at-risk studerits. The program enrolled 540
youngsters at 5 schools, and classes were taught by “career ladder”
teachers who received extra pay for their 30 extra half-days of work.
The evaluation concluded that the students made good academic gains,
that their attendance was fairly high, and that they generally had more
positive attitudes towards school at the end of the summer school ses-
sion than they did at the beginning. Teachers surveyed felt the inser-
vice training theyreceived ahead of time was helpful (although they.
suggested some areas where the training needing révision), and the
summer school was found to have operated within its budget. Salt Lake
educators now plan to follow the summer school enrollees to see if they
sustain their gains.

Evaluations of specific programs like the ones in Provo and Salt Lake
are the exception rather than the rule. Educators in the 16 districts are
more inclined to judge results by looking at overall district trends.

Orangeburg, for example, carefully tracks student test scores. The per-
centage of 4th-grade students receiving a composite score above the
50th national percentile on the Comprehensive Test of Basic Skills
zoomed from 14 percent to 58 percent between 1975 and 1988. Other
scores have risen similarly. And the yearly dropout rate for Orangeburg
students plummeted from8.6 percent in 1984 to 2.5 percent in 1987;
all but seven of the 1987 senicrs graduated. Superintendent Wilsford
cannot point to any one program or innovation as the cause of these
improvements, but he assumes they reflect a combination of factors:

¢ Ano-nonsense high school principal, who patrols the hallways of
the 2,100-student high school with a walkie-talkie;

¢ Boosted staff morale stemming partly from the improved test
scores and from the State and Federal awards the district has
received in the past few years;

¢ Computerized records that have helped school officials track
absentee students;

¢ Increased parental involvement (high school teachérs must meet
or tallz with at least four parents a month);

¢ An enormous district investment in computers, which provide
remedial instruction to academically needy students;

¢ School and business partnerships; and
¢ Closer monitoring of the faculty.




. Finally, when a visitor asks to be shown indications in some districts

N that school improvement efforts aré succeeding, hé or she is guided not
to aresearch and development office to discuss evaluations or test
score results, but into classrooms to observe and talk with students.
Mapleton enrolls 120 at its altérnative school for youngsters who have
dropped out or are failing in a traditional program. District educators
believe all would drop out from a regular school setting, but here a
‘large number earn a regular diploma or a General Educational Develop-
ment (GED) certificate. Those enrolled include 19-year-old Joe Torrez,
who took timeé out from a mathematics assignment he was completing_
on a computer to explain, “I was falling behind [at nearby Thornton-
"High School]. I ¢ouldn’t get in the groove. I was going to quit.” He likes
the alternative program because here he car. work at his own pace and
maintain the flexible scheédule he needs to work part time. He was
scheduled to graduate this spring.

CONCLUSION  ‘The 16 districts involved in Froject Education Reform have not yet
achieved all that they would like. Some of their plans to improve
schools have barely begun. “We're poised — but what’s needed now is
strong follow-through,” Lewis of Memphis explains. Some have en-
countered roadblocks on the highway to reform that they have yet to
surmount. Quantitative evaluations of their reform efforts are few.

But these districts inspire hope among people who fret about American
education. Galinsky from Paramus is optimistic: “When this project is
‘assessed, I think the governors and [U.S.] Secretary of Educat;on
Bennett will be able to point to the 16 districts and say, ‘Here are
places where things did happen.”™ Capable and dedicated educators are
on payrolls in each of the 16 — educators who are starting to take the
risks needed to improve American schools. “There’s a tremendous pres-
sure for status quo — and we must continue to find way. .0 break
through that, because it's not going to get us where we need to be in
the future,” explains Cito of Montrose.

These educators express one great concern — that education reforia
will lose its allure, that the public and policymakers will turn their at-
tention to othur issues before real change has time to occur. Galinsky
notes:

The governors need to keep education on the front
burner — it cannot be an election-year-only agenda
item. When the importance of education and
educational reform is no longer the highest priosity,
I'd predict that a lot of these efforts will dry up.
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Some of the governors-have committed themselves to doing just that.
Utah Governor Norman Bangerter explains:

Education practices of the past have served us well,
but the days of the little red schoolhouse are gone. The
5 years since the issuing of A Nation at Risk have
produced many changes for education in Utah, It has
not been “business as usual” in the schools. In spite of
all the changes that have occurred, it is imperative
that the momentum for reform continue, as theze is
yet much tc be done. I am confident that the
pioneering spirit that has propelied this country to
greatness for the past two centuries will prevail and we
will see a restructuring of schools to fit our students
for the 21st century.,

This is the challenge during the currént wave of education reform — to
remain focused on our Nation's children, to learn from the experiences
of these 16 and other districts committed to better schools, and to
push toward new frontiers.
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PART 2

PrRoOGRAMS TO IMPROVE AMERICAN SCHOOLS

ViISITS TO 16 The 16 districts participating in Project Education Reform have
SCcHOOL DISTRICTS developed a vast array of programs that fit 13 recommendations from

Time for Results to improve thé Nation’s schools. The triumphs and
troubles each district encountered while doing so are described in this
section. Some of the programs break more new ground than others,
partly because what one district considers innovative may be long-es-
tablished practice in another. Most of the programs were designed to
meet the singular needs of each school system; therefore, a:program
that succeeds in Orangeburg, South Carolina, may be unsuitable for
Provo, Utah. But however great the districts’ differences, their leaders
still believe that their reform efforts have taught them much that can
benefit anyone €ager to provide American youngsters with top-quality
schools.

Good schools — and innovative educational programs - do not develop
quickly; the best ones evolve over months and years. The following
descriptions reflect what a-U.S. Department of Education analyst and.
writer discovered in these districts between December 1987 and March
1988, “Come back again in 1991 — during the final year of Project
Education Reform,” one superintendent urged the visitor. “We'll have
lots going on that we haven't even started. Our programs will be greatly
improved.”

ARKANSAS Arkansas is the one State among the eight participating in Project

‘Education Reform whose stories of reform involve two schools instead

of two districts. Governor Bill Clinton explains why:.

We want schools in which curiosity and imagination
are valuéd, where intellectual risk-taking is
encouraged, where school personnel at all levels work
as a team toward one goal. While worklng on the.
leadership section of the National Governors’
Association’s Time for Results report Ideveloped a
strong belief that school-based- management can
accomplish those goals by developic ¢ leaders from
within the schools and classrooms, where learning
actually takes place. That is why Arkansas chose
schools, rather than school districts, for the model
schools project.




LittLE Rock

LOCATION:

TYPE OF DISTRICT:
STUDENT ENROLLMENT:
RACIAL MIX:

STUDENTS RECEIVING FREE: AND
REDUCED-PRICE LUNCH:

REFORM AREA:

Central Arkansas
Urban

27,000

70 percent black, 30 percent white

43 percent
School-based management

In 1958, Central High School symbolized all that was wrong with
American education. That year the school made international
newspaper headlines when Governor Orval Faubus tried to defy the
U.S. Supreme Court's order to integrate the Little:Rock public schools
by ordering the Arkansas National Guard to bar the entry of nine black
students to Central. When riots ensued, the district closed for the
remainder of the 1958:59 school year.

Today, enrollment at Central is 59 percent black, and the school,
which stands in an inner city Little Rock neighborhood, is thought by
many to be a model of race relations. It offers a choice of 130 courses,
including five modern and classical foreign languages. During the past
7 years, it has produced about 10 percent.of Arkansas’ National Merit
Semifinalists, and it sends its graduates to many of the Nation’s most
competitive «.olleges and universities.

Central High School is now. attempting further strides. During the
1987-88 school year, it took steps to improve its curriculum. Teachers
developed several new courses, including oneés in physical geology, an
American Studies seminar, and a Writing for Success program. It in-
cludes everything in the regular English class, but it also teaches stu-
dents the connection bétween reading and writing by (among other
things) having them keep journals, conduct research for writing
projects, and edit each other’s copy. Central also formed a partnership
with Woodruff Elementary School, a nearby inner-city elementary
school, enabling-Central staff members to teach science classes at
Woodruff and to teach the elementary school’s 4th through 6th grade
teachers enough Latin so they in turn can tastruct their students. Next
year, aftéer transportation problems have been ironed out, Central stu-
dents will become mentors and tutors to Woodruff students. The two
student councils also plan to work together on some projects, and
Central's journalism department will help Woodruff students produce
the school newspaper.

During the 1988-89 school year, school officials expect more far-reach-
ing reforms. Principal Everett Hawks has formed a committee of
teachers and staff members to develop what Little Rock: School Board
Member Skip Rutherford describes as.“the definitive model of site-
based management for Arkansas” — one€ that will enable principals and




‘their staffs to make more decisions about management ana education

in their schools. Central staff members delayed such changes this past
year because of upheaval resulting from a teachers’ strike, the appoint-
ment of a new superintendent, and a court desegregation order that
prompted massive staff and student reassignments throughout the dis-
trict. Although the committee has yet to work out details, Rutherford
and Hawks have ideas for what the model might include:

e Ways for teachers to be more involved in decisions that affect
them;

e Teachers serving as mentors for students;

e An evaluation system in which students evaluate teachers and
the principal, and everyone evaluates him- or herself;

e Plans to reduce the dropout rate (which remains troublingly
high, particularly among black students); and

e Plans to create more of a community atmosphere (for éxample,
by having teachers become miore fiivolved in nonacademic
activities or creating one big lunch period, at the final portion of
which special instructional or entertainment programs could be
scheduled),

The greatest challenge facing Hawks is to get staff support for the
reforms, some of which veer from provisions in the teachers’ contract.
Efforts got off to a shaky start last year when the district’s administra-
tion rejected a proposed list of changes that a committee of Central
teachers favored. Some staff members now say this dampened their en-
thusiasm for reform. (Rutherford said the suggestions were turned
down not so much because thz district administration opposed them,
but because with so much district-wide upheaval “their boats were
loaded” and they were unprepared to handle any more change.)

Despite this setback, considerable suppott from the superintendent on
down the hierarchy can be found for school-based management in Lit--
tle Rock. Superintendent George Cannon believes that school-by-schcol
decisionmaking is particularly important in a fairly large district like
Little Rock, whose schools have such varying needs. But in exchange
for granting principals and their staffs more authority to guide their
own destinies, he says, they 1aust then be held accountable for what




their students achieve. Cannon suggests several ways to gauge suc-

cess: test scores, the dropout and attendance rates, and student par-
ticipation in activities. As Central's school-based planning progresses,
he says, the district administration williccep tabs on these indicators.

CONTACT:  George Cannon

Superintendent
810 West Markham Street
Little Rock, Arkansas 72201
(501) 374-3361
Everett Hawks
Principal
Central High School
14th and Park Streets
Little Rock, Arkansas 72202
(501) 376-4751
SPRINGDALE
LOCATION: Northwest Arkansas
TYPE OF DISTRICT: Small city/rural
STUDENT ENROLLMENT: 7,366
RACIAL MIX: 99.5 percent white
STUDENTS RECEIVING FREE- AND
REDUCED-PRICE LUNCH: 20 percent
REFORM AREA: Redesigning the schools

A sign on a bulletin board in one of Springdale’s School-Within-a-
School classrooms reads, “S.W.S. — Making the Connections.”

Another nearby lists “The Basics of Tomorrow”:
e Evaluation and analysis skills;
e Critical thinking;
e Synthesis;
e Organization and reference skills;
e Problem-solving strategies;
¢ Decisionmaking;
e Application;
e Creativity; and

e Commu:dcation skills through a variety of modes.

%
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Welcome to one of four classrooms within Springdale High School,
where instructors are using new methods to teach these things to the
55 students enrolled.

During the spring of 1985, the former principal at Springdale High
School attended a seminar at which educator and author Theodore
Sizer discussed problems outlined in his book, Horace's Compromise:
The Dilemma of the American High School. Springdale High School ap-
peared to suffer from similar problems, which ranged from tracking stu-
dents in homogeneous groups to developing students who passively
move through their school days with unengaged minds. So soon after
the seminar, school officials sought permission to proceed with an ex-
perimental program. The district applied for and recetved a 3-year
matching grant from the Winthrop Rockeféller Foundation to help
defray costs, and the School-Within-2-School opened its doors at the
start of the 1986-87 schoul year.

In structuring the program, the former principal and teachers were
guided by many of Sizer’s tenets: for example; that teaching and learn-
ing should be personalized, and that teachers should be “coaches” and
students “workers,” enabling the latter to learn how to learn. The
school's philosophy is that it is less important to move superficially
through a 500-page biology book than it is to thoroughly understand a
part-of it — and the process of learning science.

Students take four interdisciplinary ¢lasses — Inquiry and Expression,.
Literature and the Fine Arts, History and Philosophy, and Scién<e.
They also enroll in math and électives within thé regular curriculum.
The School-Within-a-School teachers meet daily to plan joint lessons
and discuss mutuz! concerns. To begin the 1987-88 year, students
studied the theme “Choices and Consequences” in all of their School-
Within-a-School classes. For exan.ple, in the science class, the teacher
covered such issues as the source of foods and their nutritional values.
The history and philosophy class drew on exampleés from economics
and world history. to help-students understand the economic and cul-
tural conisequences of decisio'ls regarding foods.

The School-Within-a-School is a major shift from traditional education;
not surprisingly, it has encountered some difficulties. Sizer suggested
basic t~nets to follow, but left it to local districts to decide for themsel-
vés how to knplement them. Consequently, the four teachers in
Springdale struggled a bit when the program began — and now admit
that they would encourage the administration to delay starting the
program if they had it to do over so that plans could first be more firm-
ly cemented, The program also suffered a setback when the principal
left halfway'through the firct year; he was replaced by an interim prin-
cipal, who in turn was replaced by a permanent principal, Harry Wil-
son, in September 1987 Initially, the program enrolled about 80
students, some draw .¢Ss by a belief in the School-Within-a-School
philosophy than by a dislike of the regular school. Most of those who
did not support School-Within-a-School goals eventually left the
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-program, reducing enroliment to 55. School officials would prefer a
larger enrollment and hope next school year to return to 80 students.
Furthermore, the School-Within-a-School teachers report feeling some-
what isolated from the rest of Springdale High School, although their
classrooms are in the midst of it; they say that many of the other
teachers don't really understand what the four are trying to ac-
complish. Efforts are-now underway to overcome this problem.

Despite these difficulties, the students, parents, and teachers involved
with the school today are overwhelmingly enthusiastic. “We learn to
use our minds,” sophomore Jeff Tate told a visitor, echoing the senti-
ments of many of his classmates. Grace Donoho, whose daughter, Amy,
is enrolled in the program, adds:

This fits with my feelings about education. I like the
interdisciplinary approach — the kids learn that one
thing relates to ancther. I like the family aspect of the
program. Teachers are not ‘only teschers, but
counselors. They listen; and they are tuned into the
students.

Furthermore, Donoho reports, because Amy has improved her reason-
ing skills, “It's much more difficult for me to argue with her now.”
Teacher Fran Flynt sums up what she likes best about the program:
“I'm teaching my students to be students for life.”

The program has funds to continue in its current structure through at
least the end of the 1988-89 school year. An ongoing evaluation of the
Schaol-Within-a-School will determine whether to maintain the
program in its present formror in an altered one. Whatever the evalua-
tion'shows, Superintendent Jim Rollins believes that the best aspects

of the program — developing students’ abilities to think critically, for ex-
ample - should be incorporated into far more American high school
classrooms.

CONTACT: )
Jim Rollins
‘Superintendent ’
Springdale School District #50
. 202 West Emma Avenue
P.O. Box 8
Springdale, Arkansas 72765-0008
(501).751-9293

Harry Wilson

Principal

Springdale High School
1103 West Emma Avenue
Springdale, Arkansas 72764
(505) 751-4838
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COLORADO

The school class that will graduate in the year 2000
entered kindergarten last year. These future high
school graduates will encounter increasingly competi-
tive environments, We’ve got to do better at educating
all our youth to prepare them for the world of the

future.
Governor Roy Romer
MAPLETON
¢ )
0 LOCATION:  Suburban Denver
TYPE OF DISTRICT:  Urban/suburban
STUDENT ENROLLMENT: 5,000 ’
RACIAL MIX: 69 percent white, 25 percent Hispanic, 6 percent other
STUDENTS RECEIVING FREE- AND
REDUCED-FRICE LUNCH: 29 percent
REFORM AREAS: Technology
: Early childhood programs for at-risk youngsters
) Droput prevention

At Monterey Elementary School in suburban:Denver, 30 children have
been loaned computers to take home. Under the watchful eye of their
parents. these youngsters can practice-mathematics and reading and
play. educational games. Their pareats have received computer training
in ovdér to guideé their children effectively: Principal Robert Seno
reports that this experimental program has many beneficiaries:

e Thestudents, most of whom lag:pehind their peers academically,
can spend extra tin:e mastering basic skills;

e The Monterey staff is.tcwarded because its students progress
faster; and

e The parents”!earﬁ to use coraputers‘and become more involved
-with their children's education.

A survey of parents found that an overwheliaing majority liked the take-
‘home program and felt that their children had-learned from it. A com-
puter compary, Prescriptive Learning, paid the program's $19,000 cost
during the 1987-88 school year; in the future, the district hopes to con-
tinue the program with other funding,

This take-home computer program is just part of a comprehensive plan
that Mapleton school officials have initiated to introduce their students
and staff to edvcational technology. By using computers, the district
aims to make learning more attractive to students, and to help prin-
cipals, teachers, parents, and students assess students’ academic
progress more efficiently. Superintendent Jack Blendinger reports that




during the past school year, 38 percent of all students and 48 percent
of junior high and high school students used computers daily.

At the secondary.level, computers are used largely to provide indtvidual-
ized remedial instruction and to gauge students’ academic progress.
Students who test at least 1 year below grade level use the Prescription
Learning program, which on average enables students to progress at
least one grade level for every 40 hours of classwork. In addition, an
Ideal Learning program provides instruction in reading and mathe-
matics (including algebra, geometry, trigonometry, calculus, and math
analysis), language arts, Spanish, German, and physics. Business
education, computer programming, and advanced writing classes also
use computers. At the elementary level, computers are used to provide
students with academic instruction as well as detailed report cards.

To address the needs of at-risk 3- and 4-year-olds, the Mapleton
schools developed-a special preschool program. Three-year-olds come
twice a week for 2 hours and 4-year-olds come three times a week for 2
hours of instruction that Program Audiologist Jan Murphy describes as
“very child-centered . . .We turn situations back to the kids and ask
them, ‘How would you do this?’ so they can start to depend on themsel-

ves.” The program helps the youngsters become more comfortable with
other children and adults and helps prepare them for kindergarten.
“We want them to have a positive self-image and develop good feelings-
about learning,” Murphy explained. Each day begins with a welcome
period;:after which they spend time in small groups with an adult to
plan what they will do for the day. Next they move to work time, during
which they complete an activity (one day last February, most students
used sponges to paint blue and red dinosaurs) and they conclude with
a recall period, when they ta'’c about what they did. At the end of the
1987-88 school year, the district planned to survey teachers and
parents to gather subjective evidence of student growth. In the future,
the district may also conduct a more quantitative evaluation.

A broad array of programs in Mapleton, ranging from a teen parent
program to a peer counseling program, aims to reduce the 7 percent an-
nual dropout rate. One program within Highland High School serves 76
teenagers, most of whom earned F's in the 9th grade, have attendance
and discipline problems, and received test scores 2 years below grade
level. Before this program began a year ago, these students usually
caused problems during the first 9 weeks of school, after which they
dropped out, according to Principal Billy Hufford. In this special
program, students typically meet as a group at the start of each day for
a short silent reading period, after which announcements are made
and the daily schedule is announced. Students then divide into four
groups for instruction in science, English, math, and spectal education
(which provides them with chances to explore careers and receive any
special help they need). On most days, they attend all four classes, but
the schedule is flexible enough to provide, for example, a science class
long enough for students to go on a field trip.
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MONTROSE

An alternative program outside the regular high school serves students
who generally have more severe learning and behavior problems. Many
of these students previously dropped out and are returning to earn a
regular or a General Educationial Development diploma. The 120
youngsters enrolled, who come not only from the Mapleton Public
Schools but from throughout the area, have included everyone from
armed robbeis to emotionally troubled teens. In the alternative school,
they recetve a biasic educational program and lots of indtvidual
academic help, and'‘counselors are available to work with them on
problems ranging from pregnancies to family suicides. Students enter-
ing the program sign a detailed agreement, which spells out everything
from attendance requirements (a minimum of 5 classes a day or 25
classes in any week); to the school's drug policy (students caught using
drugs in school are suspended). About one-third of those who enter the
program, which has operated for 12 years, eventually earn a diploma,
few of whom would do so at the traditional high school.

The Mapleton schools are also exploring the possibility of a partnership
with universities and businesses. Thus far, nine companies have ex-
prwsed an interest in the concept.

CONTACT:  Jack Blendinger
Superintendent
Mapleton Public Schools
591 East 80th Street
Denver, Colorado 80229
(303) 288-6681

LOCATION:

TYPE OF DISTRICT:
"‘STUDENT ENROLIMENT:
RACIAL MIX:

STUDENTS RECEIVING FREE- AND
REDUCED-PRICE LUNCH:

REFORM AREAS:

Western Colorado

Small city/rural

4,300

86 percent white, 13 percent Hispanic, 1 percent other

35 percent

Parent and community involvement
Redesigning schools

Dropout prevention

Until 2 years ago, most of the maps hanging in Montrose classrooms
still contained the Belglan Congo. No matter that the African country
has not becn been called by that name since 1960, or that it has been
the Nepublic of Zaire since 1971; Montrose had no money to replace
the 41d maps with new ones.




£nter the Montrose Academic Booster Club, which for the past 4 years
has responded to just this kind of need. Tz club is a nonprofit group
with about 400 members. It stresses the unportance of academic excel-
lence and provides teachers with money for new programs that en-
hance the curriculum in areas from science to music to math. Its
members include everyone from parents, who might contribute $15 a
year, to banks and wealthy individuals, who might contribute
anywhere from $500 to $1,000. Teachers, administrators, and other
community residents also belong.

In one important respect, the booster club is typical of many reform ef-
forts in Montrose: it is based on a belief that successful schools require
parents, teachers, administrators, and community members to assume
nontraditional duties. Superintendent Robert Cito explains, “This is not
a shift but an expansion of responstbilities, and a more enlightened
sense of each individual’s respcnsibility in the education process.” The
booster club, like other efforts in Montrose that attempt to involve more
parents, enables the schools to respond more effectively to community
needs.

Significantly, the booster club is governed nJt by the district, but by a
board of 12 community members. Since the club began, it has pumped
more than $65,000 in grants into the public schools. The club will‘not
pay for items like textbooks ‘tat should come out of the district's
general operating budget. But it will pay for spectal ftems like airfare
for a student to attend a national speech competition or new-maps for
Montrose classrooms. On behalf of teachers frustrated with the out-of-
date maps, the club launched a Montrose Maps the World campaign,
which netted $18,000 to replace them, an amount the school district
matched. The organization also contains a committee to recognize stu-
dent academic achievement.

In other efforts to involve more parents, each Montrose school has es-
tablished a Parent Advisory Committee composed of parents and
teachers who meet regularly to talk about the curriculum, school
policies, activities, goals, and facilities. Each committee selects one
member to serve on the systemwide Accountability Commiittee, which
discusses the same topics from a district perspective. A community
task force was also established recently to study the mid-level grades in
Montrose. As a result of its recommendations and those of teachers,
the district has reorganized the grade configurations of its schools.

Efforts to redesign the schools in Montrose require staff members to
step out of traditional roles by becoming more involved in decisions
that affect them. “It works to everyone's benefit to give our teachers a
stake in all aspects of education, from the selection of materials to the
configuration of our schools,” Cito says. Therefore, teachers are actively
involved in ongoing development of the curriculum, which is revised
every 6 years, Teachers from each school and grade level serve on
teams, each of which sets objectives for the students in a specific cur-
riculum area, decides what matter should be taught and in what order,
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and selects materials. Teachers have also been actively involved in
recent decisions to reorganize grade configurations: this fall, the eight
elementary schools will house kindergarten through 5th grades; the
two middle schools 6th and 7th gracies; the one junior high 8th ar*
9th grades; and the two high schools 10th through 12tl: grades.
Teachers designed everything from curricula to attendance policies to
-extracurricular activities in these restructured schools. Finally,
teachiers help hire teachers and administrators, and they participate in
a peer analysis program that enables them to constructively critique
each other.

sive program in 1986 when 12 percent of its students ldt school. A
task force of 18 community people developed a strategy to identify
potential dropouts and deal with those who had already left school.
With a grant from the Colorado legisla ure, the district then hired a full-
time dropout prevention program director. Within 18 months after the
comprehenstve program began, the dropout rate in Montrose had fallen
to 6 percent, which school ofiicials attribute to a range of activities:
tutor and mentor programs, workshops for students to teach study
skills and parenting skills, teacher training workshops, and an ex-
panded counseling program. A program called *Coinmunity for Drug-
free Youth” was also organized.

In addition, the dropout prevention program led tb the creation of a

summer school program for at-risk students in grades 5 through 8.

Students attend classes for 4 days a week for § weeks. Following break-

fast and a morning meeting, students receive 3 hours of intensive help

in listéning, reading, speaking, writing, and vocabulary. Afiér lunch,

studen’s attend two 1-hour sessions of Spanish culture, computers,

drama, or tae kwon do, a Korean martial art resembling karate.

Teachers are carefully selected, and the curriculum is designed to em-

phasize “hands-on” activities. During the 1987 summer, the 60 par- :
ticipants improved their reading achievement levels by an average of 1 )
year and 3 months.

To provide students aged 16 to 21 with another opportunity to obtain a
high school diploma, tne district began a Second Chance program. It
provides flexible hours to accommodate students with varying
schedules, as well as materials adapted to the participants’ different
needs and abilities. Some of the young adults enrolled never recetved a
diploma and return for a GED. Others received a diploma but didn't ac-
quire sufficient basic skills to do well in the work world. “We say that if
[a hardware store) hires someone who cannot read the instructions to
put a lavnmower together, and they have a diploma from Montrose,
then we've cheated that youngstez,” Cito explained. The supe—intendent
asks area employers to keep these young people-on their - | rolls, but
send them back to school after work hours at the district's expense to
learn what they missed the first time.
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MISSOURI

CoLuMBIA

Other dropout prevention efforts include an elementary school program
to boost self-esteem, a community tutor and mentor program to hclp at-
risk students, and a peer counseling program.

CONTACT: Robert Cito
Superintendent
Montrose County School District
126 South 5Sth Street
P.O. Box 219
Montrose, Colorado 81402
{303) 249-7726

Project Education Reform is a vital part of our overall
effort to make Missouri schools better, aind to make
Missouri's future brighter..

Governor John Ashceroft

LOCATION:

TYPE OF DISTRICT:

STUDENT ENROLLMENT:
RACIAL MIX:

STUDENTS REEIVING FREE- AND
REDUCED-PRICE LUNCH:
REFORM AREAS:

Centrzil Missouri

Mediuru-sized city

12,020

87 percent white, 12 percent black, 1 percent other

27 percent:

Programs for parents of preschool children

Parent involvement

Trairing programs for administrators involving partnerships
Dropout prevention programs

Since 1960, the Columbia Public Schools have held 16 tax referenda
and bond issues. Voters have said yes to all of them — by an average
margin of nearly 4 to 1. Such a record reflects the support that this
Missouri community has historically lent its public schools: Today, 75
percent of the adult population has attended college (56 percent have
graduated), and half of the adults are employed in medicine or educa-
tion (Columbia is home to several academic instiiutions, including the
University of Missouri).

School offic..ds bélieve this environment eases reform efforts because

the community wants better sc*tools. In an effort to provide them, the
district has created programs for parents of preschool youngsters and
has developed ways to involve parents more in their children’s educa-
tion.




B First, Columbia has a Parents as Teachers program to provide

.mothers and fathers with information on how to be better parents.

State law requires all Missouri districts to offer such a program based
on the work of child development expert and atithor Burton White. He
believes that the years from birth through age 3 are critical for a child’s
intellectual and social development, but sadly enough, White observes;
“You get miore information on the care of your new car than youdoa
new baby Columbia’s Parents as:Teachers employs a program coor-
dinator and 8 parent educators who serve about 550 families. Mothers
and fathers attend meetings to learn about everything from what to-ex-
pect of a newborn baby (périods of wakefulness that increase from 2 to’

3 minutes an Kour t0.6 to 7 minutes an hour) to what toys a child from-

14 to 24 months will:most enjoy (pails for pouring, émpty boxes of all
sizes, and plastic containers with lids). About five times a year, the
families receive home visits from the parent educators, who provide
whatever guidance the mothers and fathers need to give their children.
a strong start in life. Ttie comments-of program participant Linda
Jones, who has 3-year-old and. 10-month-old sons,. are typical; “I've
learned what to expect of my children at a particular. age. It's nice to
Kknow that wiien you are going through- rough times, you aren't-alone.”
(An evaluation of the Parents as Teachers program is contained in the
description of reform efforts in Independence.)

B Second, Columbia has formed a Paitners in Education program
to involve parents and the community more actively in the schools. All
21 schools in Columbia are paired with at least 1 business, hospital, or

college. These partnerships allow the schools to share their educational

assets with the business community, which in turn can contribute its
resources to the schools. Each school has formed a steerlng committee,
which meets monthly to discuss partnership activities and which
reports regularly to the. program’s district-wide coordinator. The busi-
nesses include the Commercé Bank of Columbia, whose entry foyer
looks as much like an elementary school clessroom as it"dow afinan-
cial institution. Brightly-colored children’s drawings of flags from
around the world decorate one wall, each of them representing a
country-that participated in the Winter Olympics. Indeed, the spirit of
nearby Parkade Elementary School, whose students produced this
artwork, is present throughout the bank. Cominerce Bank President
Daniel Scotten estimates that from 60 to 70 percent of his employees
have contact with Parkade youngsters in activities that range from
pizza parties and volleyball games to “shadowing” days when students

can follow around a bank-éniployee to learn about his or her job. At the-

secondary level, West Junior High is paired with the Shelter Insurance
Companies, which has had some of its employees exchange jobs with
teachers for the day and has sponsored a “Great American Smokeout”
to help junior high « siadents quit smoking,.

B Third, the distri¢t involves parents in its early childhood
programs for children from birth through age 5 who have moderate to
severe handicaps The programs’ staffs spend almost as much time
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with parents as with the handicapped children themselves, teaching
them how to help their children strive toward their greatest potential.

® Finally, a 10-year-old volunteer program has allowed the district
to involve still more community. members and parents in the schools.
Columbia recently formalized its program and hired a director of school
and community. programs. The volunteers, who last year donated
20,000 hours of their time, .go through an orientation and training, and
teachers receivé information and training on how to more effectively
use voluntéers. Their talents have béen used for everything from assist-
ing with math and reading instruction to setting up science experi-
ments and ‘working with- handicapped children..

In another area of reform, Columbia has expanded it$ training program
for school administrators. Several administrators have attended State-
sponsored administrative academies, and many have attended national’
conferences. Discuissions were to be held this summer with officials at
the University of Missouri and management personnel from several
share their managent training programs. Administrators a]so recetve
special instruction in the elements of effective teaching so that they can
help teachers do their jobs better.

In a fourth area of reform, Columbfa has established an alternative
program for potential dropouts. Students who have a hard time thriv-
ing in Columbia’s traditional junior highs and high schools can attend
the Secondary Learning Center. Many of the 90 youngsters it enrolls
come from brokeén homes, most have poor academic records, and al-
most all have low self-esteem. “It's more relaxed here than in a regular
school,” explains Timothy Travers, the center’s director. Classes at the
center are smaller than they are in a regular school, and each teacher
is assigned 6 or 7 students whom he or she meets with daily to provide
support and monitor progress. The teacher also maintains contact with
the students’ parents. Youngsters are not allowed to miss more than 4
unéxcused days of school per semester if they wish to receive credit.
They study traditional subjects (English social studies, science, math,
art, reading, home economics), in addition to which they enroll in voca-
tional and clerical programs, attend parenting classes, and work part
time, Close to 90 percent of the participants improve their attendance
and their grades. Nineteen-year-old Tammy Horne provides one ex-
planation: “You don't have the tensions of the regular (high) school. It's
like you're treated like a pefson here.”

CONTACT: John Stolt
Assoclate Superintendent of Instruction
Columbia School District
Administration Building
1818 West Worley Street
Columbia, Missouri 65203
(314) 445-8541
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INDEPENDENCE

- LOCATION:
' TYPE OF DISTRICT:
S’IUDENTENROLLMENT

RACIAL MIX:

STUDENTS RECEIVING FREE- AND
REDUCED-PRICE LUNCH:

REFORM AREAS:

Western Missouri

Suburban

11,216 -

94 percent white, 2 percent black, 4 percent other

20 percent

Redesigning the schools

Programs for parents of preschool children
Changing the structure of the teaching career

¥ sthes ot

This fall, 9 of the 13 elementary schools in Independénce will assumé
a responsibility that has not traditionally been handled by American.
public schools. As a part of its Twenty-First Century Schools project,
the distric. will provide daycare.

The project is based on the ideas of Edward F. Zigler, an international
childcare expert, who believes an extensive daycare system should be
intricately woven into the very structure of our society. Independence,
where about 65 percent of al others with school-aged children work
outside the home will be his first rhodel project. It will include:

e Achild caré program for school-aged children up to age 12,
which will be available both before and after regular classcs;

e Daycare for 3- and 4-year-olds that will run the éntire day;

e A parent education program for parents of children from birth to
age 3 (this program is already in place);

e A referral system for parents in need of daycare; and
e A strong partnership of parents and the schools.

Zigler believes daycare should not be babysitting; theréfore, Indepen-

dence children will participate in activities including basketball, music
lessons, aand computer classes. Local foundations and the Missouri
Department of Education will contribute to training and start-up costs,
but modest fees (for all but low-income parents unable to afford them)
eventually are expected to sustain the program. Zigler and an associate
will train the staff and evaluate the daycare part of the project.

In 1981, Independence became one of the first four districts in Mis-
souri to launch a Parents as Téachers program: similar in most respects
to the one begun 3 years later {n Columbia. (See Columbia section for a
description.) The Independence progiam is also based on the work of
Burton White and provides classes as well as information and home
visits to parents.

Under contract first with the Missouri Department of Educition and
later with the Independence schools, an independent evaluator has con-




ducted two studies of the Parénts as Teachers' program. The first study,.
which was based on a sample of participants in the first four model
programs in Missouri including Independence, showed that the
children whose parents were enrolled in them scored significantly
higher on all measures of intelligence, achievement, and verbal and lan-
guage abilities than did nonparticipants. Furthermore, the parents
reported that their children more often had strong self-identities, had
positive relations with adults, and could cope well with new situations.
Also significant was that traditional measures of “risk” (parents’ age
and education, income, number of younger siblings, and the amount of
alternate care received) bore little or no relationship to test results — in
other words, the Parents as Teachers parents and children:performed
well regardléss of socioeconornic background or other traditional risk
factors. The second study. based solely or: »articipants in Indepen-
dence, reached similar conclusions.

As another part of its efforts to redesign-schools, Independence is-
studying Japanese management techniques, which have the reputatisn
for enabling the relationship betvséen that country’s bosses and
employees to move from confrontational to cooperative.-Superintendent
Robert Henley is uncomfortable with the adversarial relationship that
traditionally exists between teachérs and school administrators, par-
ticularly during contract negotiations. To improve this relationship, a
grouy, of district administrators and teachers hopes in the niear future
to visit the GM/Toyota plant in California, which has gained success by
using Japanese techniques with American workers, (Thus far, several
scheduled visits to the plant have fallen through.) E /entually, the dis-
trict would like to producc-a brochure listing what d: stricts can do to
make the relationship between teachers and administrators more con-
genial.

To change the structure of the teaching career, Independence has
developed a career ladder program, giving teachers the chance to earn
more money in réturn for assuming more responsibilities. The

program, which just completed its second year, follows a model that

the Missouri Department of Education developed after the State’s Excel-
lence in Education Act of 1984 provided money for career ladder
programs. (Last year, Indepéndence paid 45 percent of the $827,425 ex-
pense; the State paid for the rest.) School officials hope that, by reward-
ing excellent teaching, the program will encourage teachers to do their
best work. They also hope it will foster teachers’ professional growth,
and that it will encourage teachers to remain in the profession.

The program has three levels. Teachers on the first level receive an ad-
ditional $1,500, on the second level an extra $3,000, and on the third
level $5,000. Qualifications and responsibilities increase with each
step. For example, a step 1 career ladder teacher must possess 5 years
of teaching experience in the Missouri public schools, while a step 3
teacher must have taught for 10.years; a stép 1 teacher might par-
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ticipate in building or district curriculum committees, whereas a step 3
teacher might develop or cogrdinate summer programs.

A district evaluation completed after the first year of the program found
that it achieved its goals, that teachers assumed a broader range of
responsibilities than they would have without the program, and that
the program encouraged many to receive additional training,

CONTACT:  Robert Heriley
Superintendent
Independenice School District
1231 South Windsor
Independence, Missouri 64055
(815) 833-3433

LOCATION:

TYPE OF DISTRICT:
STUDENT ENROLLMENT:
RACIAL MIX:

STUDENTS RECEIVING FREE- AND
REDUCED-F; ICE LUNCH:

'REFORM AREAS:

Southeastern New Hampshire
Suburban

2,924

99 percent white, 1 percent other

6 percent

Changing the structure of the teaching career
Administrative Tvaluations

Training for administrators that involve partnerships
Téchnology '

In 1984, the Timberlane Regional School District in southern New
Hampshire instituted a Performance Based Salary Program which has,
according to Superintendent Terrance Holmes, “changed the culture
around here.”

The superintendent says that téachers today in Timberlane “are more
aggressive” and “are more apt to look out for themselves” than they
were before the the district began a comprehensive program linking
pay partly to job performance. Furthermore, he believes the quality of
teaching has improved significantly: The Timberlane School Board
began the program with hopes of making its professional salaries more
competitive, of attracting the best and most qualified staff, and of
developing strong standards of excellence for teachers. The Timberlane'
Teachers Association, an independent organization not aligned with
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any State or national association, agreed to the program as part of a 5-
year contract that also extended their work year from 186 to 192 days
and gave teachers annual salary increases ranging from 5 to 25 per-
cent,

The program requires every teacher to be evaluated at least three times
a year. (The principal must evaluate all of his or her staff at least ance.)
At the start of the school year, evaluators and teachers meet to set
goals, At least one of the evaluations, each of which lasts from 20 to 45-
minutes, must be announced in advance. While observing the teacher,
the evaluiator takes notes on everything from how the teacher uses his
time to how much-students participate. Then the evaluator writes up
‘his findings (concentrating on the positives), and meets with the
teacher (where he discusses the positives and the negatives). A year-
end conference based enall the observation reports is also held.
Teachers receive an overall ranking for their work, which is used to
'hélp determine their salaries for the next school year. (The evaluation
procedure is somewhat different for first- and second-year teachers.)

Principal Judy Deshaies, like many other Timberlane administrators,
lauds the program for making teacher evaluations atop priorits, for
stimulating teachers who resist change, and for raising district expecta-
tions for students. “Poor teaching‘ practices in Timberlane do not go un-
noticed or unaddressed,” she says. On the negative side, she says the
_program is extraordinarily time-consurning, and that some teachers

<l the evaluations place them under enormous stress.

Not all teachers — particularly those who received average or lower
rankings — assess the program as positively as the superintendent or
Deshaies. A comprehensive study prepared for the New Hampshire
School Boards Association praised the program for attempting to deal
with inequities inherent in a traditional salary schedulé. The study was
completed by two professors from the University of Connecticut and
the University of New Hampshire with a grant from the U.S. Secretary
of Education’s Discrétionary Grant Fund. It found that teachers were
divided in their enthusiasm for the program; critics felt it had hurt
morale and worsened the relationship between teachers and-ad-
ministrators, Teachers also reported that the money offered undeér the
plan is insufficient tc-motivate them, and that the evaluations were too
subjective. The study concluded, however, that any problems did not
warrant a return to the more traditional approach of compensating
teachers. Timberlane administrators and teachers say they expect the
evaluation system to continuie, “but in the future performance may not
necessarily be linked to pay.

Timberlane does not restrict its evaluations to teachers; it also has a
system in place that judges administrators and links their pay to pérfor-
-mance. Bicause the role of the principal is changing, the district is
revising its evaluation system. Until a new system is devised, the dis-
trict is using an interim plan. It calls for principals to Le evaluated on
skills that include.an ability to make decisfons, to provide vision, to
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WHITE MOUNTAINS

manage students, to establish good community relations, and to foster
professional growth of the staff.

To gain better skills, several administrators in Timberlane have at-
tended training programs at the University of New Hampshire, Harvard
University, and the Principals Academy program in New Hampshire.
The district is also working with the State Principals Association to-ob-
tain Federal money to establish a School Administrative Resource
Center at the University of New Hampshire.

To improve its use of technology, Timberlane has-completed a 5-year
plan to-bring technology into the schools and has written a curriculum
for computer education in all grades. The computer instruction ranges
from the IBM Writing to Read program for the youngest children (a
description of which is providéd in the Orangeburg section) to special

computer programs in reading and mathematics for high school stu-
dents needlng remedial help.

CONTACT:  Térrance Holmes
Superintendent
Timberlane Regional School District
30 Greenough Road
Plaistow, New Hampshire 03865
(603} 382-6119

LOCATION:

TYPE OF DISTRICT:

STUDENT ENROLIMENT

RACIAL MIX:

STUDENTS RECEIVING FREE- AND
REDUCED-PRICE LUNCH:
REFORM AREAS:

North central New Hampshire
Small town/rural

1,566

99 percent white, 1 percent black

35 percent

Technology

Redesigning the schools

Training programs for administrators that involve partnerships
Student assessment

Last year, Art Hammond estimates.that his junior high science stu-
dents collectively answered 468,000 test questions, and that altogether
he handed out 15,500 student grades. “For a teacher to keep track of
all those without a good recording system is impossible,” Hammond
says. “But with computess it'c easier — and they make it possible to
open the grade books to parents.”
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Hammond is one of about 100 teachers in the White Mountrins-
schools in New Hampshire who has his own computer to tse for every-
thing from recording grades to developing lesson plans. Three years
ago, the district applied for and was awarded an $81,000 grant from

-the Governor’s Initiative- for Excellence in Education prigram, which it

used to provide computers for all elementary school teachers wanting
one. This past year, an additional grant paid for computers for the' high
school staff. (The district also contributed funds.)

“What we did is unique,” Superintendent Edgar Melanson said. “We put
computers in the hands of the teachers instead of the kids.” His theory
is that teachérs must understand computers before their stiidents will
embrace themn enthustiastically. Melanson believes computers ate a par-
ticularly important link to the rest of the world for.a district like White
Mountains, which is small, quite rural, mostly lower middle class, and
relatively isolated (a-2-hour drive north of Manchester).

Thorough training convinced some skeptics that they could benefit
from computers. “If anyone had technophobia, I was the worst in the
district,” elementary school teacher Bonnie Hicks admits, “But the
trainer said that even a monkey could learn to use one.” Teachers in-
cluding Hicks now report that the computers have not reduced their
overall workload, although the quality of services they provide has vast-
ly improved. For éexample, computerized records allow the district to
send home report cards to parents every 3 weeks, detailing everything
from test scores to classroom behavior records. As a result, Hammond
reports, “Parents have stopped being adversaries and have started par-
ticipating in the educational process.”

In an effort to redesign the schools, the district has reorganized its 4th
through 6th grades. Traditionally, elementary school children have just
one teacher in a s.lf-contained classroom for the entire school day.
Three years ago, the district began providing its 4th through 6th grades
with four teachers — one for English, another for math and computers,
onc for science, and a fourth for social studies. Students move as a
group from one class : the next. School officials believe this approach
enables the district to make good.use of each-elementary teacher’s
strengths, gives students varlety during the day, and teaches them to
adjust to different teachers. The one drawback is that a few students
are not mature enciigh to adjust well to the shifting, (School officals
did not consider a similar arrangement for kindergarten through 3rd:
graders because they felt it was important for very young children to
develop a close relationship with just one teacher.) The district plans
eventually to evaluate the reorganization by comparing test scores of
4th through 6th graders in the traditional a:d new grouping arrange-
ments.

To provide more training for school administrators and staff, the Whité
Mountains schools have cooperated with several area facilities. All
building principals have attended a State principal’s academy. Staff
from the - University of New Hampshire district has joined with the
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NEW JERSEY

PARAMUS

University of New Hampshire to present 10 workshops within the dis-
trict for teachers of mathematics. Other cooperative ventures are now
being studied:

The district has also‘improved the way it assesses student achieve-
ment. New Hampshiré mandates tests in grades 4, 8, and 10. White
Mountains also tests in grades 2, 3, 5, 6, 7, and 9 and has used its
findings to help gauge the effectiveness of its curriculum and to revise
curriculum guides in language arts, mathematics, science, and social
studies.

CONTACT: Edgar Melanson
Superintendent
White Mountains Regional School District
21 Highland Street
Whitefield, New Hampshire 03598
(603) 837-9363

LOCATION:

TYPE OF DISTRICT:
STUDENT ENROLLMENT:
RACIAL MIX;

STUDENTS RECEIVING FREE- AND
REDUCED-PRICE LUNCH:

REFORM AREAS:

Northern New Jersey

Suburban/urban

3,300

84 percent white, 13 percent Asfan, 3 percent other

1 percent

Early childhood education for at-risk youngsters
Dropout prevention program

Parent involvement

Administrator evaluations

Through the years, the Paramus schools have initiated many programs
intendéd to improve their quality. So as a participant in Project Educa-
tion Reform, Paramus aimed not to start new programs, but to fine-
tune those it .aready had.

“The district has served at-risk 4-year-olds, many from disadvantaged

backgrounds, since 1974. Youngsters diagnosed as having problems
during a careful screening process are assigned to one of five half-day
classes, each of which meets three times a week. Here, they recetve in-
dividualized instruction in speech and language and are closely super-
vised in play activitiés. (Child: *n found to be handicapped are enrolled
in a special regional preschool.) One day last December, students in the




mornirig-long classes learned colors, helped their teachers make notato
pancakes and pour apple juice, and painted at easels. In these and
other activities, staff members encourage children to explore; teachers
prefer that a preschooler spill his juice while attempting to pour it (and
then help to clean it up) than never to attempt this feat.

Parents are encouraged 16 visit the preschool, where they can sit in the
classroom or observe their chlldren from a special room adjacent to it
with & one-way mirror. Working'parents can visit one Saturday in
February. Parent education and support groups are offered for 6 weeks
in the fall and spring.

Children still considered at-risk after completing the program are
placed in a transitional kindergarten with an adult-to-child ratio of 1 to
6. Most of these youngsters enter the regular kindergarten program the
following year, although a few move directly into thé 1st grade.

District educators soon hope to offer the program to 3-year-olds, and to
expand the entire early childhood program from 3 to 5 half-days. ‘They
also hope to collect longitudinal data to evaluate the current program,
and to offer an English for Mom and Me program for the growing num-
ber of non-English speaking mothers and their children.

In an effort to continue holding down its dropout rate, which during
the 1986-87 school year was 1.6 percent, the district developed the
‘Paramus Transitional Program as a=-alternative route to a high school
diploma. Of the 179 students who Have entered the program since it
began in 1978, .all but 17 have graduated, and 9 have gone on to col-
lege. District educators are now tracking program graduates to see how
they are doing.

Those referred to the program have poor academic and attendance
records. Many come from broken homes and have personal problems
and low self-esteem. School officials aim to get students back into the
regular high school program after they attend for a minimum of one
semester. While enrolled in the transitional program, students study
math, history, English, family living, and health, and they also take

+ gym and an elective. Those enrolled get more personal attention than
they would in the regular high school; two teachers plus an aide are as-
signed.to the 17 to 18-students attending at one time. The staff lets the
teenagers know that poor attendance is unacceptable, and on occasion,
“We'll drive to ‘thefr homes and drag them out, sheets and all,” reports
Richard Piazza, coordinator of the Paramus Community School, which
‘houses the transitional program. He helieves the students benefit from
the program’s setting within the community scho6l, where they are
visible and have contacts with everyone from adult learners, to tod-
dlers, to other high school students.

Although many enter the program reluctantly, most later say they
greatly prefer the transitional program. “I went from a D-to-F student
to an-A-to-B student,” said 17-year-old Tom Pascale, who has been en-
rolled in the program for more than a year. “I was goofing around and
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cutting classes, and all I cared about was me and my friends hanging
out.” He also admits to being * a pain in the tail” when he first enrolled
in the transitional program, but since then he's improved not only his
academic record, but also his behavior and attendance. He now hopes
to enroll in post-high school training in forest technology. The district
recently added peer and family counseling to the program.

In another reform area, Paramus has devised ways to involve more
parents in tneir children’s education. The district has a Parent Educa-
tion Council. composed of parents, teachers, and administrators who
discuss issues rxnging from drag prevention education te decisions
about the length of the kindergarten day. Parents are also members of
the district's Curriculum Instructional Council, which discusses all
curriculurh and instructional proposals and makes recommendations
to the superintendent. The district conducts classes for - preschool
youngsters and their parents with hopes that this will sct the stage for
continued parental involvement, miaking a special effort to include non-
English-speaking participants: Superintendent Harry Galinsky also
meets monthly with PTA presidents, and the district has matiled a
brochure to all parents outlining wayy thit they can become involved.
Finally, the district has applied to be a demonstration site for a
statewide initiative, Parents Are Partners, which aims at finding effec-
tive ways to improve the relationship between home and school. To

fgauge results in this entire area, the district hopes by 1991 to have

data demonstrating a gro'vth in the number of parents involved in
school activities and projects.

In a fourth reform area, Paramus is updating its principal evaluation
plan, some form of which has been in place for 15 years. The district
places a high priority on these evaluations because, Galinksy explains,
“Where you find outstanding principais, you firid outstanding schools.”
The current system calls for each principal to.vsork with a primary
evaluator to put together a professional improvement plan. Observa-
tions, conferences, and self-evaluations are also parts of the present
system. The district is currently assessing these procedures and plans
and is reviewing research on principal evaluation practices being used
eisewhere. It soon expects to review and revise principals’ job descrip-
tionis, expand staff development and training for them, and hire a con-
sultant to assess the principal evaluation project. Galinsky hopes a
new evaluation system evéntually will link a principal's evaluation to
his or her pay.

CONTACT: Harny Gallnsky
Superintendent
Paramus Public Schools
Spring Valley Read
Paramus, New Jersey 07652
{201) 261-7800




UNION

LOCATION:

STUDENT ENROLLMENT:
RACIAL MIX:

STUDENTS RECEIVING FREE- AND
REDUCED-PRICE LUNCH:
REFORM AREAS:

TYPE OF DISTRICT::

Central New Jersey
Suburban/urban

6,000

83 percent white, 17 percent other

8.5 percent
Technology

Shared facilities
Dropout prevention

On top of the Empire State Building sits a microwave television trans-
mitter; 6ne of many there used to send programs throughout the New
York areé. It belongs not to one of the networks, however, but to the
Union, New Jersey, public schoois. Union is tl.¢ only district in New
Jersey to hold a Federal Communications Comnnsslon-approved
microwave license.

The microwave transmitter on the Empire State allows a consortium of
10 districts {n the New York metropolitan area to recefve Union's educa-
tional programs. Union’s owr:'programs now reach 109,000 viewers.
Since the district is obliged to broadcast 40 hours a week, it'..3¢s the
time from 4 p.m. to 8 a.m. to a wireless cable company in New York
City, which during these hours broadcasts cable programs to its sub-
scribers. The district eventually hopes to earn at least $250,000 an-
nually from its business venture in televisien.

Further efforts to introduce technology into the schools include a 2-
year course in television arts and sciences, for which the district ac-
quired its own studio with Federal grants. About 75 students, some
hoping for careers ini television, are enrolled. Union also has instalied
computer labs in every scheol, has computer-automated vocational
shops, and uses computers to track student records, schedules, and

-test scores as well as to send out report cards.

The district's other reform efforts include programs to share its
facilities with community groups. A decline in student enroliment,
which peaked at 9,000, has enabled Union to lease out many of its
classrooms. At Burnet Junior High School, the Biertuempfel Senior
Center flourishes under the, _Jonsorship of the municipal government,
which rents space from the district for $12,000 a year. About 1,400
senior cilizens come for a wide range of activities, such as planning
group trips to Atlantic City and Tahiti, enrolli~g in ceramics or
ballroom dancing classes, and playing pool and bowling, (One 93-year-
old gentleman bowls weekly as part of center activities, boasting an
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average score of 190.) Director Robert Armstrong believes the senior
center has helped the district to improve its relationship with the com-
munity and has helped the senior citizens and junfor high studznts at
Burnet to break down stereotypes they held of each other.

Vacant spacc.at Union High School houses the district’s Allied Health
Professions program. It has three parts: instruction in the basics of
health care professions, a daycare center for toddlers run by the local
YMCA, and a senior citizen daycare center run by nearby Union Hospi-
tal. Superintendent James Caulfield says the community. benefits by
operating the programis in a secure schoal environment, and the dis-
trict benefits financially because these agencies; yay rent. Furthermore,
students get opportunities to work with toddlers and with senor
citizens, as well as to get:important career direction through thetr invcl-
vement with Union Hospital. The district's Office of Volianteer Services,
which has enabled about 100 residents to contrlbute 3.009 hours of
time, has also drawn community residents into the schicols:

The district has undertaken major efforts to hcld its a-nual dropout
rate to 1 percent. District officials attribute this partly to the vresence
of an “intervention” teacher at every eleme.\‘axy and 'secongary.schoo!,
This person does everything from coaxing reluctant aitendees back to
class, to guiding children with alcoholic parents. Intervent'on teacher
Ron Meyers worked with the family of a 4-year-old who, he satd, cut of
sight of an adult “will put paint in her mouth, ¢at buttons off her dress,
and stuff something down the toilet.” With support and spec*~1 ser-
vices, district officials hope the girl can i  3ve her behavior <~ and
her chances to succezd in scliool:

Preschool s offered to every parent warniting ! for his or her child, with
hopes that this too will hold down the dropout rate. The district
screens all entering preschoolers and provides special guidance to par-
ticularly needy ones. Union also provides full-day kindergarten for
every child.

As an alternative to suspension, the district sponsors € “turday deten-
tion for 7th through 12th graders. Anywhere from 50 to-100
youngsters show up for 4 hours each Satuiday, homewcrk in hand, fo°
the highly structured sessions in the high school cafeteria. A
psychologist and social worker are avatlable during this time to work
with them, and parents are invited to attend counseling sessions.

District educators believe a number of other programs and practices
may also contribute to Union's low dropout rate: ti.. C.0.S.T. (Career
On-Site Training) program, which enables disruptive youngsters to
work half-days at local industries; a junior Reserve Officers Training
Corp (Caulfield says it attracts many students who “love the discipline,
the uniform, and e status that goes with this program”); the
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SouTH CAROLINA

ORANGEBURG

Accr~dited Evening Ligh School, which provides an alt¢ tative sétting
in which to earn a diploma; and moderate class sizés (us enrollment
has declined, Union -has reduced class sizes).

CONTACT: James Caulﬁeld
‘Sui :rintendent
Township of Union Public Schools
2369 Morris Avenue
Union, New Jersey 07083
{201) 688-1200-

LOCATION:

TYPE OF DISTRICT:
STUDENT ENRCLLMENT:
RACIAL MIX:

STUDENTS RECEIVING FREE- AND

REDUCED-PRICE LUNCH:
‘REFORM AREAS:

Central South Carolina

Medium-sized town

6,300

80 percent black, 20 percent white
H

75 percent

Cl anging the structure of the teaching career
Technology

Scher -based management

Dropout prevention

Ten years ago, few if any of the 16 school districts involved in Project
Education Refortn were more in need of improvement than Orangeburg.
Many of its problems were rooted in the community’s history of

racial tension, which peaked in 1968 when the State police, called to
quell an unruly campus demonstration at South Carolina State Col-
lege, shot point blank into a group of students, killing 3 and injuring
27 others. Two years after the Orangeburg Massacre, the public

schools were desegregated and 1,200 students left, most for segregated
academies. Test scores plunged, as did staff morale.

Today, says Superintendent James Wilsford, “This district is on a r~11.”
Passage of the State’s Education Improvement Act ‘n 1984 helped raise
teaching salaries and provided merit bonuses for outstanding teachers.
The Scholastic Aptitude Test scores of Orangeburg studénts still hover
under both State and national averages. But overall, test scores have
reboundéd dramatically; and the dropout rate has shrunk to-an annual
rate of 2.5 percent. The climb from educational oblivion began before
Orangeburg became one of the chosen 16 school districts; Wilsford'and
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his staff selected several areas in Time for Results that they hoped
would hasten the ascent.

To change the structure of the teaching career, the district planned a

‘1éad teacher program during the 1987-88 school year, which the schoc!

board was expected to approve in July. Wﬂsford beliéves such a
program might enable talented teachers to remain in the classrom in-
stead of moving to more lucrative jobs in administration. (At age 36, he,
too, was drawn from- the classroom into management, partly because
he wantéd-more money to support his famﬂy) Each lead teacher wﬂl
continue teaching part-time, but will also guide a cadre of about eight
other teachers -~ for example, by serving-as a mentor to-new teachers
and observing and coaching peers, or by asséssing and developing cur-
ricului. Lead teachers will not be asked during the 1988-89 school
year to develop budgets -evaluate peers, or assume’ other traditional ad-
ministrative roles, although they eventually may do so, The salary for
11 months of employment is expected to range from $34, ,000 to
$45,000, based on teaching and-leadership experience and educational
background. These amounts are about $5,000 above what a regular
teacher with comparable qualiﬂca’dons would recéive, Most Orangebars
teachers support the lead teacher concept, which Wilsford attributes to
their early involvement in its planning. The major concern Orangeburg
educators express is that selection of lead teachers not become a
popularity contest.

The district is also expanding its use of educational technology. Com-
puters can be found throughout the entire district, but nowhere ar:
they as visible as in Orangeburg-Wilkmson High School; which bo:—w.ts
about 200 of them for its 2,000 students. Here, they help boost skills of
students who.have failed all or a.portion of the State’s Basic. Skills As-
sessment Prograrn test, which in 2 years all South Carolina studeiiis
will have to pass to graduate. (In 1986, 35 percent of the 10th gradérs
passed the test; in 1987, 46 percent did. ThiS$ past yeas; 68 percent
passed the réading portion of the test, and 71 percent passed the math
portion.) Computers are found, too, in the high school’s central oﬁlce,
in science labs, and in businéss classrooms.

Orangeburg also uses computers for:
e AnIBM Writing to Read program, which teaches kindergarten
and 1st grade students how to use sounds to write words;

e A Quill writing program that, among other things, teaches 4th
graders that writing requires not only putting words together,
but also revising and rewriting; and

¢ Management functions, including keeping track of attendance,
grades, and student schedules.

To move toward school-based management, Orangeburg plans this fall
10 give its principals, teachers, and parents more authority to decide
hudget matters. The central admirdstration vill continue to decide the
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total amount each school can spénd. But individual schools will be
able to decide how to usé their discretlonaxy money — for example,
whether to send a teacher to a conference or to spend the same money
on a new television or copying machine, The district has also altered its

-evaluation system for admin!strators to make it more compatible with.

recommendations in Time for Results,

Orangeburg’s dropout prevention efforts include several parts. First,

the district provides all-day instruction for at-risk 4-year-olds. Second,

it offers an extraclass period each day for students in grades 1 to 12
who score below the State’s Basic Skills Assessment Program standards

‘in reading, writing, and/or.nmathematics, In the future, the district ex-

pects to extend vocational education and job training for students fail-
ing the: ‘high school éxit exam and for handicapped students not
receiving a diploma

vCOM‘AC’I‘.. James Wllsford

Superintendent )
Orangeburg School District #5

578 Ellis Avenue N
Orangeburg, South Carolina 29115
{803) 534-5454

LOCA’HON
TYPE OF DIS'IRICT

STUDENT ENROUJVIENT g

RACIAL MIX.

STUDENTS RE“EIVING FREE- OR
.REDU_ED-PRICE 1" JNCH:

REFORM AREAS:

North central Scuth Carolina

Small city
9,300
51 percent black, 49 percent white

47.5 percent

Parent involvement

Technology

Early.childhood programs for at-risk youngsters
Administrative evaluations

Spartanburg serves many giftud students from professional families
drawn by the ar~a’s diversitied industry, as well as at-risk youngsters
usually from low-income backgrounds. The district has fewer students
than one would normally find, however, who fall midway between the
two extremes. AS a participant in Project Education Réform, Spartan-
burg created ways to serve students on both ends of the economic
spectrum,

“To involve more parents in their children’s education, each school

devised its own plans. In a'building like Cleveland Elementary, whete
70 percent of the students come from low-income families and half lack
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telerhones, plans were Somewhat different than they were in a more
well-to-do schooi like Boyd Elementary.

The district receritly compléted a survey to gauge parental patticipation
in activities that span areas fro W'academic to social, to clerical. The
survey showed that parents tutor in classrooms, plan and attend
ceremonies to honor students excelling academically, and attend’
school science fairs. They chéaperone field trips and other school events,
assist at sLho0l carnivals and dances,-attend parent luncheons apd
teas; monitor lunch groups, serve as room mothers, provide refrésh-
ments for various:school functions. and volunteer their typing and
filing skills, They serve on school improvement and ad hoc committees,
mak .contacts with the business comritunity, plan career days, and
serve as guest lecturers. Thé.schools also have many ways to'communi-
cate with parents, ranging from conferences. to telephone calls, to
folders of students’ work that get sent home weekly to parent/teacher
conferencw "Four elementary schools also sponsor workshops to help
motherr «.'d fathers become more effective parents.

In the area of technology, Spartanburg had already made significant
headway before Lecoming involved in Project’ Education Reform. But it
has uised its participation as “a chance to assess where we were and
where we want t6 be,” said Carol Ellis, the district’s mathematics ¢oor-
dinator and computer contact. Recently, the district put in place the
OSIRIS system to keep .horough records of everything from student at-
téndance to test scores and schedules; with the push of a button,
school administrators can compile lists of everything from grades given
in a particular classroom, to all the students suspended during a cer-
tain time period. The district also usés a LOGO program in.elementary
and junior high schools as a supplement to the mathematics program.
The LOGO program familiarizes students with. computer's and helps
cover topics in geometry that are included in the State’s Basic Skills As-
sessment Program. One day last January, students at Cleveland'
Elementary used’LOGO to build triangles; the program simultaneously
helps them learn to follow directions and to understand sequence. (A
differénit LOGO program is also used in the district’s Program for
Academically Gifted Elementary Studies.) Down the hallway at
Cleveland is an Education Systems Corporztion (ESC) leariing center,
one of several in the district where students receive individualized in-
struction in math and reading for 30 minutes each day. School otricials
believe this program, which enables each child to work at his or her
own rate and receive instant feedback, is particularly effective with
remedial students. Computers are also used extensively throughout the
district to score tests and indicate to teachers the areas in which each

‘student needs to'improve.

Spartanburg also has in place ap early childhood program, which for 5
years has provided a half-day, 5- -day-a-week program for at-risk 4-year-
olds. It now servés 160 students in 4 schools, the majority from disad-
vantaged backgrounds. Here they iearn everything from colors and




shapes to numbers. (‘What does a '13"look like?” a teacher asks about
15 wide-eyed youngsters at Park Hills Elementary School. “A stick with
two big bellies,” one responds, as the teacher writes the number down
for the class to see.) They also get extensive help in developing their lan-
guage and'social skills. And school officials sénd home brochures to
parents'to guide them in everythlng from appropridte summertime ac-
tivities to how to help their children practice what they learned in
school. A survey of parents found that they.overwhelmingly favor the
program. Pre- and post-tests show that those enrolled make significnt
gains. The distr'~c-has just begun a longitudinal study of participants.

Finally, Spartanburg evaluates its principals, as is required in all
South Carolina districts. Spartanburg is now one of several districts in
the State helping to judge the effectiveness of the State’s evaluation in-
strument, It includes surveys of students-(who are asked 60 questions
ranging from “The principal visits classrooms” to “The principal sets
high academic standards”); of teachers and the staff (who are asked
another 60 questions ranging from “The principal communicates with
teaché.s” to “Our principal takes the lead to identify and resolve instriic-
tional problems”); and of parents (who are asked 60 questions ranging
from “Student work is displayed in the school” to “The principal talks
with people in the community about the school's goals”). Based on the
evaluations, goals are set for all the principals, who next year will be
eligible for pay bonuses if théy meet the goals. Superintendent Harold
Patterson, who sat on a committee that wrote the State bill requiring
evaluations, strongly supports them. But he believes the current sur-
veys need fine-tuning. “We're going to continue to muddle through until
we get to (a format) that we all agree is manageable,” he said. “We may
cut out-some (evaluatlon) items, or make them less speciﬂc

CONTACT: Harold Paug:rson
Superiniendent )
Spartanburg County School District #7
P.O. Box 970
Spartanbuirg, South Carolina 29304
(803) 594-4400
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mnow
TYPE OF DISTRICT:
STUDENT ENROLLMENT:
RACIAL MIX:

STUDENTS R"CEIVING FREE- OR
REDUCED-PRICE LUNCH:
REFORM AREAS:

~ Western Tennessee

Urban
107,000
78 percent black, 22 percent white

5¥percent:

‘Redesigning schools

Restructuring the teaching career
Evaluating administrators
Early childhood programs for at-risk yourigsters

Dropout prevention programs

When former Tennessee Governor Lamar Alexander selected Memphis
to participate in Project Education Reform he recognized that the dis-
trict faced special challenges. Statistica teil the story:

e Its annual dropout rate is 12 percent (12,675 students in 1986);

¢ Nincteen percent of the adult population in Memphis has less
than an 8th gmda education;

e In 1986, 11 percent of the teenage girls from 15 to 19 years old
either had a baby or an abortion; and

e In 1986, more than 34'percent of 9th graders did not pass both
parts (language and math) of the Tennéssee Froficiency Test.

But Alexander was also eager to see wiiat reforms such a district could
achiéve undeér the guidance of strong leaders. Most of the 16 districts
had implemented many recommendations in Tii.te for Results’ long
before being selected for Project Education Reform; Memphis, however,
had begun-some but was just getting started with others. The dictrict
already had created an early childhcod program for at-risk 3- and 4-
year-olds, an alternative school for students-with behavicr problems,
and parent education and training programs. It also-had implemented
promotion and retention policies that are tied to performance, and had
stepped up efforts te carefully- monitor student progress.

To plan further changes, the district established three task forces. The
first task force has discussed ways for the district to increase and diver-
sify staff development training for teachers. The district now hopes to
extend training to others working with children. Bill Taylor, a district
superinténdznt in the district's North Area Office, explains why: “The
way children pérceive the buildi:g engineers, the secretaries, the
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school crossing guards, can have-an impact on what a kid-does or
learns in school.” To help students receive a better integratéd' “and se:
quentially an'anged education, the task force is also developing
guidelines to ensure that the district's 6,800 certified émployees follow
the system-wide curriculum guides. By 1991, thc:iask force hopes the
district will have developed a model to enable teachers to help make
decisions that affect them. School officials are also studying school
grade organizations to see if any particular configuration (kindergarten
through 6th grade versus kmdergarten thmugh 8th grade, for ex-
ample,) helps childrén achieve more. Fins iy, the district plans to pin-
point State and local rules and laws hampering their reform efforts and
work closely with-State and local leaders to waive or change those that
do.

“The second task force is discussing ways to revise the district’s evalua-

tion system for administrators.and principals. The district is currently

compiling a profile showing the qualities of an efféctive principal, which

it hopes to use to develop a'system that miore closely ties administra-
tive evaluations to performance.

A third task force is lookir~ at ways to provide better preschool and
primary programs as well us ways-to reduce the dropout rate. The
district's preschool programs now include a Homebased Early
Childhood Program for at-risk 3- and 4-year-olds and their parents,
who attend a session 1 day a week for 4 hours. In addition, a specially
trained teacher’s aide visits the home of each participant and parent for
45 minutes 1 day a week. This past year, the program served 360 stu-
dents, but eventually the district hopes to expand it throughout the dis-
trict. The program aims to help children develop oral language, social,.
cognitive, and physical skills; promote better relationships between
parents and their children; identify and correct health problems; and
direct parents and children needing them to any additional school or
community resources. The district also has developed a New Parents as
Teachers Project to share child development information with parents
of children under age three.

Memphis already provides some programs aimed at raising academic
perivrmance of at-risk students and reducing the dropo:-t rate. These
range from its Saturday Scholars Program (which use .vavy and
Marine personnel to tutor students for 2 hours each Saturday morn-
ing), to homeé-bound instruction for pregnant girls, to homework
centers (which were established bec: "ise many inner-city parents are
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‘OAK RIDGE

not equipped to help their youngsters with homework assignments).
The district niow plans to evaluate dropout strategies and experiment
with new ones.

CONTACT: Sara Lewis
Assistant Superintendent for the
Department of Curriculum and Instruction
Memphis City Schools,. Room 214
2597 Avery
Memphis, Tennesséee 38112
(901) 454-5200

LOCATION:

~ TYPE OF DISTRICT:
STUDENT ENROLLMENT:
_ RACIAL MIX:
: STUDENTS RECEIVING FREE- AND
REDUCED-PRICE LUNCH:

REFORM AREAS:

Eastern Tennessee

Small city

4,384

85 percent white, 12 percent black, 3 percent other

16 percent

‘Redesigning the schools

Changing the structure of the teaching career
Parent involvement
Technology

Since the Oak Ridge schools were hastily érganizéd in 1943 to educate
students whose parents-moved there to make nuclear weapons, the dis-
trict has been able to boast of many awards and advantages A cadre of
professional parents, many of whom today work in the area’s high tech-
nology corridor, have traditionally been actively involved with their
schools. Standardized test scores are typically above. national norms at
all grade levels (Scholastic Aptitude Tést scores are near 100 points
above the national average). Seventy percent of the district’s youngsters
attend college. Each year, the district has an average of 20 National
Merit Semifinalists. Therefore, reform efforts in Oak Ridge were geared
not toward a major overhaul of its eduicational programs, but toward-
enhancing its current ones.

The district’s plans to redesign the schools and to restructure the teach-
ing career contain many parts. First, the district decided to allow an
F.aglish teacher, Cathy Colglazier, to hold her college preparatory class
just before the lunch period, enabling her to meet for a ¢suble period
when necessary (usually once a week). Teaching high school literature
often requires more than a single 45-minute period — in order to show
a videotape or have students practice a play, for example. And teaching
writing is easier if the teacher has enough time to meet individually
with studénts. During the two-period block, students do everything
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from research and develop drafts of papers to meet with their teacher.
Although this requires students to forgo their regular lunch hour once
a week and eat-a sandwich at their desk, they do not seem to mind it.
Some comiments: “All (Colglazier's) life she’s had to make lesson plans
fit the schedule. Now the schedule fits the lesson plans.” “When you
‘have periods back-to-back, you remember things better.” “It's more like
college this way — we have more freedom.”

Oak Ridge's other efforts to redesign the schools and restructure the
teaching career include:

¢ Freeing a high school science teacher from one class periodically
s¢ he can work with students on extracurricular'science projects,
such as Science Bowl or essay contests;

-e Making schedules at Robertsville Junior High more flexible so
that stuidents can use the school's computer lab, shop
equipment, and the school library during before or aftér school;

o ‘Pairing a teacher of the gift>d with a social studies teacher to
help some:7th graders move more rapidly through the social
studies curriculum;.

e Team teachiug and integrating the gifted and regular programs
at Jefferson Junior:High, which prevents gifted students from
being pulled-out of their regular classrooms and which allows
students who are not legally identifed as “gifted” to benefit from
enrichment activities. (A similar arrangement is in place at two
elementary school.}:

Other efforts include an arrangement at Woodland Elementary School.
in which two teachers share-one 2nd grade class, and a peer/mentor
teacher program at Linder: Elementary that aims to increase collegiality
and professional dialogue and improve the school climate.

To involve parents in their children's education, Oak Ridge has put
together a sequentially arranged program to draw parents into the
schiools from the time their children are born until they graduate from
high school:

B A 30-minute video tape is being developed for parents of new-
borns through age 3, which will provide them with information about
early childhood development and learning. It will be geared for parents
in the l1ow- to middle-income level who may lack a high school educa-
tion. The tapes will be televised on a local cable channel, used in
parent discussion groups conducted at the district’s preschool

program, and shown o high school students in their parenting classes,
among other places.

B The district’s preschool program, which has existed since 1965,
will be expanded to include more educational opportunities for parents,
including classes to help them understand child development and to
offer them ideas for enriching their children's education at home.
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B Elementary s~hool counselors will conduct parent education clas-
ses that will focus-on child development, enhancing self-esteem, and
developing responsible behavior. Oak Ridge also plans to field test
homs learning activities in one elementary school.

N Junior high parents will be encouraged to attend classes
designed to help them understand the development of their preteens
and their changing relationship with their children.

B The district is investigating ways to integrate parent education in-
formation into the high school’s family life curriculum.

The Oak Ridgé schools are also expanding their use. of technology.
First, Oak Ridge is training its administrators to use microcomputers
to manage student records, diagnose student problems, and develop in-
dividual educational programs. Second, the district has purchased
microcomputers for junior high students to use in business classes.
“Third, the district is exploring ways to use television hookups tu com-
municate lessons between students, schools, and homes. Fourth, the
district is considerlng using video disks to demonstrate laboratory
simulations that would not otherwise be available in science classes.
Fifth, the district has formed a partnership with a local industry and
the University of Tennes ‘s to develop computer courseware in science
and mathematics, Finally, the district is developing the videotaped.
prog-ams on eariy childhood development that will be be aired on cable
television.

CONTACT:  Robert Smallridge
Superintendent
Oak Ridge Schools
P.O. Box 930
Oak Ridge, Tennessee 37831
(615) 482-6320
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Provo

" LOCATION:

TYPE OF DISTRICT:
STUDENT ENROLLMENT:

RACIAL MIX:

STUDENTS RECEIVING FREE- AND
R.:DUCED-PRICE ".UNCH:
REFORM AREAS:

Central Utah

Urban/suburban

12,912

92 percent white, 8 percent other (mostly Hispanic and Asian)

28 percent

Changing the structure of the teaching career

Creating training programs for-administrators that involve partnerships
Redesigning the schools

Technciogy

Few changes in recent years have had a greater impact on the Provo-
Public Schools than its career ladder program. Since 1984, Provo’s ap-
Pproximately 600 tezchers have béen eligible to earn more money in ex-
change for assuming more responsibilities. Doug Strong, a high school
social studies teacher who is a “teacher leader” in the caréer ladder
program, éxplains, “In 20 years of teaching, this is the best thing I've
seen happen to the profession.”

Strong, like many Provo teachers, lauds the career ladder program for
providing teachers with opportunities to grow professionally, as well as
for making teaching more attractive to young people and more competi-
tive. Two surveys, one done by the University of Utah and a second one
done by the Utah Education Association, agree with his assessment;
from 80 to 85 percent supported the career ladder program and wanted
it to continue. Opponents generally dislike the competition that the
program fosters and would prefer that the money used to pay outstand-
ing teachers be divided among all teachers.

The Provo program grew out of State legislation that provided Utah
schools with money for a career ladder program and with broail
guidelines for how to create one. (Provo supplemeats what it receives.
from the State with money obtained from a‘local levy.) Many ideas for
the career ladder program in Provo grew out of a task force cochaired
by the former superintendent, John Bennion (now the supeérintendent
in Salt Lake), and the current superintendent, James Bergera.

Provo teachers are classtfied as certified teachers during their first 3
years, at the end of which time those who are deerned qualified become
professional teaciers. All teachers in both categories receive.12 extra
days of pay to attend seminars, develop curriculum, and complete
other professional duties. In addition to this amount, all teachers are
eligible to assume extra responstbilities and be paid for doing so.
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“Teacher specialists” take on additional nonadministrative tasks within
their individual schools, such as coachirig students and beginning
teachers, developing the curriculum, and conducting training
workshops for other teachiers. Assignments are for 1 year only. During
the 1987-88 school year, the specialists made up about 40 percent of
the instructional staff, and each recetved an additional $1,125. The
“curriculum/grade level leaders -assume district-wide responstbilities
for developing curriculum —'for example, by reviewing textbooks,
designing study units, and developing materials. They recetve the same
$1,125 stipend but also are patd for 20 additional work days and .7 in-
service training days. About 4 percent of the teachers serve in this
category. “Teacher leaders"” help other teachers to improve by coaching
them and planning and presenting inservice training. During the 1987-
88 school year, they too received a $1,125 bonus, in addition to which
they were paid for 20 additional work days and 7: tnservice days of
training. About 10 percent of the instructional staff is at this level.

Provo's other reform efforts include a partnership with Brigham Young '
University. Since 1984, Brigham Young and five area districts, includ- i
ing Provo; have collaborated on many projects. They aim to provide

school officials with better access to current research and university ex-

pertise as well as to give Brigham Young professors a chance to keep

up on what's happening in schools. Provo believes a partnership with

Brigham Young is particularly beneficial, since the university educates

about 90 percent of the district’s teachers. Miembers of the partnership

have iormrd several task forces. They have discussed better ways to 3
prepare : administrators and to serve gifted and talented students, as

weil as teacher preparation, guidance and counseling, speclal educa-

tion, ard re.earch. Several projects have emerged from the task forces.

Amorg them are a principals’ training program that enables teachers

with leadership potential to work with “mentor” principals in ¢oopera-

tion with the Brigham Young faculty. In addition, eight schools have

paired up with several Brigham Young professors to experiment with

and develop curriculum and instructional innovations.

To improve the quality of teaching, Provo requires all probationary and
veteran teachers to complete an 18-hour Principles of Effective Teach-
ing course, which the district staff developed in 1982-83. It is based
largely on the work of Madeline Hunter, and it focuses on everything
from d.signing good lessons to motivating students. This training
Provides the framework for formal observations of teachers that the
building principals are required to make each year. Teachers receive
feedback following the observations.

S -

To improve the leadership of principals, the district has developed an
academy that provides them with extra training, Experts have been
called in to run sessions for principals on everything from leadership
styles to managing conflict. A committee of principals and a consultant
from the University of Utah in Salt Lake City is currently pulling




SALT LAKE CiTY

together information for-a handbook on the principles of effective
leadership, which will be distributed to all Provo administrators.

In ancther reform area, Provo formed a committee 2 years ago to
evaluate its technology efforts. The district subsequently began using
computers for many administrative purposes, including payroll, pur-
chasing, and record-keeping. Many schools are already connected to a
central office computer, easing record-keepmg eiforts, and the district
hopes that all of the other schools eventually will be corinected as the
money becomes avatlable. The district also hopes to make more com-
puters available for students.

In a final reform area, Provo has begun a year-round calendar in three
of its- clementaxy schools. The district is also studying other scheduling
options for its junior highs and high schools. A descr'ption and evalua-
tion of the year-round schools in Provo are contained {n Part 1 of this
report under the “results™ section.

Superintendent Bergera believes all of Provo’s school improvement ef-
forts help to explain the improvement in student test sceres between
1982 and 1986. In grades 2, 4, 6, and 8, students gained in all areas in
which they were tested: reading, spelling language, science, social
studies, and mathematics.

CONTACT: James Bergera
Superintendent
Board of Education
Provo City
280 West, 940 North
Provo, Utah 84604
(301) 373-6301

LOCATION:
TYPE OF DISTRICT:
STUDENT ENROLLMENT:
RACIAL MIX:

STUDENTS RECEIVING FREE- AND
REDUCED-PRICE LUNCH:

REFORM AREAS:

Central Utah

Urban

24,000

77 percent white, 23 percent minority (mostly Hispanic)

38 percent

Redesligning the schools

Dropout prevention programs

Changing the structure of the teaching career
Student assessment

At Whittter Elementary. School in inner-city Salt Lake City, the tradt-

tional academic program “just wasn't cutting it,” according to Principal
Lewis Gardiner. Ninety percent of those enrolied came from low-income
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hc.\usehofd~ 'nt test scorés were on average a year behind
whatit thiey = e been, Iu any one yzar, the student turnover rate
hoveéred at: 7% peTce.il u* with maiy of the studrats Jeaving during the:
summer mtmths\ or }amf vacations: "Schoo) ofilclals knew they needed to
find a bettei~way.to serve Whittier youngsters.

At the start 6£the 1387-88 school year, Whitiler became one of the first
schools in Utah t¢:pravide year-round education for academic reasons.
Other districts have\\do;.ted 12-month school terms to reduce over-
crowding —- an fmportant considcration tn 5 State like Utah;:which has
the highest-hirth rate in thc Nation. But Whittier: ‘changed the school
calendar because Gardiner and other Salt Lake schobl officials believed
this would improve the school's educational program.

The 635 students at Whittier still attend school for the State-mandated
180 school days per year, but now the school year extends for 12
months. Youngsters come for approximately 45 days, after which they
receive a 15-day.break. (One break in December and January lasts 4
weeks; another in June and July ) *sts for 6.) After-school enrichment
classes are held for some students uuring the regular 45-day school
terms, and special 10-day classes are available for those who want

‘them during the September-to-October and December-to-January

breaks. The specia! classes provide remedial instruction in math, read-
ing, and English, as..7¢ll as enrichment instruction in foreign lan-
guages, computers, gymnastics, cooking, and the arts.

Parents initially had reservations about the year-round program:; large-.
ly because they feared it would interfere with family schedules. To con-
vince skeptics otherwise, Gardiner held a series of neighborb od
meetings. “I told mothers whose children would be on different
schedules that the year-round school would allow them to spend
quality time with one child while the others were in school,” lie said.

Gardiner believes a year-round schedule works particularly well with
inner-city children, and since the new schedule began last fall, the prin-
cipal already has noticed improvemer.ts. During the summer months,
most youngsters forget some of what they were taught during the
regular school year, but this problem was particularly acute at Whit-
ticr, whose low-income parents are less able to provide extra help or en-
richment activities. With the year-round schedule, teache:s report
spending far less time after a break bringing their students back to
their previous academic level, enabling them to cover more new
material. Furthermore, the student turnover rate at Whittler has
dropped from about 70 percent to abaut 50 percent, and attendance
has improved. School officials are eaacrly awaiting year-erd test score
results. The program will continue this fall with a few minor adjust-
ments {o the calendar.

To serve youngsters who are at risk to drop ot of school, Salt Lake
began a 6-week summer school program in 1987. About 540 students
enrolled at five sites: three elementary, one intermediate, and one high
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school. All thosé selected to participate lacked basic skills, were poorly
motivated and suffered from poor self-esteem, Teachérs in the
district's career. ladder program (see déscription below) taught the clas-
ses, which ran for 3:hours a day frorm June 15 to July 28 ir. reading,
language arts, and math, Classes averaged 15 studeénts..

An evaluation drew information from a variety of sources, including sur-
veys and stud. - test scores-and was compiled by a district ad-
ministrator. It praised the program for everything from helping

students make acadeniic gains t6 improving their attitudes toward
schools. (Details of the evaluation are contained in Part 1 inthe results
section.):

In an effort to restruc.ufe the teaching career, Salt Lake began a career

ladder plan in the 1985-86 school _year, which enables teachers to earn
more money i éxchange for “«uming more. responsibilities. The plai
is similar to the one‘in place iri'Provo and is achiéving comparable
results, although the responsibilities assumed by Salt Lake teechers at.
each level are slightly different, as is the-additional pay they-receive.

At inner-city Parkview Elementary School; Principal Jan Wiide says

+that the career ladder program “changed my life” by providing

specialists to improve the school’s reading, science, and music
programs, Before, Wilde says she would have had to assume most:of
these responsibilities herself or to ignore curriculum improvement ef-
forts in thesé areas. She credits the career ladder program with helping

to boost thé school's test scores and with improving its discipline. At
‘Bonneville Elementary School, which serves more affluent youngsters,

teacher. specialists have done everything from redesign the math
program to upgrade the school's science laboratories. “I consider (the-
teacher Specialists) like having a professional library, right here in the
building,” Principal Shauna Carl said.

The selection process still troubles some Salt Lake.school officials;
laigely becaus 2 it includes peer reviews and can thetefore become a
popularity contest. District officials are most concerned, however, that
Utah's tight financial situation might eventually rediice or:éliminate
funds for the.program.

To improve the quality of its administrators, the district 3 years ago
bégan a formal plan to evaluate administrators. The systern was
developed by a task force of administrators who believe evaluations
should flow two ways: the evaluator and the person being evaluated
together should identify goals and assess achievement. The. process
begins in September when each administrator and his or her evaluator
meet to set goals for the school year. In January, the two meet again to
see how the administrator is progressing In April, each adminisérator
receives an evaluation from his or her staff and completes 2 self-evala-
tion. In June, the administrator and evaluator meet again to complete
the evaluation. All administxators are judged on certain generic ad-
ministrative skills as well as particular job expectations of specialized:
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positions. The evaluatio s/ are intended to help administrators recog-
nize their strengths and’improve. their weaknesses; additional training

—and other professional evelopment opportunities-are available for

atiyone needing them. {Two years ago, the district gave bonuses to ad-
minishators receiving good évaluations, bt it abandoned that ap-
proach becaus* it wasldevisive.

In a fourth reform ured; Salt Lake has improved the way it assesses stu-
dent perforfnance. Beitnion made. this a high priority whén-he became
superintendent 3 years ago, reflected in his decision to creaté an entire
assessment:department. Since then, the district has allgned student
testing more closely th- the curriculum. In:the past 2 years; the‘dis-

trict has studied major standardized tests t0 see-which.ones most close-'

ly match the dlstrict’s cu rriculum, andasa rwult of its findings-
switched tests. The district also ‘bégan tésting stiidents in the fall in-
stead of in the spring so that teachers know better the arcasin which
their students need special help. To: improve writlng skills, the. district
has gathered student samples at va.ioiis gradé levels, whick :were given
to schools and classroom teachers. The district interids to follow up
with similar assessments each-year to track progress. Salt Lake has.
also developea tests that it administers-a* the end of each semester to
assess what students have Ieamed in core subjects. Finally, t1 expedite
assessmient procedures, the distrlct has installed its own tést-scoring
equipment..
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CONTACT: John Bennion
Superintenident
Salt Lake City School District
440 East, First South
Salt Lake City, Utah 84111-1898
(801) 328-7347
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PART 3

THE SUPERINTENDENTS SPEAK

YN

RECQMNIENDATIONS The 16 superintendents involved in Project Education Reform are

3.

eager to create good' schools. TLéy believe their work would be more-
fruitful, however, if 311.those with a stalé in the future of our children
helped bring about ¢rucial changes—parents, school boards, State
departments.and' State boards of education, governors, legislators, and'
Federal officials. Below is a list of recommendations that the superin-
tenderts believe would f'nabte them to. make greater and faster strides

toward ediicaticnal excellence The U.S: Department of Education dozs

not necessarily endorse-al! of-their suggestions.

ResuLts, NoT PROCESS

The siipérintendents recoinmend that State and Federal laws, rules,.
and regulations be modified to place more.emphasis on what studerits
achieve and less on how they do so. Different communities, schools,
and students have varying needs. making it impossible fcr districts te
use the same tactics to reach their reform goals. Unfortunately, Federal

and State laws, rules. andregulations. often provide local districts with
little leeway.

RESEARCH, EVALUAtiON, AND DEVELOPMENT MONEY

The supeérintenderits recommend that governors work to provide roriey
for research evaluation. and development of- new programs, which the
local dlstricts would be required to match. do ku-for-dollar Such
money has been used with great success in Nvw Hampshire, where the
Governor's Initiative for Excellence in- Education provides grants for in-
novative. programs t that districts must match 1-for-2. The Wh# Moun-
tains Regional School Dlstrict used such a grant to buy computers for
teachers. Research and evaluation are also appropriate and needed
(and underfunded) Federal activities.

TeACHER CERTIFICATION

The supéiintendents recommend that governors work individually to
modify teacher certification requirements within their States and work
collectively to break down interstate teacher certification barriers. Good
schools and’ good téachers go hand-in-hand. Unfortunately, present cer-
tiﬁcation requirements oﬁen prevent dlstricts from hiring the best in-

structors available, particularly those who live out-of-state.
Requirem:nts have already been eased in some States, notably New

LTS RSN
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Jersey, which has an “alternative certification” program that provides
shortcuts and special training to qualified noncertified individuals who
wish to teach.

CaTEGORICAL FUNDS

The superintendents recommend that Federal and State ofiicials and
agencies move away from categorical funding—with the uriderstanding
that the local districts will continue to meet the needs of students for
whom the categorical funds are intended‘ Federal and State govern-

.ments allocate millions of dollars each year that must be vsed for a

specific purpose or practice, which the superintendents believe often
prevents them from putting the moneéy.to'the best usé in their districts.
Utah recently approved -statewide block grant plan that allows dis-
tricts to uply for funds that they have some discretion to spend.

:SCHOOL BOARDS.

The superintendents recommend that governcis;. the National School

‘Boards Association, and the U.S. Department-of Education develop

State axid national school board academiés to train present and future
school board’ members, They further necommend 4hat Federal, State,
and local autherities encourage well:qualified ¢*:izens to ruifor school
board positlons Strong boards and ‘bo::rd meii. bexs can provide the
critical leadership 1 needed to guide scheol improvements while weak

-ones can prevent needed change. Although the National School Boards

Association has made good progress in training membkts, more of
them should be encouraged to attend training that focuses on'how
school hoards can help to bring about change.

SHARINGIDEAS FOR . (EFORM:

The superintendents recommend that Federal, State, and local
authorities individually and collectively develop better ways to dissemi-
nate information on effective eéducational programs a-d fractices. A
wealth of innovative programs have been conceived and developed
within local districts, yet educators seldom share their ideas with other
districts..

SCHOOL-BASED MANAGEMENT

The superintendents recommend that State departments and boards of

education as well as other superintendents across the countly allow

.prtnclpals to‘'make more decisions i such areas as budget, cur-

riculum, and personnel Despite'support from many quarters for
“school-based management,” most central school district ad-
ministrators continue to make major decisioris affecting what happens
in individual schools. This practice often does not allow them to ac-
complish individual goals or to develop leaders fron: within their build-
ings.
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11.

12,

13.

PAPERWORK

The supérinténdents récommend that Federal and State lawmakers
lead a-drive to reduce or eliminate unnecessary paperwork. Federal and
State laws and regulations provide local superintendents and their
staffs with an abuncance of paperwork, particularly the Eduoaﬂon for
All Handicapped Chiidren Act of 1975 (94-142). The time spent ﬁ]llng
out forms and keeping records might better-be used to create new
programs and improve existing ones. South Carolina has provided

-about $6.6 million to pay for computers to ¢o administrative

recordkeeping and other managerial tasks, a move than has saved
school officials considerable. papsrwork.

MoNEY

“The superintendents urge Federal, State, and local policymakers to atlo-

cate more money. for-edication, with the understanding that local
educators will demonstrate that thefr funds 4re being spent wisely and
effectively. ‘Money wﬂl*not cui¢ all of education’s lls, But the superin-
tendents beileve that many of the most far-reaching reforms, such as
technology-related ones or those: providing more money for teachers,
cannot be accomplished with current rescurces.

DEREGULATION
The superintendents recomiricnd that Federal, State, and local

‘policymakers allow districts and individual schools that meet mutually

agreed-upon standards be exempt from some laws and regulations.
Most education laws and regulations fail to provide any flexibflity for
districts or schools.that achieve results. South Carolina officials are
considering a deregulation plan that would frée schools meeting high
standards on assessment tests from hundreds of State regulations.

StAFF DEVELOPMENT

The superintendents recomimend that each State develop a plan that
analyzes existing staff development resources and suggests what new
ones are necessary to provide educators with sufficiént background.
Rapid changes in education and new professional démands have left
many educators in need of more training,

PARTNERSHIPS WiTH BusiNess, H sHER Epucation, AND
FOUNDATIONS

The superintendents recommend that partnerships with business,
higher education, and foundations be strengthened and increased.
Public schools and these three institutions have many mutual interests

and con.plementary areas of expertise that have not been fuily explored
or developed.

MEASURING REFORM

The superintendents recommend that the U.S. Department of Educa-
tion create a study group to identify indicators of school effectiveness,
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14.

15.

which include tests and quantitative data, but are not limited to them,
Furthermore, the superintendents recommend that each State créate
the capacity and devote the resources to study such things as how
tests and numerical data have shaped 1efuan, Policymakers and-
educators rely largely on these indicators to evaluate reform, although
many educators bei we that these alone are insufficient.

MEDIA RELATIONS

The superintendents recommend that their colleagues view the media.
asa. potentiaily constructive force, even when the information that
newspapers, television magazines, and radio communicz_¢ is not posi-
tive. Tlie superintendents recognize and salute the, important role the
media play in telling the story of reform and in maintaining public
awareness about school affairs.

Uskt OF DiSSEMINATION AND TECHNICAL ASSISTANCE
SERVICES

The superintendents recommend to their colleagues that they draw o
federally funded technical assistance projects, including the regional
laboratories, to provide them with information and expertise The super-
intendents further recommend that the U.S. Department of Education
urge the organizations to provide such: assistance where possible and
that both the Depaitment and the organizations alert school people to
the availability of thesc resources. Despite-the array of federally funded
services avaﬂable to districts seekng better schools, most local
educators continue to rely heavily on internal resources and expertise.
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U S Department of Educatzon 'Y Oﬁ"ice of Educatzonal Research and Improvement

Programs for the Improvement of Practice

October 1988

New Report Explores School Improvement
in 16 American Districts

What happens hen 16 Amnerican schéol districts represénting a true cross section of our Nation
setout to improve our education? What strides can they make toward better schools? What barriers
do they encounter along thé way? Whatirole do their superintendents: play inchange?

TheUS. DeparmentofEduationhureleasedareport, Experiences in School Improvement: The

‘Story of . =& American: Districts, that addresses these qaestions. The 16 districts are part of a unique

pMershi' also involving the Us.

at of Educationand the States of eight governors who

‘helpéd produce Tine: for Results; the lahdmark:1986 report from the National Governor’s Associ-
ation. -Each school systern selected for this partnérship was ‘asked to create innovative programs

that it 13 of the report’s recommendations, The suggestions fox.i \improving schools ranged:from

developing. ways:i0: evaluate prmpals to- involvmg parents-more actively in their children’s.
education. .

The report nctes that the supenntendents ineach d:stnct have played & distinctive role i reform
° Buildingtmst with their staffs and communities;

o-Créating the atmosphere required for refort to flourish;

{ Developing a vision for their districts’ future;and.

L) Communioating this vision clearly to those who carry out new programs.

The repert also-describes. obstacles to-reform that eduicators in. many. of the 16, districts have
encountered-for example restrictive laws:and cumbé: some regulations, teachers’ unioris, slug-
gish bureaucrades, and; burdensome tests. Some districts have found imaginative ways to.over-
come the madblocks othershavé not.

The report provides descriptions of innovative programs in each of the 16 districts aii¥sts 15
recommenidatiors that the  superiniendents believe would enable them to make greater and faster
strldes toward: educational excellence. .

Copies G« Experiences.in-School Impmvement The Story of 16 American: Districts are available for

$4.50 eachifrom the Supefintendent of Documents, U.S. Governmex:t Printing Office, Washington,
'D.C..20402; Request stock riumber 065-000-00343-1: Send'check or money order payable to the
A ‘U.S Government Pﬁnting ‘Office. An order form is included on the back of this announcernent,
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-number 065-000—00343—1)
1. Thetoulcostofmyorderxss

copy(ies) of Experiences in School Impro

Superinterident of Documents Publication: Order Form

Charge your ordcr, (il S
ey it's easy! g%

YES 9-please send me the “ollowing indicated publi¢anéns:

vement: The Story of 16 American Districts at $4.50 each (stock:

(Imemwonal customers ‘please add an additional 25%.) All prices include regular.

domestic postage. and ‘handling ‘afid are good through 3/89. After this date. please call Order.and Information:Desk at

'202:783-3238 10 verify prices.
Piease Typeor Print

2._’

(Comfnnv or persoml name)

(Aggiridﬁai addmsmiemién lines.

(Street address)

(%? Sme_.fil? Codey
t )

" --(Dayume pnone inciuding area code) 1

d.. \lnl “To: Superintendent of Documents. Government.Pnfung: Dffice. ‘Washington. D.C. "0402 9318

3. Please choose method of payment:

D Check payable to the Superintez dm of Documents’

] GPO.Dsposit ‘Account L Lt !'a“
D VISA or MasterCard Account o
HEN RN

Thank »ou for ,your'brder."
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