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were a nationally respect-
ed superintendent but now
you're working at the state
level. How has that changed your
view of education?
It has broadened my view considera-
bly. I've become aware of individuals
who influence decision making to a far
greater extent than educators. Work-
ing with the state department puts me
in close proximity with the governor’'s
office, the legislature, private sector
leaders, and other persons who influ-
ence expenditures in the state. It
makes me see that influences come
from external groups as well as inter-
nal ones. 1 am much more aware now
of the need to build bridges with
groups that a superintendent normally
doesn't work with

What about educational prior-
ities? What were your priorities in
Salt Lake City?

First of all, we were trying to in-
crease student achievement. When |
went to Salt Lake City, the levels of
achievement were considerably below
national norms. Second were equity
issues: providing better education for
Hispanics and broader opportunities
for blacks, while at the same time
maintaining a higher quality effort for
all the children. We had to work at
getting broader financial support. Af-
ter we got community support we
were able to pass a bond election.
Further, a tax rate increase made it
possible for us to reduce the teacher-
student ratio in the first three grades
from 1:30 to 1:25. We also introduced
a gified program. Another item 1o
which I gave high priority was person-
nel evaluation. As you recall, the Rand
report said that Salt Lake City had one
of the four best personnel evaluation
programs in the nation. And an area of
great interest was to build bridges
with the community at large—parent
volunteers, parent Support systems,
parenting classes, community educa-
tion—to create a learning community
like that called for in A Nation at Risk.

Many of these priorities are the
same, then.
In South Carolina, they're all written

into the law. The law requires the
building of parterships with the pri-
vate sector, with parents, and with the
community at large. It requires that
incentives be based on increases in
student achievement, and it certainly
requires attention to equity. 1 have o
examine attendance dataamd achieve-
ment data in various ways to see that
poor children are making progress. 1
would say that my priorities in Sal
Lake City and South Carolina are quite
similar.

Your job in South Carolina is a
little unusual, isn’t it?

Yes. Only New Jersey and North
Carolina have positions like it. My title
is depury for public accountability, and
1 am responsible for ensuring that
state expenditures are producing
benefits. Specifically, South Carolina
raised its state sales tax two years ago
to support an increase for education of
about $200 million. Fortunately, in just
two years we have already seen im-
provements: artendance has increased,
student achievement has gone up,
buildings have become bener, princi-
pals are being assessed, inservice edu-
cation is extensive, and public confi-
dence has increased. At the end of the
three-year period for which this office
is established, we will report 1o the
legislature, on the basis of our data,
whether or not the benefits that were
intended by the law have, in fact, been
established.

Your role is temporary, then?

Yes. | intend after that ume to go
back to Salt Lake Citv to assume the
position of vice president for the Kel-
wynn Group, a national education
training organization. The 1986 South
Carolina legislature extended the life
of the division for three more vears
and expanded the responsibilities of
the division deputy

Why did the legislature think it
necessary to create a new posi-
tion?

I think it's just a matter of public
confidence. This is an extremely sensi-
tive thing to discuss because educators
become defensive. The reality is that

in most enterprises there’s a way to get

accountability. In the marketplace,
services are purchased only if they're
considered valuable. In the investment
world there is the Securities and Ex-
change Commission to prevent fraud-
ulent activities. In the public sector
there is always internal accountability,
but the public wants some form of
external accountability

In my case it was a kind of compro-
mise. The division for public account-
ability is in the state department of
education and 1 repornt to the state
superintendent, bur the deputy is per-
ceived to have a great deal of freedom
to report directlv to the governor and
to the select committee of the legisla-
ture. This has now been established in
law by the 1986 South Carolina legisla-
ture. That makes some people ner-
vous, but an individual could not do
this job effectively without such inde-
pendence

The point is that it's a state posi-
tion. When I go around the coun-

try I find that educators are very
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I think that external groups like
governors, legislators, and state lead-
ers finally have been convinced that a
state’s economic development de-
pends on good schools. They have
acted on that much more quickly than
the education community wanted
them to act, but when economic con-
ditions are threatening, when the state
is losing revenue, when there's high
unemployment, the folks'in the private
sector respond quickly They are
thinking about the recent history of
automobiles, of steel, the textile mills.
Now, 1 personally believe that their
response has been appropriate and
needed, but it has frightened some
educational leaders When we have
lived with it for awhile, though, we'll
learn that, one, they're really our
friends, they're out there helping us
get the bucks for education; and, rwo,
we can rely on them not only for the
short term, but for the long term as
well. Governor Alexander of Tennes-
see didn't pick up education for one
year and something else another. He
has stuck with education. Governor
Riley of South Carolina has made edu
cation a top priority for a long period
of time. We ought to be thankful that
we have governors on the education
bandwagon.

But many
cerned that

educators are con-
well-intended but
precipitous actions can produce
undesirable side effects that non-
educators often don't anticipate.
Some of the reform efforts are
based on assumptions that are proba-
bly not accurate. For instance, the test-
ing of teachers already in service is
aimed at genting incompetent teachers
out of the business. That's not an
accurate assumption; it will get out
people who don't have good literacy
skills, but not incompetent teachers. If
we want incompetent people out of
the profession, we do that through the
evaluation process and we make indi-
vidual decisions. Another assumption
is that we don't have enough young
people of wlent going into reaching,
The response has been to overregu-
late the system, which may make
things worse. So there are some errors

| in judgment.

“I think that
external groups
like governors,
legislators, and state
leaders finally have
been convinced that
a state’s economic
development
depends on good
schools.”

That seems to be true of career
ladder programs. In several states
plans have been developed so
quickly that educators have felt
left out.

I think the biggest error made in
connection with career ladder plans is
developing an incentive program that
is uniform throughour a state. Florida
has already recognized that it has
made a mistake North Carolina is
being very hesitant. Tennessee has
moved so quickly because of the gov-
ernor’s leadership

Incentive programs must be de-
signed district by district because they
can work only where people trust
each other We'e trying to dévelop
some models in South Carolina and
give districts a choice. [ think the
possibility of that working is bener
than if we designed a state model and
said, “Here it is."

You seem to be distinguishing be-
tween the content of the reforms
and the process by which they are
implemented. Let’s talk first about
the reforms themselves. Which of
the many reforms you know
about have the best chance of
really improving education?

The reforms artached to the effective
schools movement have great merit,

both for improving academic achieve-
ment and for equity. Reforms such as
leadership training for principals, cre-
ating high expectations for students,
monitoring student achievement con-
tinuously, analyzing the data on a dis-
aggregated basis—these are the kinds
of things thar are going to improve our
schools.

Another set of reforms that is very
important is the effort to improve the
selection and preparation of teachers.
For example, | think the move tg raise
standards for entry into teacher educa-
tion is going to stick And a very
encouraging development is the new
collaboration between colleges of
education and school districts so that
certification of teachers becomes a
joint responsibility

A third type of reform | think is
important is that we're beginning to
look at salary structures differently and
trving to find ways of differentiating
teacher salaries more appropriately. 1
expect something to evolve that is
different from the current salary struc-
ture, but it will also be different from
current conceptions of career ladders
A school-based incentive program is a
real possibility

What other possibilities are there?

Well, there are bonus plans based
on school achievement rather than
individual class achievement. We
could say that if a school does ex-
tremely well we will give it a sum of
money to be distributed to the teach-
ers as a bonus, just as the major
leagues do when a team wins the
world series. Or we could develop
programs that give nonmonetary
awards, like sabbaticals, to individuals
who do extremely well. We need oth-
er kinds of incentive programs over
the long run, because we just will not
have the fiscal ability to support career
ladders when we get 60 percent or
more of the people at the op rung
One other point: the contribution of
incentive pay is that it will drive curric-
ulum development and personnel
evaluation. In order for teachers to do
well, they will have to know more
about curriculum. It will also push
administrators to have better evalua-
tion programs in order to differentiate
the quality of service provided by
teachers.
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You've mentioned three types of
reforms that you believe have
merit: effective schools and two
initiatives related to the teaching
profession. Any others?

Another reform that 1 believe is
important, although we don't have a
lot of hard information about it, is
parent involvement. Parent councils,
for example, seem to be of value;
unfortunately they generally are most
valuable to the people on the council.
Those parents know about the school,
and it helps their children. But there
must be ways of involving larger num-
bers of people in school affairs.

We've gotten heavily into forming
partnerships with the business com-
munity. That builds friends for educa-
tion and may even make the operation
of districts more cost effective. I don't
think we're seeing any direct results
from that in student achievement, but
that's an unsettled question,

We also have a very strong movement
to assess principal candidates prior t©o
their being appointed as principals. It’s
not yet fully clear whether the assessment
principals, but there have been some very
powerful studies that apparently validate
the assessment center process. Again, this
is something we should examine very
carefully.

It's interesting to me that some of
the reforms you mention are real-
ly very long-term matters and yet,
for example, you are trying to
show—and are showing—some
gains in a three-year period. Any
gains of that sort are necessarily
moderate in comparison to what
might be accomplished over 20 or
30 years, though. For example, it
will take a long time before the
effects of principal selection ef-
forts show up.

The assessment program in South
Carolina is designed to make judg-
ments on longitudinal data rather than
just year-to-year data. When I met with
the select committee, [ said that some-
times in education we do our research
by planting a tree and then lifting it up
every six months to see if the roots are
growing. They understood what 1
meant, so many of our evaluation strat-
egies will rely on longitudinal data.

Let me give you an example. We're
providing a large amount of money to

“Reformé such as
leadership training

for principals,
creating high

expectations for
students,

monitoring student
achievement
continuously,

analyzing the data
on a disaggregated
basis—these are the
kinds of things that
are going to improve
our schools.”

better educate what we call compensa-
tory children in the early grades.
Whether that expenditure is worth-
while and benefits accrue to the state
of South Carolina will depend on
whether or not those children in-
crease their achievement levels and
maintain them. If at the Sth or 6th or
7th grade level they lose whatever
gains they've made, the conclusion
will be that something is wrong and
the money could be better spent some
other way. So we will have to look at
the data over a long period of time.
The same is true with principal selec-
tion efforts

I suggested that we try to talk first
about content of the reforms and
then about process. You've men-
tioned reforms you feel are espe-
cially advantageous. What exam-
ples do you see of where the
implementation process is work-
ing well and where it's not?

There are some exemplary states
like South Carolina that have formed a
coalition of teachers, superintendents,
the business community, and other
external groups. First of all, the gover-
nor of South Carolina formed a part-
nership with the state superintendent.
The two worked together, developed a
program together, wer! [0 meetngs

together, and were seen as solidly in
support of the reforms. Then they
brought teachers into the coalition by
guaranteeing in law that salary levels
would be at the southeastern average.
They brought in the business commu-
nity by estblishing accountability
measures, incentive pay, and stronger
staff evaluation programs. They got in
the parents and minority groups by
building in expenditures for compen-
satory education and remediation. By
bringing all of these groups together
and forming a coalition, they were
able to get strong support.

In Texas, there was no extensive
caalition. They had the governor's of-
fice and they had the private sector,
but they did not bring in the teachers.
Therefore, the teachers and many ad-
ministrators—perhaps the administra-
tors most of all, because of the difficul-
ties they see—are fighting the reforms.
In Florida and Tennessee the teachers
are still fighting career ladder pro-
grams. But teachers in South Carolina
have been exemplary in their support
of the reform efforts.

By teachers, do you mean individ-
uals or the establishment?

I think by and large individual
teachers have been supportive, but 1
can only report the official position of
the organized groups. Those positions
are positive toward merit pav, evalua-
tion, and peer review

in the next several years?

We 're beginning to examine several
things in South Carolina. In our initial
thrust to reform education, we may
have overregulated local school dis-
tricts. 1 think we'll probably consider
cutting down on the number of regu-
lations. 1 think we'll also begin looking
carefully at some of the high-risk stu-
dents who are still falling out of the
system. Even though we may have
reduced the dropout rate, there are
still a significant number of individuals
who are not successful in our schools.
We also need to examine vocational
education and adult illiteracy

What do you predict may be ahead
for the school reform effort across
the country?

More and more states will be devel-
oping, or expanding, statewide testing
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programs. It's a natural for them; it's a
way of reporting. | know that a lot of
educators feel that we're overempha-
sizing testing, but criterion-referenced
tests developed by the state 1o mea-
sure quality are appropriate. More and
more states are going to do it. | believe
there will be more anenuon to evalua-
tion than to career ladders. [ expect to
see a retreat from career ladders be-
cause of the experience we've had in
Tennessee, Florida, and North Carol:-
na, especially when people start pro-
jecting the cost of career ladder pro-
grams for an extended period

We're probably going to see more
anention to working conditions of
teachers. Of all of the things that could
help attract better people, the most
important is the perception of teach-
ers about their jobs. We could do all
we want, but if teachers perceive
themselves to be in an undesirable
position we re not going to recruit the
best people—because it's teachers
who attract teachers to the teaching
profession.

S0 policymakers have to contend
with two major thrusts: increased
accountability and trying to make
teachers feel more satisfied with
their profession. The difficulty is
that those two can be in conflict.

Right. But policymakers are begin-
ning to recognize that in our efforts o
produce accounuability we may be
making schools oppressive and less
desirable. So we have 1o design pro-
grams that provide accountability
without oppressing educators. We may
be able to limit accountability mea-
sures to those districts that are below
established standards

Do you expect that more states
will look to South Carolina and try
a collaborative approach rather
than a mandated approach?

I think so. South Carolina has be-
come a model for collaborative action
All candidates for governor have
pledged to continue the cooperation
established by Governor Riley

Many of our readers are local
administrators, not state policy-
makers, and some of them have
felt pushed around by the school
reform effort. How do you suggest
they can prepare for the new
wave?

“We’re probably
going to see more
attention to working
conditions of
teachers. Of all the
things that could
help attract better
people, the most
important is the
perception of
teachers about
their jobs.”

First of all, for their own mental
health, they have 1o feel they are not
overwhelmed and that the world is not
oppressive. I've been in this profes-
sion 38 years, and most of the things in
the reforms are not new; they're just
described in different language. They
are appropriate and manageable

From what you said earlier, you
apparently believe that governors
and legislators have good inten-
tions, that in fact education does
need some of these changes, and
that we shouldn't be satisfied with
the status quo.

You bet! But I don't think we have 1o
be a patsy for all the changes, either
For example, there have been at-
tempts in some legislatures to do away
with due process. If | were a superin-
tendent they'd have to do it over my
dead body There's no way that [
would compromise due process of
law for anvbody, including first-vear
teachers. You might be interested that
in Salt Lake City we did not have a
probationary period because of my
insistence that everybody is entitled to
due process protection. At first the
board was leary of it, but it was one of
the best things we ever did. There are
some things the legislative bodies may
wish to do that educators should fight,
especially if they're against the basic

principles of this nation: due process,
access to information, public involve
ment, parent choice, and equity for all
children.

What about the federal govern-
ment’s role in improving Ameri-
can education?

Well, the possibility of the federal
government assisting education mone-
tarily is very, very weak. Secretary Ben-
nett's emphasis on the states taking a
more aggressive role is appropriate
given the current conditions. His insis-
tence that education is a state funmnn
and that it should, therefore, be sup-
ported with state resources is histori-
cally correct. Now, there are some
who will argue appropriately that
there are some educational matters of
national concern such as the high
dropout rates of Hispanics. [ do be-
lieve that there is a legitimate place for
Chapter 1. But I'm convinced that the
current administration is not going to
hight very hard for an expansion of
Chapter 1 or additional equity mea-
sures. I'm also convinced that we're
not going to get a lot of new money;
they don't have it. | do believe, though,
that national leaders ought to speak
well of the institutions of government
I dont like superintendents who
knock the mavor or superintendents
who say, “This is a lousy job.” We
ought to be loyal to the institutions of
government—and the greatest lovalty
ought to be expressed by national
leaders. They ought to know that they
are working for government, they are
servants of the people, and they ought
to be supportive. In other words, I feel
that the proper stance of national lead-
ers like Secretary Bennett and Presi-
dent Reagan is—rather than heavily
criticizing the schools—to motivate, to
inspire, and to instill loyalty to our
public institutions

Educational leaders have great influ-
ence. That influence, however, is lost
without a basic commitment to public
service—being in education is the best
public service one can provide There
is nothing more noble than being a
school leader O

Donald Thomas is deputy superinten
dent, Division of Public Accountability,
South Carolina State Department of Educa-
tion, 1429 Senate St, Columbia SC 29201
Ronald S. Brandt is executive editor of
ASCD
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