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Piecing Together
the Restructuring Puzzle

Four years after the Carnegie Report, scattered
schools and districts launch creative solutions to
demands for wholesale change.

City, where crack, drug-related

violence, and poverty are a fact
of life, Charles Drew Elementary
School is an oasis. Given every ex-
cuse to fail, Drew students instead
earn high marks on achievement
tests, studying everything from the
basics to ballet. Every Saturday,
nearly 200 students troop in for extra
help or enrichment.

Thanks to Drew's participation in
one of Dade County's mwo school-
based management/shared decision
making (SBM/SDM) pilot projecs,
teachers there help make decisions
such as the one that created Saturday
classes. They also participate in inter-
viewing new teacher candidates; thus,
they have a stake in ensuring that
novice teachers succeed, according to
Drew Principal Fred Morley “Our
teachers have bought into the pro-
gram, and they take pride in seeing
these children achieve,” Morley says,
summarizing the school's mission.
"“The bottom line of why we're in
school is academic achievement and
producing useful citizens, and I think
we're doing that here. We believe that
our students can do just as well as
anyone else.”

S et in the heart of Miami's Liberty

Schools must

be overhauled

in ways that
fundamentally
change the
institution of
schooling itself.

Students at Miami's Charles Drew Elementary

School spend time learning performing arts,
including ballet

4

hiron Middle School in Minneap-
‘ olis, Minnesota, which opened

for the first time last fall, isn't
really a school at all—if one defines a
school as a building with four walls
populated by students and teachers. In-
stead of leaming in a single building,
Chiron students spend 12-week sessions
rotating among several “leaming cen-
ters” strategically located in community
areas whose resources lend themselves
to experiential learning. This year, for
example, one center meets in the agri-
cultural campus of the University of
Minnesota, a second is located in a
former parochial school in the heart of
Minneapolis' performing ans section,
and a third shares space with college
evening classes in a former store in the
heart of the business district. The ideas
that led to the school's creation were
culled from proposals responding to a
district competition for creating a better
school.

By diversifying the role of adults at
each learning center, Chiron involves
parents and makes learning more in-
dividualized and personal for its stu-
dents. Each site has 40 students
(grades 5-6 this year, with an eventual
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goal of serving students in grades 5-
8). Each center includes one site
teacher, one "home base" teacher
(who helps develop a personal learn-
ing plan for students in conjunction
with parents and rotates among the
learning centers with the students),
one “impact” teacher (who spends 25
percent of his or her time in curricu-
lum planning, staff development, and
investigating community resources),
two paraprofessionals, and assorted
unpaid volunteers.

Each learning center uses a special-
ized curriculum designed to support
experiential leaming, a major goal of
the school. "These kids are learning
how to calculate how many square feet
in an office building and what it means
for clothes to be 30 percent off
They're milking cows, they're behind
the stage at a TV station, they're in
courtrooms,” says Ray Harris, a local
businessman who chairs the school's
steering commitiee

R

more personal  environment
also characterizes Central Park
East Secondary School, lo-
cated in the Spanish Harlem section of
New York City. A member of Brown
University Professor Ted Sizer's “Co-
alition of Essential Schools,” Central
Park East features small, primarily two-
hour classes in which lecturing takes a
back seat to discussion. Following the
Coalition’s view on curriculum selec-
tion that “less is more,” classes focus
on major themes and the essential
questions raised by those themes
Fernando Diaz, an 8th grader in his
first year at the school, says that in his
former larger school, “If you didn't do
any work and just kept quiet, you
passed.” At Central Park East, “teachers
work with you—they don’t just tell you
to read this many pages in a book and
do questions 1-5."

he changes geared toward en-
hancing student success being
undertaken in these scattered
locales are at the heant of what some
experts have termed school “restruc-

).

The restructuring profect at Miami's Horace Mann Middle School irvolves greater teacher leadter-

ship, shared decision making, and increased use of technology

turing.” After decades of attempts to
reform schools, most of which consti-
tuted little more than tinkering with
surface parts, many observers feel that
schools as they are presently orga-
nized must be overhauled in ways that
fundamentally change the institution
of schooling itself. Acknowledging the
magnitude of the task, school restruc-
turing proponents nonetheless argue
that nothing less than systemwide
change will produce schools capable
of serving the needs of students, edu-
cators, and the community at large.
Visible signs of public education’s
ills—low student achievement on in-
ternational assessmenits, dropout rates
that reach 50 percent in some of the
nation’s cities, teacher dissatisfaction,
bureaucratization—are even more
worrisome, given demographic and
economic trends mandating that pub-
lic schools educate to a higher level of

success students who have traditon-
ally presented the most challenges

“We believe the system cannot
change incrementally—it has to be
shocked out of existence,” Adam Ur-
banski, president of the Rochester
Teachers Association, says in describ-
ing the impetus for a widely heralded
restructuring plan in Rochester, New
York. “1 see the challenge of restruc-
turing as making the terrific excep-
tions that now appear in nearly every
school district the norm, not the ex-
ception.”

“The situation is exceedingly seri-
ous,” says Bruce Goldberg, co-director
of the American Federation of Teach-
ers’ Center for Restructuring. Even so,
he adds, "1 don't think everyone is
convinced of that, including many of
those in the education system.”

The most visible “proving ground”
for school restructuring is in the inner
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cities, where some experts warn that a
complete overhaul is needed to stem
the tide of student dropouts and ill-
prepared graduates. "What we're talk-
ing about-is breaking the mold,” Marc
Tucker, president of the Carnegie Fo-
rum on Education and the Economy,
says of current restructuring initia-
tives. “That doesn't happen unless
people are terribly dissatishied with
what they've got.”

Many of the initiatives being tried by
schools and districts attempting to re-
structure are not altogether new; still,
the term did not enter the popular
education lexicon untl 1986, when
A Nation Prepared, the Camegie Fo-
rum'’s landmark repor, asserted the
need to “restructure schools to provide
a professional environment for teachers,
freeing them to decide how best to
meet state and local goals for children
while holding them accounuble for
their progress."! The report included a
“scenario” of how restructured schools
might take advantage of a radically
changed teaching profession.

Numervus education analysts con-
tend that by the time the Carnegie re-

The most visible
“proving ground”
for school
restructuring is in
the inner cities,
where some experts
warn that a
complete overhaul
is needed to stem
the tide of student
dropouts and
ill-prepared
graduates.

port was issued, it had already become
clear that the so-called “first phase” of
school reform launched in the early
1980s and propelled by A Nation at Risk

would fall short? Such reforms as in-
creasing student graduation require-
menis, strengthening teacher prepara-
tion and cerification standards, and
lengthening the school year, they ar-
gued, would not accomplish the needed
fundamental changes in learning and
teaching Those would only come
through a new phase of reform directed
toward changing the very heart of the
teaching and leamning process.

“If the watchword of the first phase
was ‘excellence,’ for the second phase
it is ‘restructuring,’ " says a report by
the National Governors Association
(NGA), which tracks and suppors
school restructuring initiatives in sev-
eral states .’

Although opinions on what restruc-
turing should constitute have varied, a
framework developed by the NGA is
typical of some current proposals, sug-
gesting that restructuring must be a uni-
fied, systemaric approach to rethinking
curriculum and instruction, authority
and decision making, saff roles, and
accountability (see box)*

Restructuring Curriculum
While countless school reformers
have advocated the use of a variety of
learning experiences and a greater
emphasis on thoughtful work, text-
books and teacher lectures still domi-
nate classrooms. Some schools at-
tempting to restructure, however, are
succeeding in turning classrooms into
places where all students, not just
those in advanced classes, take greater
responsibility for their learning, and
where teachers are “coaches” rather
than “tellers.”

The Coalition of Essential Schools, a
group of about 50 schools nationwide
(and in one Canadian province), is
attempting to fundamentally restruc-
ture learning and teaching around a
set of core principles. Each Coalition
school proceeds independently, but
they are united by their adherence to
such principles as curricular design
that promotes student mastery rather
than content coverage, a personalized
environment in which no teacher has
more than 80 students, student diplo-
mas based on exhibition of mastery,
and more.
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On a recent day at Central Park East
Secondary School, a Coalition mem-
ber, a combined humanities class of 16
9th and 10th graders discussed read-
ing completed the previous day
Nearly all students participated, comb-
ing the text repeatedly for specific
evidence to back their contentions. As
pant of a yearlong focus on the theme
of justice, students examine the Amer-
ican criminal justice system and an-
other nonadversarial system. The es-
sential questions guiding the course,
plainly posted on the classroom wall,
are: What is justice? What is the rela-
tionship berween truth and justice?
Can something be moral and illegal or
immoral and legal? How are decisions
made for our many groups? Does the
punishment fit the crime? and How
and why do law and morality change?

In developing the curriculum at
Central Park East, the school's staff
decided to limit the number of class
periods in order to focus on core
subjects, some of which, such as the
humanities (English, social studies,
and the ans), were combined. A 1ypi-
cal week for students in grades 7-16,
for example, includes several rwo-
hour blocks of humanities and math-
science, daily one-hour classes in

When schools start -
by deliberating what
thoughtful student
beh.vior looks like,
other characteristics
of the school’s
organization spring
from that vision.

Spanish, two to three hours of com-
munity service, and several advisory
periods. During an extended lunch
period and after school, students may
participate in clubs, music, physical
education, sports, and other activities.

Such a curriculum departs markedly
from the apily titled “shopping mall”
high school.® Central Park East Princi-
pal Deborah Meier says that the large
comprehensive high school, with its
discrete one-hour periods, myriad
electives, and vocational programs, de-
veloped “as a way to keep kids off our
backs by giving them lots of choices.”
By contrast, Meier says, “we decided
that everything would be simplified,”
and though she sometimes regrets the
trade-offs, Meier believes the focus is
essential to success

Change from the Bottom Up

Central Park East Secondary School, as
well as the three Central Park East
elementary schools Meier has helped
to start up since 1974, would not have
been possible without fundamental
changes in the relationship between
District 4 and uts schools. A process
begun during the 1970s by former
Superintendent Anthony Alvarado sup-
ported the creation of myriad small
alternative schools characterized by
such “entrepreneurial” features as en-
rollment through choice, school-
based budgeting, and staff control of
fundamental decisions about curricu-
lum and instruction.® In the interven-
ing years, numerous such schools
have appeared, and the district, which
once had among the worst standard-

/| ized test scores in New York City, has

risen to the middle of the pack
District 4's experience illustrates
what many educators, frustrated with
numerous bureaucratic mandates and
regulations that impede innovation,
feel should be a new principle guiding
restructuring: give educators the means
for acting upon their best ideas about
education and hold them accountable
for student progress. "It is critical that
those closest to the point of educational
impact—teachers, principals, parents,
and community members—have the
opportunity to explore, create, and im-
plement innovative approaches and ac-

R

Perhaps the trickiest
part of restructuring
schools will be to
completely reshape
a system that has
been measured thus
far by compliance
with bureaucratic
mandates into one
focused on the
bottom
line—evidences of
authentic student
achievement.

countability structures designed o en-
sure significantly increased student
achievement,” says Joseph Femandez,
formerly school superintendent in
Dade County (Miami), Florida, and
now the New York City public schools
chancellor.

Educators in Dade County, the na-
tion's 4th largest school district, have
embarked on a radical course o up-
grade schools through their SBM/SDM
projects designed to foster creativity
and autonomy at the school level. New
school-based coundils have been estab-
lished at 119 schools pamicipating in
two pilot programs, and their new de-
cision-making cadres of teachers, ad-
ministrators, and (in some instances)
parents and community members may
seek waivers to bypass district regula-
tions or teacher union contract stipula-
tions that threaten to impede innova-
tive proposals. The new arrangement
has led to such creations as Samurday
classes at 20 schools and “satellite
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The creation of
student assessment
alternatives to
standardized
multiple-choice tests
is an essential
feature of
redesigned schools.

learning centers” established at the of-
fices of several large employers.

Officials at Horace Mann Middle
School, one of the SBM/SDM pilot
sites, credit the new plan with reshap-
ing the roles of teachers and adminis-
trators and providing opportunities
for professional growth. "Now we
have a voice,” says Richard Vidal, a
teacher who chairs the school's deci-
sion-making cadre. School-based man-
agement “‘really gives people at dif-
ferent levels increased abilities or
leadership experiences o change
roles or to be a 1eader within the
school.”

Horace Mann Principal Patricia Par-
ham adds that the cadre has helped
create three “lead teacher” positions
The new reachers earn an extra $3,500
per year and take on such added re-
sponsibilities as conducting staff train-
ing, observing and evaluating other
teachers, and working on curriculum.
In a survey, teachers at the school who
were observed and evaluated by the
new lead teachers reported they
“didn't feel intimidated by their
peers,” says Parham.

New Roles for Staff

Merely pushing decisions down to the
school level, however, will do litde in
the absence of a complete rethinking
of how the roles of teachers, adminis-
trators, and others must change to take
advantage of new freedoms and re-
sponsibility, some experts contend.
Without finding ways to attract better

teachers and to take advantage of their
talents, creating school-site councils of
teachers to play a larger role in mak-
ing decisions “can just as easily be a
force for cementing in the current
ways as for opening up the field o
new ideas,” says Marc Tucker, presi-
dent of the Carnegie Forum on Educa-
tion and the Economy.

The Forum, which issued the afore-
mentioned Camegie report, is cur-
rently working with the Rochester,
New York, public schools to imple-
ment a landmark teachers’ contract
signed in 1987. The contract substan-
tially raised pay for teachers and ex-
panded their duties, creating a four-

tiered teaching force of intern
teachers, resident teachers, profes-
sional teachers, and lead teachers

Lead teachers participate in extra du-
ties such as mentoring, textbook selec-
tion, and curriculum development.

In addition, through a “home-based
guidance” provision in the contract,
teachers in middle and high schools
are “case managers’ for 20 students
each throughout the school year, re-
sponsible for making home contacts
and generally giving personal atten-
tion and supervision to each pupil
And school-based planning teams,
which include teachers, parents, ad-
ministrators, and (in high schools) stu-
dents, have been created that decide
such marters as instructional goals or
school budgets

The several years since the contract
was signed have been "in some ways a
smashing success, and in other ways a
disappointment,” according to Urban-
ski. Gradually, he says, teachers' atti-
tudes have changed so that they now
realize “they can't say 'l taught them,
but they didn't learn." " School-based
teams also have improved morale and
climate, he says.

Still, Urbanski notes, “It's a peren-
nial danger—assuming that just be-
cause we feel better about each other,
that will improve student learning.”
The district's efforts also have been
dogged by criticism of the home-
based guidance plan (some com-
plained that teachers failed to follow
through on home visits) and the extra
responsibilities given teachers (the lo-

cal union representing administrators
filed an unsuccessful lawsuit against a
plan to involve teachers in evaluating
other teachers)

Redefining Accountability
Perhaps the trickiest part of restructur-
ing schools, according to some ob-
servers, will be to completely reshape
a system that has been measured thus
far by compliance with bureaucratic
mandates into one focused on the
bottom line—evidences of authentic
student achievement. Not only will
that take new negotiations between
educators and policymakers at all lev-
els on what the goals of schools
should be, it demands a rethinking of
what standards are acceptable and
what measures must be formulated to
ensure that standards are met

Accountabiliry as it relates to student
achievement is typically measured by
standardized tests of basic skills, critics
say, and has generally avoided
thoughtful discussions of what schools
shouid achieve. "You can agree on a
test easily, even if you can't agree on
the goals of the activity,” according 1o
Paul Hill, a senior social scientist with
the RAND Corporation. “You save all
the negotiation costs required to agree
on what you are trying to accomplish
Instead, you agree on a technological
fix without agreeing on goals, and
everyone thinks it's fine”

When schools start by deliberating
what thoughtful student behavior
looks like in a restructured school,
other characteristics of the school's
organization spring from that vision
Meier, explaining how she supports
classrooms where students take a
more active intellectual role and
teachers act as coaches, says she tried
to “create the most favorable circum-
stances for its happening”: through
such features as smaller classes, longer
class periods, and a collegial environ-
ment in which teachers plan and eval-
uate curriculum together

The creation of student assessment
alternatives to standardized multiple-
choice tests is an essential feature of
redesigned schools, some expens be-
lieve. According to Grant Wiggins, for-
merly director of curriculum and

8

EDUCATIONAL LEADERSHIP




teaching for the Coalition of Essential
Schools, educators need to “design
schools backwards from the criteria
for acceptable performance.” 1If the
criteria are rich and varied, he says,
“teaching to the test” will no longer be
a problem. Wiggins says “perfor-
mance-based" assessments, now influ-
encing state testing programs in Ver-
mont (which soon will include student
portfolios), Connecticut, and Califor-
nia, may foreshadow a growing move-
ment away from accountability fo-
cused solely on standardized tests

A major complaimt of educators dur-
ing the “excellence” movement of the
1980s concerned far-reaching statg
mandates that blocked innovation
Some experts, however, believe there
are increasing signs that some states
are willing to negotiate waivers of
bureaucratic mandates in return for
evidence of better student achieve-
ment. A survey last year by the Na-
tional Governors Association found
that 21 states offered school districts
the chance 1o apply for waivers to
impeding regulations as part of their
restructuring initiatives, and several
others were considering doing so.”

Drew Principal Fred Morley cites bigh
expectations for students as a factor in the

school’s success "'We believe our students can .

do just as well as anyone else

In North Carolina, for example, a
far-reaching bill passed last year en-
courages districts to submit plans for
differentiated teacher pay or greater
budget flexibility, and it offers dis-
tricts the chance to apply for waivers
of cumbersome regulations. Those
that do will receive extra state funds,
but they also must submit a local
school improvement plan that in-
cludes clear measurable student per-
formance goals.

This year, the state education de-
partment will be reviewing district
waiver proposals, expected to include
requests 10 bypass stringent teacher
certification requirements and to use
instructional materials not on the
state-adopted list, according to John
Dornan of the Public School Forum, a
major proponent of the bill. And the
state’s examination of district account-
ability plans will spark “a healthy de-
bate over how we're doing and how
we're going to measure it,” he adds.
(See article by MacPhail-Wilcox, Forbes,
and Parramore, p. 22, this issue.)

In addition to such efforts, the Edu-
cation Commission of the States and
the Coalition of Essential Schools are
cooperating with six states to support
the type of restructuring being under-
taken by Coalition schools. As part of
the Releamning project, the six
states—Arkansas, Delaware, Illinois,
New Mexico, Pennsylvania, and Rhode
Island—each have made a five-year
commitment (G SUpPpOrt  approxi-
mately 10 secondary schools that fol-
low Coalition principles. That suppon
will include about $50,000 per school
per vear, and state and district officials
involved in the project will be investi-
gating what policy changes are needed
(in areas such as school/student as-
sessment and teacher certification) to
support the work of participating
schools.

A Comprehensive Strategy

As educators have grappled with the
notion of school restructuring, many
have remarked that such initiatives as
school-based management, hands-on
curriculum, or better assessments are
nothing new. At the same time, many
schools and districts have developed

In North Carolina, a
far-reaching bill

passed last year
encourages districts

to submit plans for
differentiated
teacher pay or

greater budget
flexibility, and it

offers districts the
chance to apply for
waivers of
cumbersome

regulations.

approaches to revamping one of the
areas mentioned above. But examples
of districts that have auempted to
change all areas simultaneously are
rare, experts contend. “Very few of
these things are in and of themselves
new,” says Tucker of the Camegie
Forum. “But they have not been put
together in a strategy for changing the
entire system. That, to me, is what
restructuring is.”

Tucker and others worry that re-
structuring has come to be seen by
many as the addition of certain pro-
grams, rather than as a comprehensive
strategy affecting the entire education
system. "A lot of people have equated
restructuring with site-based manage-
ment or shared decision making."
Tucker asserts. "I think districts who
follow that are headed for disaster.”

Isolated initiatives such as school-
based management, moreover, carry
the danger of being seen as ends in
themselves, rather than as pieces in an
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overall strategy to raise student suc-
cess. “The danger is that we will con-
tinue o define and redefine school-
based management and the career in
teaching plan ... " Urbanski says of
efforts in Rochester, New York. "The
real litmus test ... is to peek into
classrooms and see if the teacher is
talking, and if the students are in neat
rows with their books turned to the
same page, taking the same goofy mul-
tiple-guess tests.”

Michael Kirst, professor of educa-
tion at rd University and co-
director of Policy Analysis for Califor-
nia Education, predicts that the
“restructuring” movement may soon
starve, victim of a lack of agreement on
goals, policy options to suppor it, and
clear ways to measure its impact.
"There’s still no consensus on what
|restructuring] is, cr what it ought to
be,” he says. "States haven't yet hit
upon a means to build up local capac-
ity to restructure ... We have various
people out there selling their medi-
cines, but we don't know yet what the
medicines will do.”

Others, however, warn that nothing
short of restructuring will produce
needed gains for public education. "If
you don't restructure, public educa-
tion in America is going to be finished
in 5 to 10 years," Al Shanker, president
of the AFT and a leading backer of
school restructuring, told participants
antending a recent conference spon-
sored by ASCD.

Indeed, Shanker views such devel-
opments as the recent takeover of the
Chelsea, Massachusetts, public schools
by Boston University as a sign that if
educators fail 1o address their own
lingering problems, others may step in
and clean house. Tuition tax credit
bills that passed in two states last year,
he hints, also may foreshadow a trend
toward turning to private entities to
address public education’s problems.

Other, recemt developments are
seen by some as ominous. The Illinois
legislature, dismayed by lingering
problems and unresponsiveness
within the Chicago public schools,
pushed through a radical law that last
fall created new parentled gover-
nance teams at each of the city’s 600-

plus schools. Although many players
in the unfolding drama agree that rad-
ical change in the city's schools was
needed, some observers feel the plan
will fall short because the shift in
power fails to address other pieces of
the restructuring puzzle, such as re-
cruiting and retaining better teachers.
“I'm pessimistic about its potential to
bring about change,” Tucker says of
the Chicago plan. "In the end, a great
deal, maybe everything, depends on
what happens between the teacher
and the kids."

“Underlying many present refornds
is a thinly veiled threat to public edu-
cation,” summarizes a report by the
NGA. "Change, or see your responsi-
bilities and clients drift away 1o other
organizations.”®

Cautious Optimism

Despite the ever present threat that
serious restructuring efforts will be
short-circuited before they really get
off the ground—a common fear is that
any failure by restructuring pilot
projects to quickly bring about change
will cause disillusionment and, per-
haps, more legislative mandates—
SOme experts point 1o promising signs
that the restructuring agenda will take
hold.

In the past several years, some ob-
servers believe, positions taken by the
two major teachers' unions on such
issues as differentiated staffing have
evolved (NEA has eased its opposition;
AFT promotes experimentation), and
such stances are making their way into
more “professional” contracts in Mi-
ami, Rochester, and elsewhere. Stan-
ford University's Gary Sykes says that
while both unions remain committed
to bread-and-butter union issues, each
has a “leadership cadre” emerging
that backs new expressions of profes-
sionalism. "“"Without a willingness on
the part of organized teachers to take
risks, to experiment with new forms of
agreement and cooperation, there will
be no genuine reform,” he asserts.

With the advent of the National
Board for Professional Teaching Stan-
dards, which has the support of the
WO unions, improvements in teacher

pay, working conditions, and roles
bode well for improved learning envi-
ronments able to produce more suc-
cessful students, some experts believe

Moreover, others feel that restruc-
turing efforts will be boosted by efforts
being carried out in several states and
nationally to better spell out desirable
learner outcomes. One possible result
of the efforts over the past few months
by the Bush administration and the
nation’s governors o set national
goals for education will be 10 “get
everyone's attention focused on the
bottom line,” says Tucker. The goal-
setting process, he adds, may help
ensure that the tentative steps toward
restructuring taken so far will be di-
rected toward the ultimate goal stu-
dents able to think and act in a chang-
ing world.0J
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