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TAX,MOMY OF ADMINISTRATIVE INFORMATION NEEDS:
AN AID TO EDUCATIONAL PLANNING AND EVALUATION

In 1965, tne federal government toots steps to encourage constructive

change in educa%ion through passage of the Elementary .end Secondary Education

Act. The act required that schools receiving funding provide an evaluation

of their projects to that local school systems and responsible organizations

at the state and federal level have feedback at to the effectiveness of

various innovatient.

Difficulties arose because school systems lacked personnel cepable of

carrying out a go)d evaluation. More important, it soon became apparent

tht Attle was }clown about educaticnn, evaluation.

In response to these problexe, the Ohio State University Evaluation

Conte,: and the CoYumbns, Ohio Public Schools undertook a collaborative

evaluation project. The purposes of the project were to evaluate the

Columbu!, Albite bohools' Title 1 Projects, to train Colunhus Public School

personnel in evaluation techniques, to provide a setting for research in

,valuation, end lo develop an evaluation department for the Columbus Public

Schools. The vr..terle study of decision theory is to outgrowth .1 this

collaborative eolort,

The Ohio Stets University Evaluation Center postulated that the purpose

of evaluation is 'o provide infornetion for dectsionrakthq. An xamiestion

Of the literature, however, reveale4 that the value of such a premiAo as

limited because of several deficiencies in existing educational decision

theory.

The writer identified two major inadequacies which were felt to hamper

the task of evalurlion. First, the literature did tot offer a framework to

help an evaluator anticipate the kinds of decision situations information
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is to servo. Second, even if the decision situations were known, there was

little in decision theory io help the evaluator decide on the information

to pvovide.

:n en earlier work, ce writer attempted to provide a '7ramework to Aid

in the anticipation of decision situations.' The purpose of this study is

to answ,:ithe second need, the need for a framework to help evaluators and

edrinistrators anticipate .nformation needs.

Suet, a framework would be a valuaLle asset (:e administrative decision

making. Vince the (plant} o' decisions depends in part on

the information the administrator hag, :.ncemplete or wrong information will

Le reflected in his decisilns. Thus, information needs must be anti,:inatee

in order that information athering ray b plannee. An administrator who

does not plan for feedback, is leaving it to chance that he will get the

information he neede to run tha project effectively. Br so doing he is

also leaving he directien n the project somewhat to chance. In prnctice,

siteAtions eveetually become B4 teritus that thnl attract the edminirtrotor'n

attention. Dui: often much unnecessary effo?t could he avoided if the developing

situation were spotted or anticipated earlier.

the following account describes an attempt to provide a framework to

aid administrators And evaluators in anticipating inforLatton reeve.

WAPtive

The purpose of thy, study is to develop a claosification syttem covering

.the range of administr%tive information needs involved in the efforts cf

local schvel administrutore to bring about positive changes in their ochool

syeteas. The classification system should enlighten edninietrAters as to

I Ott, Jack H. "A ttc:eion Process and ClatilFicatioa System for Use in
tlanning Educatiotcl (Immo", produced and distritsited by the Evaluation

Center, The Ohio State University, 1967

0
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tte information they ought to consieer and evaluators as to the information

they should provide.

Setting.

The set of decision situAtions on which the study it based was (,11( ted

as eart'of thn Columbus Project.

The Columbus Title 1 Prog:arn consisted of an array of eight preects

focused on specific problems cemmon to disadvantaged children of the inner-

city. The projects, as they operated during the school year 1966-6,, when

the present study began weret

after -- School Study Centers rroiect - to provide a place
for study staffed by adults who would encourage and help
students in tho preparation of their home-'ork assignments.

Basic Mathematics Imnrovement Project -- to provide
medreiation (in inne-City pupilsZ; wore not achieving

at a level commensurate with their ability.

iteadingimprovement Project - to prova concentrated
reading ieetruction for disedvantaged studente who
were not reading at a level commensurate with their

Elemlntery...5121imProiect to provide counsaling
service for dicadvantaend students in Kindergarten
throeqh sixth grade.

Enricelent Unit Pr2ject - to provide additional
instraction in language arts to disadvantaged children
along with an administrative structure (four teachers
for three clasercomet) t.:esigned to allow primary

teachers to make better use of their time.

Heslth Setvices to expand and refine the medical
and iental services presently operated by the Columbus
Public School synten in order to provide More medical
and dental care for disadvantaged students.

Fegional fesvice Centersyrojects to establish setvice
centers- throughout the inner-city for the purpose of
providing reseurce materiels arti other curricelar
services in elementary school science, foreign languages.
art, PUSiC, And physical education.

All eight Title 1 Projects were urder the direction of tr. Joseph OSNIA,

assistant Seperintendent. tndrr De. Vey's, were elevee project direttorit
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(four for the Enrichment Unit Project and one for each of the other projects)

who had primary responsibility for directing the projects.

The staff of the Evaluation Center included Project Residents

(Columbus Public School teachers and a cchool nurse on loan to to

Evaluation Center) and Research Assistants who took primary responsibility

for performing the evaluation of the Title 3 Projects and for reporting

their findings. The evaluation structure was such that at least one

Project Resident or Research Assistant was assigned to each project.

As evaluation data was processed, the results were reported at monthly

sessions and in written interim reports submitted to the Columbus Public

Schools. A final evaluation report was submitted at the end of tht school

year.

Prccedure

The approach taken by the researcher assumed that the purpose of

information is to aid in making decisions. Thus, an extensive list of

administrative decision situations was formed by watering eight Title 1

projects (After-rchool Study Centers, basic HatheAstios Improv(Iment, Reading

Improvement, Elementary Counseling, Enrichment Unit, Health Se:vices, Pre-

Kindergarten, Regional Service Centers) of the Columbus, Ohio Public Schools

at toliowst

Evaluation report sessions, held monthly for each project
were monitored for decision situations.

Project resident evaluators jogged decisions situations
which they saw arising outside the evaluation report
sessions.

Project directors were debriefed monthly for decision
situations which confronted them between meetings.
(Later discontinued due to tire requited of directors.)

Evaluation reports were reviewed to identify potential
decision situations.



The results of this monitoring, in conjunction with information obtained

Eros'. the literature, oere used to form an extensive oat of decision situations

ariring from public school projects. Ttin set and a rational decision process

irecegnizing and defining problem; estrOlishing cause of problem; establishing

critsria for judging it ovations; exploring, choosing, and trying potential

innovations, finalizing and implementing cecision0 developed earlier by

the writer provided the basis from which information needs were inferred

and c.assified. A tentative form of the proposed taxonomy was distributed

to mereers of the profestionsl staff of the °uteri° Institute for Studies in

Educat on for their suggestions. When the researcher considered these

suggestions constructive, they were incorporated into the classification

system.

Results

In constructing a classification syttem, one feces the problem of

defining meaningful and mutually exclusive categories. To this and the

researcher has chovt to classify information needs accorOing to the stage

of the decision process in which the information is notAled and ercording to

focus of :hang., that is, the part of the project or school system for which

change is being considered. The resulting taxonomy is given in i'igure 1.

It should be noted that in developing the taxonomy the aut*tor has

divided responsibilities in th decision process between the administrative

eteff and tie evaluation tear. According to the taxonomy the evelustfea team

is primaril) responsible for locat #.nq present or potential inconsistenoles

end presenting then AWN; with their probable causes and effect. to administrators.

these reports should be accompanied by the evidence and its source which an

administrator tth then accept or reject.

On the otter hand, it has been assumed that it is primarily the

responsibility of the administrator to mAke the eadecisiets that are involved

Ibid., pAge is



large(
(Who?)

1. Recoonli:on of Problem
(Present or Potential)

Genet al Policy
(What are the gernal
project guidelines ?)

2. Def Inition of Problem

...-FrPrii'ltim.erreeregyereis

3. CstablIshment of
Cause or Problem

!neon .istencies between Legtt and
student and community needs, capa-
bilities, and desires; project capabil-
ities, responsibilities and priorities:
etc. (Arc appropriate students
included? Are irportant chancier-
ist4. of the target group taken into
account:

Inconsistencies between gogial
probed tuidelines and target and
community needs and wants, prior-
ity of project, resource availability,
best know kdge, etc.

Objectives
(What? To whom? flow
much? By when? With
what priority?)

inconsistencies between obkstiyet
and target and com.nunity needs
and wants, project responsibilities
and (apabittties, best kfiosskdite,
etc. (Do objectives reflect the needs
of the students and the responsibil-
ities, capabitiiks and priorities of
the project?)

Description of Inconsistency.
(What it ds and what it k not)

Details of present and potential effects
of the problem with supporting evidence,
i.e. past experiences and experience of
others with similar problems, spec-ula-
tiona of those closest to the problem,
etc. (Carry problem to its end.)

Program
(How?)

Inconsistencies between the Baum
!Ad desired outcomes, &A knowledge.
etc. (Does the program on the whole
and in part do what is intended and
is it the test w ay of doing it?)

Resources
(With what,.

Schedules
1When?)

Incontisteneks between tagag,
praorinme, ^gm sllotti 121),
nyilitkojAgjmisil and the
efficient and effective running of
the project. (Are needed resources
available and functioning properly"
Are better resources available? Are
acquisition, maintenance and disposal
procedures orkins1)

er mem Policy
Inlet are guidelines
for action within the
project?)

Inconsistencies be tw ctn. kg...2M
iittoluki.and project needs, corn.
retireg schedules, etc. (Do project
schedules (\Artist internally and
Clictnally and are they consistent
with the efficient and effective
funs lienitig of the peojec

letconsistencks between eitabhshea
patterns of action And the welfare of
all they affect. (Are establiix-d
patterns of setion the best given the
circumstances')

arr

1.

111.

Description of possible
problem with suppotti
t.e past experience or t
of others, simultaneous
theoretical relationships,
of those affected, etc. (
to its beginning.)



3. Establishment of Probable
Cause of Problem

Taxonomy of Administrative Information Needs

4. Establishment of Criteria for
Judging Alternative Innovations

5. Exploration of Alternatives 6. Design of Potential Innov

Description of possible causes of the
problem with suppotlit evidence,
i.e., past experience or the experience
or others, simultaneous events,
theoretical relationships, speculations
of those affected, etc. (Carry probkrr
to its beginning.)

E(ke:5 wanted and unwanted by
those responsible for or affestcAl
by the project.
Effects that should be sought or
avoided according to exr.cttsot
them.
Rationale or motivation for the
above.

Relative importance of possible
effects according to those effected,
those responsibk rot the project,
expetts or thcoty.
Rationale or motivation lot the
above.

40111.11+.11.

liow others have dealt with similar
probkms.
Suggestions by those involved with or
concerned about the problem.
Alternatives suggested by exite it s or
the Metall, rt.

Experience of others (other
research, etc..) with simil it in
Outcomes of potential Innov
rationales as predicted by th
would be affected by or Ks
for the proposed Innovation
Predktions of experts come
comes.
Rationale, for these predicii

Dektiption of available tcs
human and material).
Description of relevant porti
system in ahkh an innovsti
made.



oasto of Potens,a1 Innovation 7. Trial 8. Decision Pohl 9. Inwienientation

acrience of others retire; schools,
!arch, etc.) with similar innovations.
!comes of potential innovations w ith
onaks as predicted by those who
uld be affected by or responsible
the proposed Innosations.
dktions of experts concerning out-
rws.
:Ionaks for these predictions.

kription of evailable ksources (time.
nen and material).
;caption of rekvarsi portion; rd the
km in w hkh an innovation is to be

3

Description of proposed innovation.
Alternative ways of testing proposed
innovation.
Requirements of and pay off for
alternative modes of resting proposed
innovation.

Descriptron of system In Vi hich test Is
so be made.
Doctiption of proposed trial.

loconsistercies between the ptoposea
teal and the system in which it is to
to instil/ed.

Probkms of the implementation and
trial processes and their probable
causes and effects.
Altetnative corrective measures and
their ptobable effects.

Performance of the potential
Innovation on important criterion
variables both anticipated and un-
anticipated.
Comparisons of potential innova-
tion with other courses of action
about *hich there is Information.
Problems of design, impkmentstion
and functioning reveakd in the
trial.

Dcscription of proposed innovation.
Description of sub-system In which
innovatio.1 is to be installed.
Inconsistencies be Rs ten proposed
innovation and sub-system.
Alternat:ve sPategke for resolving
inconsistencies.
Requirements and probable pay-
off for each strategy.

Problems of implementation process
and their probable causes and effect
A Iternatiw coltective measums and
Oink effects.

Outcomes of Impkmentition and
corrective mea runes.



in the decision proctts ..tich an es.tablif.hing the crittria frr judging

altecontive, potential innovationr, ao!Annihq ohl 4mp>menting

trial of 1.,4ential innovations, and dosigni::g and implo:mentiec; itnlen,cntation

pro,;edure. rht resronsibil!t4 of the evaluation team is to servo these

suWecislohe ty providing the noc152acy relevant ihfornotion.

The autlor beltevta that if an ae.minitrator is able to anticipate

pri,b1.n-t C.7 he aware of problems as th$:y arise, his exp.:.ri-wo alone ofteh

proides him with r.uffieleht'khowlodge to mako many of the recessery ?Must-

mentu. Thus, ',ethers the most important though norA difficult of the stav!s

of decision nivtn in the taeonel,ly J:: problem recognition. liecetit o itt

importance, a more. tietaile(: Aid to problem recognition han been included In

the appenelix. page ll.

The relative itpe,rtagct of other phisec of the decision protecs derehls

a great deal on the nature of the dosJ1lon. ror inttaete, the trial phase

rtAl 4etmplias1zed or olitiinatcd !'le:' thixivizing uttlit., is relativelV

uhiTpeo...trist (os in tuyiriv raper tlirs), too tile coofuiming, too ttatly. PtC.1

or whon a trial is imposIlble (as in dcii:ng whether stAents ehould be

remitted to vtAch the lat.lainq of tht first rottqt to Mars or made to

rotAino:- 1:ith tE rim regular Etylies).

Por th teasto Aral others, the ioNportitnro of inforriatiot also varies

viCI the nAtIre of the decision. rot trample, an evAIRAtur stx)t).111t trori

100 r.wti tilt letA;uft for alturcativo tinds of paper cures tut LlliJ1,1 look

t'ktemively for potentially te-tter ways of obtaininc ohl_dt.ves.

The tAxf.tvjey will not 114t, evaluators t!etermiac i000rtAnct of

ustful quidelime$ for this purpc*t Alt ir,!oltinze of

t!.e eecitiin oetvoJ arid the relqvamte of th:2 ,form.Lton tti thn OecisiOn.
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The decision process has been presented as if it, proceeded in a

continuous fashion from Problem Recognition to Implementation. This is

misleacUng, for decision-makers often find a need to reassess and alter the

results of some previous stage. For example, the search for alternative

courses of action or the trial phase may uncover or bring to -rind criterion

variables of Importance to the final decision that were overlooked when the

criteria were first established. Subsequent phases of the decision process

may also shed new light on the relative importince of the criterion variables.

What this means to an evaluator is that his task is not a linear one either.

In other words, during each phase of the decision process the evaluation

team should continually search for information that indicates that a

reassessment of an earlier phase is needed.

Finally, the writer would like to comment that although the Taxonomy

of Administrative Information Needs assumes that the goal of the decision-

maker is one of maximizing utility in terms of criterion variables, it is

often true that one of the criterion variables is the satisfaction or

reaction of school constituency. Thus, the author claims that satisfying

or bargaining models are a special case of the model presented in Figure 1.

The taxonomy must be used flexibly but where the stakes are high,

every effort should be made to follow all applicable steps of the taxonomy

closely.

Discussion

The author believes that the area of greatest potential for the

Taxonomy of Administrative Information Needs lies in its rase as an evaluation

model. Formal evalaution is becoming more and more necessary as the demand

for excellence increases and school systems become too large for administracors

to remain informed without assistance.
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According to the taxonomy the evaluation team assints the administrator

by examining the target, general policies, objectives, program, resources,

schedules, and program pOlicy for internal 4nd external inconsistencies

(problems). Examples of inconsistencies that the team may datect are

failures to mect the need: of some groups of students, failure to produce

the results specified by the objectives, discovery of a potentially better

way of producing the de-Ared results, etc. Such inconsistencies are brought

to the attention of administrators alonq with their possible causes and

effects. The initiative then b.:q.--omes the adnini5trator's, 4s it is his

responsibility to decide what action, if any, should be to en.

Aa the administrator initiates the chance process the evaluation team

must be ready to supply him with the information he needs to make sound

decisions. The taxoneray susgests that information relevant to a decision

may include the effects desired by those closely related to the problem,

changes suggested 1,y those affected by the problem, strategies others have

used in dealing with similar problems, a description of the system to be

changed, etc.

Related rook which may he of interest to the reader are partial listings

of information needs by Fol.eyl, and Irammonc12, and the evaltatic strategies

of Provus3, Sta3:.e4, and. fjtufflebearr.

1 w alter J. Foley, "Eduttional_infornation Project'. pp. l77-185.

2
RoLorL "Evaluation at th: Tocal Lev13", produced and
di,aributcd L.y The Evalnation Center, Tne Ohio St.t UniverciLY, PP. 7-9-

3 Malcolm Prow us, "Yvaluat -ion of Ongoing rx,*grams in the Pohne School
Systcm", Evalnation: New Poles, reans, The Sixty-Eighth_ . _ _ _ - _ _ . .

Yearhook of the rational :;ociety for the Study of 1:decAtion, Part 11, pp.
242-20, 19-.0.

4
Retort E. Stake, "The Countenanc.:2 of FAucational Uvaleatien", Tetchers

?.erord IWT11(7), pp. 523-54, 1.967.

5 Daniel L. Stuffl.eheam. "Tier. ad Ahmsc, of Evaluation in Title :114,
piewl./fttp r7ETAiv.4_,,Vi(3), pp. 126-33, June, 19(7.
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The tiork of Stufflehran iF of sfecial intrw,st as it procreded on thr

premise used in this paper, that the purpose of evaluation is serve the

infomation needs of decision makers.

The writer believes th:vt. the clast:itication qys;:em for dr!cision

situationsl developed earlier by the author and Cne taxonomy of ildministrative

information needs developed herein will greatly facilitate the work of

evaluation teams. Much remains to be done however, for there is still

little direct help for the evaluatov in ch,terminino hoar to gather information

or where to find information.

FAIditional research anci development is needed in these areas as well

as in testing and refining the proposed taxonomy and classification system.

Ott, 4)2. cit., pp. 87-91.



APeENDIX

AN AID TO PROBLEe reTOGDXTION

Jack M. Ott and Sheila Fletcher

1. Target (Who?)

A. Apnroprieltieleze_ofeeTeereeet, - Does the target include those and only
those who should be included?

B. ,yethee_of:_str.rget, (homogeneous, grouped according to ability, etc.)
Is view of target consistent with target group characteristics
which are inpottant to the best functioning of the project?

2. deneral. policy. (What are the genera] project guidelines?)

A. 2rojece_gesponsjbilit4 - Is aroa and extent of project responsibility
consistent with the total school and community program, target and
community needs and wants, and project capabilities?

b. project Restraints (funds, tine, space, etc.) - Are restraints
placed upon the project consistent with requirements of area and
extent of responsibility, priority of project and resource
availability?

C. Rogram Construction - Are the guidelines for program construction
consistent with project restraints, area and extent of responsibility,
target characteristics, and best knowledge?

D. Bapperee Acauisitine, Storage andDisposal - Are guidelines for
the establishment of resource acquisition and disposal procedures
consistent with needs, school policy, legislation, and the best
interests of ell affected?

E. Beepveco rare and Maintenance (repairs, in-service training, etc.)
- Are guidelines for the establishment of resource care and
maintenance procedures consistent with needs, resource characteristics,
costs, and resource values?

P. Schedul.ing: Are general guidelines for scheduling consistent
with project needs, target needs, project priority, and other
coxpeting schedeles?

3. Objectives (What? To whom? :low much? By when?, With what priority?)

A. Content - Are ajectives consistent with nroject responsibilities,
and the needs and aspirations of the target members and community?

B. AtelIXAtionalieation - At ways of monitoring target progress efficient
and consistent, with best knowledge concerning obsrvation and the
best interests of those effected?
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C. Desired Extent - Are desired extents of changes consistent with
target noedn and capabilities, project capabilities, and time
allotnent?

D. Prioritz To the relative importance of objectives consistent
with the relative importance of target and community needs and
interests?

4. Program (How?)

A. Treatments (curriculum content, etc.) - Are treatments consistent
with objectives, target characteristics, available resources,
and present state of knowledge? (Do they work end are they the
best available considering the situation?)

R. Treatment Organization (prerequisites, year offered, etc.) Is

,. treatment organization consistent with tar5et characteristics,
objectives, available time and resources, and the present state of
knowledge? (Are treatment arrangements the best for the situation
and purpose?)

C. 'Personnel Classes and Roles - Are classes of personnel (administrators,
teachers, supporting staff, etc.) and their roles consistent
with project needs, capabilities of available personnel, and the
principle of efficiency?

D. Physical Resourcesst - Are types and actual and potential
uses of physical resources (cinserooms, tables, books, experimental
apparatus, etc.) consistent with project needs, resource
capOilities, and the principle of efficiency?

E. Resource Obtainment and Stora2cProcedures - (Internal resources,
e.g., movie projector or chalk from supply) - Are procedures for
obtaining and storing resources inte.enally consistent with project
and personnel needs, resource characteristics, and the principle
of efficiency?

F. CuoPerstine Outside Greens - is the project's co-operation with
outside groups consistent with outside group interest and relative
contributions, project needs, and the principle of efficiency?

O. - Are roles of cooperatinn outside
groupfcorsistent with the best interests of both the project and
the outside groups?

O. Evaluation Information - is evaluation information collected
consistent with the information needs and wants of the project
staff, school staff, staffs of cooperating groups and organizations,
and school publics?

I. Information Collection and Analysis Procedures - Are information
collection and analysis procedures consistent with information nods
and wants,* characteristics of subjects and information users, and
the state of knowledge concerning appropriate prod gyres?
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J. Information, Storage and Retrieval - Ie information storage and
retrieval efi5ci(nt and secure?

K. Ccervinication Channels - r.)r) ce%)menication channels work and are

they c-insistent Frith the best functioning of the project?

L. Ferns of Conmunicati:Nn - Are forms of co:Aeunicm,ticl efficient. _ _ . _ .

and achieving the desired impact?

S. Resources (ith Whit?)

A. Purel nlocatien -Is a1ioca..ion of funds for salaries, rerchases,
etc. consistent with the market, the needs and priorities of the
project, and the availability of funds?

B. Standards for Resources - Are standards for beginning and continuing
ertpiortmt of personnel and the purchase and continued use of
physical resources censistent with the supply, value and desired
role or function?

C. ResourceAljocation - Is assignment of resowcen to specific
roles and functions consistent with supply, resource capaMlities,
and the needs and priorities of the project?

D. Resource Performance - Is the per'onr.once of each resource consistent
with that expected or desired in its role or function?

E. P:nourr:r: Imnrovement and liaintenance -- Is resource maintenance.
. . _ . _ . _

and improvement consistent with project needs c..nd pricrites and
resource needs and characteristics?

F. Resource Acquisition and Disrosal Proeelues - Are acquisition and
disposal procedure; effective, efficient, and consitent. .litn the
best interests of all affected?

G. Time Allotment - Is time allotment consisten., with project needs
. _ _ _ _ _ . _
and priorities, available time, and the best interests of those
at-fected?

6. Scheeules (then ?)

Are thr time schedules in each phase of the pro7')ect consistent with
the efficient and effective running of the project, the needs and
wants of tLe target ane, staff, and competing schedules of other
schnol and outside groups?

7. Preiam Policy What are the guidelines for action within the program?)

A. Present Policies - Are present policies consistent with the need
for policy and arc they the t-,st in terms of all affected?

6. Policy rnforce4ent - Are set polieies known and enforced?
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