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The Educational Resources Information Cenler.( ERIC) is a national
information system operated by the National Institute -of Education.
ERIC serves the educational community by disseminating educational
research results and other resource information that can be used in devel-.
- oping more efféctive educational programs.
‘The ERIC Clearinghouse dn Educationat Management, one of several ,
clearmghouses_m the system, was established at the Unwersuy of Oregon .
in 1966. The Clearinghouse and its companion units process research
reports and journal articles for announcement in ERIC’s index and * s
“abstract bulietins. - ’
Researcl] reports_gre Annuunced in Resources in, Education (RIE),
available in m}v,/hbrarles and by subscription for $38 a year from the
United States Government Printing Office, Washington, D.C. 0402
Most of the documents listed in RIE can be purchased through the
ERIC Document Reproduction Service, op/awd’b/y Computer Micro-
film International Corporation. ) : ‘
- Journal articles are announced in Current Index to Journals in Edu-
cation. CIJE is also available in many libraries and can be ordered for
$44 a year from Macmillan Information, 866 'Third Avenue, New
York, New York 10022, Annual and semiannual cumulatiops can be :
' orderc’ﬂep.lr.llely V s
Besides processing documents .mdjourn.ll articles, the Clearinghouse
has another major function information analysis and synthesis. ‘The
Clearinghouse prepares bibliographies, literature reviews, state-of-the-
knowledge papers, and other interpretive research studies on topics in
its educationa! area. ' ) -
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- Association of Elementary” School Principals adds another

‘in education must be made on the basis of increasingly com-
" plex information, the Digest provides schoot administrators N

-in schools today, as well as points up thc practical implica-

FOREWORD

With the School Leadership Digest series, the National

project to its continuing program of publications designed to
affer school leaders essential information on a wide range of
critical concerns in education, ' )
The School Leadership Digest is a series of monthly reports
on top priority issues in education, At a time when decisions

with concise, readable analyses of the most important trends

.~

tions of major rescarch findings.

By special cooperative arrangement, the series draws on
the extensive research facilities and expertise of the ERIC
Clearinghouse on Educational Management. The titles in the
serics were plunned and developed cooperatively by both
organizations, Utilizing the resources of the ERIC network,
the Clearinghouse is responsible for rescarching the topics
and preparing the copy for publication by NAESP,

The author of this report, lan Templeton, is cmployed
by the Clearinghouse as an agsociate editor for publications,

v .

Paul L., Houts ‘ Stuart C. Smith
Director of Publications — Assistant Director and Editor
NALSP ; ERIC/CEM
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implementation has been so partial, fragmentary, isol ted
restricted that more educational quality has been lost th
gained. Trying to differentiate the aisignment and remunera-
tion of school staff members without systematic concurrent
changcs in scheduling and curriculum on a-wide scale is an ex-
- ercise. in frustration. . . . Give a Woodchoppcr an assistant’ to
help him keep his axes sharp, and he remains a woodchoppcr
rather than a surgeon—which is fine 50 long as he is working on
trees and not children.
Finally, perhaps the time has come for a Iegitimatc redefini-
- tion of what we are about in proposing and developing diffey-
entiated staffing patterns—if not an expansion of the origiral
notions about some alternative to traditional staffing, at least a
‘regrouping of ideas in light of the expetiences of the last few
years in trying to implement changes in staffing practice,
- . Allen and line

Ironically, in certain sincere attempts-to differentiate sta 723 '

The present is indeed a good time to reassess the m
of differentiated staffing (DS). If the decline in federal sup-
port and the decrease in the volume of writing on DS are any
indication, the initial fervor for and against DS seems to be
diminishing. Perhaps this cooler atmosphere will allow for less
partisan examinations of the concept. :

-There is « chance, of course, that DS was simply an idea
that flourished in the late 1960s never to be heard of again,
but this is unlikely. Too many schools claim success with DS
pl.ms and )8 is too closcly related to many other innovations
“that are becoming more, rather than Icss, wideiy adopted for.
DS to bc lgnorcd

A Brief History
l)il'l'crcntiu(cd staffing is-a child of the 1950s and 1960s
although some -writers have noted far carlier antecedents, A
1973 Department of Health, Education, and Welfare report,




for instance, cites the Bell-Lancaster monitorial pfogrum insti-
Stuted in 1791 as a historical prcccdcnl Othcr writers look
closer to the present for antecedents. -

- Hyer and NcClure sce the oldest model of DS in the npual-
separation_of roles among  teacher, prmClp.ll and' superin-
tendent with further differentiation occurring with the intro-
duction of tcaghmg specialists, subject .matter departments,
supcrvm)rs, and teaching assistants: Yet, as they note, these

“roles were additive to the classroom teacher and did not re-
- sult, toany degree, in differentiation of roles among teachers.”

A more complete differentiation arrived with team teach-
ing in the mid-1950s. A prime mover in the development of
team teaching. was the- National Association -of Secondary '
School Principals (NASSP), which sponsored a series of staff
utilization studies under the direction of J. Lloyd Trump.
"The studies eventually produced what came to be known as
‘the Triamp plan. The plan catled tor team teaching, large- and
small-group instruction, indcpcndcm study, and flexible =
scheduling, - "

Hyer and McClure consider lhdl the NASSP program on”
the secondary level and team teaching on the elementary
_level “prepared the way for the more radical experimentation
in_staff utilization involving hierarchical or-vertical differen-
tiation .of teaching staffs and a departure from the single
salary schedule.” :

Horizontal and Vertical Differentiation ,

The Trump plan is generally regarded as the first model for
horizontal differentiation of staffs. Horizontal differentiation
“assures that teachers. pcrl'(nm different kinds of tasks and
that these tasks are equal in lmport.mw and rcsponslblllty
As Keefe explains it:

‘The ‘Trump design envisions a departmental or inter-disciplinary
teaching team which builds on the varying talents and indi-
vidual differences that exist among teachers. The plan suggests
a team teaching approach with differentiated functions among
teachers in somewhat the way the school hopes to provide for
individual differences among the pupils. ‘This concept, however,




..—— - —does not imply a hierarchy of teachers; it proposes a team
of ‘peers working together, utilizing their different talents for
the common good of the students. It means that the school .
deliberately employs a staff with divergent training, compe-
tencies and interests. It means that the school capitalizes on

* the differences among: teachers rather than attempts to push
them into traditional molds.

The second model—vertical or hierarchical ditferentiation—+
is usually attributed to Dwight Allen. This model assumes
that teachers perform different tasks and that these tasks are
* not ‘equal in importance and responsibility. These plans also .

acknowledge that teachers have different talents and interests.

They differ from horizontal plans in their emphasis on the de-

'gl:ccs of responsibility associated with ‘the differegtiated teach-

ing roles. This forms the basis of the career ladder; a new or
_inexperienced teacher can begin with a less vesponsible role

and work up the career ladder to a more rcsponslble and,
+ possibly, more remuneratiye position in the team.
The basic assumption behind most DS plans—horizontal
and vertical—is that a change in the condition of the teacher
will produce a change in the learner. A great deal of the infer- -

est in DS has stemmed from the realization that the teacher =
is asked to perform too many Adifferent and varied roles for
one person‘to accomplish adequately. The increasing need for /

specialized knowledge about subjects, techniques, and equip- /-
ment combined with the nonprofessional duties that have
long been the provinee of teachers (typing, grading, monitor- /-
ing halls, and so forth) are placing too many strains on the
self-contained teacher in a self-contained classroom, _
Muaking the teacher’s position more manageable is now
only one hope associated with DS, The range of iopes pinned
on. DS can be seen in a list taken from a Department of
Health, Education, and Welfare report. The report notes that
advocates of DS b "eve it will accomplish the following:
1. Individualize instruction for children by bringing to the school
- setting new people (or retrained persons) who can diagnose :
learning difficulties and prescribe solutions. ' N
2. Make the job of each person more rewarding, psychologically
as well as financially, by establishing increased specialization | o

¢
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_of responsibilities.. Financial rewards would be consistent with
performance, not necessarily with Iongevuy, as is the case with
the single-salary schedule.
. Avoid the evils of merit p.ny as Lomelved by the teachers’
associations.
. Establish accountability and’ responsibility . for teaching and
Ieammg.,- n
. Create ndmons whuh force teacher educauon institutions
. to modify their programs, thereby becommg more relevant to
the needs of our time.
Chaiige the organizational structure of the schools, distributing
" the'power for decision-making among those responsible for the
“execution of decisions, particularly classroom teachers.
Offer a career pattern for teachers who wish to remain in the
classroom rather than to be promoted away from children into
administration. ' ' -
Provide a career opportunity progmm for the poor through
well-delineated career ladder and lattice arr.mgemems. This
may be one way to bring home and school closer together for
common causes.
Force needed review in le‘uher LerllfICdll()n procedures and
requirements. :

Convince the public of the need for increased fiscal support of -
education and.at the same time redeploy existing resources for
more efficient use of current financing. \

\Ilhnugh it is not exhaugtive, this list is rt-prcscnlatlvc and-
teuches on the most commonly stressed goals of DS—indi-
vidualizing instruction, establishing a carcer ladder for teach-
ers, and decentralizing schopl decision-making.

Obviously, DS implies fgr more than the redeployment of

<a few teachers and the hiring of some paraprofessionals. Jacob-

son and others have stressed that DS affects all personnel
associatéd with a school, as well as the entire curriculum,
community relations, equipment and materials, facilities, and
decision-making. For DS to have its full effect it must include
team teaching, paraprofessionals, flexible scheduling, and re-
visions in the curriculum at the very least. It a school opts for
DS, it is choosing a program, a process, that implies almost

complete renovation of the way the school operates.

Aruitoxt provided by Eic:
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TWO MODELS
WITH TWO DIFFERENT ASSUMPTIONS

D/L&{rentmted staffmg programs are subject to a great deal’
of~variety in their design and emphasis. For instance, some
programs stress curricular changes, some the change in deci-
sion-making patterns. So much variety is possible that even
the basic distinction between horizontal and vertical differcn-
tiation means little unless the details of specific programs are
given. In this section, two models are presented. They are
representative of vertical and horizontal plans, but they also -

-, reflect areas of emphasis that are .unique to the district or
* school in which they have been implemented.

Te \ple City: A Vertical Model

The Temple City, California, school district is generally
held to have been the first to implement a DS plan. If not the
first plan, the I‘cmplc City model is certainly the most widely
publicized. It is. so well known that Barbee as well as Allen
and Kline have expressed some concern that many educators
have taken the Temple City plan to be the DS plan. Allen and
“Kline note that *few specific applications of any general ¢on-
dept have so quickly tended to become a new and imited
orthodoxy as that singlé model.ha§ done.”

Because of the impact of the Temple City model, it is
essential that people interested in DS be familiar with'it. The -
feature of the plan that gets the most. attention is its four-
level hicrarchy of teachers. The chart at the top of/page 6

~ summarizes the prolesswnal and nonprolcssmnal posmons in
' the plan. v

Rand has summarized the responsibilities of thc profes-
sional positions.
\' ‘The Associate Teacher is regarded as a novice to the profes-
sion. The teaching responsibilities of this person would be

N\
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(R Educationol Technicians $4,000-7, 500 ' . " y
\ b e e e s . N . . .
Clerks $5 000 7,500 j

I.-\ - Source: .md( 1972)

lighter and*less demanding than those of the Staff leacher.
The Staff Teacher would carry a full teaching load with the
exception of being relieved of most of the/nonprofessional
tasks, such as yard duty, grading papers, h4ll supervision, The
Staff Teacher would be. an experienced, probably tenured
teacher, although it would be possible to- earn tenure as an
. Associate Teacher. The Senior Teacher represents the first level
o above the Staff Teacher and would be the expert in a subject,
_discipline or skill area. The Master Teacher would be a scholar-
research specialist, someone with the technical expertise to
apply relevant research to classroom practice. All teachers
function as classroom teachers, thohgh not for the entire _
school day. It is doubtful whether any of the teachers in the :
hierarchy will be with children all day, since the school would
operate on flexible scheduling. Flexible .scheduling permits
variations in group size, and amounts of teacher time commen-
o surate with diagnosed pupil needs. It also permits teachers to
work together during the school day on professional and in\
- structional tasks.

'ERIC . S




'l%uchcrs/wcrc prominent on the Stccring Committee that
dcslgncd the program, and they continue to play a major role -
in the decision- making process. ‘The major decisions in cach
school are made by the Academic Senate which is composed
of the principal ;\md senior teachers, whn have the same au-
. thority as the. pm\mpal Teachers-are also involved in curricu-

lum, hiring, and evaluation decisions.

The maodel, as ithas been described so far, was more readily
accepted in the scwnd.nrv scnools where established divisions
by cubject matter made if casier’ to “develop thc‘subject-
oriented hierarchy. The program met initia! resistance at the
clementary level. Rand and English as well as Cooper report
that the subject enjphasis made the elementary teachers feel
that it would notjbe possible, for them to become senior

1cachers because they had less preparation in a specific field
than their colleagups at the secondary level, An clementary
“principal resolved ghe conflict by proposing that the role”of.

the suuéT teacher be expanded at the clcmcnt.nry level, The
Goodson plan called for lhc_lclcntu)n of the senior teacher as.
@ subject, matter specialist for all levels, but it included a

. sentor lczT;hcr of instruction and a senior teacher of tech-

nology tolwork with the elementary (K-6) teachers. _

The wilﬁingncss df the Steering Committee and the elemen-
tary faculties to rgdeline the original msdel to fuit their
nceds affirms the! point that DS should bc a process of
(h.mgc not a definitive model,

’

Top.of the World Elementary School:;
A Horizontal Model

lhc- horizontally - differentiated program at Top of the
World Elementary School in Laguna Beach, California, pro-
vides marked contrast_to the program in the Temple City
schools. The contrastyis great even though the two programs
appear to difter from a conventional program in the same

- ways: both have team teaching, flexible scheduling, differen-

tiated “teacher roles, and changed decision-making patterns,
Both also assert that the teacher plays he key role in the
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: cdm ational process,

"The source of the differences between 1hc two modcls is in

\\-.Wptmns used in their construction, Rand and English
explairthe. assumption behind the Temple City program.

The 'Fénple Cit)-' Model of differentiated staffing may be
_ classified -as a curricular teaching and organizational model. It
- was not develo;\ed from a learning theory base: i.e., the model
was built ‘'on the identification of a specific se* of teaching
tasks which emphasized teaching, curricular and orgamzatmnal

. responsnblhtles
It is the cmphasls on redefining teacher ru1c accqrding to
levels of respoisibility in the school organization that pro-
vides the ¢ontrast with the Top of the World program, The
Temple Cll\ plan stresses the teacher’s role in relation to
other teachers and to administrators more than it stresses the

teacher’s role in relation to student..

As Hiven reports it, the Top of the World program has a
different focas. Early in their considerations the program de-
sighers noted that “somchow the knowledge we possess about

/@'()\\'th and development, learning needs, and the way learn-
ing takes place was not being applied in our public schools, at.
least not consistently.” Although they decided not to build
any new theoretical models, the designers carried out a thor-
ough analysis of traditional programs.

The analysis was student oriented and was carricd out wnh
emphasis on how learning takes place. The analysis brought

~out some “startling revelations™ about the basic instructional

unit, learning-teaching situations, and how teachers supple-
ment pupil: lc.unmg tasks.

The program’s goal was to build an urg.lmmtmnal \chulc
that would be consistent with what is known about the way .
students learn, Top of the World began building its plan by
choosing to use team teac hing on the theory that a group ‘of
interacting teachers was more likely to arrive at effective ideas
shout education than were individual teachers working alone.
Then it began to use the findings of its analysis of educational
programs.

This analy sls made it clear that the basic instructional unit

~
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is actually a group of 10 students rather than a classroom of
30. The school then determined. to base its instruction on
nongraded groups of 10 students,

Furiher analysis resulted in the identification of four
teaching-learning situations. Large- -group instruction is actu-
ally independent of the size of the group but entails an uctive
teacher presenting information and gt'ly:'mh/.llmns to passive
slu(lt\nts. Small-group instruction centers on student-teacher

“interagtion during which the téacher assesses student progress
Two Kinds of independent study were identified. In once ver-

sion, students wsually perform tasks directly-related to a les-
son that-has just been given, In the other—independent study
for reinforcement- students are usually waorking on skills that
have been learned in the past,

These four teaching. lc.nn'ng sitwations are managed by
three specialists: the large-group, seminar, and lab teachers,
The Top of the World program stresses the importance of the
seminar and lab teachers, Because the seminar teacher works
closely with the students cach day, he is in the best position
to monitor and evaluate student progress and problems. He
\mrks closely with the lab teacher who is the media expert
and whose job it is to devise or obtain materials to reinforce
student learning, '

Fach team is led by a subject coordinator who monitors

“the efforts of the large- -group, seminar, and lab teachers to

make sure that they cohere in a meaningful way, He also is
lcspunslblc lnr student gmupmg and the goals and content in
a subject area. * _
Student grouping is sophisticated. Learning style ('tm in-
stance, inductive, deductive: accelecated, remedial, develop-.
mental; shy, compulsive, competitive) is the primary criterion
for establishing a group. But other aspects of the child are

“also taken into consideration, For instance, grouping in art,

music, and physical education, is influenced by the social”
gronps within the school, and grouping in reading and math
i5 influenced by skill level, : :

The school is designed to reinforce the educational plan,
It is made up of two pods, cach of which holds up to 240

9
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pupils in a three-grade range. Each pod contains arcas spe-
cially equipped to support seminars, large groups, or inde-

pcndent study students, -
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KEEPING THE COST DOWN

As is dl\Vd\b the case in‘education, the cost of a program
must cvgntuall\ be evaluated. 1t seems particularly necessary
in, Jhc case of differentiated staffing because mary plans in-
chude a slgmhunt raise in the ceiling of teacher pay sched-
ules. Such a plan will come undcr close scrutiny by any

- district’s voters. -

- Although the literature is far -from being in agreement on
the topic, a sizeable' group of writers holds that it is possible
to operate u DS school at about the same level of expenditure’
as a traditionally staffed school. I

.Swanson revicwed the cost of operating and converting DS

schools in or sponsored by Beaverton, Oregon; Camden, New

Jersey; Cherry Creek, Colorado; East- Windsor, New Jersey;

Mesa, Arizona; the Minnesota Project; the Multiunit School -
~ Program, University of Wisconsin; Sarasota County, Florida;

and Temple City, California. Of these, the Beaverton, Sara-
-~ sota, Cherry Creek, and East Windsor plans were designed

Ypecifically to keep costs within the same bounds as conven-
tional schools. - :

Swmwn also presents a diagram that shows how the
Cherry Creck plan managed to significantly reduce the per-
pupll expenditurc on personnel in a DS program. The saving
is «achieved by hmng aides and interns while reducmg the
number of teachers,

‘Schreiner outlines a similar method that the-. Lebanon,
Indiana, schools have used to increase the number of adults
working with children while keeping to a budget similar to or
lower than a conventionally staffed school. The Lebanon
schools use a formula whereby a teaching vacancy can be
filled by another teacher or by a number of supporting staff
whose combined salaries do not exceed the average district
teacher salary,

In an example, Schreiner explains that it would be possible

11




to fill two teacher positions on a team with three interns, one
paraprofessional, three aides, and one participating observer
and still provide extra pay for a team leader. This would
produce a. large increase in the’ numbc of adults W()rl\mg
with students.

“The Top of the World Elementary School'is allotted a cer-
tain number of staffing units that can be filled in any number
of.ways. In this system a teacher is worth one unit, a part-
- time teacher is worth the appropriate fraction, a full-time
intern is .5 unit, a half-time intern is B,an assistant teacher
4, and an-aide .25, Haven reports a su\'mgs in personnel.costs
was achicved by reorganizing teams in a manner similar to
that described by Schreiner, B

- These plans indicate that for the same amount of money
used to stafl a conventional school, a DS school can provide
. more adults to work with students and, &Ls a result, individu-
alize instruction while providing a carcer ladder, paying
teachers higher s.ll.mcs, .md freeing tcuhcn from menial,
repetitious work., ! A

There are, of course, areas ol cost nlhm than /pmsonncl
Most concern with DS centers on one-time conversion costs
such as inservice training, building remodeling, and material
purchasing. The federal government was once the primary

source of conversion funds and may still provide some funds,
AN but, as Swanson notes, it is no longer such a likely source,
Districts are, however, meeting and feducing conversion
costs ina number of ways. East Windsor, for instance, avoided
staff training costs by using administrators to train teachers.

Other districts are finding ways to reallocate local funds,
o Kapfer and Kapfer have proposed a model by which a large

clementary school could save enough money from using “in-

structional technicians™ in the place of teachers to free money -
for use in program development and implementation. '
The feasibility of the Kapfer and Kapter program, and the
‘others like it, is dependent on variables that may be beyond
the reach of many districts. In most cases one cannot arbi-
trarily reduce the number of teachers on a staff. Often, too,
“grandfather” clauses that keep salaries high until teachers

»
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with seniority retire or leave a district prevent the realization
of umiciputcd cconomics. Swanson quotes Robert Lundgren,

DS director at Temple City, to the effect that the oversupply

( _'nl' teachers h - caused economic difficulties’becanse turnover
is lower than anticipated. As a result, the district does not .
Rave as many new, low-paid teachers as expected and thc- dls-
trict’s pay scale has been disrupted, :

~ These are serious points to considér when evaluating the ,
posslblllt\ of saving money through staff realignments, More -
rc.m\m.lhlc cost expectations ave siggested by the Commis-

“sion ‘pn Public School Personnel Policies'in Ohio,

After studying the financial implications of team teaching -
and differentiated staffing, the commission concluded: that
when ddditional expenses arise they are usually incurred at
the beginning of the program. The commission attributes ini-

" tial staft-up costs to the needs for “planning, in-service train-
ing of [teachers and administrators,- instructional materials, \_
evaluation, project coordination and conversion of buildings.”
But these costs, says the commisston, can sometlmcs be met

* from federal, state, or local funds.

“Once the program has been lmplcmcnted “team tedrhmg
and differéntiated staffing can be carried on for virtually the
same cost as traditional teaching, but probably not for less,”
according to the commission. Several factors will influence
the actual operating costs; the commission cites the use of
paid aides, the availability of federal funds, the provision of
new curriculum materials, and the mix of teacher salaries as
examples of conditions that will cause cost to vary from dis-
trict to district, ' "

Finally, the commission rightly observes that *“the cost of
the total program wnll depend upon the level of educational,
quality dcslrc L
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OBSTACLES TO IMPLEMENTATION

£

-

Differentiated staffing is such an dll-t'nwmpdssmg innova-
tion that it is not at all surprising there are significant obsta-
 cles to its implementation, :

Some of the obstacles .‘lrc-“nor.mul"; that is, it is-reasonable
‘to expect that a certain portion of the faculty, students, and.
. parents involved in a district are going to be unhappy with .
DS. All these objections must be considered. The- objections -
-~ of teachers are, however, of particular importance since teach-
“ers must be involved in the planning, implementation, and
day-to-day operation of-a DS plan. Of the objections that
teaghers may raise, two that crop up in_Bhaerman's 1971
“American Federation of Teachers’ Statement on Vertical
CStaffing” merit special attention, ' o

The American Federation of “Teachers’ (AFT) statement
includes cight tenets that continually emphasize the AFT’s
opposition to vertical staffing patterns that “create a hierar-
" chy of salary (levels of job responsibilities commensurate
with a rate of p.l)), status and: acthority, and thus tend to
destroy the cooperative and communal effort” necessary for a
- successtul teaching effort,” The othcr major ohjection raised -
in the statement is that the AFT is “on record as oppusing
any vertical staffing patterns which reduce the total number
of fully certificated stalf responsible for the education of
pupils, which results in an arbitrary. reduction of financing for
education, and which is a movement away from the. congept
of the single salary schedule.”

The paper emphasizes that the AFT is not in opposition to
all DS, In fact, Bhaerman mentions several horizontally differ-
entiated staffs that-the AFT has either proposed or helped to
implement, (Sce also Threinen.) The AFT resolution does not
even place it in opposition to a team having a leader who is
paid more than the members as long as the leader does more
work, This is part of the union stance that Supports extra pay’
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for extra work, - ' .
The AFT pnsmon is. howevei, in dncu contlict with many
DS m()dcls. p.utu ularly with those that’ promise to save
money by replacing certificated pclsonncl with aides, interns, ,
studcnl teachers, and the'like, U5 as is likely, a stalf ‘will op- .
L pose a' reduction of certificated . personnel, then these plans "
. are’ in-danger and the implementation.of DS may-cost more
than a u)n\'cnnmml staffing arr.uu,cmcnt WI” lhls w:ll of
L couirst, depend on locai conditions. -
‘ Othcl‘ obsticles. to_the introduction of l)s ar¢ prolmblv
e mofe insidious bcmpsc they are both obvious and nearly
' _invisible. They are the difficulties that arise whenever an or- - :
ganization is ¢xpdceted to change structurally and function-
~ally. Charters and Pellegrin have enumerated 12 problem areas
- Lassociated with organizational change as it appears, whcn DS
is in its carly stage of lmplemcnl.m(m SN

1. The I'unddmcntal but generall\ unacknowledged strain_ that
/ * exists between- the ideology of teacher governance and the
"strategy of directed change. | S S
2. The gross unclarity in conc eptualuauon and defmmon of what
" the schools are attempting to implement through change proj-
ects, .
3. 'I'he heavy. relfance on strmtural change (writing |ob descrip- ¢
. tions, changing tltles. altering organizational units) in the belief -,
that appropriate behavior changes will automatically follow.

- 4, The fallacious assumption that a statement of gencral, abstract
program values and objectives will “cisily be translated into
new and appropriate behavior patterns at work,

.;I'he unrealistic timé perspective of those responsibfe for edu-
cational innovation, according to which basic and far-reaching
changes in instructional roles and staff relationships are seen as

accomplishable within a year or two. '

6. ‘The ambiguitiss and stresses that arise in the disjunction be-

iween the school district’s established administrative structure

and the tempor.lr) S\ stem for project management,

7. The failure to recognize that teachers have scant training and”

' ' experience in forming and implementing processes and proce-

dures for colluborative decision making. ’

8. The conflict in goals, values, and interests, seen especially in

the rcl.ltmmhnps between the central office administrators, the
~ project managers, and the school staffs (produced mainly by

cey
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10.

12.

the requlrementa of their mherently different work. ¢o texts)
The absence of r.anagerial and monitoring procedures to assure

lmplementatlon and to alter plans in the face of contlngencnes '

that inevitably occur.

The failure. to récognize the severity of role overload among .

members of the instructional staff when mnovatlon is at-

_tempted. . .
11.:

The tyranny of the time schedule i in constraxmng change,

"The apparent assumption that schools need little additional

resources (financial and personnel) to cope with the massive

. orgamzatlonal disruptions during the period of transition’ from

one educational program form to a new one,

ER




THE PRINCIPAL'S ROLE

- Most discussion of différentiated staffing focuses on the
~ teacher. This is to be expected. As was noted-earlier, DS em-
_phasizes the relationship between the teacher and the learner
" in hopes that by radically changing the teacher’s role it will -
" bring about a strong positive change in the learner.

Clearly, however, a change in the role of the teacher also
‘has an effect on the administrative position. Boutwell, in
. writing about the Temple City model, explains how a DS
- system alters the role of the principal.

- Differentiated staffing, then, deals primarily with teaching’
staffs: and, obv;ously. if a district gives more decision-making.

" prerogatives to “the teaching staff and estabhshes a teaching
hierarchy whlch- ‘allows for direct participation in leadership,
some adjustments must be made in administrative positions. .,
‘Lhe administrator becomes a colleague and for the most part :
becomes a manager and orchestrator of the school plant and -,
program. His major responsibilities, then, lie within the area of -
facilitating the decisions made by those ultlmatdy ‘responsible
for curriculum and instructional programs—the Senior Teach-
ers within the school. He exerts influence, of course; butin
terms of establishment authority, he is equwalent to the Senior’
‘Teacher.

In many DS schools, teams of teachers make curriculum,
evaluation, hiring, and numerous other decisions that were
once thought to be the principal’s prerogative. In the face of
these incursions, what is the principal’s role and is it deteno-
rating?

- There is a g(md dcal of agreement in the hterature that the -

- principal’s role is changing but is not being mlmmmcd or di-
minished. Numerouss examples of the key rolé the. prlncnpal '
plays in successfully |mplcment|ng DS are available, For in-
starice, Simon reports on the implementation of DS in two
schnols in Kansas City. The program was far more successful
ih one school than in the other for a number of reasons, the
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principals’ attitudes being a major factor. In the suc ressful
school, the principal viewed DS as “the tool to maxim\i;/.c all
other instructional objectives™ and set about providing the
proper conditions under which the staff could implement it.
In their progress report on leadership in a DS pilot. pro-
graun, Arends and Essig found that the role of the principal in
a unitized elementary school increased in significance and of-
fectiveness with the advent of DS, In the Eugene, Oregon,
system, the principal shares responsibilities with Curriculum
Associates (CAs) whose duties imclude implementing curricu-
lum innovations and leading teams.
" Arends and Essig note that prior to the introduction of

CAs the role of the principal in the elementary school was - -
. unmanageahle and that hiring vice-prineipals did not improve

it significantly. After the addition of CAs, however, the staff

_ . viewed the principal as better ableto organize the school and

s amore effective leader of the whole school, It was reported
that after the principal received this supporting help, he had

" the relevant facts when he needed to make important deci-

sions and appeared to procrastinate less in his decision-making. .

The principal in a DS school does not lose his importance
because he shares responsibility for much decision-making,
His role simply changes to one that is more managerial,
Barbee suggests that the principal’s “key administrative func-
tions can include coordinating the work of instructional
groups, coping with problems of group conflict, developing
schoolwide and systemwide policies, and providing a stimy-
lating professional climate.” _ ~ :

The importance of the principal’s position in establishing

an effective professional climate ip a school needs to be

stressed. As many authors have noted, the principal is in.a
position to impede or to expedite progress within a school,

. Keefe makes a strong case for the importance of the princi-

pal’s role and his style of leadership. . . .

Experience forces me to conclude that schools will not be
successful in implementing differentiated staffing unless they
take seriously McGregor's distinctipn between adversary and
participative modes of leadership/o'l'he rapid changes in our




modern world, the greater sophistication of both adults and
young people and the long and developing tragiitfon of a demo-
' _cratic style of life have tended to make obsolete the authori-
" tarian style of leadership in many areas of American life. A
successful differenﬁated-étaff may well depend upon a princi- -
‘pal and anadministrative staff that can use participat:[y modes -

of management in the identification and achievememt of goals.

When an administrative staff can work together as a team of -

professionals to achieve a sense of mutual con{idence from
goals and tasks determined by consensus, then teaching teams
also may be able to see the value of a truly democratic form of
team planning. Innovations arc successful only when they ar:
understood and implemented on the grass-roots level.
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* CONCLUSION ‘

" In 1972 Edelfelt concluded that, as a movement, differen-
- tiated staffing was stalled and going nowhere. In his article he

- reviewed the changes in education that DS was expected t6
help_implement, the reasons why DS had stalled, and the .

problems that needed to be overcome before’ the movement
~‘could begin again. X :
In his conclusion, Edelfelt noted that attempts to differen-

tiate: staffs would continue but that “differentiated staffing, -

and the broader question of curriculum reform, . probably

won’t move much or fast until the public, teachers, or stu-

dents decndc thcre i$ somethmg they want or dont want
badly enough.” :

.~ This is probdbly the crux of, the matter when it comus to
whether any change is implemented and whether the imple-
mentation is successful: if a sufficient number of the adminis-
trators, faculty, or students want or don’t want the. change
badly enough they will have their way. For all the talk about
fads, bandwagons, and movements, in the end, it is a certain

_number of people associated with a particular school who
make * ¢ choice.

‘Because DS affects all the systems and persons associated
-with a school, more people than usual will have feelings for
and against its implementation. If DS is to work in a school,
~“the plan must be designed by the affected people to meet the
educational needs of the school and students involved. For
these reasons it is probably best to make a decision about DS
in an atmosphere that is relatively free of pressures to inno-
vate for the sake of innovation and to follow a singlé plan be-
cause the plan has been successful elsewhere. DS has the
potential to be a process for thorough and positive change in
the schools. Now is a good time to investigate it.
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