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are1 The vejor objectives of- this paper to,- identify
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oi

and examine those areas Rost critical to.the.effectite management of
(/ 1

a research and evaluation department in a large urban school system.
.The.paper focuses on the organizational structure and management
concerns of the PhiladelphiaLschool district's Office of Research anti .

Evaluation:. The scope,, prioritres, and organization of the office are -
etamined as well as.clientele served funding, and concerns and , .

solutions. Perfarmance objectives are included in the preseniation,of
the office's five principal units--Administrative.and Survey Research

i -.

Servies, Instructiona4Resgarch and Development Services, Testing
Services, Priority Operations Evaluation Services, and Federal

.
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:011661141'1G FOR BFFECTlyb REBE'ARCH MANAGe11ENT.

i -1
" / IN A LARGE URBAN HSYSTEM

. , . By

°

Mie HadM H. Kean

--I.\
. a

, . 1, e i
I .t.IntroduceronA 10

A te''/ '''' 'd o , a . . '

.., Rapid yndoften uncontrolled growth has haracterkzed .urbansc.., o
.

.,

...../s-. \\
.\ :

,.. , . ..

district-based re4earcn and evaluatioOdepar ments since the advent of

. .

the,Ejementary and Secondary Educal tion'A4 of 1965. 'Theirview that

K

I

4,
se.e.

A

N

s 1.r. t

a*

4 '

' 4

evaluation,q procesOf providing information for decision makers,

0

is vital'to effective school;system administration has developed

'simultaneou'sly, with increasing Federal nvolvement, in education,

particularAy,in urban areas. Althoughthe overall. 'recognition and
1\*

ex pansion ofethe of1edueational researcll and evaluatilmipuid be

u
.

,viewed positively, such rapid development does not take place wit out
\ /

+ J,complications. .

. .

. .
\

'The'pbjpittv,6 of thii paper"Tellte fethe identification and

11'7 examination of those areas most critical to the effeo-ive manageMert of
.

. , . , . _ti :
a research andievalUation'department in a large urban school system.

1'

e .
Thr papervilf focus uponmthe organizational structure and management

., ., 51;._-= I' . .,.

cdnCerns
.
of sucji oPerationst'and cite actual examples of how ,the latter

1 '', 0
_ r

-

are being.dealt with.
'...-

. .

v-AO- 4 .

The-fiTst
i

part will be§iwidith a discussion of ,how to organize for

he proyision
4

)

of information to
%
various reveli of decision makers.

. .-

. Inherentin this is the identification of the research and evaluation
. N ,

.

. ..

department's primaryeasks and\major coristrtuehts.. In identifying

pribary,tasks, several areas will be examined, including the mission

statement of the office and each of its organizational subdivisions.

rat,
4
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The prjmary Ra4Son%ditre ortheOgicd ReseAi-ch and Evalua.tion .i.s
.....:.

,..... , ,- tit., . it
. .,

;to service the information needs of a broad range&Of constituencies. It).
. -.' --- ., ...-

, .

ig-Ci-itical,therefore, to carefulti.identify the.ne4dS d ndexiiectatitns'
, . , . . Ih 2 ,

A-. I ..
'I'' of eaph igrbup. Co6stituentgroups to be served might ,

.

include,',but'not be
../ _ 4 '

6 ..

.
0

O 4
1 lin"' td tt?, the Boirci of Education,:the SuperinCeridenet, t op-level

--,
% .

. , -.,,

...

. ....... 'adminiStration,incip-als, i;aChers, parent's, and a variety of. governmental
4A

.

c ....ei' . 1
'

4,

agencies, e
.

1 .

:

0
4

6: ' ,

( .

.
4'

a ' 1
1

-,.

The imppct,of the sourcvf funding.upon-an organization will also-,te

0
L ". .

. . .

,. .'1.donsidered, as will tHe'interface between variously, funded sub -divisions. '\ i.
.

, .
. ,

. .

A large urdan 'School system for example., may have evaluation requirements
. ,

). .
s

,. . ,..-

! .
.4.

. .

,, for programs funded by ES,EA Title A, Ti5t4e II,I', Title Vli. , and -Title VIII.,
. .

. %
lin the area of early childhood education, programs.may be funded through

Head Start., Get Set, FollowIhrdugh,
i

and Day Care Service's grants:

-Irregaa rdiess ofprogram similarlItylor

f

complexity, howeyer, each...must be

.. .

...

. ....
.

-,.,..

.evalbated according to its own,.gurdelinel and accounted for separatelle..s,

/
:The allocation of research and evaluation support tervicessuch as - '

, , . 4.
...,

4 .
programming, data Oro ssing, and instruTent development,becomes a major ,

.
. 4,,,,...,

,
=, .

'filanageme problem A.b.Q projects are fragmented, since,:t is usually 6 ,
.. N,

'imposible to provide seParae,support units for each project.

li

. ..*
,

,

Colidbrns related to the uagement of a lai-ge research and eve uationr.r lw
. .... . . o \ 97.

office will be developed against the bSekdrop of The School District 4.
. z. .

. .
-...

.

Philadelphia's operation --- one of the nation's' most comprehensive< " 1 I . .*
.:.."1"It r
1,-6ased research and'evaluation units Pr'oblems relating to trainin ,

, .1
k

staff development, release and dissemination of
.

data,,ancrthe mass media,
.).

4 ,

, , r , .

,

wit also be discussed.

'

I
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Seol'e - \ c
.

% . . 4..
.1 1 ,,,t ... '. 4. '

.
. . %

One of the largest public'school systemS in the nation,.The School
,. 7 e - . . . . , , ,

e . i ).

, --J= .
.

-.. DiAtrict of RhiladeLPhia serves apgroxiiimately.275',000 pupil's in pi-e- 1

; o
.

. .

. . e
sdhopl,andkindergarten programs and throdigliout gradesone to twelve.

...;

The District .r.-.:thptoys over 13,00a teachesrsand has a totatAtaff of 'almosi
. .

A,. I.

. 1
e , . t IN

..
30,000 personnel.. ',Next year'g oper4ting b dget will' teed one half of

s . .

. ....'..

a billion dojjarg. 't
.,

1 1
.

* I . .

theServicing the research and evaluation quirements of h School

rt
.

, District of Philadelphia is'the'systpth-based afiCe of Research and -,

.1
.

.
.4

-
: (

.. -

1

.

valuation.- Though, some type' of, research'unit has existed in Philadelphia
14 - .. 4 I. r
.. .,. .

, .
e ,

for over fifty years,'The Office of ftesearch and .4valubtioh (ORE) did

.

. fjC
LI

not begin to assume Leg present seope and s ize until after the passage e'

r.

of the Elementary and Secondary Edtication Act eof 1965: Seince:ehat time,
, .

. % . .

it has grown to include fiveseparate divisions or departments responsible
...

4 . .
,

for evaluating over 150 discrete projects, in addition tb prOviding tIstipg,'
..

. t .
,

f demographic analysis,purvey. research, data analysis, instrument develdOment,-
. 1

.1
and., research desi.g'h servic Approximately k25 full-qime,Persons are

enployed, ofmhioh'35p4 clerical or support rierSonnel. Of the7. .

/* . .

90 professional research and evaluation staff methbersrabouv 25 percept
.

pos sess doctorate degrees, while over three-duaiters of those, who do not,

1. ..
4

.
.

.
.

-are presently enrolledinpost-masterlg-ree graduate studieNIs. The .-----
----->*--. . ,

Office functi-dins o n-annual budget of approximaely $.2,6007000.
e
v

prorities /

,The goal of the Office of Research and Evaluation is
.3

to prov,ide

-,

. (accurate and timely infoPmation to decision-makers-at all'ie'vels. 11\e

. .

ts
N specifft priorities of the Office are:

4,

-3-
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o . 1 v

..

1. To produce informationFor decision making '(e.g. descriptive, ...:

1
,, . /

*.e.

comparative, generalizable) 'about the' mpdor instructional
,

,
', . 't . . . , /

priorities of the School System .Basic Skills (including
,

. ,

... , 1:1

reading and mathematics); Early Childhood Programs'' Career V

.

. Education; Exceptional Children; andiAlternative Prodrgms...

''t-,.._.;

, \
..-. .1)' '

)2. To provide data and information which WilLenable the School (
,..

District to 'develop, more efficient instructional and managerdent
.

.
. `.44.:,..

.. . ..v.......,, . - s:,..

,
sy%tems.

,

1 To develop and'preserit the data and informatiori'po that it meets.

1 '

,.

4 4-- . . . I

,

the -specific nee& of the .audiences for ,which ie is. intended and
.

-

4.

, ,

so that. the information can be used 'to iMOJement'positive change

within the system.

4. To provide the technical and non-technical support necessary' tok`k..

. %

.
. shape the process of information lathering and'usSge./ I , 4),

'44

. To render ser> ice on an on=going bas+s, so that information on
.

. .
) ,

i

' the inputs, .processes, and 'outputs of a, project or program

)r'r--are-taken nto consideration, not Merely the product. I -'
. t

..' I.,.

. .

lr
1

.

6... To Jesi.gq.information so., Oat it is clear and meaningful/ tde the
, VI

4 t .

audiences to which ,it'is disseminated. ...

da,t,

7.

. , .

, f
Organization

z'
.

The Executive Director of .the Office of Research,a6 .qvalua.tion is'
Ayr" , .

. .-. '--7"--'

", the chief administrator. o the'..office, and is responsible, .establsi
..,

e.

oolicy.and mopitoring the various functionis of ,ORE. The Office is
. , .

I I A ..'. ....

a

.

1
4 .

divided into. five principal units:, Admini'stratiy4 and Survey Resedtch
f

4.

4 . A

Sermces, 14!...yructiopal Research and Development Services, TesOng Services,
,

, ....
.

Priority, Operations Ey,: uation'Services, and Federal Evaluation Resource .

.1. / Qt. e
, L.

4

-4-
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4

Services. FollOwing,in addition to a brief description of each of-those

lb
units, is a series of performance opjectives againSt which the success of

./. -

the oroanizatigal un it may be appraised. These objectives were developed

as part of the system-wide program of performance appraisaypf administrators

.

and supervisors;° and include, to amplify the,performance statement,. the . .
t . -. . ti--

reason for selection., how to show success, and the resources.needed.
...

-...- .. . .

i &

Tables of organlzption for each unit have beeri'included.as an

appendix.--

,1"
Administrative and Survey Research Serv;Ices i5 responsible for the

'"
.

. .
,. .

V development and maintenance of the pupil
4
da.ta system; provides

#
in-

r

. .

, formational support to decision-makers and administrators through.socio-
-

46

.
economic and demographic analyses, pupil enrollment data,' area studies,

C.

. . . .

and,survey research .techniques; collects, tabulates, and generates data

. ,

to meehe school district's reporting.requirements t6 various federal,
,

)
.-

state, ind local agencies; and maintai,is and manages theSuperintendent's
.

... . . .

and District'Superintendents' Management Information,Centers.

Performan e Objective #1

To maintain, in'a timely and complete manner du'ring the 1975-476
0

school ye'am, the Pypi1 Directory System, and to provide all

'beneficiaries of.ithis stem with. services and products that'meet

their needs.

'..

.Reb5onfor Selecting
13 *.

/

This is a mandated data system of the School District of

Philadelphia and. is used to-provide the resources to respond
et

.7`.

N
,

to various State and Federal reporting requirements, and to
...

.
,'respond to the pup4I data needs of all clients (e.g.,

1 i
' Superint&ldent'l 'Office, Board of Education, district

i'-'

_5_
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superintendent, indivIcl,ual -gcllool pri9cipalsc Divis;rorki ,

-'.
.,

. ,

. i

of.Tesang.,.Feeral 1:jr=og'rams, :Pupil Personne and4CounselTng,
, - N ,., .t.`",

.4,.
I, ..,,

Eply 431dbdod., etc.). 't

jl .How to,ShowSuCCess t v
_ 4r

.-
:

Completion4of thefall updating (file init11))zation) In ,

. 1
0 0

Novemb'd r 1975, produciN of State Report-deitS+1051 in November
4 . * . e' i.:

.1975, production of enrollment in the Philadolphia Pukgi.c
.:---.

.. ,

.; .

. S,chool's pdblication in January:1976, prodlctian.of data :
' -tcl',

. P

.required bilQupT1 Personnel and ICpunselffi
, ..

g. to frrifill the ,

.

State'nfandated AnNaf.6ensus rieoort it June 1976';'. file

tS.1-

.

. availability for'use with the 1975 City-wide Testing Program, :

-)
.

1
.

and interviews, with all Other clients enumerated in the
,s, 1

Performance Objective above.'.

.Resources Needed

Director, research associate, research intern, pupil accounting

assistant, three statist;cal Clerks, and supportive secretarial

staff; per diemista tUring peak loak periods; technical support

. 7 /needed from Data Processing.Diviscson, Records Manage ent .6

Division and the Purchasing Division and coo erfatiori. of

--school principals, teachers,*and secretaries.

Performance.Objective #2

'To. ovide,the staff resources necessary to support the School

District's peed to have relevant, timely, and accurate data,

concerning socioeconomic and demographic analyses about the publ-it

school popUlatjon and the City of Philadelphia in general.
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as

Ma

.fi

.Reason for Selecting
.. i

a

I.

F
1
0 .. '

This is a capability the School District of Philadelphia
.t.

a

must gave intarder for'it to make well informed decisions

and it is a specific responsibility charged to the Division

of Administrative and Survey Research Services.

.How to Show Sticcess «
is,

Review all services,anproducts such As'shor't.range

enrollment projections, desegregation skdles, attendance

area studies, State man4ated "Long Range Developmental

Program" Title eligibility, Capital 'Program involvement,
.

and interviews with beneficiaries of these services.

.Resources Needed

Director, assistant director, research assistant, 'research

intern, pupil accounting assistant; two statistical clerks,

iand appropriate secretarial support.

Performance Objective #3
.

To provide the School District with valid and timely. descriptive

information concerning the post graduate experiegces of high school

graJ duates,.the post school experiences of high school dropouts, .

and tha value and use,s to which standardized testing results are
0 -'"'

.

utilized at the individupl school level, and other a hoc surveys.

Further, ,to prov,itle cdiniultative support to all Sch al District

staff in survey research techniques and methodolog .

. .Reason for Selecting .
41,'

\a

To continue to provide die School District with this

valuable service which is used in a variety of ways to

7. 9

1



4

- improve the 'educational'programs* in.the School District.

To provide descriptive d ata not available by any.other

/1 *method.

t

.How to Show SUccess

Review the anndal pAblications dealing with high school

graduates, dropouts, testing results, etc., and the value

that these studies have been to the School System.

.Resources Needed

Director, research assoc ate for survey research, research

assistant, research intern, two statistical clerks, secretarial

support,, and per diem staff during the peak load periods.

Performance Objective #4
ez

'

ITo maintain thp data elements record d ill the Superintendent's

1,
Management Information Center resource documents by collecting,

editing, aggregating, and reporting all datawice each year
I .

(June February, July August).

To insure the accuracy and completeness of all data elements

'

and to investigate the feasibility of expanding the usefulness

of this management information'syStemi

.Reason for Selecting

This is the responsibility given to the Division Of

Administrative and Survey Research SepLces by the

Superintendent.

.How to Show Success

Review of the documents, materials, and hAterviews,With
I

beneficia'ries.

r

/

-8- "10
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.ileources Needed
.

/
...-

ist...

.. Director., research assistant, research' intern, pupil
'

., .

accounting assistnt, Ugo.statrstical clerks, graphic
: ..,

-,.
. ,

Lllustrator, and twqsereteries.

ts _,.-- I N.
Instructional Reseafch and bevel'cipment Services is,composed of-

4*

specialists in the 4.eas'oT design and analy/ls
,-,4

, instryllent developme6t,
..

and reporftprolpction. Researchers with Specil skills in dat a pl-oe4tsing

are also included in th'is division. Under the coordination of the,

division director, these specialists servq ail of the other divi=sions,

.
.

.. %
departments, and individuals wi,thiri ORE. The orgabization of these

p ''-

.

services into,a's.ingle unit .helps top. eliminate duplication of services

and schedules a nd provides, 1.n a standerd.way, resources to 6e-remainder
e ,

of ORE personnel. This group also functions, as a core for the proposal

development process. )

'Performance Objective #1
V

To provide and maintain an editoria3 unit-which assists in the

development and production of clear and,meaningful OE reports.

..Reason for.Selecting

Assists in the achievement of ORE Priorities #2 and #6.

.How.to Show Success
6

ProductioA of technical and,non-technical r4prts, and
A

bon-technical abstracts.

.Resources Needed

Professional staff with skills, experiences and training
141

in editing, layout,proofreading, report style and production;

Word-processing machines, personnel, and resources.

-9-



Performance Objective #2

To provide and maintain a test construction and.d.evelopment unit
1

which assists in the?assessment of s5.hool programs/projects.

.Reison for Selecting

Assists in achievement of ORE Priorites #1 and #3.

.How to to Show Success

'New and/or prescribed assessment instruments for solving

current'mgasurement needs/concerns.

.Resources Negded

Professional staff skilled in test construction,

development, and 'theory. Funds to purchase resource.

materials. -.

Performance Objective #3. 1

To provide and maintain a flexible data management unit capable

of processing and producing a variety of instructional information

(e.g. pupil test results, program comparsons).

.Reason for Selecting

Assists in the achievement of ORE Priorities #2, #4 and #5.

.How to Show Success

Flow sheets, procedures, and forms of all Operational'

systems in current use.

.Resources Needed \\\

ProfessionaCstaff skilled in de*sign, data' and systems

analysis; a Computpr facility; funds to purchase related

resources.

10 Ai or)

7'

41

1



I

' Testing Services has,the responsibilfity for the development,

. implementation, and administration of all phases of group testing

programs involving standardized-tests such as the annual Philadelphia

city-wide testing program. The division is a major resource in the

local d,evelopment and administration Of a wire variety of tests for

use in instructional areas in.cooperaticm with the Office of

. -

Currjculum and Instruction.

The Division is also responsible for staff development programs

At

in cooadration with,00er offices to improve the competencies of

teaChers counselors.,. principals, supervisors, and other administrators

in varhOus phases ,of measurement.

In fulfilling, its role, the division provides staff leadership

r----i
and tesource service in the selection of appropriate tests; management

. . .

, t
.

.

. .

.prIA adminAistration_of tests organization and display of test data;
. ,

ty

interwetatibn, use and dissemination of test data; and, in
'

association with the Division of Ingtructional Research and
.xy

Development,Servil lies, ib"test development and scoring and subsequent

processing atd analysis of test data.

'Performance Objective #1
e.

To increase the amount and quality of professional support

service in .the interpretation and'use of city-wide testing

4 4,

)program.data in the schqols.

.Reason for Selecting

Field services are crucial components of the implementation

% .

of the city-wide testing program in the schools.

-



k.

.Now to ShOW Success

Systematic survey of impact in the tthools; analysis of

content and quantity of such services; comparisons with

previous year;' critique of servicesAby school personnel.

.Resources Needed:

Additional field staff or reassignment of staff from

-ORE offices to Division of Testing Services.
1

Performance Objective #2

To provide.data obtained from the city-wide testing program
0

4more-appropriatejy for the needs of the various users.
, .

.Rea'son for SeleCting
"NI

other

The major function of ~this program is to provide a variety

of data for a variety of users. The extent to which 'thi -s,

function is achieved _will determine the success of

this program.

..Now to Show Success
V

Systematic survey of users; positive responses related to

needs of users met will indicate success.

.Resources Needed

Opportunities for discussions with representative members

of the various users' groups; involvement of resources

from other ORE offices.

Performance Objectivell3

To increase the- amount and quality of technital and non-

technical support involved in theradm,inistratif the city-

wide testing program.

-12-
9 I

a
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.Reason for ;Selecting

Important to the success of this progr.am.

Now to Show Success
4

Compare support for given program with previous

programi,

.Resources Needed

Additional resources related to data processing

and logistical support.

Performance Objective #4

To improve the clarity, accuracy and conciseness of .all
1

1

locally-developed directions, instructions and communications,

related to the functions of the division.

.Reason for Selecting

A significant product of this office which affects the

implementation of the city-wide testing program in the

schools.

.pow to Show Success

Systematic feed-back from-schools and other users

O

via survey document.

.Resources Needed

Opportunities to obtain reactions, suggestiqgs from

users to incorporate in future materials; involvement

of resources from other ORE offices.

Performance Objective #5

To improve the services related to the'thipment and receipt

of testing materials for the schools in the city-wide testing

n13-



.4 4. ;

program so thatAdeliveries will be hoth prompt and accurate.

Reason for Selecting

A significant area of service related to the city-wide

testing program which affects administration and morale
p 4

in the tchools.

.How to Show Success

Systematic feed-back from schoots about meeting delivery

target dates for this year- compared to last year via survey

document -

.Resources Needed
p

'Sufficient lead time,.auxiliary per diem. help, rapid truck

delivery service.

4.

Priori ,ty Operations Evaluation Services addresses itself to system
,t

priority areas on two d1W/pct leftls.,; (1) the provision of research

.

assistance in priority areat- of the district superintendents, and (2)

o the evaluation of programs In the five priority areas of the School

District. The priority areas that are evaluated through POES include

Early Childhood Education (Fallow Through, Get Set, Head Stat),'

Career Development, Alternative Programs, Basic Skip (including -

, ./

-
reading and math programs), and Special Educatqon. Within each

,

priority area (and, where applicable, over ,POES conducts cross-
?'''4

6

program analyses to attempt to identify, ifiajor-actOrse'underlying **

successful practices.

Performance Objective #1
V-

4

. ,

40 4-
40'

.To develop a system of reporting which will keep program 4nd division ti
.1.A

,1-- k
4 AS N '','\. 1'

directors, including staff when appropriate,t current on evaluation

44 ./
t'

information on an ongoing basis. 'll 'A'
i 1,1. I )

I
.4.
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o

1. I

A

.Reason for Selecting

-This-ls an attempt to bridgp the "guessi4 gap." (The

- period between the time when decisions must be made and
.

the time evaluation reports are published).

.How to Chow Success

Information flow will be documehted.

.Resources Needed

This is largely a staff effort. No additional resources

are'reguired.

Performance Objective #2

i To expand (on a demand basis) the classroom. information feedback

system to includeadditional, instru ments so that the service

will be more comprehensive.

4

.Reason for Selecting

Availability of reliable information on pupil strengths or

weaknessesin specific skill areas, obtained with a minimum

of clerical work on the part of-the teacher, is needed to

help teachers plan Classroom programs and assess the status

A5f, current efforts.

.How to Show Success

Number of instruments and demand for each w411 be

9' A
documented

.

.Resources Needed

\
Technical assistance needed. from Division of,Instruceional\,
RcsearCh and*Uevelopment Services.- Some programming services

...
.

needed. Scanning forms will need to be designed and purchased.

Scanning and computer services will be:ileeded.

1 4 '1115 ..:',1 7
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Performance Objective #3

To redesign the management information system for the reading

/program to reflect pat experiences and present needs.
ak.

.Reason for Selecting

,

. Information on the success of the reading program is needed

to assess present strateg ies and plan for the future.
,

..How to ow Success

The success of this effort will be indicated by the availability

of the indicated keports and the assessment of administrators

4 of the usefulpess of the information.

.Resources Needed
\

. \ \
Programming services and forms design services will be needed.

'1

i

Forms* will have to be purchased. Scanning conker P
1

.
i

. \ ..I

aservices 1,011 be needed. . V
..- N

Performance Objective #4

To design a pupil accounting system for 'Day Care Services.

1

.Reason for Selecting

'Reports concerning Day Care Centers currently required by

the Department of Public Welfare in Harrisburg involve a

lar9e amount of clerical Work which can be avoided by using
A".

`scannaPt documents And computer procesS;lng.

.How to Show'Success

The target date for a functional syste m is September, 1975.

.Resources Needed %.

A Research Associate for Day Care Services Evaluation.has been

assigned to theAroject. Assistance of Division of instrlictional

Research and DevelopMent Services is required. AStistance of

-716-

.1

?

4 1

?r

1
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fe ,

Data Processing is required. Programming, Forms Design,

.

iScannng'', and-Computer Processing services needed.

Performance Objective #5

To establish a.longitudinal Early Childhood Education dAta file.

.Reason for Selecting .

Information on the long range effects of Early Childhood

-. Programs is needed tb assess cu rent efforts and to plan

for the future.

.How to Snow Success
\..

4

:Success w.i I I be i ndizasted, by ti-reN,phyg:ica 1 eikrstie erof
k %

the We witli'dat polnts common across Early Childhood
,,,

l't
---,,.

....."
Programs. 1- .1

.Resources Needed
, i c 91

4.,
.

Programming services and the assistance of Data Proci i g

are required,. Theassistance of Adtilinistrative .i Survey
t ,,,

.9 Reseas h
0Services-is ne d, d." .11

.

.
. .

Federal Evaluation Resource1 c"' 'eSes rces conducts evaluations
.)

of pubLic

.

schbol and non-public school federally funded tegorical projects. The

primary responsibility of FERS is on-going monitoring, data collection, and
-'

. ', 1'.
,J

's
reporting the 'progress,ofTitle'9 Title III., Title 1.t,

)

Title VII and

. .%
4 i.to

1.

Title VIII projects, This department, wi5h't e supportiof the Divisioll

of Instructional Research and Development Services., N'involved in the
,....

...

establishment of design and repol-ting.4The\depart at is agonized to
4- ..,/

meet the informational needs of central. eciAon-makers And the legal
-t-

requirements for eve

roles are:

uation of federally funded ,projects. the major

m

-to provide informationjo centraf'deciiiion-oakert conning the
$

v

/ -17-
tr.):-..V.

.

C
5.1

.0.4 0.0.0.
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,effectiveness of compensatory education ilrojects;

-to provide consulting services to central staff;

-to fro *de feelback information to,administrators of projects

and schools funded under ESEA Title 1, III, V, VII and VIII.
t.1

-to provide direct services to.the Ofifice of Federal Programs

relative to neecs assessments, proposal preparation and government

' surveys.

Performance Objective #1

.,

To provide instructional and mangement information through systematic.
.

%,
. -

..t1
4evaluation.ofjedutlly funded programs.-..: . s4 . .b.

di. '
'.Reason for Selecting i

To prowide,aSsistance to decision-makers at

'the school system in selecting among alternative courses,;.

.

4*

ative findincki

leveiswhhin

',.How to Show Success
f

,

04e1. Provide periodic reports containing eval
-,

2. Assisting it the'preparation of propdsals andmandated reports

3, Assessing the educational needs'of the District
.

3--

'.Resources Needed

I. Current organt.,ation is sufficienf .0

Z. Receipt of iechnical'sdrvices from other' ORE units withi'n r

4'
specific time frames is-mandator

i,

t
. /.,,.

, ,
..

Performance Objective #2
%

.,,

--4-.

.

4
.,,,

.--To inveasethe impact, of evaluation findings by the periodic develppmerit
. ,. t=

. .

and disiribution
4
of non-iechnice reports to teachers and community groups.'

g 4

i.Reason for Selecting 4
t, '

... S . tiv
.. To helOc.fcilita

'
progdam development and modificaiion by, :

,

,.P" prridingti empiTicaPdata to facrliiate,change.,
,

6
%

4
-18- ( f()
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I

.How to Show Success
..

1. ProdUctKon p distribution-of interim reports and historical

summaries (e.g., Title I Dig).,.

2. Providing consulting services in areas of dvalution to

Parent Council & school faculties. .

24

.Resources Needed

Current organization is sufficient.

Performance Objective #3
,

Tq provide periodic'reports, containing evaluation findings to

Specified State and Federal agencies.

.Reason for Selecting

iLegar.requirement of various categorical aide programs.
I

.How to Show Success

Production of specified reports within the prescribed time

frames.

.Resources Needed

Clientele

Pending- needs Will depend on the 'forthcoming guidelines

and their implementation (P.L. 93-80) 1

. .
.

As was stated etarlier in this paper', one of the major priorities of

t

the Office of Research and Evaluat,ion, responsiveness to its clientele.
./

Unlike many. Other..resear,ch and e4lua0on agencies, a school system-based
ti

. t

.

unit such as ORE finds, itself serving a large number: of different clientele,
;... .1.

y. 1.0-.

each with diffei-ing, expectations s to .the products and services tole .

...

. . -

provided them.. To get a feeling for these, the direct.and indirect
- .4,,

clientele served by ORE will be listed.



Direct,9.1ientele,are those individUals to whom this' Office is /

1

directly responsible for the provision of certain products or

services. They include: -1

.The Superintendent ofchools -S the chief executive of the

School, System is in constant need of accurate, timely and

easily communicable data.
A. 4

. Associate Superintendents - neecitaRpropriate information to aid

them in curricuiuM development and operatibns-oriented decision-Taking.
.00P'

q
.

. District SupprFhtendents - require data aggregated to reflect the

schools within their diStricts'as well as information useful ip

dealing with each individual school community.

: Principals - as the i-nstructLonal leaders bf their buildings, they

need to know what is happenihg in each program utilized, and in

.

every classroom for which they are responsible. %. 1
-2

.Teachers for "first line" personnel, fast turnaround on individual,

pupil progress, andinformation displayed in an understandable

fashion is a must.

. Instructional Supervisors testand evaluation results, particularly'

in the baslc skills areas,eare required.

.Project Managers project evaluations, geared to specific objectives,

.enable continual process and product, feed back to occur.

.Office of Federal Pro§rams and Office of State Subsidies -

Federal and State guidelines mandate evaluations of most categorically
.., ,

funded projects. -
1,---

.

.Program Directors assessment of'bvera1.1 subject matter areas

depends upon continual monitoring of progress.

..20- e,r)
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we

Indirect clientele, though they may receive almost as much service

as dixeet cl-ientele, are_not .part of the formal reporting process

of the Office of Research and Evaluation. They include:

.Board of Education receives information from the Superintendent

for use in system policypannihg.

.Unions such as the TeaChers' Federation and Administrkors'

Association, are crucial in providing.the support necessary for

researcR and evaluation activities to occur.

.Parents' Groups such as The Home and School Associa,tion and

The Parents Union, informally monitor the progress of the School

System's pupils.

*Individual Citizens as tax payers, demand the "right to know."

.Community Groups at last count there were several hundred. such

organizations with interest focused on various aspects of the

educational program as it impacts upon their, particular communitidg.,

.City Government'- incruding the Mayor and City Council, who control

fil/the funding or the public school system:

.Government'Agencies including educational,'civil rights, l'abo,

A

and welfare on a local, state, and federal level;.with definite

infdrmation needs both on'a regular and ad hoc survey basis.-
OP*

.Outside Research Groups including educational labs and centers

_workirtg with ORE in a number of different cooperative endeavors

including material development and instrument validation.

.Universities - prepare manyOf the Office's edcf.cational rt4ea'rchers

and evaleatorS and originate t he major ity of nequests for outside

research sometimes on a cooperative basis.

1
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.Individual Researchers - generally require permission to collect

data or access'to existing information.

.Media need to quickly know all results, translated in a non-

technical fashion.

.Students - are the focus of the Office and of the School District

which it serves, and are placed here so we do not lose sight of

our ultimate reason for being.

A Word About Funding

It is not so much the lack of funds:as the lack of flexibility in

utilizing them that creates difficuliies. Of the $2.6 million dollars

budget on which ORE operates, approximately $1.2 million (or 45 percent)

are general fund expenditures, while $1.4 million (or 55 pei.cent) are

obtained from Federal funds.

Almost half of the general fund expenditures are utilized for the

city-wide testing prograM. The remainder of.the monies are ear-marked

for technical support personnel, a few scattered general fund priority

projects, and office administration. Virtually all Federal evaluation
4

.funds are designated for the evaluation of specific Titled projects.

What is missing is an individual to function as an Evaluation Auditor,

arid as such, to be responsible for evaluating the effectiveness of the

Office of Research and Evaluation and for making recommendations

regarding utilization of personnel and methodology,for evaluation of, both

qederally-funded aQd operating budget programs.' Since such information

might be of a highly sensitive nature, in that the present activities

and structures are-to be scrutinized and judged, the 1,t'aluation Auditor

i,
would repoPOdirectly to the Executive Director of the Office. Such,

-22 -
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an organization would help to assure the independence and objectivity

of the position.

In addition, a means needs to be developed whereby full time professional

staff can be made available to work on special projects, often ad hoc in

nature, regardless of their source of funding. Unless this tan be

accomplished, the level of utility which flexibility. of operations

engenders, may never be reached.

Concerns and Solutions

Managing an office as large and diverse as the Office of Research

and Evaluation of the School District of Philadelphia can and does

create a variety of different problems. One could easily spend an

entire presentation dealing only with them. Instead, however, it

might be more productive to focus on ways in which major problem areas -

are being dealt with.

In a-rapidly expanding office, particularly one which deals with a

subject as embryonic as educational evaluation, there will be a tremendous

need for staff development and training. To meet this need ORE has

adopted a multi-faceted approach to staff development. New research

assistants and research interns are provided with a two-day intensive

overview of evaluation and its place in the public school setting.

These workshops are taught by ORE senior staff members who are in a,

position to not only provide technical infolimation, but are very

familiar with the day-to-day activities of the office and can readily

translate theory into practice. In addition, a number of ongoing

series of more technical classes are taught on a'rotating basis and

are open tp anyone wishing to gain new knowledge or update past under-
.

Standings in such areas as statistics, research design, and computer



applications. These, too, are taught by ln-house instruttors, many

of whom also teach an occasional evening .c.l ass at a local university.

The entire staff of ORE is encuLraged to pai-ticipate in mbnthly

coffee hours and lunch time seminars. The coffee hours provide an

hour break during one morning.a month and enable staff members from

ifferent projects fto informally 'catch up.on what is happening.
..

Brief, noriechnica) presentations ace 'often made during these sessions.

Lunch time seminars are more technically oriented and are devoted to

.formal
presentation and.discussion of a topic related to the activities

4 ...

. . .*

of the office. At least one two-day staff training'session per year is
. .

.i s.

,.

also heion
4
an off-site location. The major foci.of'such sessions,

-.',

, ..-

to date,. have beenlanning and communication.

Another problem wit6 which ORE has been forced to deal relates to

excessive demands from outside agencies, organizations, and individuaLs

for permission to dp research within the School District. The'response

to this problem has been to develop system wide guidelines relating

to research policies, as well as a research review committee responsible

for reviewing, and. ultimately rejecting or facilitating, outside research

.projects within the "cohfines of the'Schobl District.

Current federal and state-legislation has crirted still another .

dilemma in terms of the often conflicting regulations governing, full

disclosure of information vs. privacy of data. Unable to wait for

ultimate clarification of such conflicts, ORE hai'developed a policy

on the release of research data which, while meeting the intent of the

law, still enables research and evaluation activities to be carried on.

of"



\The identification of client needs has posed a problem simply. ..,

it is 'an area which was

,
.

...- responding to it, planning -sessions have been scheduled with project

. . *

'

not dealt with in the past. In

managers, program directors and members of the superintendent's cabinet.
, 0

In.addition, all of the ORE unit heads travel as a igroup to each of the
. ,

,
?, *. .

\ city's eight district offices on an, annual basis for the purpose of
. ,

I

team.

meeting with the district superintendent and members of his planning

. 1- . .
.

1, qgally, better communication and dissemination has proved to be a.

I

, i

I

1

i

1

i.The developmenfoffhlanagement.,Information tenter materials,
Iupdated on -a,-aqnual basis, to provide the Board of Education

,and superintendent ihith baseline data of several dozen'key system
variables:-

1
) .4,

4,.Heetirig4 with a variety of)public'interest groups (%.g., Title 1 fiPerntt Couhcil, Home & Sehool Association, etc.) to explain
testing' and evaluation 'results, and to answer questions concerning
Idle Office of Research and Evaluation'program. . ..'..

major condern.'-In dealing with it, ORE has -adopted the following

approaches:

-

.Kedisa seminars to explain test and evaluation results.

,..A program to improve Information flow to the,media.

:Superintendent's cabinet briefing sessions on major findings
. and results.

.Presentations of test results and certain program evaluations
on_putzlicly talevisedgioard bf. Education meefings,

.A new publicatidhs policy.which requirei an abstract and summary
to precede every technical repbrt and encourages the use of
companion, popOlar"ized versions to many ORE products'.

Signs'. of Success

-, ,.

It will be.many years indeed. before research and evaluation.activitites

are recognized and Agilized as an important factor in the planning and
-.,

44.



daily operation of school systems. It will very likely be even longer

before all but the larger or more progressive districts devote more

than lip service to this area:

The road to acceptance of the Office of Research-and Evaluation in

Philadelphia, though becoming smoother, is still fraught with many an

obstacle. Nevertheless, four recent developments are viewed as Signs

of future success.

ORE is now represented, for the first time, on the Superintendent's
Cabinet.

Board of Education members are availing themselves of ORE-produced
data, with increasing frequency.

- Top level administration has adopted a policy requiring that all
new programs have included in them an evaluation component.

- ORE-produced data has been accepted as evidence in a number of
recent court suits.

If the Office of Research and Evaluation is able to continue to provide

information which is viewed as useful by its varied clientele, it cannot

help but eventually win acceptance and support.

A28
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