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%ABSTRAC}

Initiating a planning effort in school districts requires attention

to the mechanics of its adoption as well as thekcmmmupication of planning

concepts. Such a system has been &eveloped by the A&ministering for .
Change Program of RBS. This package emphasizes involvement of teachers

and a&ﬁinistrators through semi-structured tasks in any c;rriculum area

of the district's choice. A self-instructional version of this system .

is being fieid tested by the Neshaminy School District.

field test data indicate to both dsers and developers that this

v _process of initiating curriculum level planning is viable and has valua-
ble spin-off benefit to the district. C i
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INTRODUCTION *

The need Tor planning in education is not a highly disputed point.
It is also generally agreed that wasteful imbalances within the dduca-
tional systcm‘musg he rectified, Costs, which increase more rapidly
than school revenues, create pressures which require that those re-
sources which are available be allocated more judiciously and effec-
li\.;::Iy. As m:ts risce, demands for better education ard more alterna-
tives in edication also incecase. The complexity of our timcs{)has .
forced mzlne;gc-rs and' administrators in business, dcfcn:;c: and incdustry
to develop amproved methods of collecting information for usol in both
plaming and decision-naking; sghools, too, need to dcvclol'm such methods.
The OiTice of Itxlucation, rcCogpizing the importance of local school
district planning, las delincated this neéd in their Renewal Center.
:;trzltcgy. I‘Ianning' wa;a also included in the list of needs compiled lrom
the annual AASA Superintendency Survey. Thus, the need for p:l:mning is
:l['-'pal‘cl'lt-;.till’.ililTiClllf)’ lies in the fact that to date fodasihl;: planning
systems for usce at the school district level have not been available,

'I‘h.c Comprchens ive Planning Component of the Administering for
Change Program ol Research for Better Schootls, Inc: has heen involywd
for thv past two vears with the Nesluminy School District of Pennsyivania
in jont venture to field test instructional materials designed to

initiate carricubwn planning at the school district level. This two-

vear involvement was the culmination of a five-vear developmental effort,
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The objective of this five-year effort was to develop a method
™~

school districts could use to initiate and ‘maintain a planning capability
. . I - . N S ?

which, in turn, would become self-sustaining. Thus, it was necessary to

- I L] \

design a mechanism that could withstand individual stafl changes ad o | 3

\ ' N,
whichydid not rely on the availability and competence of outside Zonsul-
v . : A
tants. . o N

In view of the objectives outlined above, instructional materials \
were developed which were designed to emphasize the planning process, \
_so that district personnel could develop the practical experience and \

expertise needed to carry out the various activities-involved in currvicu-

LI . 3

lun planuing. : . . ‘

~

Before discussing thc"'Nbs‘ﬁaminy experience, it would be helplul to

review brief'ly the.-comprehensive planning process developed,

-

N COMPREHENSTVE PLANNING PROCTSS

' 'I:he flow chart on the following page shows the relationships among
various aspects of ‘the comprehensive planning process. The cmphasis . - _
is on the initiation of a planning effort, although various other data- .. -~
gathering activities that could and should occur are also indicated.

The area bounded by dashes in the diagram contains all ol the steps

involved in ini iating a planning effort, and the Neshaminy licld test

was related io the instmetional materials developed-for use in imple-

-
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. menting these steps.l The definition of curriculum planning ohjectives,

-

the definition of the program structiire, the assignment of prioritics,

and the development ol performance indicators are the responsibilities

of the teachers amd central office adntnistrators who fom the |;l:nming
groups.  The boxes representing data c‘ollcctio’ﬁ activities are hexavonal,
Each vertical column represents a different area of information,
The Tirst colum to the right ol Box 2 involves financial concerns.  The
Program Planning and Budgetary Systoms whic.h—havc been implemented in
. " some schools traditional ly have been based on cost data, but adminis-

- trators have heen wxible to broaden this approach to support and enhance .
change at the classroom level. Other approaches to p‘lanmng have
helabored the deflinition of goals and ohjectives t 1t11 only a rcfmed
sot of labels remained that were no more c!'!'ecl;ivc in improving “schools
than the hll(h,Ctd ry approach mentioncd dhovc. The comprchensive plamning

approach to inttiating pl.mnmg, in the district does not neglj\‘_t‘}i\:rhcr

hmlgct:tr'y conshlcrntionf; or fhe dellinition of ohjectives, but it does

-t

give them relatively less emphasis--especially in the context of initial

planning cfforts. 1In the comprehensive planning approach, the emphasis

) l'l'hc instructijonal materials ficld tested in the Neshaminy

. Schools were origindlly entitled Indicators of Performance.  This

ackage contained three separate manuals:  Manual ]--ProaeLt Manager's

Etmudl Manual 2--Basic .Sklljll's and (.onwptq and Manual 3--Beginning
lmplancnmtlon. The material covered in the three manuals ment ioned ahove
has been rewritten into a single bhook awd will soon be available commer-
cially available under the title llandbook of Comprehensive 1Mamiing
from fducational Technology Publications,,” Englewood Chiils, New Jerscy
07632. ‘The target date for publication is fall, 1974, Althom,h in
the body of this report references to the mstructlonal materials
velfer to the or u,lnll three mamuan | package, Table 1 shows the inst rue
tional objectives included in terms of the new Handbook of Comprehensive

lanming. 3




s on a plamning process which has maximm impact in the classroom wherd”
it is most usc ul to the instructional staff, As\ the district planning -
N capability develops, procedures may be mndified, instruments unxlated,

- and additional sources of information inctuded.

Iitiating the Plaming Process

When the comprehensive p&?‘rmi'ng process is initiated in a given
school district, the frst step is the development of a set of district-
wide objectives within a specific curriculum area. These planr;ing

objectives arc developed by a planning group made up of local teachers

and central office administrators, Performance indicators, tests which

measure how well these planning objectives have been achieved, are then
developed and administered by classroom teachers.

‘ To insure cnnf'identj:nlity of information, data from an individual
class are givcn. 0!#|5'/.t0 the teacher involved. Such information may he
very nseful in planning for instructional purposcs at the classroom
level; it ulso enables individual teachers to evaluate their own
clas;l'wm efforts, in attempting to assess the quality of the pupil-
teacher-curriculum interaction. .

When the data gathered frow several c¢lassrooms are given to a

o principal, the information is pooled in such a way that data on o specif-

ic classroom or teacher cannot be identified. The pr{m'ip:ll stidlies and
'analy::{e.-‘. infomation {rom all L'ICIS;E:OOIHS and teachers iuvolved in the
planning effort in an dttempt to ident.ify overall patterns of strength
and weakness in the ceducational programs in his huilding. By asscssing

a 2
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this informmation, a!principal, in collaboration with the tcachers, is

. able to prepare a plan Tor change which includes information on pupil
, perfommance as well as any cstimated expenditures which the changes
) Y
propased may involve. ,

' LT '. :. L ~ - L
At the central. oflMice level, the administrative stafl should re-
view recommendat tops submitted by the principals, prepare i district

plan fer change which encompasses the Imilding-level prgposals, and

stractire whatever support is needed to implement the changes appovel.

The process described above provides a mechanism designed to improve

o

educatdonal programs by focusing on classroom accomplishments and diffi-
culties rather than on individual student achievement. 7The implementa-
tion ol this planning cffort, which includes direct and extensive teach-

or involvement, helps schoot peesonnel to develop < intformt ion hasc

Fl

that cnables them to view district activitices in terms of objectives

comon to many disteict programs and to assess the effect iveness ol dis-

trict programs on a ctrrent hasis, The process allows all participating

staf [members to hecome familiar with planning skills which can be

e

related to their daily activities. Participants also dcv‘c'.lop specific
skills in the development and use of planning objectives and indicators
of’ performance,

The lallowing des;:ription shows how a planning effort could he
initjated inoa given school district and details the varions activities

which world by involved.

4

Sitaation:

N e

Supposc that a three-ycar plan has been developed for the instal-
Iation ol o comprehensive Lu'l:tnning system in a school district.

ey
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Initially, the plan involves the creation of several planning

. groups to work in curriculum arcas such as Reading, Mathematics,
and Social Studies. Work.in each arca is to include al?! levels
Trom carly childhood education through senior high school.

S Initial pianning groups are formed which include teachers and
hrilding level culminis’rmtors from various schocls in the district.
Just before the end of the school year, cach planning eroup participates
in an in-service program where a set of planning objectives are devel-
oped (dr e:u‘l.lhnf the curriculum areas involved, furing the sumer, the
people (rom the planning groups develop performance inciic'z;mr;; and °
prepare Teachers' Minuals for the various Curriculu;n areas.

In September, teachers who did not participate in the development

of the instruments but who wish to participate™in the planning process

arc identified. ) .

*

: % . . . .
The implementation of this project involves the {ollowing steps:

1. Teacher administer pre-perlormance indicators to their
students .

‘
L1

2. The pre-indicators are scored and the-processed inform-
tion 1s returned to individual teachers and principals.

3. leachers complete class Tists and forwurd them thyrough
_ their building nlanning coordinators to the data process-
: ing center,, ‘
N

4. Six months later, tecachers adminis?er post-indicators
to their students, iy

The post-indicators are scored and the processed informa-
tion is returncd to the individual teachers and principals,

o
"

6. On the hagis of the information received,-teachers sub-
mit curriculum-related recommendations to the building
planning coordinators. ‘

7. The building planning coordinators prepare lists of recom-
mendat ions. for the principals,

1

e




Q

Aruitoxt provided by Eic:

ERIC

’ * ) .

8. Fach principal prepares a report for his bullding, includ-
ing o budget request for each curriculum area involved,

9. The Project Manager receives huilding-level recommenda-
tions for change from the principals and submits district-
level recommendations for change to the superinteadent. \

_y, - * - - "
10,  The superintendent.reviews the district-level recomnenda®
tions with the Project Mmager and the principals.

. I, The superintendent prepares and submits a revisal school’
district program plan and hidget to the school board,

The school -heard decides on the plan and the budget,

uring the sccond summer, a gronp of tenchers revise the performance

indicators to mike needed improvenments,

&
uring the second school year, as more teachers decide to take

part in the project, the in-service programs are broadened to accommodate

- e

the additional participants,

[l
»

S«

[
Participation

¥

In impiement ing the comprehensive planning process, the partici-
pation of school district personnel should be as broad as possible in

order to inclhwde the mny individuinls who! ‘
B

I, have sipgnificant information to contribute,

2. have a stake in the decisions to be made, and/or

oY

3. are needed lor the actual implementation of the planning
elfort, »

Thus, participants would include teachers across all grade levels,. pF'i’IT:/I
o

.
cipals, amd drstrict-level curriculum specialists. _Such broad-based

o

participation is necessary not only to enhance the durability of the
planning capability developed hut also to achieve maximum ef fect iveness

ao>
et
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j in implementing any recommended change. All participation should he
‘. v
on d strictly voluntary basis. _ L
/i e
There is one f1nal major congideration involved im initiating the .
..f [ € 1y, } . v
. plalmlng effort described hcrc _in order .to initiate any new set of .
» -t ; . ‘
activitios ceffectively, a slnglo 'mlividml shonld be assigned overall - ..

. c . . Yoo oo s g X ‘
organizational and chrccrmn;:'l responsibility. This individual is referred .

to s the Project Mamaguer, | ;7

LA ] .

Since the-instructional materials were designed to include a

practical set of planncd activities, it was considered .extremely impor-

tant {or the developmental team to work closcly with school district -

.stafl members to determine the lecasibility ol various Activities in .
1

terms of .any district constraints relategd to time, cost, or perfor:

mance potential.  The Neshaminy ficld test provided the developmental

team with an excel lent opportunity to assess the effectiveness ol thege,

L
/
H .' L3 ¥ 9 ;" .. * . . . *
instructional materials.  Sec Table 1.for the instructional objectives

related to tliese materials,

District A.ergltmcnt anl Rcsponcnbllltleq
I

e Comgni tment by top district-level administrators to the basic objec-

tives and strategies of the comprehensive planning 'system cannot be
. averemphos ized. Rfs the importance of this.consideration was recognized
during thc Iwc year devclomcnt'lf- cffort, a set ol criteria was devel- ";1
opcd th'lt any dlstrict deciding to nnplCment this planning [)I‘O(.Q'Hs : "

should be willing to meet. Thesc Lntcrm are presented on page i1, ‘\

| | 13
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General Criteria " ' ) ..

o 1. Willingness to establish a highly participatory decision-
making process; i.e., involving those who have information -
to contribute and those who will be responsible lor imple-
menting the decisions made;

2. Willingnes$ to use Indicators of Performance for a minimum
of three years* assuming, of course, that the staff is
willing; v

3. Willingness to consider feasible alternatives to existing

]

programs based, ow the’ recommendations of teachers, prin- -
cipals, and other "administrators which result from imple-
menting the planning cflort;

'"*“ﬁ*-wi_l lingness to commit an adequate hwdget for the effoct;

5.

Willingness to have all stalf involved with Indicators of
Performmee respend to RBS cvaluation and monitoring lorms

50 that the planning process may be improved.

-~ 7t

Start {-{ufml Ist Sumer Considerations’

1.

7

Agrcement to assign an individual to be responsibie lor
mnaging the planning process for the district. (This
individual is the Project Manager.} 11 only on¢ curricu-;
lufi-area is involved, this person may be a curriculum
coordinator. T .

Agreement to -identify and pay interested teachers and
principals (8915 per currionfum arca) to complete a three-

" day individualized introduction to the basic skills and

techniques involved. (It is possible to divide the three-

day scssion into scveral scgments.)

¢ £ . .
. Agrcement to allow the teachers aml principals who com

plete the introductory session to develep perlormnes
inlicators and Teachers® Mamuals during 21t two week session
carly in the swmer.

Agreement to pay for the reproduction costs connected with

printing performance indicators and Teachers' Maimals Tor
nse in the school district during the coming school vear,

:.t.)

“
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1st School Year Considerations

‘1. Agreement to involve all teachers who voluntarily decide
to participate during the-coming school ycar. o

Ve,

2. Agreement to allow classroom teachers to maintain confli-’
denttality of information while principals receive summiry
butlding- level informition and the superintemdent receives
summary district-level information,

3. 1t is suggested but not mandatory that the school district
usc the ddata processing system developed in conjunction
. with this plynning process.

4. Ag:.ement to be open to recommendations for change made by

teachers and principals. ,

Agrcement to revise and reproduce performance indicators
and Teachers' Manuals for the coming vear. -

[#a]

2nd Summer and School Year; J,I o

1. Agreement to rcpeat the planning cxperience of the previous
year and to allow teachers and principals to participate L
on a strictly volumtary hasis. ' '

+2) Agrcement to take action on any feasiblé rocommendations
for program improveme.- derivad {rom the recommendations
made by teachers and principals.

Probably- the most important of the criteria mentioned above is
the requirement for broad-lased participation. It is essential that
those ‘who are involved in any change, esbecially those required to
imi:»lenmt it, be given the opportunity as well as the responsihility
to provide input~in the decision-making process.

Another strategy of great importance is assigning a Project Manager,

who assumes responsibility for coordinating the entire plauning cffort.

inless this organizing, coordinating, and monitoring function is per-

-

- formed, no new effort can have a positive prognosis. The Project Manager
FEN

¥
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2 of a prOJect to tfnaufe’ that tho .

takes” I‘QSDOHbfhl!lt)—' for the management
spec:ﬁed end state or capability is reached within the time, cost, and
performance speci-fil‘cptioné.of that -projéct. The person who acts as
l’r-*oject,hhnager could be a teacher, a principal, a curricuh:n specialist,
or an assistant superintendent, depending on the size and scope of tﬁb

project involved,

-

2thnagemnt involves four major functionsg .y

. plamning activities B
. “organizing people to perform the activities
motivating people to coordmate their gfiorts .

. controlling the process and the performance of the
pI‘OJeCt as it progresses,

A project is defmed as an effort which has a Specified goal,™

‘starting and completion dates, a definite budget, and a stated accep-

" table level of performance. :
17 - - 0
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) “ . THE NESUAMINY EFFORT

In the following sections of .this paper, a dctailed review is pre-
"sented'of the Neshaminy School District éffort to initiatc a planning

N .
process, together with a discussion of t‘:he effects to date of that

effort and the extent to which the objgftives of this approach were

achicved. This review of the Neshaminy effort. has heen otganized in

-

tems of the topics listed below:

- RBS Involvement‘with Ncshaminy _ .

+

- Participation by Neshammy Persomel -

' - Attitwdes Of"letl"ICt Plamung ('roup and (‘lassrooul Feachers

-

' - }*mdmgq and Results »to Datc at the lhstr:ct, l_hlld'mg,
and Classroom Levels. v

"7 Imtml Use of Instructional Bhtenals—-&smmry of Ilndm;,s,, ‘31

!‘ a1
-

] . -

RES Invol vement witl{ Ncéhaminy

Prior ¢o tht. mvolvement pf Neshammy School District with RRS, aomo

L4

“of the ba::ic concepts of the cmnp‘rehenswe planmng process were out -

/ .

lined in a doctoml d1~;bertdt1on.4 The procedures rolgt;:d to. mltlatltqv e

@
P

a planning procoss Im,d’heen developed in cooperatwmmth two school

districts d,]‘ltl extenswe personal contact by members of the RBS staff

had been ‘lnL(olved * Instructional materials based on -these { irst-hand .

cxp-erlonces had been subjected to technical review by staff members from ’,
L3 ! \-\
4'lemkm, Sanford, A Cost- -Iffectiveness livaluation Approach to ’

Improving Resource Aliodations for School Systems. Philadelphia:
Research for Better Schools, Inc., . .mu.lry, 1970.

i 3 ‘8 . i ..
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varions other school districts. The most critical” determination the

development team wus trving to make during this period was to assess

the extent to which these materials could be used by school district

r

persofinel to initiate a planning process effectively without reliance i

+

upon outside experts or consultants. -- o

In an attempt to develop information upon which to base :his 55085~
ment, RBS instituted a scarch for a school district where district
personnel were 'willing- to take part in an cxperimental program and to ¥
meet the critoria Si)ccj‘ficd for using these materials. Personnel from

the Neshaminy School District, profiled in’ Table II below, expressed

interest in-this venturc.

-

; TABLE 11--PROFILE OF THE NESHAMINY SCHOOL DISTRICT
s Total Pistrict i’opulagion _ 69,000
Type of VAI;ea” ' ' ¢ Suburban .
“Arade Profile ~ V.6, 7-0, 10-12 1
l '« Student Population . _ 15,500
‘; . [5£hnic"Con1}mosi1§ion_ ‘ » Biack 1% .
White 98y
Other _. T - ‘
Number of Buildings: [Flementury * ‘ : -___;__ﬂl__ll___;___ '
" Junior 1lijh Schools -~ 3
. High School < X )
School Nistrict Staff: “Central OMTice . 28
. Building fevel 736
Total District Budget 19 © $18,013,800
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After initial discussions, representatives of RBS and the Neshaminy
School District cxecsted the following Letter of Intent:

* - ' . April 18, 1972

The purpose of this letter is to document a <joint
arrangemeptt hetween Neshaminy School District and -Rescarch
for Better Schools for the use of Comprchensive Planning's
instructional materials for developing performance imlicaters.
This effort would start in May of 1972 and would at lecast
continue through school year 72-73. .

lhc items arc as follows:

LY 3
) f-;f- 1. ‘The general ac¢optance by both partics,of - the
i criteria for providing a school distri¢t with
et individualized sclf-instructional matcrials
A ’ in omprehensive Planning listed on the s
AT . . s attached pages. A
‘o 2. Neshaminy school District specifics ‘
] B ’ “ -‘I ‘ | o /' i *
a. to develop performance indicators in
J mathemat ic$ trom kindergarten through  ~ ——
, twelfth_grnde.—— T
' ' b. to-use thesc -indicators in at least 2
classes per grade level in the dis-
.7 trict.
11/
.7 ¢. to train staff in modules 1 and 2 of
Comprehensive Planning which would in-
voLve 1 week activities prior to the
C uml of school and 2 weeks during the
r -
d. to tdke responsibility for covering the
. costs of the project except as emmerated
under RBS section. ‘
¢c. to,provide information to assist Rescarch .
for Better Schools to evaluate its preduct. .
e 3. Rcsearcl; for Better Schools specifics
a. to provide all self-instructional materials
and any assistance that may be necessary ‘
N to supplement the materials.
a )
rd '

./




b. to'collect information necessary for
evialuating el fectiveness of material.

~
.

fo pay $500.00 toward Neshaminy School
District's costs axl to cover the data
processing costs of scoring the indica-
tors for up to 1500 stwlents in the
event that time limitations and other
constraints make it infeasible for the
o district to incorporate this capability
- on-their data processing system.

. NESHAMINY SCHOQL DISTRICT - -
BY: -
, i ATT?)
TITL - e —
— T RESFARGIL FOR BIETTIR SCIOLS, TNC.
: BY: i »
(DATIS)
TITLE: *

Buring the first year, Neshaminy School District initiated curriculum

planning in Mathematics. In view of the information sought, an attempt
was male to keep contact between RBS staff membérs and district per-
sonnel to a minimmm, Detailed records were maintained on all verhal
communication hetween Neshaminy and RBS imdicating the type of cont:lct,
the purpose, the people 1nvo}vcd until initinl training lial been
completed, per formance lﬂdlC&tO‘l"b had been developed, and the pcrl'onmmc

indicators developed by the district staff were heing administered. As

21




indicgted in Tahl‘e ITI, less than seven hours of verbal communication
took place -in'a period [asting about six anl gmhalf months, Over 4
third of the connn;lnication time recorded was related to introducing
the proposal for cooperation between RBS and Neshaminy and discussing
.the possihilitygof pursuing tﬁis effort. Another third of the com-
munication time recorded was related to collecting feedback on the.suc-
cess, or lack thereof, Neshaminy was experiencing with this approach .

r

to planing. Less than 2-1/2 hours of communication time were———

__._._--—-"-‘
e

actually required for the seb'of”providmg information not in-
-____________..--‘“'""'-"—.—_— .
oo ————¢Tied in the instructional materials and resolving difficulties en-

countered. {(Most of t.his time was spent correcting flaws which
the: Neshaniinv staff had discovered in the instructional excrciscs.)
Approxlmatcly eight commmications recorded hetwecn October, 1972
and June, 1973 were related to data- process’!ng technigues: During that
period, RBS was acting as liaison betwegn personnel in Neshaminy and
the staff of the computer facil ity':* in order to provide a quality control
check on the computer programs being developed. RBS staff members
visited Neshaminy twice in early 1973 when district personnel _starta{
to expend their planning,capabilit’x to the Language Arts curriculum
area. By 1§?3, there were no ld'nger any financial ties between
Neshhminy‘and RBS (see the Letter of Intent on page 16) and school
dlstrlcgpersonnc’]' were in dlret..t contact with the computer processing
fac1i1ty. :l'hu:a, with less than three days of verbal commwication
hetween Neshaminy Schoot I]istrict personnel and Rcseafcﬁ for Retter

I s
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TABLE 11 - VERBAL COMMUNICATION BETWEEN NESHAMINY SCHOOL PISTRICT AND RESEARCH FOR BETTER SCHOOLS

date T}rpe of Contact Per scnnel Purpose Duration
April 7, 1972  Meeting (Neshaminy) Asst. Program Director, RBS To introduce Comprehensive 1-1/2 hours

Planning Comp. Director, Planning and detemine if
N RES Yeshaminy staff would be
Asst. Supt, interested in a joint agree-
. Principal . ‘ment to field test materials.,
April 28 '.\teeting (Neshaminy) Planning Comp. Director, To provide a general intro- 1 hour
RBS duction. to-cumprehensive
Math, Coor.* - -—plannirg ard deliver a set
- PESNES et of materials.
—'___..---—"‘-’—’-——’-—F—‘ .
June 16 Meeting (Neshaminy)  *Tlanning Comp. Director, .To affirm RBS support 20 minutes
P . RS . to staff.,
vvvvvvv Planning Coor., RBS
. Math Curriculum Advisory
- Cormittee (13 people)
June 20 Telephone Math Coor. to Planning Question gbout budget 30 minutes
Comp, Director, RBS information in Basic
, Skills and Concepts
hanual.
June 20 Telephone Math Coor. to Planning + {uestions regarding exer- 30 minutes
Coor. and Developer cises in Units 3 and 5.
July 20 Meeting (Phila.) Planfling Comp. Director, General summation of plan- - 2 hgurs
. ning activities to date
Planning Coor., R3S and debriefing on develop-
Developer, RBS ment activities.
Math Coor.
September 12 Telephecne Math Coor. to Planning Oral evaluation of Prpject 20 minutes
X Coor., RBS Manager's Manual. . .
September 22 Telephone Math Coor. to Planning General questions about " 20 minutes
’ Coor., RBS data processing procedures, -
TOTAL  6-1/2 hours
"Selecte'd by the district to act as Project Manager for the planning.effort.
#
. 2 v
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Schools staff members over a two-year period, the Neshaminy stafrl
. .succc“s's'ﬁiliy initiated a planning effort which had been cxpanded to

; inveive 300 stall members in 14 buildings in two curriculum arcas.

Participation by Neshaminy Personnel

Participation by Neshaminy School District personnel over the two-
year cf fort to inmitiate a planning capability is dotailed in Table IV.

Muring the MiTst year, 5% of the district's teachers narticipated in

Jhe planning efflort, which was initiated in the curriculum area of

Mathomativs. Iuring the second year, when the planning effort was

+ )

expanded to include the curricutum arca of language Arts, more than
15% of the district's teachers werec voluntary participanfs in this
project. These participants included teachers fvom every building in

Y

the district, from six grade levels ranging from third to tenth grade.

Attitudes ol District Planning troup and (lassroom lcachers

The district Mithemat ics plamning group, which developed the K-]'Z
performance indicators, acquirved skidls which lew of thom had possessed

: .- »
to any degree hefore using these instructional materials, ‘Thejr re-

sponse to the planning pro,cesﬁ’ was highly positive, especially at‘ter‘
they saw the“end products which were developed. The planning group
included members from cach of the fourtcen schools in the district, who
provided important contacts between the planning group and the class-

room teachers and the principals in the various district schools. °

-y

e,
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. TABLE TV - LXPANSION OF NESHAMINY SCHO00L IMSTRICT PLANNENG BEFORT
972 10 (974
' CURRLQUITAM - .
PLANNING GRADE NUMBER OF -~ - NMRMMBER OF NUMBER- OF
QURRICULI ML ROUP - LIVLLS THACHERS BUILDINGS STUDENTS
Allk:A YR.| N0./POSUTHON INDUENCED | PARTICIPATING | REPRESINTED | INVOLVED
1{ 12 - Teawhers 3rd 21 10 572
9 .
71 1 - Curriculum 6th - 19 10 520
2 Coordinator . ’
. *8th 2 3 64
to] 2 - Principals .
. - 9th ] 3 171
\\ I 1% \ -
ol " - o2 ||
: %
13 Total SO Total 14 Total 1450  °
€1 Mmnies | - S NN i . -
N . 1] 14 - Teachers v 3rd 23 10 640
9
7 1 - Curriculum oth 27 10 744
3 Coordinator| - 7th 3 3% 91 |
tof 2 - Principals Bth o 3 365
o 9th 8 3 ‘ 411
ol 17 10th s T Y |
7 . Totil 79 Total 14 Total 2912
4 %
1
)
| 7 .
2
to - O P\g _—
. 1
. 9
7
LG Ars | 31 i R e
1] 15 > Teachers _4th : 24 10 ) 67S |
9 _—
1 - Curriculom | ]
Z Coordinator 7th ¥ 3 B
1 - Principal 10th .. 8 o L
to e ' Total 41 g Total 14 Total 2323 L
11 17 ) L
9
7
4
- by - e am .‘—h‘“‘."_,‘ = w a = mem s e o -
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Planning group mombers were impressed by the way in which test

(performince) items could be developed which were based npon the specific

planning objcctivc;’ou‘tlincd for cach of the K-12 grade levels.
They began to see how useful such a tool could be in supplying informa-
tion directly to various staff memb.rs. .
Members of the planning group met during the school y‘c.:ar' to review
the results of the fall and spring ad:;zi_nistration of performance indi-
cators. Again their response during this review was positive, as they
attempted to analyze the collected data.
Iuring the simmer”of 1973, members of the Mathematics planning
:grOllp conducted a full-scale review of specific items. This analysis
resnlted in a nwher of changes: (1) various indic.‘ltor; item:i were
:'addcd, deleted, or altered, (2) content 6bjectives were shifted from
one grade fevel to anoth&‘{-, and (3) suggestions were developed to assist
_ classroom teachers in bet%ﬂer meeting the stated objectives.
Performance indicator;.z were also developed for additional grade
levels during the summer of }'\‘19?55.

L
The classroom teachers who used the performance indicators were

also ocnthusiastic, since these instruments enable tiiem to determine

class mastery of concepts in the fall anc'f measure class progress during
the school year. This approach i1s tremendously valuable, since it“c
assists teachers jn determining how best to allocate the instructional
time avaitable. Members ol the Mathematics planning group amxl the

Project Manager offered their personal assistance to any classroom

# T
ey
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teachers Wbc needed help. Teachers“Mahgakg developed as a part of the

planning process also were provided for the classroom teachers.

*

Before the spring administratiom of the performance indicators,

1 . .
[l . . . . o .
teachers are cncouraged to divide their classes into three equial *fachieve-

ment' “groups (upper, middle, lower}. 1n this way, tcachers can dcter-

minc how successful they have been with their own classes, teaching ¢

W

students at the various achievement levcls. Neshaminy teachers con- * -

sidered this a valuable approach.
Since performance indicators arc administered on a strictly volun-
tnwtmﬂs,tmdwrquﬂmmc;ftmﬁrumlmshwnomo”mn. They
report that, aithough it is time-consuming to administer the indicators
and &‘-z'orc t_ho resnlts, the effort is worthwhile because of the lowl-
hack qﬁpplicd. They support the confidentiality of data which protects
the individua!l teachers. T[ach imdividual Igachﬁ{ sces only the results
for his own classroom, together with total district results for the
same curriculum arca at the same grade level. ' Fach principal sees
total results for all classes in his building at each suﬁject and grade
level, together with total district results by grade lévb};?ﬁf the

same curriculum arcas. Members of the central office staff sec only the
district results, )

In sumnary, members of the planning greup, classroom teachers,
building principals, and central offjce staif all reported positively
regarding the use of the performance indicators in the Neshaminy School

st .

Are
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\ L
i l:indingg ‘to Date at the bistrict, Building and Classroom Levels _ ,

* The importance of planning. becomcs obvious when a problem ariscs /

ta

and it is already too late either to anticipate all of its ramifica- }

tions or to ¢ollect data upon which an appropriate solution can be

« based. Although many of thc advantages which dccrue t:rom the time and
resources invested in planning only become apparent ove;- time, some .
benefits arc immediate. The findings outlined below were recognized by
Neshaminy School District pefsonnel as they initiated their planning
activities. Fimndings and”plaming process difficgltics or concerns ,

are listed at the distric?t‘-‘, building, and classroom lcvels.
- Fal .

v

NDistrict lLével

-y -

1. 1t was discovergd that the igstructional approach being
uscd was de-emphasizing hasic rote mathomatic skills
well helow the priority established for that planning >
ohjective. ! )
n\ O . ]

4
2. ‘The Neshaminy Mathdmatics Curriculum Advisory Committec
related thé plamning objectives they had developed to the
Mathematics course of study outline which they had previous-
’ . 1y beeniworking on: The documents produced as a result of
this additipnal work werc: :
2

Preliminary Fdition Course of Study for Pre-Alpecbra
FEt%Eic&.pna- 7th and 8th Grade Khthemafics .

.4
Algebra 1 -~ °

aB

Algebra 11
Algehra 111

3. Content objectives were moved to more appropriate grade
: ’ Ievels. : "

. 4, Suggestions werc IL!CVC]O]J(.‘(I to assist teachers in carrying

out diffieult content ohjectives. "
") ~

s




Planning Concerns
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Bui dding

Scoring individual tests and transferring items to scoring
sheets is a time-consuming process. Means are rbein;e,
cxplored to provide students with multiple choice answers.

1t may not be necessary to test all students at each level -
or luilding each year. - A monitoring system should be
devised to focus on specific areas.

‘The duplica;rion and distribution of materials presents

a major problem. FExtry staff {temporary) are needed to ,
accomplish the task quickly.

l.ovel

{.

Planning Concerns

Maring the school year, high school students tended to

forget the Math taught the previous year; that is, they ~
performed better on review items on the pre-indicator than

on the post-inlicator. - ‘

1.

{1assroom level

Building principals need information about the specific
purposes for using performance indicators. 'They necd
assistance in determining how to allocate resources
{mman and material) in remediating specific deficiencies
which have been identified.

1.

Teachers saw the need to veview the learning onvirownent
in the classroom, as well as to deal with igdividual student
prob lems. d '

Teachers were spending too much time on material previous-
1y taught. : .

Some of the traditional approaches being used did not .

produce the desired achievement. New approaches werc

developed to assist students in mastering. particularly

difficult concepts. -,
n r
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Planning (orcerns |

1. Since the.program is volmtiry, there is o goxl chance
that the teachers who woukd profit most From partici-
pating will choose not to participate,

“
-

o

Somc teachers view the perfomwance bxlicator as an in-
dividual diagnostic tool rather than as the group in-
strument it is. this point mnst be emplasized in future

plinming sessions. .

Initial Usc ol Imstructional Materials--Swwary of Findings

Members of the Neshaminy Mathomat ics (urriculuim .*'\dvisorsr Compittc,
a standing conmittee under the direction of I'red Stewart, District
Mathematics and Science Coofdinator, met to discuss initiating.a
planning process in the district and to evaluate instructional materials
developed by Rescarch for Better Schools t6 guide-such an effort.
Thirtcen teachers and two principals fittcndcv.l two sessions held in June
and August ol 1972,

At the end of Jupe, this committee met as o planping vroup lor
onc Nl day amd live alternoons to cover the material prosented in

the Busic Skills and Concepts mmwal.  (The material covered in this

momer | fuud been pilot-tested and subscquent Iy reviaed.

.

< In mid August, the committce spent two wechs constructing perforn-

ance indicators in accordance with the instructionn! materials presented

in the Beginning Imglementhtio.n manual,

The Basic Skills and (?oncépts manuwal was considered understandable,

however, members of the plannirg group did not fully grasp the concepts

1

prescnted until they had completed all five units. Some uncertainty is v

20




to’ be expected and, indeed, may cven be desirable, when new concepts are

heing presented, - -

Units 1, 2, and 4 were rated highly on overall under;tumiability and
clarity; members of the planning group discovered inaccuracies in _thc
answers to exercises in Units 3 and 5, and those mnits were apprepriately
revisod,, |

n };L‘I](‘l‘:ll, the respondents were "very satisfied” with the two weeks

they spent using the Beginning Implementation manuak. This cffort resulted

in the construction ol Mathematics performance indicators lor grades K-12,
They indicated that the steps inwvolved in indicator construction were
clearly exptained and that ample time had been allotted. lurthermore;
several of the planning group members were pleased by the exclunge of ideas
among all thosc participating. Group members felt that their goal of
creét;jng a product which could be used in evaluating district pérfonmﬁcc
had hcé\n\accoumﬂishcd. : N ° ..

The q\unlity control pr"occdures and t.lm item feasibility inforuation
were considered particntarly hcvlpful by the planning group. Group members .

tid not {ind the perlfomance indicator diagram particularly helpful and

L] - - - - -
used a format morc familiar tp them for recording items. The appendices
were considered i valuable source of future information,
/

/ @
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SUMMARY

The Iexperiencé of the 'Neshaminy School District indirates that a

planning process can be initiated at the school'district level with minimal

'S

assistance from outside personnel. Instructional mterlals developed by

" the Admlmsterm;, for Change Program of Research for Better Schools, Inc.
can be used to help structure such a planning’ process, while the initia-
tive remams with the district. °

Through the two-year effort descrlbed the Neshamny School District
successfully 1111t1atcd a planning system in two curriculum areas with
minimal outside help and now has a planning capability which, if desired,

_can be expanded to include additional grades and other curriculum areas.

The major problems encountered by' Neshaminy personnel involved scoring and
*production d1ff1cu1t1es minor changes in the planning approach are expected
to solve these problems. Neshammy School District staff at all levels have

responded to ‘this new capability in an overwhelmingly positive way, and

various curriculum changes have already been instituted in an attempt to

have the material taught relate more directly to the objectives developed.




