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ABSTRACT

Initiating a planning effort in school districts requires attention

to the mechanics of its adoption as well as the communication of planning
t.

concepts. Such a system has been developed by the Administering for

Change Program of.RBS. This package emphasizes involvement of teachers

and aSministrators through semi-structured tasks in any curriculum area

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

is being field tested by the Neshaminy School District.

Field test data indicate to both iiseis and developers that this

process of initiating curriculum level planning is viable and haS valua-

ble spin-off benefit to the district.
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INTRODIICrION

The need for planning in education is not a highly disputed point.

It is also generally agreed that wasteful imbalances within the dduca-

tional systemmust 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-

or

tixely. As costs rise, demands for better education and more alterna-

tives in (Alicia ion also increas.e. The complexity of our timesehas

forced managers an& administrators in business, defense, and industry

to develop improved methods of collecting inforntation for use in hoth

pl ann i lig and decision-making; schools, too, need to develop such menials.

The Office of !Vocation, recognizing the importance of local school

district planning, has delineated this need in their Renewal Center.

strategy. Planning was also included in the list of needi; compiled from

the annual MSA Superintendency &trvey. Thus, the need for planning is

apparent.the difficulty lies in the fact that to date feasible planning;

systems for use at the school district level have not been available.

The Comprehensive Planning Component of the Administering for

Change Program of Research for Better Schools, Inc. has been involved

for tliv past two years with the Neshaminy School Dist r ict of" Pennsylvania

in a joint venture to field test instructional materials des ignod to

initiato curiculmn planning at the school district level. This two-

.
year involvement was the culmination of a five-year developmental effort.

r-
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The objective of this five-year effort was to devqop a method

school districts could use to initiate and 'maintain a platin.ing capability

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

design a mechanism that could withstand individual.staff changes end

whichalid not rely on the availabil ity Kull competence of outsider tonskl-

t t s .
, \

\
. \

In view of the objectives outlined hove, 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 curr icu-
,

lum planning.

Before discussing theNeshaminy experience, it would be helpful to

review briefly tile-comprehensive planning process developcxl.

'n tD114PREIIENS1VE PLANNING PROCESS

The flow chart on the following page shows the relationships among

various aspects of 'the comprehensive planning process. The emphasis

is on the initiation of a planning effort, although various other data- .4

gathering activities that could and should occur are also indicated.

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

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

was related to thu instructional materials developed,for use in implo-

e
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menting these steps.' The definition of curriculum planning objectives,

the definition of the program structure, the assignment of priorities,

and the development of performance indicators a ro the responsibi I it ice

or the teachers and central office administrators who form the lAanning

groups. The boxes representing data collection activities are hexagonal..

Each vertical ("MUM represents zi different area of information.

The first column to the right of Box 2 involves financial concerns. "Ilse

Program Planning and Budgetary Systems which-have been implemented in

some schools traditionally have been based on cost data, but adminis

traitors have 1?een unable to broaden this approach to support and enhance

change at the classroom level. Other approaches to/planning have

belabored the definition of goals and objectives t ttil only a refined

sot of labels remained that were no more effective in improving4schools

than the budgetary approach mentioned above. The comprehensive planning

approach to 'nit i at i ng planning in the district does not neg *ther

budgetary considerations or fhe definition of objectives, but it does

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

planning efforts. In the comprehensive planning approach, the emphasis

1The instructional materials field tested in the Neshaminy
Schools were origindlly entitled Indicators of Performance. This
package contained three separate manuals: Manual IProjeet Manatwris
Manual, Manual 2- -Basic Skills and Concepts, and Manual 3Beginning
TATentation. The material covered in ffie three manuals Mentionea above
has een rewritten into a single book and will soon he available commer-
cially ava i I ab 1 e under the title Ilandbook of Comprehensive Planning
from NIncat Iona I Technology Publ ions.; Englewood CI i i N, IT-wTFFsey
"32. The target date for pub I icat ion is fall, 1974 thetigh in
the body of this report references to the instructional materials
refer to the original three manna I package, Table shows the i rue
t iona I object ives pc I t OM in terms or the new Ilandhook of Comprebens
Planning.
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is on a planning process which has maximum impact in the classroom ?illeri.

it is most us( eui to the instructional staff. As the district planning -

capability develops, procedures may he modified, instruments updated,

and additional saices or informat ion included..

initiating the Planiliq Process______.......___...._

When the comprehensive A/inning 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 planning

oNjectives are, developed by a planning group made up of local teachers

and central office administrators. Performance indicators, tests which

-measulre how well these planning objectives 'have been achieved, are then

developed and administered by classroom teachers.

.
To insure confidentiality of information, data from an individual

0
. .

class are given mil), to the teacher involved. Such infornotion may he

very useful in planning for instructional pttrposes. at the classroom

level; it also enables individual teachers to evaluate their own

classroom efforts, in attempting to assess the quality of the pupil -

teacher curriculum interaction.

. ,.

When the data gathered from several classrooms are given to a

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

is classroom or teacher cannot be identified. The principal studies and

. -:..
analyzes inromat ion° from all classrooms and teachers involved in the

planning effort in an attempt to identify overall patterns of strength

and weakness in the educational programs in his building. By assessing
i

t
9
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this information, ad principal, in collaboration with the teachers, is

able to prepare a plan for change which includes information on pupil

performance as well as any estimated expenditures which the changes

"I!
proroscd may involve.

At 11u, central. office level, the administrative staff should re-

view recommendat ions sidmii tted by the -principals, prepare a district

plan ler change which encompasses the bui Id ing- I eve I prqposa Is, and

, tit ri IC t Iwo whatever support is needed to implement the changes approved.

The process described above provides a mechanism designed to improve

educat4 OM prbgr:uns by focusing on classrotim accomplishments and diff i-

culties rather than on individual student achievement. The implementa

t on of this planning effort, which includes direct and extensive teach-

er involvement, helps school personnel to develop an information base

that enables them to view district activities in terms of objectives

common to many district programs and to assess the effectiveness of dis-
eft,

trict progr. I/11S on a ctirrent basis. The process allows al l participating

starfomembes to become famil iar with planning skills which can he

related to their laily activities. Participants also develop specific

skills in the development and use of planning objectives and indicators

of perfonuance.

The following description shows, how a planning effort could he

initiated in :1 .given school district and details the various activities

wh wool d iiwolved.

S'i nat ion:

Suppose that a three-year plan has been developed for the instal-

lot ion or a comprehensive planning system in a school district.



-7-

Initially, the plan involves the creation of several planning
grobps to work in curriculum .areas such as Reading, Mathematics,
and Social Studies. Work, in each area is to include all levels
from early childhood education through senior high school.

Initial planning groups are formed which include teachers and

building level administrators from various schools in the district.

Just before the end of the school year, each planning group participates

in an in-service program where a set or planning objectives are devel-

oped 65 each of the curriculum areas involved. During the summe'r, the

peopte from the planning groups develop performance indicators and'

prepare TeacherseManuals for the various curriculum areas.

In September, teachers who did not participate in the development,.

of the instrunents but who wish to participate-1n the planning process

arc identified. .

ThWimplementation of this project involves the following steps:

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

2. The pre-indicators are scored and the-processed infonmt-
lion is returned to itklividual teachers and principals.

3. Teachers complete class lists and forward them through
their building planning coordinators to the data process-
ing center

4. Six months,later, teachers adminigtr post-indicators
to their students.

S. The post-indicators are scored and the processed informa-
tion is returned to the- individual teachers and principals.

6. On the ba0s of the information received,.. teachers sub-
mit curriculum-related recommendations to the building
planning coordinators.

7. The building planning coordinators prepare lists of recom-
mendation!. for the principals.

4 1



H. Each principal prepares a report for his bti: :d ing , includ-
ing a budget request for each curriculum area involved.

9. The Project Manager receives building-level recommenda-

tions for change from the principals and submits district
level recommendations for change to the superintendent.

10. The saperintendpnt:reviews the district-level reconntiendat

t ions with the Project tkinagor and the principals.

IL The superintendent prepares and submits a revised school
district program plan and budget to the school hoard.

12. The school -hoard decides on the plan and the budget .

!hiring the second sumer, a group of teachers revise the performance

indicator to make needed improve=

During the second school year,

part in the project, the in-service

the add i t Iona 1 part lc i pants .

Participation

nts.

as more teachers decide to take

programs are broadened to accommodate

In implement ing the comprehensive planning process, the part ic i

pat ion of school district personnel should be as broad as possible in

order to inc!tide t he many Ind v s who :

I. have significant information to contribute,

2. have a stake in the decisions to he tnade, nd/or

3. are needed for the actual implementat on of the planning
effort.

Thus, participants would include teachers across all grade level

i pals , and dist riot level curriculum special istsSuer broad-based
__

part lc ipat ion i s necessary not only to- enhance the durability of the

planning capability developed but also to achieve maximum effectiveness

4 "iv
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in implementing any recoMmended change. All participation should be

on a strictly voluntary basis.
/,

There is one final major coltderation involved is initiating the

' 1
4

planning effort descrih& here: in order to initiate any new set of

i.
'

/
activities effe'tively, a single \idividual should he assigned overall

i

organizational and directional responsibility. This individual is referred

to as the Project Manager.

Since the. instructional materials were designed to include a

practical set of planned activities, it was considered .extremely impor
.

lant for the developmental team to work closely with school district

. *staff members to determine the feasibility of varioustactivfties in

terms ofany district constraints relatepo time, cost, or perfor

mance potential. The Neshaminy field test provided the developmental

team with an excellent opportunity to assess the effectiveness of these,

9
4m;tructional materials. See Thble 1,for the instructional objectives

,

related to these materials.

District mitment and Responsibilities

Commitment by top district-level administrators to the basic objoc-

tives and strategies of the comprehensive planning system cannot he

4
overemphasized. As the importance of this - consideration was recognized

during the fiveyear developmental effort, a set of criteria was (level-
: .

oped that any district deciding to implement this planning process

should be willing to meet, These criteria are presented on pagell. \

13
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TABLI% I I NSTRI ICI'
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Section 1% basic ki.:11. and Concept.:

(Cniricolus PlannIng ortu)

-- -
. . . %,

fin 15 1. rtheni rig OkiCeriVr. .
- ,-__, . .

I

The user sill be able to:.
P

Re.,,,i:c.. how'pLeuiin. objectives
diffei from dthe a4 or oh-

4

' liertivi".. stet ftca 1% insiale-
-tonal objectives, behavioral
objvccives, :aid prograll'objec-

Wis.:.

2, *left and develop planning "

osbjectives.

-

.. .. -, .

Unit 2:- Pitorities and fasaerical

Preferent9,for Planning Objectives

The user will be able zos

1.. lumine thereiationship be-
tween poiorities and prefer-
ence as%igivients

i

2. Recognize; the importance of
priorities. is the evaluation of
a system's perfomance.

t
t

3. Utilize two alternative methods
. for assigning priorities to
pit:ening objectiv6.

(kit 3 Program structure

The user will be able to.

I. Identify alternative ways of
developing a program %tretture.

2'. btenione and develop criteria
iht a .6001 ill%tilrt C411 ONO
0 decide shich proem% .tint
ture is snitablefor their
needs.

,,.... .................... ... .... .... .

hat% 4 f S. Performance indicators

.

4, fbeir per

4

illi. use' will he able tn.

1. identify alteticitive type% or

performance eritei.i.

2. Compare the advantages 01 using
performance indicator.: instead

of other perferosance MC.1411VS.

2. Prato summary conclu%ions

f ton icmti t 1., i/ . ]

---,
%cctien 2-..beginnin,. hiplementation

. 0 or rt.:010A Planning 4 ;toup).

.
alnit I. Hew to Develop Your Perfor-

nut e inajcaters

a ,
The user kill be able to:. .

1. Suggest an org.un:alionaI Arm-
mire for thcta:i force uhich
supports the elfective develop-
molt of perforotoge indicators,

. ,_

t - .
To

,_ ,, .i
Z. Provide gumtrees and consider-

ations for the development of
quality-controlled pelfonnance

' indicators and other related
- .

.
Unit 2. lbw tiokiln for jhe

Ii ementitson,Year

lbe user will be Ode to: '

1. Develop an implementation plan
for the use of performance indi
caters during the coming
school year.

2. Develop a schedule shich will
make the implenmntation poS,
sible.

-

.

-

,1

,

. .

0

--.
.

4

section 3. Project 'looter
(Project 'Unapt I

.-
1 I

h,
t

11Cbe user will:

1. Beet* familiar with the
underlying asslimptom. upon
thick the comprehensive
plieming process is based,

V.: :/

Be.2, akft toiliderstand and
specify allof the talks
to be perfornetj.

'

. .

3. Ile able to determine kbat
-resources will be needed
for the pqpject in tetras
or personnel, time, etc.

4. Se able to estimate costs
and prepare a kodeet.

S. Ile able to monitor each -

step of the process ef-
fectiveIy.

iN 4 .

e e

.

0
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General Criteria,.

1. Willingness to establish a highly participatory decis ion-
making process; i.e., involving those who have information
to contribute and those.who will be responsible for imple-
uienting the decisions made;

2. Willingnest to use Indicators of Performance for a minimum
of three yearst assuming, of ,course, that the staff is

c

willing;

3. Willingness to consider feasible alternatives to existing
programs based.on,the'recommendations of teachers, grin.
cipals, and other'administrators which result from imple-
menting the planning effort;

---4-.---Willingness to commit an adequate budget for the effort;

S. Willingness to have all staff involved with Indicators of
Performance respond to R13S evaluation and monitoring forms
,so that the planning process may he improved.

Start Op and 1st Sumwr Considerations

I. Agreement to assign an individual to be 'responsible for
managing the Nanning process for the .district. (This

individual is the Project Manager,) If only and curricu,
lui1 area is involved, 'this person may he a curriculum

. coordinator.

2. Agreement to identify and pay interested teachers and
principals flicl5 per curriculum area) to complete a three-

day individualized introdwiion to the basic skills and
techniques involved. '(It is possible to divide the three-
day session into several segments.)

3. Agreewnt to allow the teachers and principals who cow
plater the introductory session to develop performance
indicators and Teachers' Mhnuals during,a two week session

P early in the smiler.

, 4. Agreement to pay for the reproduction-costs connected with
printing performance indicators and Teachers' Manuals for
use in the school district during the coming school year,

0

c.



1st School Year Considerations
. .
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1. Agreement to involve all teachers Who voluntarily decide
to participate during the.coming school year.

,

2. Agreement 10 allow classroom teachers to maintain coal-.
dentiality of information while principals receive summary
buii0ing-level information and the superintendent receives
summary districtlevel information,

3. It is suggested but notmandatory that the school district
use the dita processing system ZTveloped insonjunction
with this pllnning process.

4. Agilement to be open to recommendations for change made by
teachers and principals. if

5. Agreement to revise and reproduce per indicators

and Teachers' Manuals for the coming year.

and Summer and School Years

1. Agreement to repeat the planning experience of the previous
year and to allow teachers and principals to participate
on a strictly voluntary basis.

2.` Agreement to take action on any feasible recommendations

for program improveme:%-dkivedirom,the recoamendations
made by teachers and prine;pals.

Probably-the most important of the criteria mentioned above is

the requirement for broad:lased participation. It is essential that

thoseloht) are involved in any change, especially those required to

implement it, be given the opportunity as

to provide input- in the decision-making pr

Mother strategy of great importance

well as the responsibility

ocess.

is assigning a Project Manager,

ng the entire planning effort.

monitoring, function is ppr-

prognosis. The Project Manager

who assumes responsibility for coordiithti

Unless this organizing,toordinating, and

, formed, no new effort can have a positive
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P / .

takes' responsibility for the maiagemqnt2 of a project3 to aidt?that the

specified end state or capability is reached Within the time, cost, aad

performance specifications of that -project. The person who acts as

Project.Manager could be a teacher, a principal, a curriculum specialist,

or an assistant superintendent, depending on the size and scope or the

project involved.

O

2
Management involves four major functionsik,

I. planning activities

2. 'organizing people to perform the activities

3. motivating people to coordinate their eflorts

4 controlling the process and the performance of the
project as it progresses,

3A project is defined as an efeert ihiCh his a specified goal,"
starting and completion dates, a definite budget, and a stated accep-
table level of performance.



14-

THE NESIMINY EFFORT

In the following sections of.tbis paper, a detailed review is pre-
.

sented'of the Neshaminy School District Wort to initiate a planning
L

process, together with a discussion of fe effects to date of that

effort and the extent to which the ohjqptivesof this approach were

achieved. This review of the Neshamtny effort has been organized in

terms of the topics listed below:

RB.S Involvement;with Neshaminy
o

Participation by Neshaminy Personnel

Attitudes of-District Planning Group and ClassrooM Teachers
.

Findings and Results:Io Date at the District, Nitding,

and Classtoom Levels.

1-:.! initial Use of instructional Materials--& amiaii, of VindingsA

sg,

1/

RAS Involvement with Neham,iny

..:I.
Prior to tht.involvement of Neshaminy School District with ABS, some ,.....

7-:
.:

." .,:;..#

.

of the basic concepts of the comprehensive planning process were out- Ak.
/- 4.-# ,

. 1 o
,.1 A . .

.Lm tpi.
lined in a ;doctoral disseraiion'." The proceduies relpted to, initiatitf -

o /' t
-44;

a planning rocess had'been developed ins cooperationvAith two school '

.../

districts and extensive personal contact by members of the RiiS staff

had been.plveived. 'Instructional'materials based onlhese first-hand
s 1

experienCeS had been subjected to technical review by staff. members from
1 . .

41emkin, Sanford, A Cost-Effectiveness Fvatuation Approach to

Improvilme Resource Alloektions for School Systems. Philadelphia;
*search for hotter Schools, Inc., January; 1970..

Ist

Nv

t
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various other school districts. The most critical'determination the

development team was trying to make during this period was to assess

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

personnel to initiate a planning process effectively without reliance

upon outside experts or consultants. p.

A

In an attempt to develop information upon which to base this assess-

ment, RBS instituted a search for a school district where district

personnel were willing to take part in an experimental program and to

meet the criteria *dried for using these materials. Personnel from

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

interest in -this venture.

TABU: ll-'"-PROFILE OF THE NItIAMINY SC11001. DISTRICT

Total District Population

Type of Area-

-grade Profile

Stddent-Population
.

.

PthnicComposition

C

60,000

Suburban

v-6, 7-P, 10-12

1N,500

Black 1% .

White '98$

Ether 11

Number of Buildings: Elementuair°' 10

Junior nigh Schools 3

nigh School 1

School District Staff: 'Central ()like 28

Building Level .736

Total District Budget
4

$18,013;800
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After initial discussions, representativevof.BBS and the Neshaminy

School District execItol the following letter of Intent:

April 18, 1972

The Purpose of this letter is to document a-pint
arrangemeAt between Neshaminy School District and .Research
for Better Schools fur the use of Comprehensive Planning's
instructional materials for developing performance indicators.
This effort would start in May of 1972 and would at least
continue through school year 72-73.

The items are as follows.:

.r.
- 1. The general, acceptance' by both parties,of.the

4, criteria for providing a school distrit with
indiv duali zed self- instructional/matOrials

. .

. in.Comprehensive Planning listed on the
,

I attached pages.

(.4
2: Neshaminy Sdhool District specifics

. '

a. to develop pei-formanoe indicators in
mathematic from kindergarten through

h. to /Use theseeindicatori in at least 2

;classes per grade level in the disf
trict.

c. to train staff in modules 1 and-2 of
Comprehensive Planning which would in-
volve 1 week activities prior to the
close of school and 2 weeks' during the
stm:r.

d. to take responsibility for covering the
costs of the project except as enumerated
under R13S section.

c. to, provide information to assist Research
for Better Schools to evaluate its product.

3. Research for Better Schools specifics

a. to provide all self-instructional materials
and any assistance that may he necessary
to supplement the materials.

20.
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h. to.collect infornation necessary for
evaluating effecfivehess or material.

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

NESIRMINY sato% DISTRICT

BY:

TITLE:

(DAM)

RESEARCH FOR BrITE.12 SCIKV/LS, 1NC.

BY:

(DATI;)

TITLE:

'During the first year, Neshaminy School District initiated curriculum

planning in Mathematics. In view of the information sought, an attempt

was made to keep contact between RBS staff members and district per-

sonnel to a minimum. Detailed records were maintained on all verbal

communication between Neshaminy and RBS indicating the type of contact,

the purpose, and the people involved, until initial training lmd been

icompleted, performance indicators had been developed, and the performance

indicators developed by the district staff were being administered. As
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indicated in Table III, less than seven hours of verbal communication

took place in a period fasting about six and abalf months. Over a

third of the communication time recorded was related to introducing
v

the proposal for cooperation between RBS and Neihaminy and discussing

the possibility of pursuing this 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.

to planning. j.ess than 2-1/2 hours of communication

actually required forlIpurposes-of-providing information not in-
,

in the instiuctional materials and resolving difficulties en-

countered. (Most of this time was spent correcting flaws which

the.NeshaMiny staff had discovered in the instructional exercises.)

Approximately eight communications recorded bekvecn October, 1972

and June, 1973 were related to data-procesAng techniques: During that

period, RBS was acting as liaison between 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 personhelstarted

to expand their planning.capability, to the Language Arts curriculum

area. By 1973, there were no longer any financial ties between -

Neshbminy and RBS (see the Letter of Intent on page 16) and school

district personnel were in direct contact with the computer processine

facility. Thus, with less than three days of verbal communication

between Neshaminy schoot District personnel and Research for Better

43.



TABLE II/ - VERBAL COMMUNICATION BETWEEN NESHAI4INY SCHOOL DISTRICT ANT) RESEARCH FOR BETTER SCHOOLS

. . Date

April 7, 1972

Type of Contact

Meeting (Neshaminy)

Personnel

Asst. Program Director, RBS
Planning Comp. Director,

RBS
Asst. Supt.
Principal

April 28 Meeting (Meshaminy) PlannRBS ing Comp. Director,

Math. Coor.*
,--------,.....-

,

June 16 Meeting --(Nestraitirny)'
----------
-ePlanning Cogp. Director,

RBS
Planning Coor., RBS
Math Curriculum Advisory

. Committee (13 people)

June 20

June 20

July 20

Telephone

Telephone

Meeting (Phila.)

September 12 Telephone

Septenber22 Telephone

Math Cool. to Planning
Comp. Director, RBS

Math Coor. to Planning
Coor. and Developer

PlanMng Comp. Director,

.RRS
Planning Con., RBS
Developer, OS
Math Coor.

Math Coor. to Planning
Coor., RBS

Math Coor. to Planning

Coor., RBS

Purpose

To introduce COmprehensive
Planning and determine if
Neshaminy staff would be
interested in a joint'agree-
ment to field test materials.

To provide a general intro-
duction_to-coMprehensive
plying and deliver a set
of materials.

.To affirm RBS support
to staff.

Question about budget
information in Basic
Skills and Concepts

Xanual.

Questions regarding exer-
cises in Units 3 and S.

General summation of plan-
ning activities to date
and debriefing on develop-
ment activities.

Oral evaluation of Project
Manaker's Manual.

General questions about
data processing procedures.

'TOTAL 6-1/2 hours

*Selected by the district to act as Project Manager for the pianninueffort.

A

^Pg

Duration

1-1/2 hours

l'hour

20 minutes

30 minutes

30 minutes

2 hours

20 minutes

20 minutes
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Schools staff members over a two-year period, the Neshaminy staff

successfully initiated a planning effort which had been expanded to

involve 300 staff members in 14 buildings in two curriculimi areas.

Participation IT Neshaminy Personnel

Participation by Neshaminy School District personnel over the two-

year effort to initiate a planning capability is detailed in Table IV.

During the first year, S°, of the district's teachers participated in

.the planning effort, which was initiated in the curriculum area of

Mathematics. During the second year, when the planning effort was

4,
expanded to include the curriculum area of Language Arts, more than

159; of the district's teachers were voluntary participants in this

project. These participants included teachers from every building in

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

Attitudes of District Planning Group and Classroom Teachers

A f

The district Mathematics planning group, which devejoped the K-11

performance indicators, acquired skills which few of them had possessed

to any degree before using these instructional materials. Their re-

sponse to the planning proses was highly positive, especially after

they saw the end products which were developed. The planning group

included members from each of the fourteen schools in the district, who

providid important contacts between the planning group and the class-

room teachers and the principals in the various district schools.
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TABLI. IV (11: NESIIAMINY IsTRicr tii.avvc criquri.
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Planning group members were impressed by the Nay in which test

( performince) items could he developed which were based upon the specific

planning objectives outlined for each of the K-12 grade levels.

They began to see how useful such a tool could he in supplying informa-

tion directly to various staff members.

Members of the planning group met during the school year to review

the results of the fall and spring administration of performance indi-

cators. Again their response during this review was positive, as they

attempted to analyze the collected data.

During the summe'of 1973, members of the Mathematics planning

group conducted a full scale review of specific items. This analysit

resulted in a number of changes: (1) various indicator items were

added, deleted, or altered, (2) content objectives were shifted from,

one grade level to anoth4r, and (3) suggestions were developed to assist

classroom teachers in better meeting the stated objectives.

Performance indicators were also developed for additional grade

levels during the summer of\1973.

The classroom teachers who used the performance indicators were

also enthusiastic, since these instruments enable them to determine

class mastery of concepts in the fall arameasure class progress during

the school year. This approach is tremendously valuable, since it

assists teachers in determining how best to allocate the instructional

time available. Members of the MathematicS planning group and the

Project Manager offered their personal assistance to any classroom

Ihrt)
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teachers who needed help. Teachers' Mahual3 developed as a part of the

planning process also were provided for the classioom teachers.

Before the spring administratiom of the performance indicators,

teachers are encouraged to divide their classes into three equal'ftachieve-

mentu'groups (upper, middle, lower). In this way, teachers can deter-

Mine how successful they have been with their own classes, teaching

students at the various achievement levels. Neshaminy teachers con-

sidered this ,a- valuable approach.

Since performance indicators are administered on a strictly volun-

tary basis, teacher accept:Ince of their use has been excellent. They

report that, although it is time-consuming to administer the indivaiers

and score the results, the effort is worthwhile because of the feed-

back supplied. They support the confidentiality or data which protects

the individual teachers. n3ch individual teacher sees only the results
*-'

for has own classroom, together with total district results for the

same curriculuin area at the same grade level. Each principal sees

total results for all classes in his building at each subject and grade

level, together with total district results by grade lever for the

same curriculum areas. Members of the central office staff see only the

district results.

In summary, members of the planning group, classroom teachers,

building principals, and central office staff all reported positively

regarding the use of the performance indicators in the Neslxuniny School

Oostrril.
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Findings to Date at the District, Building and Classroom Levels

The importance of planning - becomes obVious when a problem arises

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

tions or to Collect data upon which an appropriate solution can be

based. Although many of the advantages which accrue from the time and

resources invested in planning only become apparent over time, some

benefits are immediate. The fitidings outlined below were recognized by

l*shamiuy School District personnel as they initiated their planning

activities. Findings'andplanning process difficulties or concerns

are listed at the district; building, and classroom levels.

District 1,Vel

1. It was discovergd that the iveructional approach being
used was.de-emphasizing basic rote mathematic skills
well below the priority established for that planning
objective.

0
2. The Neshaminy Mathcrmatics Curriculum Advisory Committee

related thiaplanning objectives they had developed to the
Mathenr4tics course of study outline which they had previo6s-
.1ybeerOwOrking on: The documents produced as a result of
this additipnal work were:

o:

Prelipina Tz Ration Course of Study for Pre - Algebra
,tat-haticS4.,hm.T.7th and 8th tirade PkithemaITE;--

4
Algebra 1 (c

Algebra IT

Algebra IIT

3. Content objectives were moved to more appropriate grade
levels.

4. Suggestions were developed to assist teachers in carrying

out difficult content objectives.
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Planning Concerns

1. Scoring individual tests and transferring items to scoring
sheets is a time-consuming process. Means are being
explored to provide students with multiple choirce answers.

y 2. It May-not be necessary to test all studerits at each level

or building each year.. A monitoring system should he
devised to focus on specific areas.

'

3. The duplication and distribution of materials presents
a major problem. Extra staff (temporary) are needed to
accomplish the task quickly.

Hui hint Level

1, During 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-indicator.

Planning Concerns

1. Building principals need information about the specific
purposes for using performance indicators. They need
assistance in determining how to allocate resources
(human and material) in remediating specific deficiencies
which hive been identified.

Classroom Level

I. Teachers saw the need to review the learning environment
in the classroom, as well as to deal with individual student
problems.

2. Teachers were spending too much time on material previous-
ly taught.

3. Some of the traditional approaches being used did not

produce the desired achievement. New approaches were
developed to assist students in mastering.particularly
difficult concepts.
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Manning Concerns

1. Since the,program is volnntary, there is a good chance
that the teacher:, ,who would profit most Flom partici-
pating will choose not to participate.

2. Some teachers view the perfoimaote indicator as an in-
dividual diagnostic tool rather Own' as the group in-
strument it is. This point must he emphasized in future
planning sessions.

0

Initial Use of instructional Materials--Si mmiary of Findings,

. .

Members of the Neshaminy Mathematics CurriculuM Advisory Comitte,

a standing conunittee under the direction of Fred Stewart, District

..... .

Mathematics and Science Coordinator, met to discuss initiating-a

planning process in the district and to evaluate instructional materials

developed by Research for Better Schools to guide-such an effort.

Thirteen teachers and two principals attended two sessions held in June

and August of 1972,

At the end of June, this committee met as planning group for

one full day and five afternoons to cover the material presented in

the Dahic Skills and Coneepts manual. ("foe material covered in this

ihannai had been pilot-tested and subsequently revi..ed.i

In mid August, the committee spent two week, con.,tructing perform-
..

ante indicators in accordance with the instructional materials presented

in the Degianing hiplemeniation manual.

The Basic Skills and Nncepts manual was considered understanable,

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

presented until they had completed all five units. Some uncertainty is

20
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to' be expected and, indeed, may even be desirable, when new concepts arc

being presented.

Units 1, 2, and 4 were rated highly on overall understandability and

clarity; members of the planning group discovered inaccuracies in the

answers to exercises in Units 3 and 5, and those units were appropriately

revised..

In general, the respondents were "very satisfied" with the two weeks

they spent Using the liginnia bnplementation 'manual. This effort resulted

in the construction of Mathematics performance indicators for grades K-12.

They indicated that the steps involved in indicator construction were
ad,

clearly explained and that ample time had beenallotted. Furthermore;

several of the planning group members were pleased by the exchange of ideas

among all those' participating. Group members felt that their goal of

creating a product which could be used in evaluating district performance

had be accompl ished.

The 46ality control procedures and the item feasibility information

were considered particularly helpful by the planning group. Croup members

did not find the performance indicator diagram particularly helpful and

used as format more familiar tp them for recording items. The appendices

were considered a valuable source of future information.
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SUVARY

.;

The experience of the Neshamimy School District indiratesthat a

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

assistance from outside personnel. Instructional materials developed by

the Administering for Change Program of Resiarckfor Better Schools, Inc.

can be used to help structure such 4 planninepiocess, while the initia-

tive remains with the district.

Through the two-year effort described, the Neshaminy School Districi

successfully initiated 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.

4production difficulties; minor changes in the planning approach are expected

to solve these problems. Neshaminy 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.

IC


