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; . 'MBO Presentation
< . Teacher Corpa Conference

. o e (7-75 RG)
o “ . : scznﬁa . )
B | Titlei Simple mechniqoes-for Managing an Innovation B
1. Expected Outcomes: - | . 'f‘ . _ .
¢ a. participants will have some- informstion about a simplified Mhnagement
-by ‘Objectives System. - >
b. participants will have some experience in developing uaeable objectives -
. gtatements.
, t. participants will have some experience with a record keeping ayatem.
*’ 2. Procedures ‘ - ' : d ,7
= a. lntrcduction,odescription of'feedoack'and recording sheets
:’ o b. Presentation: ;Manag;ng an.lnnovgtion f _ l ‘ | : y C
) ’ c; Work Sessidn, Develoningvan.Dhjectivevm;;;.wlv o N L
. \'-d;' Resource Allocation . N\ N . o K e
' e Recording and Reporting '. - : 'ﬁ ’ _"j . ' - . r
' N " £.7 Work Sessiong Assessment of a Program' - : . e }u ’ .
u 8. Discussion and. Review , ’ r ’ iv - . o
"nht Feadback and Evaluation by Participants i' | ;, ’ _ _ .‘;
3. Materfals = - R : \\\i
a. Written Discnssion of Simple Management System Cycle and sample formats . ‘%"”/
- b. Sample formats ‘for all comoonents _ § R '  2 . e _
‘ c: Bibliography and selected readings fi’,f | L R
= d:' Session Ev;luation msterials - ' - | ‘ "; ﬂ
Y Work Session handouts b

objective setting exercise. ' ¢ ~ , s,

(1)

(2) assessment of objectives simulation . -
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o ' e o o MBO Teacher Corps

o - . - 7/75 - RG
" Title: Simple Teohn;ques for Managing an 1nnovatron .

5 : (or low to Snooker the MBO System) ' ‘ .

< ‘. . . ., . - . N . . . . .
‘. ‘T. -INTRODUGLION , - ° _ | L RS

N . (1) One thing we soon learn ﬁhén working‘with Teacher Corps is that -
> \" ‘ ) ’ : ) ’ ‘.
_in spite of our many differences, all of us have a similar scnse of ‘mission .

|
.l - - - - - ! . - i
. S _and values We-want our schools- to be better aud different and we think _ i
: «:ff;? 1 , ’
) - - the kind of toachers we have Ln our schools docs make a dlfferonce. ‘
¢ . : & a »
St Succlnotly put, we are~in the business of Managed Change. Just using

TN

'those words together makes us realize that as responsxble profossxonals,

P . we are requlred to contain our v151ons in some ordered fashlon. The
u . X

Lo ' purpose of this session’ is to prov1da you w;th some experlenoeew1th a

. ‘?4 N ) . B

s;mple d;rect system for, managlng change.n The session is intended to be .

o N particrpatory and to revxew a complete managcment cycle. 'We have designed
- \ .

[
. a series of actlvrties to give you. experrence w1th a road map for. .- - ' ?
Lo , S ., .
. v ‘ -m;magement of innovation in a sehool. The pieces of the road map are: .
) . : . . \ .
’ ’ 7 . . ° . ’ N . . ’ - ¢
: A. Mission - : ~ F. Dollar allocatlon
o N B. Targets for change . G. Time schedules R
. C. Innovations - R - H. Recoxding - v B
. . D. Outcomes and Objectives - - I. Adjusting .
¢ ' E. Personnel assignments J. Reporting.. L

v o o - x :
() We have prepared a recordlng ‘device for your documentation of the

°

processfapd eont%%t_of tha workshop. (ﬁandout) The first page‘of the

- 1 [ . o ¥

. oyaluatipn handotit is a record keeping'dévice for you to use throughout th%‘

N LA - 13

" .  session. Pleaoe £ill out questlon one please' What you expect to getoout .
' - ]

v \ A

. %' of this session. (Pause) You Wlll note that we have also anluded L . |
- . o . . “" v - s 7 . N

' “ feedback sheets,’ these afe designed to prOV1de you,with the opportunity . " LT

. N7 N e i N . ) ' v ; . . ©

to evaluatentheodifferent oomponents-of.tﬁg'séssion: We hope you‘will BN A

- : . ) °

-

v " hand the feedback bheets in’ at the end. o : .
. s o <) . e -
b . T
o - . (3) The other handout is- : the. .agenda for the 58351on. (review agenda)
) . "‘ , , Sinoe we are started, let's just move into Sess_ion I.. - e
. N 'A ) : [+3 . ] . . .
’ o 2 - . : ’ \
n; « ’,, ’ . © ‘ % » ‘ h . \ .
R - o e @ A . oL S

. - . . .
o . . | . ‘ L : -
& : R % . . . : 3
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( 'Eéedﬂhék‘SheéF v . Q
" 1) Facility :
, AZgommodéiions:&‘v pdéf‘ 1. 2 3‘ 4
"Locaéion; L poor 1 2 3 &
. Wbrkéhopiépaée: i | " poor " 1 2 3 ‘.Q
* Time Séhgdule;' o 'péor; 1 é 3 4
Comments: . :
a0 .
25 ireSentatlpn Sessions "
. Content: aablstracf. 1 2 3 4
Presentations: _ cpnfu;ing_ 1 2 3 4
N theoretical 1 2, 3.4
_’Infvolvemem::,‘__f , - 1itt;i; 1  2 3‘-«. . 4,
e " R
Léarning: eele 1 2 3 T4
| Cqmments: " | B O
N Vo RS
3) Work §esaidns: f . 4
Content: S - aﬁ?tra‘é‘t} 1 -2 3 4
-Appropriatenessé G'”.hnrelaﬁed ‘_i 2 3 .
Involvement: litéle "1j 2 ‘3“ . ‘4 
/ .Learﬁing: ;g | little .Zlu j .;’3”5 4
Qomménfgi’ \\%"‘ T | o -
. ﬁiscussion-Sessions: | o ) £
- ‘Coﬁtenté ébsgxact | 1f 2 3;’ A
 Apprdé§iatene§s=A uﬁrelated ; 1 .27 ' 30, 4
Invo;vémght:' little ;;5 2 ;3 4
‘fLearnihg: | E‘iiﬁtie 1 2 3 'é
;y G?““énts;‘  : . ' \ |
o ‘g ) ;@_'
\ ‘\ .

. .
5 excellent
5 excellent -
5 excellent
5 °‘exegllentv
* t
J
-5  relevant
"5 - clear
5  ‘'responsive
‘5 satisfactéiy
5 . ¢ great deal
/T ‘1
5 meaningful
5 .relevant.
5 satisfattpry :
© 5 great deal
& o
5 meanihgful
5 Srelevant
5 satisfackory
5 great deal
ot

&




.
e
.
.
S
v
* v
°
,
.
B
-
1]
- ~
.
.
w

Aruitoxt provided by Eic:

"5¥ What I would want to change: ' ' | i b

W,

1
.
o
¢
a
.
.
. o~ "
. .
i
v

<

==l

-
:

LA S 75 L S \

’,
» ¢
v
. '
@ . . )
¢ .
¥ ©
N
) . .
° . L2
- ¢
" P X
»
» v,
L4
. “ . - .
N .o . .
u .
. 7 o 4
»
M ’ / t
o
‘ .
4
o n . ’
‘e
<
¢
a N
LN
s
’ v - i *
l « -
~ ¢ . g
y
‘ » R
. X N
/ B
»
a
¢ v N -
. WP
D) v . .
N R
oy ' .
t
" ET
* *
N : B .
-
1 e 2
. )
‘
[ /
. * | - '
. . © 7
~
° i |5
- .-
e o
.
g
o
. o : 53 . 5
b °
- [ .
R
N ! "
. +
. . »
¢ ! ®
. . .
- L . o o - 3
- : . i
: t
| a
' . R
i | .
4 N P
. | .
5 ‘
I i
H \ 5
\ - . «
»
y o
° o
N ]
“>
L4 [
! '
»
. . \
.
i . .
e :
v K . 1\
1
-5 ‘ . o
°




Q

ERIC

Aruitoxt provided by Eic:
'

.Q)Eﬁf world as follows (averlay #1). To move from the ex1stlng'program to any

¢

whar she or‘he has. That attltude is the flrst step ln ssttlng up a formal

. : _ :) ' . MBO Presentation S

-7/75° - RG -
. VT o .y Session I ‘
: Ry ) ° & . ‘.D ' ' I .,‘ A o © : )
) &™) . . .
’ P 2. MANAGING AN INNOVATION : A .
j ‘ , ® n ’
l) ThLS presentatlon is written from ‘the ppint of view of a pr1nc1pal.. For - “ A

N Iy
”thQSé of you who are ot prlncipals, we hope you can translate for your role .
.in your institutlon. Since we had to pick one role and one polnt of V1ew, 1t
. . ' L

seemed that the princ1pa1 role was the key., That role is- the operatlve one

g in helplnﬁ'Teacher Corps effectlvely demonstrate a strategy 1n‘a school.

Al
.

2) From a generdﬂ p01nt of v1em, the prlnclpal as manager could descqih\ .

=

7 / . a
revision requlres the prlnclpal to manage or arrange all kinds of thlngs.

¢ . o o ’

=]

pe0ple time, dollars, fac111t1es, materials, 1nfluences,
, innOVatlon tralnlng,(extra people, governance, reports, expectatlons, etc.
. , .
To do this effectlvely, the pr1nc1pal needs a road map.' a formal V151b1e

v o

patJern that helps track where he or\ghe wants to go, where he or she is,. _ g

.
s

management system, be it called MBO PPBS OD, ete. o ' T v" o
» - o -
'3) The ba31c character of a successful manager is’ that he or she wants to
. [

move from keeplng track of all act1V1t1es at once.all of thc tume to deflnlng
‘ what are lnputs, Act1V1ty, Outcomes. (Overlay #2) The good managgr uses -
uthlﬁ Simple.frameWOrk ‘to map the' pieces he or’she is Working with. Thus one
caﬂ*connect oéﬁcomesand,lnputs into‘a continnous'framework’forfmanaging change
fromrinsight Eo swareness to devel;pmen%'tO‘implementatlon'snd to outcome.
The following applles the framework‘to what may well have been the way your
Teacher Corps progect devel;oed. (OVerls; #3) You will note the long way

o

the series - -of steps between needs 1dentif1catlon and outcomes that respond to

[

needs. In addltlon, a 31gn1f1cant number, of out51de rnfluences most llkely

~
A

impact your procsss (overlay #BB) ‘Some key factors are Teacher Corps




A

T

C o o Innovations,

‘ . . + . 2
R . - . ’ .
. - A1 . . S -
a . . . .
) : . e

characterlstics and strategles whlch are what makes you a part of ‘the Teacher

14

Corps Team. These 1nfluences were probab cheerfully accepted.i S

-

¢ R

development process to get a proposal operational (overlay-#3C). These

a

special concepts are the basics of a formal management system. They are: -
(overlay #4) , S Lo
’ . : - Missipn g ; : -
T - Objectives
K - Program Plan/ _ ,
g Outcomes ' . ' ’ .

o
[

5) Aﬁ thls polnt, it seems important to review what distlngulshes a manager A

from other folk. The- follow1ng translatlons are what -he undertakes to getn

- 1

agreement’on in his school (overlQ? #5).¢ What the‘manager is in fact doing

is tg)categorlze and deflne the stages ‘of the development of the Project.-

The translation steps all need to occur and each can be pursued through

different processes. The 1mportant factor to recall is that each translation
. ~

must reSult in a short ertten statement agreeable to ‘those ‘who are 1nvolved

PO -

in the development. Loose ends here cause rampant confusion. The key to

L

pg

. e

managing-change is to meld the develbpment stages described in overlay #6 with

the complete cycle ‘described in Document #1. v

o, « L

_6) Oné cannot ‘manage expectations; one can manage outcomes. The formal

managemént:system.makes it possible to track wherte one is.in terms of plansj
’ : Y / o
and results. The’ importantCthlng is not control of act1V1ty, bur rather

.
3

[

outcomes; Two pOlntS need to be kept clear.
. o * \ : H N a
a) expected outcomes are proJectlons and hopes at the beginn;ng

o

. ‘of a prOJeCt. The actual outcomes -- items 8 and 13 in document

.. . v
- .

#1 == are what the projeqt will be assessed on; not;its dreams.' Y

. ) . v ; r o
N B . NS . . , L .

The manager,needs to not only clarify objectives and outcomes P

v 27, . N
Lal A m\\

AN ” .
) . M -

. &) More importantly,'though, for a manager are the transformations in the
. . , , - : -




g} a ) -
- ) o_ * . ! 2 ¢ . o f . ' ﬂ
I T early, but also to record zhe actual outcomes and the" eVents S . .
) ‘ e that mfluenced the change “in outcomes, if any. Effective
- ‘\" N nagement captures these real unusual events.and repeats.
¥ ° : ‘ - o O
o, 'the condu.tlons for successo. ‘ : e )
. ‘v L) ‘ -. . ” .
e ©b) personnel (4), dollar (5) and time jﬁ) allocatlonsv can be = . - o o
. ) ’ " , / . ‘ .
as detalled as one can imagine. The materlals presepted here. : . .
. ) R o . ‘
. suggest b;-oad general- outlmes féther than spec‘lflc controllmg .-
/\\ - . ."J \ ] 1 . .o C . N
. procedures. . » . - ST o, -
4 7) A formal management system 1nd1cates the :mterrelatmn of the obJect:Lves, e
o LN . + - ‘.
L cutcomes, J.nnovatlon, personnel, dollirs s tlme, primarily to allow ‘for teachmg
. and assessing outcomes. How often the actual outcomes a,ssessment is made in ,
' A ' LA
. a school evar:r.es in terms of school calendar, obJect:Lves, and personal wh:un. o
~ o N } |
What is important is thaL assessment happen, not when., v - o |
. . S R ‘ : |
o S . (rranpition to Session II) ~ . P ‘
. . e ) . . : - . T » ’ A » i ..
‘~ . " Now that we have described all of the pieces, lets try to develop the ‘
I ‘N . . ' < B o . A ) ¢ ’ ) L . ,l :
‘ key compenent of the system —— a performance objective. I -
, P . :
{ hd ~ . . la./[i \ .
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. i . Overlay #3 . o
*+ . - JR '
. A . : - e a
N ) <
. catalog of innovations, ideas )
. congruence. of mersonal, institutional, community _Vision
R L ] . ,.» . . - o . ] P E Lo .- B
. ©
, m .
, 7, 3 P!
c. _ Vision FORERAY : :
. * N ” s

laws . Teacher Corps strategies
‘rules .. Teather Corps characteristics
regulations - ’ )

; | . Ny
. = l
: =4
, . . .~.~
Tz { negotiation
| Innovation /// gotia 1o s
o . 7 \@amendments
$, ﬁmwmev.nuamJ\\\ , . .
: DR Outcomes , L
: , _ Project
e T o — - - - response to
’ - B . ; : : needs
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Overlay #5
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- .
Needed Translations = 3
for a Formal Management System l-‘
’Af FROM VI&ION 39 Mibglow a
. B, FRON I’WE’QTlON TO TNNOVATION 5
> C. }RGM FXPhCTATTONb TO OBJLCTIVLS
© AND THEN QUTCOMES '
'D. FROM PROPOSAL TO DPER&TfﬁNS
E. FROM ACTIVITIES INTO PROGRAM PLAN
-_ “ . T g
. : | /f
o o
. ; »
' s . 'II: 4 ’
} A ‘ ;”;
1» £
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e
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v,

Uverbav IK)_ .
-l - ks”
Mg g an Lot ' : :
- L) )
. Lo #iranglate Vision intdé Mission
A. o detinggwho will, be servoed ’
“B. . define principleés for service . ’ » .
i s e - : : :
# <o Tramslate Invedtion into Fanovation . S oo
\/‘V € ) ' ' © g
T A. . devine what ig golng to be done -
oo , o , , ) . . T »
Be . define what alreadv exists that is like what vou iaventoed
o ¢. . define who is going to do what - .
u . N . ' s i “ : 7 | ' . N
D. . defire who hgs to make what changes - . '
=% 3. franslate Expectations into Objectives and Outcemes '
» 0 ‘a " - - ' e )
v Al Ldefine who will be served ‘ - T .
. . B o _ ’ @
B. . define what they will be ablé to do . = -
Sy \ N
* "Ja (> " N 1 -y ’ . N - - - w ; - - ‘-
. io Yo define what helps to get. the job dope and what things will
. « . block getting thiangs done o
De . define how much vou hope to do, ’ . L
minimum - realistic = maximum
E. . define when you will check to see where you are and write
) about it
oy noL )
S ) \“ n o L
: F. . state what you expect to do .
G. . state what you expéct to get out
" 4. Translate Proposal inte Operations
‘. A. . clarify outcomes T
: . ';?" . . .
B. . clarify cach person's role in getting expected outcomes
L9 C . - 7 .
C. . eclarify dollars available to get expected outcomes .
. . i .o ] 2
N o ’ N . . R : . . . L] R
D. . clarify.time available to get expected outcones ?ﬁi
E. . negotiate differences with staff an%éWith outside . gencies
) F. . clarify what will be recorded when A _ .
3 . 4 Fe .
° ¢ "3_4"' " ﬁ g)

A
s
¥
.
o
B
i
«
¢
Lo
.
o
K
a
.
3




¢ . 1. o i1t . L
. G. . clarity how changes will be made and who will decide what
, Her o clarify whe will keep track of the records
N L. . clarify who will write the report N
Js . elarify who will agpﬁ_mve the report
3 K. . elarify who will gat cap:eq of report )
3. . Translate Actwums mw Progz am P"lan h
' " (a) deime aft, pieces of the system . o o e
v : - L3
‘_‘ (b) prep’me chart leav:mg space t@ il ul blcmks
1
. () def:.ne. whx_n ¢hart will be update,d and amcnded !
. . »
Ea ‘ ) (d) define process far L,stablg sh mg actual out:cemes ‘at eagh stag(g
"’;’ £l -~ . . . . . :' »
. i e)e post Summarv Charﬁ e ' e ;-
.. . (£) o ’]
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DEVELOPING AN OBJECTIVE

1 - ObJeetLves are the basxe building block for a formal management system
because they pr0v1de the organxzatlonal pattern for accompl;shlng the Miss1cn

B

“of the schaol. (See OVerlay #2)

‘ ]/
, ‘ R .
/ - 2) The deferenct between ObJthLVe& and outﬁomes then is that objectiveq

are Ldeals or 1&eas cf the organlzatlon, outcomes are actual down—to—earth

\ .
k4 ! » N »

events, products, achieVement 1g_learn1ng, or 1earn1ng tO'teach.

2

e : OBJECTIVES:

3
i

Results~Oriented

Observability

> Not -Currently Attempted

hS

©

. R ."<q'~
‘Achievability

R

&iﬁe~Deﬁeh&ent

CRITERIA FOR TESTING THEIR ADEQUACY .

s Is the outcome of ,the activity 4e9cribed2

Can‘the results be seen or verified by others?

J

¢

@

VCan the results be given a place in welation *

to other objectlves° . . ‘ .
) . ?

Is* there a reasonable good probablllty that
the result can be atta1ned9 :

When,is the desired result expeétgF to occur?
en. S , i ,

_.Have the circumstances likely to affect’

Q

)

Degripe specified
7— ==

Conditioné affeeting results

‘the achievement of the objective been

identified? (pos1t1ve and negatlve)
g -
. 3
How much is to be aehieved?
o o Lk a
oo ; | )
2 .
) e g
“ o é’
}*ﬂ/§ 1 o .
-"f . - v . ’ _‘e_'\ ) 7 ’
R 5 ) % -
Q ' P :
o Pl
) S e g
—]Oe o )




Aruitoxt provided by Eic:

. l . A
¢ Co R ,
B ) t . ) » ‘- \
= 3) Developing an objective is as simple as A, B, C, D, E. .
. , \ Vo ) ,
* "ELEMENTS OF A PERFORMANCE OBJECTIVE .
: : RN v .o )
Audience: who will be affected: - i L ‘ .
¢ : ] . -
' A 4 Ed
. » e ’ i '- /" M v” © &
.. Behavio¥: what will they have to do o, .
, Jenavior ha ' | . .
) . . l a, . o>
; . .
B }V‘ ‘ ‘/ - @
H '.A\ " » @ . v
f
e e . - N . ' ? - "‘? ' .
" Conditions: what resources, constraints exist or need to be available,to -
N ' change behavior ' : - o i )
n « R . -9 N
- ‘o . B . e 't '
. ’ ’ " o ) ’ w * °
N - , a
.o . o . ; , '
Degree: how much needs to be accomplished - minimum, realistic, maximum . - . ’ "
\G 35 ‘ L ' . . ‘ | | ,' ‘
\_‘ - b . y . K
\ . - . . . ) . ) N b
_ L _ \ : i )
sy ] 'y \ B , o Q\v i e : I B
. B : ' 1 ’ 7‘ .. . ’ *‘ . w ”" °
Evaluation: how will you know it happened . ,’j'
=S 4 L . R RN
1 . g" \ .
e ) ' - p » . .
. o } 3 ) '
w "\ § - ‘ .
-+ , Bl . / - -
R : ' R _ L . ; e o o
. " Let's try to do one now. Please use Worksheet kfl. which you will find on - b
E . . L N . ) I3 ‘ . )
/ he table in front of you. '
» ’ " ‘\ . L
PR R 2 i B )
- @ n
° . 2
¢ , . \- . ° B ) "
Q * ‘ : ~17- Coad : "
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Aruitoxt provided by Eic:

Worksheet #1

- ’
. s .
. . » 2 .
' “ ‘ . ° a ' - ¢ S
o T E.LFMENTS OF A PERFORMANGE OBJEC’J.‘IVE - f‘" R
v ‘ ) -]
. - (a)° Directionsy. In section #1 jot down- rcmgh stat.ement for each element of a :
. C *" ‘performance objective. Ident:.fy all ysur audiences before com- T
. pletlng the BCDE section of the form. When .you take¢ more .than 4
one audience, complete a se.parateﬁform for -each behavior you ’
., a expéct the audience to exhibit. ' In this exercise, complete the .
© reamining parts of section I for the expeﬁ;{.enced teacher v
» audience in your sehopl or prcject.w \ o 's
\‘? 4 . . :) ° :D : S Loy \
gectf;.gn :[ ’ v :ﬁ . :' N . ’ [ . \\ ’
. » . " Audience: who will be affected - ‘
.6 . ‘i ) . : ’ - . ) o . /; .
2 . LR 3 - . i
' N , @ ) 2 o
[ a
N R . w
| S . ‘, - o & * PR G . '
< _A v . o - ) . f . .
o . - Behavior: what will they have to-do + '
- S ' ’ N - g S
L "4 “' . . , . e
. L : ) " . . '. ; . <
- . o . LA ° L " I
. .- - i o . . . ‘k . ]
Cop - v s e
Lt ) e Condlt:i.ons. What résources, constraﬁxts exist-
Lot ' a.van.lable ;o change behavmr . ; N
.!. . v R § . ‘ ‘ . _. ‘ ; :\
e ¢ . % ' o . i
i 4 ) ’ * . K ¢ 5 ’ v - o : }“; J
| - Degr‘ee" hcw much needs to ‘be accompllshed - minimum, reallst,:l.c, :
. e maximum ‘
. L 2 . |
. ) ‘ & . .
;\\{ v o \\._v . .
~ . Evaluation: how-will you know it happened
.o ’ . ! h "
~ ..
- . .
. .
<! L T - ‘ . 9’ a .
\.1 R v . ‘. ' o ! ! . j, 7Y )
EMC o . =18~ i /




. R & 2 e . ! R .
- . -~ A Ce T ; -
: . N e * ) . i Al \ B @,)
.' "> (b) Directions: Pull your rough ideas together in the .following format:
. > o i . i . ' . : . 3 , .
: ~SAMPLE~ ‘_ -, N
‘ Given a $5,000 budget and the release of 15 |Teacher Corps |
e o ' personnel for 10 training days, 15 tedchers land interns in
C - the Smith School will by March 30 each deve]wop learning® 7S
/ Nl aati% ty plans for the-next. month for each pupil containlng s . ‘
\ all ABCDE elements. » : . o ' L .
The obJectlve will be re&ghed ifaeach Teache Corps Team. has.
;*‘ . .07 Minimum. . Reallstlc '
o o of learning  60% of- 90% lof .
\ K ' _» activiey plans S pupils-”  pupils : ’
| areas covered  90% af . 95% of . ' .
) reading ~ ' . pupils _  pupils , :
k] ’ . “ . . * . [ "' Do, . ’
> . math -~ . . v 80% of . 90% of - : ‘ .
L s . pupils pupil§ O
S "r»science, . 50% of, “° 60% of ' 70% of L, S
Y - _ 7 1t . pupils. . pupils - pupils. S B
| art - - 60%Z of  65% of 704 of . .
, o -+ pupils - pupils “pupils - , o
N e 7T music /0 2% of - 40Z of - 60% of '
A ‘ TR ‘ i > pupils 7 pupils '_ pupils
\ . Summary Statement: .»f R ' ] o 7 -
\ * [ OBJECTIVE R e
. —— - :
\ Given . v .
. | (someone) - - N e
! will. -2 S . ' ' LR
o e T , T
“\\ o : L . oY s ?
R L iy 1
. EXPECTED OUTCOMES :
- ) i ’ NP . .- ) . .
\\ .. ' Thé objective will be r;Lched if (spmeone) "~ . has:
. ,\ - . - ,9 P . : - ) Ry “7_ )
\\x‘ . " areas of ' Minimal * Realistic Optimistic -
| ,\\ . accomplishments ! # or % #or % #orz
® S —
\\\ : ( ,
N -19- . :
\ 'v o . g')ﬂ
& § o
\,
N\
»

o



Accept
_Account
+ Acquire
* Actiyate =
. Adhere
Administer
.Allocate
Analyze .
~Anticipate
Appraise
Appropriate
Approve
., Arrange
T -Assign . ,
"~ + _ Assist ’
‘ ' - Assuine :
‘Audit- T
Authorize
.Change
Changes
Collect;y
Compare
Compile .
‘. . Concern

- Consider . - .
' Contact, B

‘7 Continue = -

- Comtract .

" Contribute !
Control
Cooperate o
Coordinate -

. Correct

s . 3

-

Counsel
Create-
Credit
Decide
Declare
Define

R

* Design. .

. Determine

“Develop
Direct

Disburse -

*. Discharge

Employ

~ Engage, .

.- Establish
Evaluate

> Execute

Exercise .
Extend '
Follow °

- . Forecast

- .. "Formulate

Furnish
. Give
Guide
Handle-
., Hold
Identify
Improve
4 Inform
- Initiate
Insure
Interpret

-

o

. ACTION“WORDSFFOR BEHAVIOR DESCRIPTIONS

Interview
Investigate
Issue.”
Justify
List

.Maintain®

Make - ®

Measure
Meet
Modify *
Negotiate

Participate

 Perform
" Plan

Prepare .. - -

Preside

Presides
Process
Prqcuref

- Produce’

Program
Promote
Propose
Protect .
Provide.
Publicize

: Purchase

Q

=20~

.Operate

Organize
Receive -
Reclaim
Recommend .

Recruit

~Rejéc£
.Release

‘Render

- Repeat

Report
Represent
‘Request "
Réquire-.

Requisition

Return

 Review =
 Safeguards -

Schedule
Screen
Secure-
Seek,

. Select

Serve

_'Service
Ship

Stimulate

. Store
. Strengthen -
~ Submit .
Supervise

Supply-
Tell

. Terminate

Test
Transfer
Train ®
Upgrade

© Write

@;J

A

Y

Ey
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’ 4, RESOURCE ALLOCATION  °

- » i N

1) As you have completed the object1Ve&sett1ng exerclse, two addltional c

.
-

;eces of the management System become ev1dent:- the expected outcomes and - ¥
X . 5 ° . <
/. -~ some of\theﬂact1v1t1es. The activities in part1cu1ar kept appedrlng s you
o ﬁrled to clarlfy C -conditlons. It was also~under "C" that personnei dollar,

; g @
and time- 1ssues 'surfaced. The key to effectlve mauagement is. to keep each

EY

& s

3 . ¢
. Ltem Sepatate. Of partlcular 1mportance in a Teacher Corps pro;ect is to

-

- didentify cfga\ly the 1nnovat1on selected as the mechanism to 1mplement the AR
s ¢ S s

‘obJectlve, whether it is home-grown (developed on s1te) or adapte from an

-

\ . .

exlsting r+d effort. R o - e S o

A . . ) . Y

& -

2) _ Form #ZlgiVes you some hints about innovation selection and listing.

o

o . . » . \ A ‘v‘ X ¢ : ‘
" Form #3 givés you some procedures for persomnel, dollar; and time allocations: . ° (\ -

The Gontrol_Sheet in particnlar records'in one‘placeﬁall the pertlnent“information,» (ﬁ‘

. B I .« objective o _ L
| . | S o » Qo person(sS responsible ) | .
. a N | .,Jdollarsrallocated‘ S f - : k o
| . reports and due datesil S e

. authority

&

T 3) You will note that the time format is very general. The‘objectvis t0~ »o

N N

put on the form only cx uc1al 1nformat10n and to use a different calendar for

. o

each objectlve. We have found that planning events ahead also provides a,fix
o on what materlals are needed to back up the event and what reports are. due
from‘an‘event. The simple proposed and actual’record of calendarxegentsialso

helps document and record how outcomes did occur. The:simplicity and direct-
ness of the calendar makes it possible for e;eryone to fill out - well, almost

4 < T, : ' . : " @

everyone.

e
+

a - . o
AR
~21- g Sy S
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4). . The‘fact is that these forms help plan,.organize; and recérd.Y That :
. =t : 4 : : Lhal o
R . L ‘ & . ' " ) ' o
.‘ ‘ leads to some efficiency over time. More importantly, they provide .a record

+,
y - LY

., which can be used to explain new solutions discovered in demonstration projects . .

) " ) o . . i .
) a . s . 3 ] -~ .
such.as Teacher' Corps. ’ S I ST T ,
! N . .o ' L ¥ o .. ! '
\i - ‘ N - . .
s I ‘ .o - : '
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» . : o Innovation Selectio
S oL o . Form #2 - - - =
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&e ) tl | ,ng; . [ , . . e ) " u o
- e T 1o - HAVE .moa oozmuumwmu THE ADOPTION OPTION? ~ ’ :
Lo v .m Pﬁﬂmwzmﬁ“nﬁmm B;Hﬁgﬁm .To xmm.._.. A SPECIFIC WUdob.nHozz. zmmu
" Loeal School |~e== -3 | Define nmmcHnm - :@ . .
-TASK: .~ .= w0 mmmu.nmm T . B
to meet a local -’ . - o = Y R
“educational need Ce o . - — , ——
for which no - wmﬁ_.ms mﬁ.wﬂ.ﬁm — e - > refer to . -
* | program is m<mu.u.mvwm . programs for mmcnmnnoan Facilitator omﬂnmnm .
S - their mvannmvnHHnw & =~ = = = = =, Cedar Catalog - L .
. s L K . 4 — T : . . Network Resdurce Files . - - o
. . , A : o _ . Other Teacher Corps w@
> , la. u . o ( * o va’ - .. — . ‘..@ .
. - | IF NO SUTABLE PROGRAM | IF ANOTHER PROGRAM CAN BE | _ , -
- .- f_- 1S AVAILABLE ADOPTED OR ADAPTED , . N
C A T - T .
o o _ Consult mvvnow.n%m.am wmmmmnnw : _ i - wm sure to check sﬁ»w. your n..mmnwmu. Corps |
IR " 1 ) I - NETWORK M_
LN . . - o~ ‘ s T — . 1 .' - . .—
T TR . - . ¥ &
s, LW : - . v Y. - - <
umm»m? m»mwm nmmn. and Purchase Replicate -a " Replicate a .
M m<mH=mnm a new program o . Commercially program developed program developed
. o - : . available |+| in other districts .by other agencies
, N N o - ‘materials for which materials for which materials
. ) R o o and training are and trainipg-are
. 2 ) . available . available .
* "If program 1is m:nnmmmmawu . .
["make it available to educators .
: gémvd:m n#m on“_.mn_.smﬂ_.um &.mnn“_.nn . .
L N ' o a q
. 7. . ) } . - . B ) . «»O a
. umﬁﬁc.wﬁzﬂ B = . DISSEMINATION
Q« . . - V V U : ,, v . 3 -& t E
) mr .a . \ .v \/, ) wa -]
. - _Qx - ) » .
o - . o ~
- - R .
S M d “o B - E J \UC
. . P . % B . } a ) iﬁg ) —
. . . ./ o uA 4 ‘ . ’ E

Aruitoxt provided by Eic:
-



Personnel Allocation

T

Aruitoxt provided by Eic:

. Form #3
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>

* Control Sheet

OBJECTIVE S s

—t

.
4

Person(s) Responsible: : ¢

Management .

€2

Instruction !

>  Community

component . : - -

Governance

o

. -

. .

Documentation

3 C

Dollar Allocation from General Budget

Materials & Supplies

‘Travel : -

nd

gy

Reports and Products Expected:

v

Date o

J

Approvéd by: - Signature ,

«
. . 3
° A o -
¢

Date. . ‘ ' -

g’ v -

Jes o . ’ L.




MONDAY

M

WEDNESDAY

Time Schedule .anncm,hu, mbma mﬂowmnnmmv

FRIDAY

SATURDAY

_SUNDAY

- TUESDAY

THURSDAY

P

Aruitoxt provided by Eic:
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5. RECORDING AND REPORTING

?1)  The key to a i@rmil mamqgement system 'is the amending of the Pr@gram
o Plan bﬂsed on organized rovmxds. Whjle it
: - °

&

is often,lnteiestmni/ﬁo“keep track

of many small things, a manager usually has -to make judgements/based on the

_ ~ ‘ B
most dmportant information at hand.
8 .

‘tells only important things:

What haﬁ?eued

What didn't happen

The Quarterly Monitoring record (handout)

i? S : ’Whét.nééds_to be change&& .
- Products v <
2) You w;ll £ind that vou will repoit only those QbJethVGS you find z ' Y

falll\g\below your lOWgSL acceptable level of atta1nment. For example,

[aN
the following ebjective was net met:

2

Objective .| Outcomes Acceptable Range

ks

'Actu31 

P.R. Lowest-Avorage-nghgst

5 B 303

¢

: Speeches.

AN

For each objective listed, the speech maker describes:

d 5

A. What happened

‘tht didn"t happen"
C. What help is n&eded‘tc
resolve the prcblem

-+ B

' « D. What products (documegts)
w were developed

p0931blef ‘though ofLen not any easier, to decide

I ’ should be changed. ’

-

~ o .

3) If- the manager, has the piéces'of the system in place, it becomes

“

' Few calls

No return invitations

»

More contacts

Three speeches

what amongthe pieces Cw




(2) 1 .the Innovation attempted

: ) E : . .
. =, (b) R "Personnel or their assignments
“~ , ,

. . Y
- .

{(c) ‘D Dollar alleeation

(d) T Time allowed for getting a JDb done

§ ) . (e) XQI tho expected Outoomos themselves

LI .\ A 3

E ' It is oniy’after,the areas for deolslon have been clarified Eyat a

% revised program plan with reVised objectives can ‘be developed. ;
4) . iu'. » . 3 . Ca )

The effort to redo objectives at least mid-point in a project is a

&

neglocte& but crncial management responsibility. it is onlyiby assessing

- and rev;srng obJectmves that the. manager, the staff, apd the governance body
T -
E . have any way of keeping each other responsive to needs and to real;tles.,\ ‘ .
5)

As meortant as rev131ng the Program Plan is the need to report 51mp1y

an& d;rectly to” the funding agency or external monitor (Overlay # ). The ",j -

, _ report must: be on two pages, one for program, the second for fiscal - if one ;'—;,»
® .

expects any useful fecdback.

R

Reports are rarely read.auias rarely responded

to. A good manager mnst insist in negotlatlons with those respons;ble for

g ‘o

external monitoring; even a note saying Fine or Good_is crucial to the

" effectiveness of the demonstration projeot,v o, e ; % .
~ You will note that tne suggested reporting format relates directly ta, . K
K tEeinformationoalre'é;djfathancf. - . 'ﬁ, T gJ : _
V (15 Objectives e - 3(3)‘ Qutcomes' |
s . (8) ‘Activities; (4) Products o
¥ - (5) Planned<Changes - . | o

. Even without outside reaction, this format serves as a prooedaré for ;
. consolldatlng the galns made in clarlfylng and specifylng the obJectlves of S h

the project, and that is the reason for doing all this 1nithe first place - to

. . make things go more smoothly am’lsmore reallstlcally in your school.

.

b
a
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evaluation.

6.‘

The follow;ng case btudy was written from a series of documents .

ASSESSMENT OF A PROGRAM

‘o

ISy

*

>

Now that we have rev1ewed the cycle, it may be helpful to attempt an

* similar to the monltorlng record form handed out to you earlier.

of this simulation is not to reconstruct the events of the case but rather to

7 : Tow

o)

ha

A

@
(@
3)

3

'

NOY

S

Steﬁ‘Two:

g

identify objectives’

identify outcomes

£

.

»

~

o u‘

The purpose

make a’judéeﬁent about .the success (or
failure) in reach#®ng the objectives

identifying the factors that

influenced the outcomes.

&

Individually review Case Study

A
o

Individually complete Assesstient Form,

Establlsh formal rriteria for success or failure. .

Step Three. In teems of four, prepare a Rev1sed ObJedtlve

(Transition to Feedback Session)
We hope this has beeﬁ helpful.

suggestloqi, questions.

! Thank you very much.

-

=

Y
’
°

\=34-

koo

u51ngz/;tached form.
t
When exercise’ is completed, any questions and discussions?

We would appreciate your comments,

-3

Wbuld you please take a few moments to f111 out the Feedback. Sheet.
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ARy

I am principalfof

. contept program for grades 1-3. - ‘ : B

We establlshed a teacher study group to examine the LXlStlng programs.

~operated by a nearby university.

" tion and - to ‘contact the unlverslty for plannlng program 1mplementatlon.

hintroduction‘of the program .in the school in the Fall.

—

CASE STUDY a - . - . L

a 1”00 pupil elementary school (RK-6) in a small city. My

vstaff COﬂSlS%S of 42 teachers, an asslstant prlnurpal, a part~t1me guldahce

counselﬁr,ﬂete. In 1969 the’superlntendent and I decided to implement open-

-

- v
.

After

much study (3 months), ‘this group 1ndicated an 1nterest “in an 1ntegrated pro—--

.l

‘gram for‘staff'development (leadlng to degrees) and curriculum development

I presented their report and its furiding
recommendations to the School Board for approval. By unanimous vote with ' o

very strong support statements, ‘we were authorized to begin program 1mp1emen~

¥

tation and $1O 000 was allocated for-thls purpose. E TR - ke
o | L : . | ’ o o

I caﬁe"back to my school extremely encouraged. i reported'oﬁ my success to o ,

the teachers. 3There Was~an’immediate°positive response from Yhe Teachérv \\\
”wStudy%Group personnel.: We were off andrrpnning. In our emphorfa, we may '

have mlssed the non—lnterest and non~part1c1patlon of certain Leachers. Look~

ing back on the event today, I f1nd that I do not recall _”X_negatlve or.; g

cautionary commente fromvanyone on the faculty. | o | _ 3

. . : ° ' . & .

s . - -

The Teacheﬁ Study Group and I proceeded to contact the ‘'school parent associa- \

The

o .

next three months were filled with excitement, energy, negotlatlons, dlscus51ons,

clarlflcatlon. A team o% 12 people spent the summer training anddpreparlng,for
The program showed -

. * EN ) \ . .
such promise that the university attached 12 student teachers td the project

4 ) )

for the Fall.




u

~

’ 1 . . ) . } : -
In the Fall, school opened. The open concepc/l-B seemed off to a great start.

Children and teachers felt good about'the_new{kind of learning program: 'Suddenly,
. AV * : : '

‘the city-wide teacher. association announced_t?at open-concept school programs -

S |

]d“% another way to reduce staff need anﬁ did noL show promlse of quallty

prqgram: Two parents took up the igsue and complalned 1oud1y.
. ' x: .. . r d‘_-o

S ] - 8 c- .
| . . » v

I held a meeting with the l—3{teaohers and student teachers to decide whst to

. ‘ . ' i
i

do. I invited the,Snperintendent'to atﬁend‘f He strongly supported our actiVity..

i ,\\‘ “‘ vo '. - - - R Lo . . . . | . .‘ - N
Thoge. tedcherspresent indicated interest and commitment to continuing the pro-
:\ . . . X . . . . o

'A?graﬁ'deveiopment.' We thehfmet'with'the parents of all of ‘the children in 1~3

N -
o

and-wibﬁ'the school parents" association. All agreed n‘coﬁtinuing the program
Y g 9 . g

L e

& ‘ , ,
and on-a publlc 1n£ormat10n and Support development act1v1ty.» ‘We worked hard

durlng the next three months and the snlplng stopped. .

. , T I )
Then, the Superlntendent re51gned to. take a better posmtion elsewhere. I was  *
L

Y

due t? report t& the‘Board on the progreSS of the proJect. We (I teachers,

student teachers, unWVer31ty tralners, and parents) contacted all Board members

o

‘and explained the progect describ1ng the 1mpact on 1earn1ng it was hav1ng

¢

None asked for further 1nformat10n. One came to v1sr;/the school (our ward

IS

respresentative). The Acting Sﬁperlntendent.v01ced support and encouraged ‘us
. “w . . . )

to preSent our program to the Board.

-

At the Board Meeting,.ZO parents-were presept, 8 of the 1-3 teachers, and 6

Lo
student teachers and the uanEr51ty trainers. The Teacher Assoc1at1%n repre-]
&

yrd
' sentatlve was present and one of the parents who had attacked the program. We

presented our report to the Board. The Teacher Assoc1at10n representatlve com-
plimenteé the report but made no recommendatlon for actlon. The parent d1d not

speak. The Board voted 4f3 agalnst cont1nu1ng the progect.v B

.

Wﬁat‘happens next? : 7 ’ .61

. ot
T |
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NI _BY UBJECIIVES - YHE CURRENT STATE OF THE.ARL

4 .

During the sixties Management by Objectives (MBU) was discovered T
widely and changed trom a marrowly appllod kind of eriteria dvvelapment
for Performance Review into a General Management System. '

° w

origins: '
The organizers of large corperations in the last hatf of the 19th

- century learned some painful lessons® about managemont: L. 1t was a

- giant feat to organize a large organlfatxun, and 2. 1t was something else .
to manage it profltably for survxval. _ \ :
@ ©
| What they learned and miuy mudern cenglomerators have net vet -
_learned is that no individual can direct all the activities of a large
organlzatlen, but if hc can control results, he. :ndced‘can manage even the

~

largest. ' .
' Peter Drucker, whose nrzgjnal §Ludlus were in heneral Motors
Gorporation; noted this distinction® spelled the idea out cloqriv in his
lectures at New York University in the forties 3 and published it as a e
chapter in hls Iractice of Managvmcnt in 1954 :

The application to a narrnw uaeage, thaL of establishing results
‘orientiled appraisal systems where stated goals rep§dced por,pnallty

traits as appraisal ecriteria,. ocourred in a nuﬂbor of large corporations.
it wasy applxed in General Mllls, lnc. in 195 an app]ivation noted by

5
%]

1Dale Ernest, The Great Qrganizefs, McGraw-Hill, 19605

<

5 .
ﬁrucker Peter, The Concept of the CorpordLlon, New Amerxean Lm\rary,
\k 1964, . : o ‘ . ‘
Drurker, Peter, The Practice of Management, Harper 1954.

Cl

3,

.. aBalch, D. E., AMA Busxness RLpOfL-

SMLGIQSOI, Human S/ge of Fnterprlse, McGraw-Hxll 1960. R -

6Likert, £. New Pattern of Maﬁagement, McGraw—Hill, 1961; o -

Ik

George S. Odforng, Dean
‘ College of Business
- ' . : University of Utah
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/ Yet, in such a narrow context it sometimes failed to stick. Sometimes it
was Seen as another Personnel Department gimmick. In other cases a change of
. management caused it to exit with the old guard. It was this single-use which
: comprdsed its greatest weakness. ‘

. » \ ‘ ’

. : , &chleh, ‘a consultant who made the commercial mistake of being ahead of his.

: time, has treated it as a general system of management.8 Odlorne, following five
.years of monthly seminars for executives at Michigan published Management by '
Objectives — A System of Man;gerlal Leadership in 1965, which captured the
readership among the executive readers.” This book ties the MBO idea to the

. systems approach. It has been through fourteen (14) printings including foreign

between Qctober 1965 and June of 1970. Numerous ‘other books and articles
have followed : :

,t* _ The Systems Approach' ' L v o C e

0f the numerous kinds of "systems" which could fall within a General
Systems Theory, the cybernetic-or. feedback—system is usually identified as
the most typical.”'Among the applications of this js that of the economics of
" the organization. Three elements make up such a system.

" FEEDBACK :
. , : f ¥ ‘
1 INPUTS ~———%  2.ACTIVITY — > 3 QUIRUT —y - - ¥
- s : - v- . DISTRIBUTION

’

Inputs are the resources commltted to an idea to make it a tangible,
going concern. They include capital (fixed, worklng, cash, receivables,
_ . inventories) labor, and ‘materials. .

Activitles are the behaviors of people, deslgning, making, selllng,
‘keeping books, engineering, bargalnlng and the like which add value (presumably)

to the inputs ‘

Outguts are the goods and serv1ces, ‘hardware and software whlch me out
of theﬁsystem These outputs aré more valuable than all of.the 1nputs Wthh
were'used up in their making and a value added can be computed. -

Thig value added, is the profit, the. need being filled, the purpose for the °
INPUT BEING COMMITTED, AND THE ACTIVITY CARRIED OUT. Two-ways “of disposing of
this surplus value are customary: (1) -They are fed-back into the systems,
and (2) they are distributed to the beneficiaries of the system as dlvidends,
learning, satisfactlons, benefits,_needs met, and the like.

. » e 7 R -
7NICB Managing‘by Objectives, New York, 1966 o B o . ;
8S_chleh E., Ma;;gement by Results, McGraw—Hlll 1969. o —
9Odiorne,.George Sey Pltman, 1965.

’ - o 10See attached Blbllograph?“ l- " : 'v‘ u“' :
3 . “ e Z,' 1]'Boulding, K., "Toward a General Systems Theory‘ , Journal of Managemen::‘_‘”

. ‘Science. . , , 1

et




While this mini-course in. the economics of an organization as a system is
instructive as a map; it is also a dlagram of the traps for managers and other

’ . people who are part of the system. °

B -

,The'easy trap is for ome involved in a system to become emotionally
over attached tu one element of what must be a'three—element,svstem.-

v
A

1. Some become input obsessed dnd spend the1r time preVentlng
expenditure. (Thlnk of the man who will disapprove your ehpense
account.) . _

2. Others become ontput fanatics and heartily resist considering
whether the inputs and resources are adequate, or .the activities
possible. (Think of the desk pounder and "I demand results

not alibis", type ) .

3. Far more prevalent, however, is the activity obsessed perg%n.
He is competent, professional, often dedicated but has lost
51ght of 1nputs used up, or eVen results sought..

- Thus, in system terms Management by ObJectlves is a system which begins
' by defining outputs and applies these, outputs, statements as criteria to
v}adge the quality of act1v1ty (behav1o¥) and to govern the releaSe and
gf fectiveness of the inputs

In more ordlnary language MBO is a system under ‘which the manager’
and subordinate sit’down at the beginning of each period dnd’falk until
‘ ‘ agreement upon job goals are achieved., ~During the period the subordinate
. : " is given wide’latitude in choice of method. At ‘the end of the period the
{ ~actual results are jointly reviewed against agreed upon goals, and an
assessment of the degree of- suczéss made. The process is beggun agrcl:i.n.ji

;o . . ; . . - v Y
. N “ -

What MBO Should Accomglls

As\a%result of this ‘procedure several normal beneZLts of value to: the
organizatlon and the 1nd1V1dual should be made more likely, : : .

l.» A natural tendency toward "Goals Dlsplacement" will be alleviated. -
There is some research which tends to show that in human organlzations
, a normal and perhaps natural (at least an explainable) tendency
v . ~ exists for people to start out toward momentarlly clear goals, but 3

' : sHortly to become so enmeshedgzlth act1v1ty that the goal is lost.

‘In its most aggravated form t act1v1ty" management becomes a
matter of deeporooted procedures (as with salary administratien, job -
descriptions, etc.) and attempts to revert back to bas1c purBoses
Vo » | meet with strong resistance. (Do it my way. )

.

VlZOdiorne, 1965. B S

13Merton5 R. = SR ‘

o

«
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e R N N ) .
t . “ . ‘e

. - o - MBO from the top mhnagement perspeetive is a direct attempt -
to build into managementp_ystems an unremitting attention to »
purpose. . , N 0 .

L8

2. It should clarify role conflict _and amblguity between 1nd1vidual
managers and subordinates. :

..

There is evidence that, left to their ‘own deV1ces, the average
. manager and subordinate manager are not ‘apt to be in agreement
o - ‘about the subordinate manager's responsibilities in terms of
’ . N outputs for any given period of time ahead. ‘Under such a
lack of ‘agreement it becomes imposs1ble for the subordinate to

"succeed" with corresponding ill effects to him in pay, bonus,

promotion and recorded performance reports. -E¥en further ill
effects ensue when coaching to "improve him probes matters
such as personality, attitude, motives, background or similar
" proposed explanation of “failure."”

"Mﬁg‘attacks d1rect1y the g;p of expectations and directlx
defines "suCCess in specific output terms.

- ‘ 3. MBO should be. causally assoc1ated with QVerall .success. of the .-
: - organization.o :
Drucker has noted that in leading corporations, General Motors,
- Ford, IBM, GE, where size has required divisionalized forms of
organization, “Management is Management by Objectives." nl5 My
prolonged observations " in leading firms is that inm the
ﬁgge successful firms (they achieve charted goals) more people
akg aware of their goals than in less sucheszul organizations.
- The Sears manager knows his goals better than the failing
small merchant. 4k

. Participative management ‘is not as uniformly, present
SR TR o .~ but is perhaps more possible under MBO than under
: intuitive or autocratic centralized management. This
style is discretionary but in many kinds of organization
' (where. the people have been taught to expect it) it is
mandatory to- av01dance of " d1srupt10n.

o

Clarity of obJectives betweerl. all links of. 1ndividual managers is

more likely to produce cumulative clarity of objectives

s

Thus, MBO should ‘improve overall organization performance

and increase the level of partic1pation.

a

~

Subordinate Communication in'Management. AMA Research Study #52,
15

-

Drucker, ractlce of Management, 1954.

1"Maier, N.R.F.,L.R. Hoffman, J.J. Hooven, and W.H. Read, Supeﬁor

1961.
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4. When an individual \h,clear upon his own job objectives, 'his
' performanCe 1mproves‘6ver where he 1s not clear.
It is to be expected that 1nd1vidual performance will 1mprove
when his goals are clarified, without seeking to achieve -
directly other!i%de effects, even though they might well be
predicted also.: The questions of motivation, attitude,
" enthusiasm and the alleviation of barriers to such activating.
forces I must leave to others.

-

rMBé should achieve such individual'improvement and growth.
7 i S ] -
The- assumption here is'an {mportant one. MBO should be both
functional (gets the JOb done) and developmental (helps the
1ndiv1dual grow)

‘This congruence is vital to the survival of our economic

system and the social and political system so intimately
associated with it., If individual growth and corporate success
were necessarily antithetical, the system‘could be. self
destructing. : .

&
) o ' Ty ' o ” L
In adopting MBO as a system we recognize “hat organizations
create products and produce people. who are workers as well.
>

-

" MBO thus appeals to hlgher ranklng, proflt or1ented chief
executives and to humanistlc, personnel and developmental
‘5staff persons.

Emergent Applicationsvof MBC

0

. Among the chronic areas of concern in adm1n1strat10n to. whlch
- MBO is belng applied are the following.
l. Management Strat;gz ' The system of five year (or multl—year)
. .plans, adjusted annually takes on immediacy if there is added
" to §it, as an integral part offsuch planning, the achievement of
' one year commitments and quarterly reviews through MBO. 17 Both
the multi-year plan and the MBO are parts of a s1ngle aggre531Ve
" and humanistic strategy of administration.

16

Y7 gchleh, 1969.




.2, PPBS in Government. 1In the Federal establlshment since 1965 . -
R (Executive Order 66—3) the usé of Program Budget Management ,
t . has been mandatory This system calls for an adaptlon of .
. S multi-year planning with one year commitment and quarterly . '
‘ -~ reviews for all agencieg.and departments of Government. For
i most adminlstrators and profe551onals this implies ‘that MBO
'will be the system used , : PN

”

©

-

‘3. Budgeting and Accountlng. "Changes -in accounting systems
' . ("responsibility accounting") and extension of accounting
" to previously untouched afeas ("Human Resource Accountlng o
have been closely allied to MBO. 19 .

»

4. Changes in Personnel Admlnlstratlon Practices and Procedures
to Reflect MBO. In Addition to Performance Appraisal/Selection
o . ‘ _ by Objectives. ‘A system in which desired job,outputs become the
. o _ 4. basic criteria for selection has been descrlbed and is being
experlmentally applled 0 . .

Salary Administration, Tne restructoring of job descriptions along
“’the lines of responsibilities and outputs has already become viable in -
o " the Accountability System widely. used by the late Ned Hay pnd his
T , _ associates -and. provides a most. loi cal rationale for the "Jolt Cluster
Y phenomena’ descrlbed by Jay otis.2 »

Tralning by ObJectlves. Much of the new hard technology 35 tra1n1ng

- ,' is rooted in definitibn of training goals in behavioral terms.
L . education Mager has proposed a recoEStruction of teaching in hig approach
. - to defining educational objectives. , _ : . e
e .. The in51ghts which come from appllcatlon of an output’ oriented

system of management havﬁ?not yet been’ fully explored, described or
‘tested. Its possibilities are great. : .

A The Problems Ahead in MBO. - . S ‘ A
v . s : T N . ¢ N
: _ The major area qu productive study and development seems to be
y , most heavily in those positions identified with the management of ;
- intangible outputs. These are normally identified as "staff" poolrions

r

3 . : ‘ 18Executlve Order 66 -3, October, 1965 Washington,I?/C

19Bu&iock '"Respons1b111ty Accountlng - A Results Oriented Appralsal
 System” B Management of Personnel Quarterly, Amn Arbor Mlchlgan, 1966.

20Odiorne,'"Personnel Admlnlstratlon by 0bJ€Ct1VES , Irwin, 1971

| o gy, Jay, The Job Cluster Method"' | R 7

220d10r:§T*George S., Trainlng by Objectlves - An Economlc Approach
to Manag ement Tralnigg, Machllan, New York 1970. o

23Mager, Robert F., Preparlng Instructlonal ObJectlves, Palo Alto,
Calif..“Tearon Pub. Co., 1962. . : ,

‘v'lb . " ] ot




but would include all the professional and service occupations
in¢luding research, education, and social Service occupations. The
- férvent attachment of the‘persons employed there to activities seems to
'be the major barrier to 'their solution. If they, were convinced of the
merits- of so doing (or the ;otives of those who propose it) they have
’aﬂﬁle capability to- define their own objeetives with great skill and -
clarity. P N : ;

N\ .
\.

i The most . successful zpproachito defining staff outputs to date
"have been made by Juran. His proposal ‘for classifying staff outputs
~in the categories of (1) advice, (2) service, (3) controls, and (4)
research, lend themselves to specifylng goals.

It requirés that the -staff department"view ‘itself as a prbcufer
and seller of softwares which'are made and sold to internal captive
customers. Such a perspectlve removes much of the ambiguity attendant
upon activ1ty—management ‘looping constantly between inputs. (we need
more budget) and activity (let s fool around with ‘this .idea) and back '
‘again. : P . »

. 0bv1ously, it is easier to define output goals in production and
sales and what was done for a long time before-MBO was described. In

. staff positions we miss the natural discipline of things to be’ counted.
Therefore, it is much more necessary that we work consciously at defining
softwares as goals and construct an ordering of values which describe

- the conditions which cauld exist for all p0551ble levels of output.

The Problem of Ordering Criteria

°f

While some insist thatbevery obJective must be stated in quantitative

terms, experience is revealing that not every area of a business lends . -

itself to such spec1fic1ty. Staff work, research, and servite profe551ons':

" often seek goals which can only be described.or if measures ate forced
. upon such goals they ar& meaningless if not diversionary from real pur-
poses. N e ) S

}\'Yet, an obJective which has no criteria to describe all of the
o p0581ble outcomes; or at least those ,which descrlbe the conditlons
which exigt if .the goal if fully achieved not achieved at all or_ satisfied
are p0551ble even in the most- intangible areas._'

Certainly the 1ndustrial psychologist has great skills here. The’

7 wording of attitude ‘and opinion questionnaires, the classifying of job
””’difficulties with salary administration elements, and the prescraption -

of value* ranges 1n°tests are all more complex and- offer much in the MBO :

process. : : .

‘To me it seems 11ke a fruitful frbntier for the application of the

'A_skllls of the psychologlst. ' : . - R

K N
» T —

hY - .
i 4 . L . - 1 .

2b3uran, Jos., Managerial Breakthrough, McGraw-Hill, New York, 1964. -
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" EVALUATION IN A MANAGEMENT BY ‘OBJECTIVES SYSTEM .

- ‘ 1.. Fewwproject directors have had a .clear vision~ (charge) from their suppriora )
‘ from the organization (school), or. from their peers., Therefore, it is only
, reasonable that most of us manage by instinct for suryvival and growth rather
than in any organized manner. This generalized assumption is supported -
'extensively by a review of the directives and alternatives suggésted by friend .
' and foe alike. Everyone has recipes based on experience, expectation or»emotion.

2. Few project directors have a clear notion of the outcomes for the persons they
~are expected to direct: team leaders, ¢oordinators, instructors, teachers,
- ‘ assistants, support personnel, janiébrs, secretaries. Therefore, it is only
S . reasonable that most of us manage by the laws, rules, norms that have been ,
o codified to control the activity of each person in the organization (school or
coliege). Collective bargaining has reinforced the application of rules and
regulations as normative. :

¢

5 L]

'3, The project director, because of his role, has most visible the activities of

. the orgagization. Thus he/she focuses on these - measuring. them, analy&ing
. them, controlling them, increasing the pressure for efficiency of activity.

4. On the other hand some practice indicates that more impact can occur if the
project director does not standardize activity but sets productivity standards
‘for individuals or groups to attain - e g., a team teaching arrangement, pro-. -y
.grammed instruction mSterials,ba listi of community resources, etc. o

. 5. We propose that project directors take a special vision of their jobs.
. Project directors are in an organization. In the organization they are middle
- managers. As middle managers they have a rather-. uncomplicated set of obJectives.

- : o (1) assuring a supportive climate'
' ' ' - (2) - assuring the maintenance of a quality standard of teaching and
- learning;

: (3):' installing those’ procedures and innovations which will simplify -
‘ : and clarify the operations of .the organi7ation'
(4)  encouraging growth and . productivity in their unit.
6. Project directors.have definite organiyations to negotiate these outcomes with,
‘While the chief operatives in the school are teachers, there are other.energies

9 . which ‘must be tapped to support the activity that can assure higher quality
\vv3~ outcomes. ~ gv N ;
Resources: AT . . ' .

N 1, dollars budpeted for school operations ‘8.,  principals v

: 2.  physical plants - L 9. parents -
3., - support personnel < . 10+ community

4, interns . ) T 11, - students ' ' .

5. -team leaders ' . . : 12. .school administrators
6. . cooperating teachers , SN 13. instructors ~
7. teachers STy, lé,.'college administrators

. q : . - . . . . .
. . o ) . ] . .. ) \/ ° . . ) 9.
. . . RN N - .
i3
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ll-

patterns.

.10,

'Year one will only aestablish a base’ line for the future..

Jap
It is these resources that the project director must connect to o tpbmes S0
that through some activities value can be ‘added to the resourcess (c¢f Chari I)
The project director manages the complete set:  Resoutce, Activity, Outcomes,»
under sets of laws, regulations, diqectives, lay-ons,'etc. -

(Insert charts here) , \ P '
The project director makes visible expectations and objectives and allows the
freedom of activity within a set of norms, rules, regulati®ms, organization
It is possible to negotiate what will result from the activities
‘and the allocation of resources. It is possible to nepotiate an agreement
about “activities which will try to capture additional resources, to increase -
productivity - e.g., (a) the number of children taught at a given cost -

 (differentiated staffing), (b) the access to specific instructional material
- by individual learners (individualized (programmed) instruction), (¢) the form.

of instructional (peer) _support- (team. teaching), (d) the- ambiance for "work"
(open space). : ék ;

You will note that it is in this negotiation for additional and different

resources that most education innovations have quite appr0priately been .

develaped. The effective implementation and adoption of innovations has in
part come from the insistence .on the part of the innovator that the innovation
itsélf be seen as an outcome. The innovation is simply activity of a different

-type andrquality.u,fhe expectation remains’ valued added to the outcomes:
. teachers with =
Lproject directors with

s students ‘with » support personnel with L
L, the school with , the school system with)

. the society with , the community\with L

While. it is quite simple to see,all of ‘this 3n terms of quantity. €.8., teachers
with 5:-additiomal validated teaching units or children with 12 months of ‘
additional reading skill acquisition, it is crucial for the progect director

to establish some quality expectationg also, e.g., teachers with 20% more

"open" contacts with parents and with other teachers, children with the ability :
to make 10% more independent, responsible decisions. - Since we have never speci-
fied these quality outcomes (some of which .are affective), it is at this point
that  many applications of a system break down. "Since it hasn't been done where
will the support come from to prove (defend) agssure folks that this is ‘the, right<'

idea," most say.'

The only way Lo install a results-oriented management procedure is to do it.
As in any innovation,

it will take at least five years to get from beginning to end. Year one will

' provide an experience (1) with stating the outcomes, {(2) in inventing a simple,
~direct, monitoring system, (3) in establishing some standards for- procedure »
~and for expectations. , » e

-

p — 1

~

1 It is important to note that the measure of accomplishment is a change in the :
value of the outcome factors, not of. the activities. .

Atvaaemint;

gy
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‘Managemenf ‘and supervision monitoring activity does not focus on the quality
_or efficiency of a list of activities. Rather,. the: managetﬁand supervisor v

validate' progress ‘n reaching agreed to outcomes.. The project director w1ll

- not check out if a procedure is being implemented in, some standard fashion,

but .rather whether the "outcomes fagtors": teacher, student, etc., . are’ L
being affected in~the agreed to direction in practice. L L e E

L

The implementation of a management and supervision by results approach requires

a, ;Agreement on a qtatement of Missiggf(where will you be at some future
point if- everything goes well. )

et e - - . ’ X N . v

- Some find a five—year target a reasonable future point'
S This statement should not exceed one. pase or include the conditions
~that the reaching: of the mission assumes and requires, and from
whom . commitment is- required/expected SRV e

-”b._ Agreement on a List of Resources, List of Rules—Regulations-Norms, .
- List of Organization Patterns, List of Operatives (what are’ the'z
pieces of your environment?) : :

£l

. " - Some find organizational handbooks useful, others find pictures

“(flow: charts) useful, ‘some find organization charts‘helpful

= Each. statement should not eXceed ~f;ne ‘page for each listing.

oy

e Agreement on the Progr operated by the. Proiect.v,
_~ It is usually helpful to.categorize objectives as:s

Y - Normal operations L R o . i o
- - Problem Solving ' - C
© = Innovations or New Ideas

R Lo v

An established operation will havea80/ in Normal, 15/ in Problem S
Solving, and 5% in Innovation. The more problem Solving or innovation -
objecEives therg are, the more one can expect not ‘to have outcomes '

match objectives.~ - . ‘ " s

»
.

- This list should not exceed one page. The component pa s of each
program should be listed... Be sure to,list the activities that
distinguish this project from all others.

Sd. Development of a summ arz chart of actual status of the prganization
(cf. Chart 1;1) A
‘e. All ‘the preceding provides the frame of reference for developipg the
- Expectations and Standards for the ProJect. (cf. ChartIII) .

© At this point the project director and the project personnel describe = -
what will be the quality and quantity value added to all the outcomes
for the coming year. The individual operatives (people who' take the
resources to get the outcomes out) develop their individual expectatiOns
;and standards stutement. Some use the following format



L ‘ .0

u -

_ - PERSONNEL OUTCOMES FORM - . -

q . - . e

® : - o e . . ' . i "' ' . T . . . ) "',_’ N .’ "
’ © - Programi . o ~ L C L S S
.~ Loy o A R : : ’ A S

- . ' Lt . e .
B " E . v "
. . .

- ‘ R

s

- Qutcomes: - . C e s E T E EOr T

. — ———— e

vResponsibifities:,"
. R (1) Teaching (or Supervision, §e_c_rétatia‘11,'ﬁaintfenance,.‘A“ssgi‘étanee),‘

. quant;ity o 5 . : o " : ) o * -

o  @ality -~ e ' " -

\

‘vvg\F‘(Z) -Organization support (committee/planning work)

?

quantity % o , N

. - ) - ' £ s ) . » '° .

(3) . Student support.m(aJViéing)

. ' quantity e

quality : G S

. . : - (4)  Service (to school, system, community) S . L .

v ’ K]

(5) Professional Advancemgntf(reseéréh,vprofessioﬁai'conferéncesxfworkshops)'

(6) Personnel Development. . - LT ' AR

(7) Reporting Procedure - ' - S P . | oo .

. -




15. Evaluation of an individual requires. - . o I

> ) . .
. . . . o .
- *

.
N

£. The project director negotiates with superior and OE for resources,
rules, norms, regulations changes, organization pattern, operatives and
assignments, programs and other approvals needed to implement agreed upon
programs and objectives. .

g. The project director reports results of activities of team leaders,

support personnel and other operatives. . ‘ '

14, The Process described above can’be implemgnted in many management ér.sdper—.”
vision styles. It does require, though, that what is looked at. is»not the

individual activities, but the outcomes. Evaluation then is not in terms of

the ideal or theoretical character of an actiV1ty but in terms of what children

1earn, teachers accrue, the school gains, interns learn, .the team 1eaderA
ctivates, the community develops, the college, adapts. -

v X ' =

‘

Al_‘.' . : P

a. agreement on outcomes , oS o o

4 e LyR . \
b. a4greement on standards to judge outcomes

c. agreement Onvrecords of‘outcomes

L d., agreementon process to analyze outcomes . ‘ CD - .
- B, . .
é. Aagreement on process for adgustment of expected outcomes'

¥ v -

- £. agreement on prOCess for confrontation

o




u. ] . - . i ) ,.». - ] ..\

-

: e : . o
5 . e 0T ‘ S s

-~ pappy anyes S : : o e

R . - R ) . . R - .. : W : .
. . . . K P » L . . i - Y - R .
R - e . . . . A : . ﬂ:\ . o -

P
9
’
H
"ﬁ

.
o
o DY

i

.,mmaomh:o‘ S uo peseq . - 3 S
o . mm>ﬁuumn@O/ . o : :

) . S8 o . : o

. 7 A1IAJIOV 19Frova |
o . o

-

joedur
- juawooerd -
ssaase °
oriesnpa .
STITTYS

‘ SN ,\“vr - L M\r. | S
% , , , . : WA . sweaSoxg °

_ T o . S9ATIVAALQ suorieIndsy - smeq TouuosIag °

: L s . .. _//saeTTOp TEDOT *
. _ , v //saertop Teadpeg * -

IndNT

X “ . . WE 4

cer 77 T{HISXS 0K DISVE

4
G'k‘
IC

Aruitoxt provided by Eic:

o




... M . ol- 5 e
: Q.A ~ , ) \/ s
a ° < 3 . b 7
L
. N > - ‘ & .
’ SIDArQ¥d TVindds
, 7
) . oury | zzeas | ¢ L
- Ar - . T - @ . ~
STHOIINO SATIIAIIOV NOIIVOOTIV 3J¥N0STd 'SIATIDECEO SRVN904d
»~ t Q,
. . : K& ° : !
Swa3548 . ) 3 .
suosxag .
ADNVHD ¥0d SIFDUVI , NOISSIR
. , - — L O
. P -INVHD .aém | . =
: . - o .¢ L LK




* -
[ '
. . L
. A Performance Management Systom
’ L o l
'ISHART IIL . v
. e ° )
q

MISSION

Program-
Ob%ectives

&G

#

Vv

Outcomes . Impact 2

Reg. Office

L]

L]

.

.

- iInstitution-

.-

. X B~

< |- Project

{

EVALUATION

A ruiTox: provided by ERIC !

*




L4
\ / \
N N B
Q. ;
0 , A "
L]
»W -
- P
FORMATS FOR ALL COMPONENTS R4 : s e
5 ~ ) s
| -7 . . :
]»E-i - - - . A, Targets for Change o,
‘; ’ . * ) - B _ ’ . i
‘ - - B. Developing a Mission -
i o : .- _
| C. Selecting Innovations _
\ 12 . ) ’ : ' - . ' I b
D. Setting Objectives . _ AR
| ' ‘E. Program Plan : ' | o 7 .
. Personnel Allocation R
Cw . B ‘Dollar Allocation ; R
, . Time Allocation R
E. Mo;jlitoriné Outcomes 7 ‘ .
. . : e ) ' EEEPN
, )
) | G. Skills Evaluation
&
P’ :‘ I'O . ! *
‘ N e S " New England Program in |
o : - ‘ S . S " Teacher Education
O Roldnd Goddu
n feY s

o~

| June 15, 1975




-

.
| Negativel§ -
2 ’ ' affected
Positively N
affected

1.

v2'

3.

A, Targets for Change

‘enter most easily ffehted closer to circle. ' | .

»

. enter persons, pragrams, institutions, or factors which can‘be dffected

by objective. —

~

select no more\than thteeitargets.

ey

.




, \ ~ o
) ¢ B. Developing a Mission
‘ _ y | .
Section 1: Answer the following questions
1. If it really succeeds, what will the projeCt'accompiislx? : .
.7
;
‘2. What special directives have been given to the project?
a) by the project advisory grbup?
. b) by the School System?. , ' : o " S
N . o .
- . ) 'f:y the Un:l.vrers:l.t:y?ﬂ | , ’ o L B LY
- d)_ by tixe Commiunity? , \ - .
. Fal
) K ) ' ;".\\ . ' ) ¢ o
.- e) by the Teacher.Corps? . N o i
| .« 7
3." What three things make the project different? : ;
. . ‘ . . . . . ) . , )
. ‘Section 2: Make a rough Mission Statement
Goal: o e B , , o , .
: (Action) (P’rogrgﬂ(f ' oo o .
(population) Q(i;lace) : | , R o B
. ©Special Characteristics: » /
. ) , .1
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C. Selecting an Innovation .

. / -
. ) o ) . .
o ' “
; OBJECTIVE .
k . “ ;
o
- ‘ . , N ‘ -
- ‘ Innavation . Effect on Targets
M : . :
O .
. ' .
Q‘ ot
I /
. kil :;
o
' : : ‘
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N\
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D. Setting Objectives '

OBJECTIVE: -

+  SEQUENCE OF ACTIVITIES

- B 0 : :
| - PERSON(S) RESPONSIBLE
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‘£ . o ‘I. INTRODUCTION
" . -a . . — ’
@ o |
- ~ The management by obJectlves system has been adopted by the New Hampshlre :
State Department of Education as a method to provide more goal directed
. behavior for its professionals. While MBO is not a- perfect system, it has
. provided the department with a-management tool which can ass1st 1n,more effectlve
planning, management and evaluat10n.~ .
The purpose of thls document is to prov1de the profess1ona1 educator W an ; '
. 5_1ns1ght and some practical understandlng of the MBO process. Each un;zSh\~ . SR
B within the ‘New Hampshire State Department of Education develops its .MBO '
statements somewhat dlfferently— the basic concept consists of the{follow%sg
three steps. S ' : . B
\ . : .
1)‘ Writing the objective statements " e
i *includes (1) audience to be served . 5
- (2)' behavior to be reachg : AN
© (3) conditions existing or needed -
- (4)  degree which will indicate attainment of desired -
'S a . outcomes . : , T L
L - (7 . M - i : ‘
'+ 2) - Negotiation of these objectives with Superiors o
includes (1) revised objectives statement . @
e Co (2). dgreed to outcomes : _ B .‘
’ 2(3) agreed to time line . = -
. , 7 (4) agreed to allocation of resources between subordlnate
l‘. i - and superior - - , - )
3) ‘Reporting on progress toward mdeting objectives = v~»*'- . : .
. © includes . (1) agreements on' format > = ' : : , '
v B '(2) dgreement on content and time liné for report o o

(3) agreement on amendment process.

- . »
.

The following pages in this document can be considered worksheets. It C , S
would be most productive if you did each section, then d1scussed them w1th . ' '
| _ . someone from the planning and evaluatlon unit. . _ -
. . N ) ‘ - ‘ ) . . .a . i A -. N

/ . ) . _ . LT /
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II, AN OVERVIEW OF MBO

. A. Management by Objectives is a process whereby two persons in an organization
- identify goals, define majof“areas of responsibility for an individual in
terms of results expected from him or her, and use achievement of results
-as guide for operating the organization and assessing the contrlbution of

each of its members EE‘EE@ organization's mission and obJectlves.
13 .

It is de31gned to determlne, 4 ..
(1) what m/yg be done o . ' : S
. (2) how it/must be done = i R o
_ - (3) when it must be done - S = ‘
A4 (4) how much it will cost ' R Sy,

(5) what constitutes saglsfactory performance .
(6) how much progress is being achieved
(7) when and how correction action needs to be taken.. , e
B. Management by ObJectlves is a term: used to" talk about, th1nk about, act
ce - din,. and control the activity of an organization. Those who use the term

o expect’ a person to work in an organization and to want to produce outcomes -

- @ for the organization. The outcomes which serve the needs of the persons or

] ~ _groups ‘the organization was 1nst1tuted to serve, are the obJectlves
///4 ' to be managed : :

C. A11 management activity derived from the roles"miésions, and objectives of
- " the organization as a whole, either as stated dlrectly or as interpreted and
’ . understood by the concerned person. It is assumed that- the individual manager
exerts considerable influerice on these roles, m1ss1ons, and objectives.’
However, .a compatibility between the direction he or she is ggang ‘and that
of those around- him or her must be establlshed o - - : .

Educatlon organlzatlons (such as the State Department of Educatlon) have
' the mission to serve the needs of schools and institutions that provide
education to learners. - The\obgeetlves of the State Department of Education
- .as an organization are: ' : . S ’
§ ce

-

‘The learner relatéd'goa1s~are: - .
' & e '
3\; o o (1)~_1mproved programs in early childhood education W1th emphasis
' " upon developing competenc1es in the areas of readlng and
mathematlcs _ : : c . "

. Y ~ . .
o (2) 1mproved and 1ncreased offerlngs in vocatlonal educatlon and
oL © career, educatlon . . ’ ’

‘ (Q)t'lmproved and 1ncreased programs for handicappedgohildren and
© adults R . e : '
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‘method for making eacH- individual's statement visible to those who heed :

“To facilitate the improvement of programs in theSe three areas we haVe
adopted seven institutional objectives. :

1) Secure,more‘adequate state fundinggto provide eduality of
educational opportunity for all children in New Hampshire
regardless of the community in which they live. o ' ’

2) Expansion of the programs at the Vocational Technical Colleges,

~ Technical Institutes and the twenty regional centers.

3) Continued emphasis upon using the teacher: Certification process

- , to improve teacher competency primarily through the staff
development design.

&) Continued effort to develop and implement an educational
accountability plan. '

'5) School district reorganization.4 ' b

6) Increasing our capacity to assist local school districts in

v conducting more effectively long range planning, both fiscal
and programatic.

7) Institute a program evaluation system within the Division of
Vocational Rehabilitation. ¥ 4 G&\M

Each person in the organization manages their time, resources, and

. responsibilities to support these objectives.. Each person has specific
- objectives that state how his or her job is designed to accomplish somé

part of the organization s objectives. Management by objectives is a

to know .it.

‘The New Hampshire State'Department‘of Education has committed itself to

utilizing management of objectives as a vehicle for p1anning and

" evaluation. N

“w

" Although there are“slight differences in procedures and format for each

. of the Divisions of the Department, there are common themes underlying

out of sequence of some of the steps.p ;

.. the MBO process in each division.

MBO occurs in.a ten step Sequential flow. However, in practical application,
individual circumstancés may dictate the combining, liminating, or -taking
1) Defining roles and missions - determining the nature and scope :
of work to be performed. This is the baselmne, the specific
‘commitment that a work unit makes, its reason . for existence in
the - organization. o

2) Forecasting - estimating the future. Here we bring our best

educated guess. to bear on what is likely to happen that would affect
the accomplishment of o*jectives. :

Ky o

- - . L . . o . P
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5)
.~ _.programs.

6)

'j'lO)

3)

- controlling function.
-, identified in step 8 should be corrected through the use of one or

- our efforts have been successful.

'goes on throughout all of the activ1ties described

Setfing objectives - determining results to be achieved. This
represents the establishment. of an end line, a specific, definable,
ang, measurable point toward which to shoot Ain order to effectively

.vperform the unit s roles and missions. n

rogramming -*establishing a plan of actiion to follow ‘in reaching
objectlves.v This involves breaking each objective down into

' -smaller pieces of action, in effect determining what kinds of

-

steps we are going to need to. reach the goal. '

»Scheduling - establishing time requirements for objectives and
Although interwoven through forecasting, . setting objectives
and programming, it is considered separately as we attempt to deter-

. mine the calendar time necessary for each specific objective and its

prafram steps, taking into consideration other work activities that.
may have to be performed during the same period. N

Budgeting - determining and assigning the resources required to

reach objeetives. Here we take a look at our costs (human effort,
materials, ;facilities) before we are committed to a courseé of action
to see whether an objective is worth pursuing at all in terms of - ,
return-on-investment. = Effective budgeting involves getting the best
mileage out of the limited xesources available to us.

Establishing Standards_- determining a gaugeoof effectfve performance
in achieving objectives. Decisions must be reached as to what factors

" related to the objective should be measured and how much constitutes

effective performance.

Measuring performance - determlning actual versus planned performance.

The secret. here is to- select the method(s) of measurement that will

provide the necessary visibility to performance w1th the least"
expenditure of time and effort. : .

[ . :
Taki;g corrective action - bringlng about performance improvement
toward objectives., This is really the only reason for the entire
Any significant variances that may be

more of three-types of .eorrective action:

,(a):‘Self—cokrecting action (by-the'accountable employee)
(b)f operating action (by a memper of management above
. the accountable. employee) or - : s
(c) management actions(review1ng the management process and
o ~correcting the cause rather than the result.) '

Achieving Objectives - this . is the payoff, the mark of whether ‘or not

These 10 steps are shown schematically
in figure 1. You will note also that Figure 1 shows an unnumbered

activity called "reviewing and reconciling” with a dotted line - ; .
relationship to all the activities within the MBO process. "It is not.,
listed as a separate activity because it is a cont1nuous process that .

1
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E. Setting Objectives is the Key to Management by Objectives

. . ' . : o
‘ : The following figure 2 provides a model for_yiewing the various roles, .
- missions and objectives of an institution. . thice that these missions
~ . ~ fall into two broad categories: Production and Improvement.- The

.« Improvement category is further subdivided into problem solving
' Innovative objectives. Generally, each person within an organization
will have objectives which can be categorized as operational, problem-

solving, and 1nnovative.

ObJectives written in three diffxient areas.,

(1) operationai and routine efforts B ' B
. (2) problem solving efforts.to improve the kinds and amount o
- of outcomes - o d R

,(3)' innovation efforts which will change how a job gets done
® or bring in new tasks for the institution. The relationship -

v s shown in figure 2. 7.
°. ’ Fi ure~2 Analysls Routes for Determinlng Ob ectives
__Ji,___w .
o " .J'? - o ’ . ' . //'M ) R . ) v P
B | _.x_ INSTITUTION ROLES, MISSIONS & OBJECTIVES - -1
: [ - " ORGANIZATIONAL FOLES AND MISSIONS D ]
. * ' ’ )
. ' l PRODUCTIO‘N ANALYSI‘} ' - LIMPROVEMENT ANALYSIS
B : v r.:b
-l 0perat1ona11 o [2. Problem Solvin—T Innovative}

a) What products or . a) What products or ', . a) What.are your  current L
servicesicOnstitute _ . - services COnstl— - individual or organi-
your group's normal - _ © tute your group's - . -zational capabilities?
(steady state) work ‘normal (steady . N ~*: - »
oufput’ - ’State) Work output? - b) What capability

S ‘ , ' _ ~improvements (or new
b) What are the measure- , . b) What are the areas : capabillties) would -
able units of : of performance wllere . result in the great-—
. performance for these = - improved performance . @st over-all benefit
. products or services? : is necessary or . ' to -the organization
o N ¢ v . . desirable? - RS : "and 1ndiv1dua1s
. ¢) How many units of ¢) How much,(measureable) : concerned

performance will be
produced during’the
forecast time period?

" ¢) How much (measureable)
7 ‘ ; improvement is real-
S - . _ a gg;ing tnedforecast A {stic and achieveable
., R ' _ ‘e‘pif;é L A during the ferecast

‘ I o ‘ L . time period? '

+ improvement is real~
, istic and achievable

* ' OBJECTIVES -

o } L. - PR . B
‘[: IC ' - b ~ ., TR
L Y Mg «
s N v . .
K ot N : A ; ‘ ’ ’
Ao o c . . ! . | o
. . . - . v NN K
' . . . i : N A




Operational Obj ectives

- - - i .p

Regui;; work actlvities are the operational task which accdmpllsh o b

the ediate’ purposes of an enterprise. ~ They are, in essence, L

: the things which have been defined as duties on a day to .day,
but continuing,. basis. =Sucgh activities normally constitute the
major part of the respon51bilities one-has. Improvement in ,
efficiency, quality, and quantity of "existing processes is usually
the end purpose of ordinary work objectives. These objectives might:
cover the ongoing operations of budgetry, program monitoring and

: reporting. .

A

' N . : 9 9 N .
Operational objectives are ongoing tasks, i.e.,-are routine in nature. :
s They .should be clarified and written in the first MBO review, each T
‘ year thereafter they should be confirmed but not rewritten unless ' '
there has been a change in procedure.A

Problem Solv1ng ObJectives.

This classification of deectives is designed to compliment the.
ordinary work classification’mentioned: above. Essentially,
problem solving objectives deal with things which inhibit or impede
ordinary work. The most. serTous potential weakness of -this kind
of objective is that it can become a substitute for developlng’
. other objectives which are goal related. . These objectives
~smight cover solving problems,® new personnel procedures, changlng
. evaluation procedures, obtaining more’ teacher involvement in- .
certain programs. Problem ‘solving and innOVative obJectives are.
. wrltten yearly in most organizations. L L ' { -
. ° - . . Lo P
Innovative ObJectrves ’ .E ’ ' C

By setting objectives wh1ch are intended gh deVelop new and unusual
ways to achieve the purposes of ordinary work activities. =~ . -
Objectives for innovation differ from problem solving obJectlves v
 in that they are concerned ‘with new processes rather than stream- .
_.lining of old ones. The R and D activities of a manager would :
fall under this heading. : o . < _ ' R

»

Figure 3 is another model for illustrating thergranslation of

mission statements into objectives and activities.

ObJectlves are the basic building block for: a formal management system. S e
. because they prov1de an organizatlonal step in accomplishlng the Mlss1on of
the organizatlon. : .

. A
¥
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‘The difference between obJectives and outcomes ‘then is that obJectives~
are ideals or ideas of the organization, outcomes are actual down to earth

‘events, products, achievement 1nvlearning or learning to teach. PR -

.

“Specific statements of obJectives describe an ontcome in terms of results

expected. . The results should be at realistic levels based on present .
ability to perform. This requires maintaining a flexible attitude tbwatg
Most will have to be amended or modified.

obJectives.

‘The expected outcomes should state ‘a range of performance ‘80 that each

S

person has 1atitude to react When something is dut of 1ine._ ?F - .

The obJectives should be JAin the form of a written contract' between .
-those involved for some stated period of time. The contract should
be the result of face to face discussion. Lo e - nj .

Back—upfdocumentation should be kept by all involved' B
The agreement should include a prOcedure for" specific and immediate

. feedback including periodic 'reviews.' . The contract should recognize
the personal freedom and the amount of resources needed to achieve

results, =~ ¢4 St . ,
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1. Provides a basis for accountabillty. ," . - ‘fd " - - .
2, Provides for evaluation based on. performance.~» S S . Y o
3.  Establishes prioritles. ' o Lo o .
4. Clarifies. .. : ; ' . e T S

. 5. Provides for, better communication.," o : L ‘ AR R

6. “Promotes better cooperation.‘v o o S L
7. Encourages creativity. ¢ - S ' :

8. Encourages leadership.’ e - v
Disadvantages of MBO Contracting e o

‘The MBO des1gn is 1ncomp1ete, and there has been inadequate preparation LU"’ e
_for implementation. : . v v . : . A
1{,'The actual wrltlng of the contracts presents problems._ ’

~ 7. Many problems in communication develop with MBO contracting. : o
..8." MBO contracting is less applicable to education than to 1ndustry. T
" 9. MBO may lower morale and lessen cooperative attltudes.*

"Gengrally.each professional in the organiaation develops six to eight

[y i

Advantages of MBO Contracting

”’

»Encourages long range planning and improved goal setting for development
of more goal—directed behavior:

*

2. MBO contracts may limit flexibility. : : :
3. There are many difficulties in establishing goals. . ) o //
4. There is 'too large a margin for error in. evalnatlon and supervision. . ’

5. When tied to salary, MBO becomes a "threat.' :

6. MBO contracting is very time consuming.

v

10. MBO may lead to dehumanization. ~ . R s

T

objectives for a given year. This number seems fo be realistic
and can still permit the employee to have time to address the
, crisis or unexpected situations which. develop in all organizations.

¥

<




A.

- -also exhi?it the following characteristics. ™ o
" (1) ‘Produce a single key result when accomplished.
" (2) Specify a target date for its accomplishment. - ,
- v .(3) Specify cost factors. .
: ~(4) Be as measurable and verifiable as possible. . B
.+« (5) specify the "what" and "when", avoid venturing into‘the "why"
e and "how.'
(6) Be readilyfunderstandable by those who will be. contrlbuting '
' to its attainment, both superiors and subordinates. '
(7 Be realistic and attainable, but still represent a sign1ficnnt
v challenge.' S ! “ .
(8) Provide redsonable payoff on the required investment in
-. time and resources, as compared with other alternat1ves_
available.™ .
"(9) . Specify who has the’ prlmary respdnsiblllty for ach1evement when
- joint effort is requ1red. ‘ N
{10) Be consistent with basic org&nizational policies and practices.’
. (11) Be willingl agreed to by all involved including superior and
“subordinate} hout undue pressure or coercion. o
(12). Be in-writing,\yith a copy’kept and periodically referred

Y

IIT. DEVELOPING AN OBJECTIVE S

Management by ObJectives depends upon an individual s ability to describe-

at least the key parts of his or her job (which help the organization reach -

its objectives and mission’. There are three kinds of activities which an
individual does to do his or her Job° ‘operational, problem solving and
innovative. . When writing an objective to cover act1vity in any of these

three areas, one follows the same basic approach I

~

o

v,

N4

DIMENSIONS OF A PERFORMANCE OBJECTIVE

. » * %

5

@

"

Audience. - who will be affected ,
fBehayior: - ‘what will they have to do'(sge Iist of action verbs)

Conditions;.. what resources are needed or'what constraints exist ‘

which must be modif1ed if you are to reach the
obJective

«

@

lDegreeﬁ_” T how much needs to be- accomplished, by what date,

-

. to what degree of quality

o GUIDELINES FOR WRITING OBJECTIVES

'Under normal c1rcumstances, a well-formulated routine or problqn solving
objective will, in addition to being 'in the ABCD format deScribed above,

to by all involv' . o P

Lefy



1.

ROUTINE® .

Goal - Promote and strengthen career educatlon

Oblectlve - By ‘May. 30 1975, adapt the ex1st1ng elective process-

o=12e

:o“ . H /’“
-Sample Objectives

o .

.

.

(for use for the: first negot1atlon) . . oo

- : .
Routine Obje:?zve:

Ce

.. so that four modules on’ career educatlon are
' avallable to students. : ' .

. Y

Aud1ence - D1v1s10n of" Instructlon at a Technical College

IR J.»Behavior - Expanslon of career educatlon modules in each
’ - field of spec1allzatlon .

@Conditions —-Funding'of $50, OOO curriculum developnent

SRR - Partlcipatlon by. 15 staff members in 8 week
- ' curr1culum development workshop

Degree - - .-

Min. Realistic " Max. -

Number ,of students served 200 250 - 300
. Number of C/E units developed +30° 60 . 790
. Number of h1gh school students involved 600 900 . 1, 500

~

a- [N

A1l routlne obJectives whlch were included in. the 1968 statement of
objectives will continue as previously written., A quarterly exception
.report will dbe prepared 1nd1cat1ng. ' ‘ I

. N
a) »Any obJective not met and ‘the reason for not meeting it w1th
.proposed changes to ensure ‘the " problem doesfnbt reocqur. !
“B) Predlctlon for the next quarter of any obJect1ves it is ant1c1pated
" g Will not be met and recommendations for ¢hanges to max1m1ze the .
b possibllity the obJectlve Wlll be met. o

W

PROBLEM SOLVING e e

Goal.- Promote and strengxhen‘@areer‘edUcation'program.' L

© -

v ObJective - By May 30, 1975, 1mplement three pilot programs in career -

education in New. Hampsh1re.~‘~_ o .
: Aud1ence - School Board and Superlntendent of Schools
i 1n Con Val Concord and ‘Somersworth. C.

3

Ty

1

T
0D
- i g

'
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, | Behgvior ~ Submission of application for. funding for a
. ; N " . pilot program in career education'té Vocational
r . . L : ' ~ Ed Exemplary Program or to ESEA III by each of . *
- ' : the 3 disuricts., I '

+
!

. . Condltion - Full funding of the Voc Ed Exemplary Program -
L | : ¢ o ability of consultant to devoté 90 man days of
: S © time. : .

- Degree - - ., - Min, f*Realistie . Max.

s e " Number of students served =~ . 150 400 . 900

: T .. Number of program elements °x ==, - 6.  .d2° .15
° ) .., local dollars committed : .. 50,000.. 100,000 300,000 '
S : #local man days at no costs to project 600 - -..900 1,500

3. Immwwnm ;-‘,_ﬂar,,.f‘ co

.

L S Innovative Objectives by their very nature, are extremely difficult,
S S if not impossible to fit into the ABCD Format. {ince they are ‘
: T innovative, we may not know the audience,.behavior, conditions or
degree. - It would be more’ reaspnable to ask that innovative
objectives identify ‘the area ;:%conbem and commn.t the writer to the

*

- followiﬂg four points of anaI

-

- . a) Present Condit:.ons. ' Give the statistical and" qualitative facts.
: . . : . S . ! - Including what others are" doing. ", ,/ a
D V- o o . o ~- : . ’ o . s . . o .‘; .~.’/ﬂ .
ceat T o . Apalysis: 1Internal , o Y
# 0- X , . . . . . “ ” ——-—-.‘—‘ S o ) ) . /

. * (1) What are the Weaknesses?'
~(2) What present strengttiado you- see?

: "(3) List the major -and minoi problems? -
. : - ' L

T Analysis: External iy
: o | ‘(4.). that are the major threats presen't?. A,V | ‘
T R /ﬂ"‘il-‘ v'.',(S) What. r:.sks are inherent in the present cond:.tion" o
4 - (6) 'l:lhat_Opportunlties exist here" . ,.'. g ﬂ »I D
A b) 'r:l'rends:' If we didn't do -anything w 1th respect to th1s eonditlon, Al

P 'V S '_ Yy where would we be in 1——?—--5 years" ‘Do we like thlS)

b Zc) Ob]ectives. What are the conditions which would exlst if we were to”
S . meet our goals in this area for the next 5 years?

t E . : A‘h . d) Options Available. L1st the OpthﬂSa 'th.ch might be cons:.dered ) :
.,» P Y I~ T nothing, réorganlze, fimd a scapegoat, or something
o o B whollz new? s - (S o .
‘ g A ‘ . | ) | . B . .. - " a . .;1 V ' .

P

#of released time days . - 3 9" ‘_ 18 . o‘i. o




* C.. ' Objectives:

-

2 - o °

Results~0Oriented

.

- Observability

) ’sﬂ . s‘
-Not Currently Attempted

" Related to Othér:Objectives

o -

. Achievability

“'Time—Dependent ey

.
v R
. o
; L
' a "\\;;j
K 95y T - -

. .

COnditions,affecting'x8sults hﬂ“--

i

Criteria for Testing their Adequacy

e

~Is the outcome of the,activity deécribed?
‘Can the results be seen or verlfled by others?

Have the results been obtalned already’

. . L .
Can the results be given a place in relation
. to other objectives? . b

‘Is there a reasonably good probability that
the result can be attained9'

When'ls the deslred result expected to occur?\ o
- L . ) . R

Have the circumstances likely to affect *

‘ o the achievement of the objective - -
Y ' . been 1dent1f;ed9 (posltive and negatlve)
" Degree specified - : IR How much is to be achieved? o -
D. Doing a Performance Objectdve -~ - L ; . fo
. Directions: - Jot down below a rqugh statement for each element of a - Cw ]
— . performance obgective.- Identify.all your:audiences before completing§ e
. . the .BCD' 'sectiom of ‘the form. When - you take more tHhan

"one audience,_complete a separate. BCD for each- behav10r you

"L expect the audlence to exhibif, . . ) » ' ;
Y : + . . .
Audience: \whovwlll be;affected .. o
e = o - - . N '
B Yoo
@‘ ) ) .F LN . . v . )
‘ ©. . Behavior: -what will they have to.do - = - - o S -
o ‘ "8"» \ “ . ‘ . ’ {
T . . Y - ‘ e
{ ' - .X , \? _
- . . . i ° ‘l. LY
- T . ) .
* Conditions: What resources, constrfints exlst or need to be L e v
. o available to change behav1qx . AR
) N N 2 il . . ) ,'Q N ::sg
. BT o e
- o m e
. v . . R~ . . I . e s o .
. h - “y:ﬁ' CL i . o o -
. ; L, /_l“ . L . L. .q B .. .
o . Degree:. ‘how much needs to be accomplished - minlmum° real;stic, A
- o max1mum '/~ : ‘“mgﬂ . .ol
ﬂ : A Y . i wp M 4w o
. S ~“ PR " ’




Negotiating an ObJective

Prior to- rev1ewrng obJectives with the subordinate and the superv1sor,

"they should asﬁ themselves the following questions.

L. PERFORMANCE QBJECTIVES'CHEGKﬁTST,,

A. Has a date been set to discuss, face to face,
your analysis of the obJective9

.B,u Has the subordinate and supervisor received a -
‘ ﬁcopy of the performance ob3ectives9~

C. ‘Has' the superv1sor egotiated his/her performance
_obJectlves with his her superVisor? T

. D. Has the supervisor brlefly discussed the sub-
_ordinates obJectives with’ h1s/her'supervisor?

.E. s the petson filling out this checklist the
same person who will discuss Ehé-analysis -
and evaluate the subordlnate s perférmance’v
. . . - Qo >
: F."Has time been set aside for an end of the year
review? . ST Y
. ?"_ i . 7 ’.“' . .
’ . f‘- ‘ [ . ’ - ~ /\’ 2z
. . R I * : Qf', .
. - R S
e ' l . - ' \ R
If you have checked any item in the no box,
you have set up conditions which will

- minipize the effectiveness of the MBO
Process. fY/ , ’ a

COrrédt'it before you proceed further,
. . ) : ' . L

yes [

3
Y
i.

yes [:::]\\

© yes E:l

)

=

yes l_—_j

yeSJI:]_ k

_S'eSl_—_j,

v

no [:::].
l:]

4




. - : A '—16-) o . ' , o ;
% , . R ' o " . :
II. ANAI.YSIS : S o T
. A. -Is the balance between problem solving and innova/;ve objectives
- reasonable in light of your expectations. :
B. Do the objectives relate to the division dbjeCtiVeST R L
C. Do the.objectiVes represent a reasonable workload, i.e. are theY’."
-~ attainable with effort’ P o
, . ) i - .
D. Do ‘the objectives reflect realities such as obstacles, emergency'
: “and routine duties? : : . '
- E. Do the objectives show the relationship betWeen this ' individual and
. others from whont cooperation is required, i.e. attainment is to be ha
achieved : _ : D
* F. Do the objectives set clear areas of responsibility when ‘two or J‘Q .
.- more people are working ‘in similar areas or between the superior/ , -
_aubordinate? i o D g . T
. G, Do the objectives stress areas of desired attainment? - M N
) R rorE s .
" "H. Do the dates for accomplishing the objectives refleCt reality? .
T v o o N . o : N
I. Do the objectives clearly identify the.-‘ e ' S
R target audience - ' , : [
_2; behaviér expected of that audience in as specific and quantifiable -
‘ terms as poasible : R o . ‘ . .
A \ o . B ;
. 3. conditions which havé to be met before objective’/an be achieved
s Fthis is not always requirea L I n_ L
' "4."~the degree of success stated in & range showing minimal Lgyels i o
. of acceptance mid-range, and super success level R
S 3. ,evalua;ion procedures. ;~j; o - e o *
p \ Ia the cost.of reachingethe objective clear? : ',,_:3 o
f K.,,Ia tbe cost reasonable in terms of the benef15 to- be obtained? e :
ol s b .
L. Is the objective consistent with State Board policy andystate rules -
© - and regulations? ' ,p -vll . I Faoa -
M. Do the objectives reflect the work you. expect this individual to ‘<

do-in the major areas of:

//?—f‘i\\h ‘ communicating _ : {‘ e, | l'f‘”(
e ° consulting , - o '-

}

e ) .

controlling o o , )
gecuring - . . . B TP
- participating . L L .
\evaluatirg A o o ) o
’disseminating- S e .
: B . . o o » . ;:<j : . :
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keporting'on Objectives

" AgSESSMENT OF INDIVIDUAL OBJECTIVES

To report act1V1ty one can agree on many: formats.
' ~of the repoxt should be (1) What happened, (2)-What didn't happen,
. - (3) Clianges- planned (4) Products (outcomes) reached.
is a form for reporting to others.

The basmc content

The following

"DATE

3

' OBJECTIVE

OUTCOMES

-9

FACTORS OF

1'.'. SUMMARY

DEGREE OF SUCCESS
¢ IN REACHING OBJECTIVES 7 INFLUENCE .
A
/ ‘
e . “0
0 ¥ . ’ - Lt :‘
o ’ 3 . .

* Number of obJectives pro;ected to’ be met by this date
thber of obgectives actually met ; e > .

: a. ST Lo Q5

~ . S . ] ,‘ . £ L)

X ) .




A

~-18- -
7 RN Iv. _USING OBJECTIVES TO MANAGE ACTIVITY =

- A, The major purpose of ‘the’ MBO system is to make :I.t poss:l.ble to assign clear .
"~ responsibility to individuals for activities which assure the accomplishment
- of objectives. It is important to outline the steps ‘required in the - g
organization in this caae the state department for gett:l.ng an objective done. :
/—N .
‘ Completing the following format is a useful next step» :
N . . . PR

OBJECTIVE: *_ R T PR

.+ . .SEQUENCEOF ACTIVITIES ~ - . . % PERSON(S) RESPONSIBLE °

Y . RN

e ) B o
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' ‘¢C. If you need help ta develop the system. for your job (and all of us have -
_and do need some) please feel free to-contact the Planning and Evaluation

“Unit or one of the following.

| . _ Division of Administration . - .
. : P ) g, - .’e: . o - .
: S George BuSSell T e o o\
. 'Harvey Harkness o R
. Gordon Tate .- S C »

—DIVlSlon of Instructlon

John Economopoulos -

i : ' . Charles Marston
; o ' o _ : - 4

" Division of Post Secondary Education

Dr.‘George Stfout

f_“ - D1ViSlon of Voc-Tech Educatlon o : i‘ »_l SR _f
R Dr. Lila, Murphy R e NG

. ‘Division Voc—Rehab'

\.‘?eter'Clark3' S L S

.




