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STATE OF GEORGIA

DEPARTMENT OF EDUCATION
OFFICE OF INSTRUCTIONAL SERVICES

1540 STEWART AVENUE, S. W.

ATLANTA 30310

Dear Georgia Educator:.

H. 117US SINGLETARY, 3R.

Associate State Superintendent

The Georgia Educational television Network, with its in-
school and" in-service productions, is another service of,the
Georgia Department of Education.

The effectiveness of edudationaktelevision for instructional
enrichment is internationally recognized_. Georgia. school
students are
lature has e
excellent sup

ate to live in a state where the Legis-
orsed edu ational television by giving it

rF
rt. Th's /support has included an allocation

of funds to continually expand programming and to establish
sufficient stations to provide the service throughout 'the
state.

Through telecasts over open-circuit broadcast' channels,
Georgia children, youth and adultsare given an equal oppot-_
tunity to follow the programs wherever their classrooms or
homes are located. We believe Geor &motional Television
will, in significant measure, aid its viewers in their personal
search for knowledge and understanding of today's world and
the world of tomorrow.

ncerely,

Jack P. Nix
State Superintendent of Schools
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OVERVIEW

The material in this workbook is designed to help you acquire a general
knowledge of the systems approach and to help you applythatapproach to the
development of a staff development plan.

ti

The general purposes of this course are

That you have a working knoidedge of the systems approach and at
least one systems model;

That you apply the dystems approach to the staff developpent
process 0

0.1P

S That you develop a stiff development plan for your school or
district usfhg the systems approadh;.

That you be able to apply, the systems approach to educational
problems other than staff development.

The strategies to be employed to meet the objectives are three: television

programs via the ETV network, work sessions through the utilization of mogrammed
_materials anddrive-in seminars.

TV Broadcast

Calendar and Format

Accountable Work Session Drive-in Seminar

Jan. 20
Jan. 23 (repeat)

one (5 hours) Feb. 7,3:30-7:30
7 Cqlumbus

Feb. 3 two (5 hours) Feb. 10,3:30-7:30

Feb. 6 (repeat) Atlanta and Athens

Feb. 17 three (5 lipurs )' Mar. 7,,4:00-8:00

Feb. 41
Columbus

31

Mar. 3 four (5 hours) Mar. 10,3:30-7:30

Mar. 6 (repeat) Atlanta and Athens

Mar. 17 five (5 hours) Apr. 4, 3:30-7:30

Mar. 20

Mar. 31 sIx (5 hours) Apr. 7, 4:00-8:00

Apr. 3 (repeat) Atlanta and Athens

. ,

The television programs will be shown on channel at p.m. on

the above dates. The Accountable Work Sessions will be held at
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1

Neither the television programs, the accountable work session& or the
drive-in seminars will stand alone. They are each designed to reinforce and
supplement the other parts.

Included in this workbook are specific assignments for you to complete
and return-to

These assignments will be returned to you during the drive-in se inars.
If you have any questions concerning these workbook sessions that ca of wait
for a seminar date to be answered or discussed feel free to contact

" The drive -in seminars are designed to give you the opportunity to 'discuss
and question the material covered in the television programs, the work sessions
and assigned readings ts wel.as other questions and concerns you haveebout
staff development.

To participate in this course, you will need a packet of instructi
materials that includes

' Needs Assessment Package. Georgia Department of Education.

Can Apply 'Joseph E. Hill, Phi Delta Ka
Educational Foundation.

pai

Writing Behavioral 2blectives: A Guide to,Planning Instruction. Will am
J. Kryspin and John7, Feidhusen,lurgess Publishing Company.

*_

Resource Guide for Staff Development. Georgia Department of Education.

Staff Development: Sources and Resources. Georgia Department of Educat on.

Except for the last booklet, each publication will be used in the work
sessions.' Staff Development: Sources and Resources is an annotated biblio-
graphy that you are urged' to consillt-throughout the course although no specifi
assignments will derive from it.

5
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WORK SESSION I

The major purposes of this session are

That you become interested in a systems approach to the degree that
you will be willing to apply that approach to staff devel.opment.

. That you will be able to

Define a systems approach

Describe a simple systems model and understand its decision points

Compare two systems models

Identify examples of systems models and decision points

TELEVISION PROGRAM I

During the first teAvision program you were introduced to a committee
formed to plan a staff development program. For purposes of the television
programming this committee is a System -wide sommittee, but as the narrator
pointed out, the T.V. committee applies principles which may be equally
effective for a school committee or a departmental committee within a
single school. No matter whatilevel of operation, however, this is a very
typical committee. Each member has his own point of view, his own method
of doing things Like all .committees there is some dissonance. There are
people who take dership roles a4d there are laggards. A thumbnail sketch
of the committee me ers is in Appendix A.

BACKGROUND ON SYSTEMS

Throughout the television series; the committee will be using a six step
systems model to design their staff development plan. This model is only one
of a large number of systems models that have been_developed. In order to put

Vthis model in the larg r context of a systems approach or systems management,
a general overview o systems analysis is needed. Before you go on, please read
the first booklet in your learning.packet entitled How _Schools Can Applyastems
Analysis by Joseph E. Hill. ..'-__.

elDEFINITIONS .

During this - work session you should learn the following definitions.

1)A systems approach is a plan for solving problems that describes the
interrelation of sequential decision points. An example of sequential
-decision points is objectives, criterion measure, strategies and
nation. reedback, the communication of informatianjrom one decision '
point to an earlier one(s), is inherent in the ittOimicapproach.

ki
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2) Staff development is a planned program designed to prepare-educe-
tional personnel to implement specific local improvement acttvities
which are directed toward locally_ determined priority student

4 needs.

C _

BASIC SYSTEMS MODEL FOR THE STAFFDEVELOPMENT PLAN

In How Schools Can Apply Systems Analysis, you were introducedAb a
systems model on pp. 13-21. The model used by the committee on the tele-
vision series and the one you will be asked to use in this workbook JO'
compatible with but.not identical to the Hill model.

. .

The model that will be used here is
cated in Appendix B. The Basic Systems
ment is in Appendix C.

Diagram 1,- Basic

presented in Diagrdth I. It is dupli-
Model as it applies to staff develop-

Systems Model

CRITERION

MEASURES

TECHNIQUES

AND

STRATEGIES

I

FIELD

TEST

Feedback Lam-----

4

- 81/X .1M1

r

EVALUATION
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The elements of the basic model can be defined as follows.

Rationale: Since the systems approach is a problem solving plan,
the rationale identifies a specific problem and why it should be solved.

This decision point answers the question: Whx?

Objectives: Specific statements.that'identify i specific perfor-
"rice desired to solve the specified problem.

This decision point answers the question: What?

Criterion Measures: The minimally acceptable performance necessary
for each objective to be achieved.

.

r

This decision point answers the question:, How much?.

Techniques and Strategies: Methods employed to prociUce the change.-

This decision point answers the question: IlOw?

Field Test: A trial run of the techniques and strategies on a

small scale.

Evaluation: Based on the achievement of the objectives from the
trial run, a Judgment should be made as to whether to implement

the plan on a large scale. The results of the evaluation are '

fed back into the system for more effective problem solving.

EXAMPLES OF THE BASIC SYSTEMS MODEL

Diagram II is an example of how the BartiC Systems Model can be used.
Each box corresponds to the decision points in the Basic Systems Model;
at each decision point, decisions that needed to a made in building the
idnar landing model are identified.

8
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WHY GOTO

THE

MOON?

e

6.

Diagram II - Lunar Landing Module 4pdel

WHAT MUST

THE MODULE-

BE ABLE TO DO?

HOW WILL WE

KNOW THAT IT

IS DONE?

HOW CAN IT

MOST

EFFECTIVELY

BE DONE?

CHECKPOINT.

. IF Ni WHY NOT?

HOW DOES THE

.MODULE WORK

UNDER SIMULATED'

CONDITIONS? -

DID THE MODULE

ACCOMPLISH

THE

OBJECTIVES?

To check your understanding of the Basic Systems Model, assume you want+to
apply it to'the followin4 problem.

You and your spouse are both employed full-
time but your jobs are in different parts of the
city. You only have one car.and transportation
to andipm work is a big problem; you are contem-
plating the purchase of a second car.

At each decision point, write in the kind of\question that needs to be
answered at that point.

r

9
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OBJECTIVES

rF

4

t
I

TECHNIQUES AND
TEES

1

Among the possible questions you might have identfied at each decision
point are the following.

Rationale
Why do we need a second. car?
I6 the purchase of a second car the best-way to solve
our transportation problem? s

Objectives
Specifically, what should the second car be able to do?

Specifically, what advantage'for transportationto'work will E140,
second ear provide?

1 0

.

1
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Criterion Measures
How much time Must We save from a second car?.
How mach flexibility will we get from a second tar?

. .

Techniques ana Strategies
How will we go to work with the'car?

"How will we save time?

, .

Field.lest

Assuthe that the field test' is rim-with a borrowed or .rentecr--'
car tu determine: ,

.-'

Whit routes would be best? .0

How much time, iff.any would be saved?
. . ,..

'Evaluation

v Did the rented or borrowed car accomplish what was sPecifiedin the
, ..:

'.' .'objectives? .

.

, ,

PA

There are 'many appropriate Oestions you could ha4re'identified for each
decision point. ,Do not be discotivged if yours do 4pt match-any of these; we
will 'discuss this in Seminar I;

r'

I

:41
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T-ASSIGNMENT
- °

In the work sessions that follow thile.one;.you will be asked
Basic Syseeis Model to pl'annin foi_Stiff'Development The asst
will have will relate directly to Staff Development. To help pr arp or
this,our assignments" far this *irksessiOn will relate direct-tOthe Basic

,

Systems Model.

I. Define the systems approach.
_

Identify's gtUa4on where the syste approach is' used in your
community.

b. Identifyt 'situation where the systems approach is used in'your
school dlitrict.

1L.

_

,-

III. List the'decisiv points of the Basic System
points from the model in How Schools Can A

T.

you feel-correspond.

'Basic- Systems, Model

1

,

1 .4 .
IV. Study carefUlly the flow charts attached to Appendix B of the Resource

Cuide\for-Staff pevelopmententieled Nadel A (LEA) (Lae' School System)
'' EloW Chart andModel B (Local School) Flow Chart. The tloWThaits will

be discussed in the first seminari

.t

Moder/and the. decision
S stems Anal sis that

Hill Model

' I

l.2

0
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WORK SESSION IL

The second work session is designed to have you review in depth the first
decision Point on the basic systems model "Rationale". To accomplish this you
will be introduced to the concept of sub-decision points.

The purposes of 'this work session are

That you-will be able to recall,the-components of the systems model
to be.utilifaid in this project.

That you know how toconduct a complete needs assessment based on a
tentative problem area.

That you identifyan educational prOblem area and be
rationale for studying this area.

CHECKPOINT

e to build a
.

Before you begin to work through the.sub-decision p inti associated Ilth
decision point one "Rationale", write in the name of each basic decision point
in the appropqate box below. You should be able to dd this by memory at this
time.

.`

fi
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, 4
TELEVISION PROU

A

AM II i0 .

'

.

During this television program you saw the committee begin ti work to-

- gather. They ldentife, felt reeks and then set out to verify these felt

- needs. They worked ling thd hard it githering Information in oiller.to arrive

it an acceptableoglem statement. Once the problem statement was formulated
they made clear their thinking about the need for the problem by desCribing the

. empirical and philosophical support or the "Rationale". Thus they completed the

' first decisAon point of our Baiic Systems Model. .-

<

DELIS/ON-POINT ONE:' RATICNALE

As you saw on$T.V., decision point "Rationale" has the following sub-
"decision points:

4

. Felt Needs_Tentative Verified Ti Problem Rationale

Problem Needs Statement 0

Area . ,

.
..

The major dediiion points in most systems models are usually the culmina-
tion of may ;mailer:sequential decisions416 provide data for Ehe larger decis-

. 'Ion.',' If each sub decision point is detailed every time the Model is presented, ''

die-flow of the py)Xem may be hampered. The sub-decision points will be vital'

to you, however fii"you work through tWprocess of the Basic Systems Model.

1 c, i .

, ,. .

.

1 *00rdpriate tiCiihology, for decision pois one "Rationale" is described as

follows. .,.. 4 -;r: %4 , , , i r
.

.
f.,

. . 0'7: 's

.

-:Ratpeitte:.Since the systems approach is a problem solving
plan, the rationale identifies a specific problem and why, .

it should.be 1plved. The rationale is the fundamental reason

(
-,..fiii-dOtsg sotii0Aing: It should include

,
'empirical and philo-

soPhiCal support. .

__L t -

v Pfoblem: A situation in which a discrepanCy'is identified betWeen -.'.

-------_what is desired and,wivit,in fact exists. A problem does not exist

'-by itself, it has tobe perceived. .

, i

.-- .
._

Needs Assessment: A collection of data to determine tn What ways

and to what extent there is a problem, i.e., e is a discrep-

ancy beveen'the desired and the actual. NA ds as essment usually,

includes stich information as: learnersChara cs, inventories

. ,of school and community resources and rel., data.
?

Sr ..,
,

I

Felt Nseds: Those based on personal opinion. ey are needs that

people perceive to exists They are not data axed or empirically

supported. Felt needs may be very accurate but,in a systemS
approach they should be legitimised by -data. , .

Verified Needs: Those t4Sed'on relevant data obtained from such sources

as test scores, surveys and inventories. They aresupported by 0-
jective data rather than merely by personal opinion and are thee

te"
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BACKIMOGNOvONNEEDS ASSESSMENT

In order to gain a better understanding of needs assessment or needs
) ''--- vp.Fifigation, prior to dealing with the sub-decision points of this model,

read the second book in your learning packet Needs Assessment Package from
the Georgia Department of Education.

WORKING,THROUGH DECISION POINT ONE

.1,4ntification and Ranking of Felt Needs

The first step in working through D6cision Point One is to identify
felt needs. For Staff Development, these needs may be identified for the
entire system or for a single school. They may relate to one or several
student ability levels, curricular areas or educational divisions as
described ill Appendix D.

Some examples of felt needs are

P Students aren't doing as well as they used to

Kids dontt like school

101Students can't read
.

Thesd-needs mint be sifted through
important by the staff development c
priorii;ing is necessary. Two ways o
Rankine' and "Paired Comparisons".

to determine which are deemed most
ttee. Some kind of ranking-or
ranking felt needs are "Matrix

Matrix Ranking , .

Matrix Ranking is done by having a group of inditriduals rank their own
- felt needs from high to lOw, as done in the following example.

-
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*

Individual Rankin&

Felt Need 'Ranking

1. Student Failure 10

2. Student Attitude '

3. Job Preparation 8

4. Can't Read

0
5.

A
6

6. 5

7. 4

After each individual has ranked the needs, the group assembles and
charts their felt need ranking as indicated below. .

Felt Need Rank Felt Need by Group Members Total Points

A B C D E F

1. Student Failure 10 8 8 6 7 8 47

2. Student Attitude 9 6 10 7 6 9 47

3. Job Preperation, 8 10 9 10 -8 7 52

4. Can't Read 7
.

9 5 8 6
,

44

5.

6.

7.
p

According to this matrix, job prepSiation-beogmes the first tentative
problem area for which the need must be verified. If this need is not
data supportedin the verification process -the next ranked felt need is
subjected toy the same verification process.

16
t
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Pai Comparisons

Paired comparisons provides a ranking system that can be used by idividuals
or groups. Each individual compares each felt need to every other felt need.
Using the felt needs in the example above, assume the following abbreviaLions
for the felt need areas:

1. Student Failure

2. Student Attitude

3. Job Preparation

4. Can't Read

(s.f.)

(s.a.)

(j.P.)

(read)

In order to employ this method in determining priorities, arrange the
felt needs in pairs so every item is compared with every ether item and circle
the most important item of the pair.

1. sf 3. sf 5. (se
sa ( read read

2. sf 4. aa
i.

6. (jp

jP t( jP feed

The number of times a felt need has been circled should be tabulated.
If a group of people is involved, all the individual.responses should be_totaled.
In the example cited, the following results occurred.

1. Student Failure (s.f.) 0

2. Student Attitude (s.a.) 2

3. Job Preparation (j 134
.

4. .Can't Read (read) 1

Job preparation thus was identified as the first tentative problem area
for which the need must be verified. If the need is not supported in the
verification process, the next ranked felt need should be subjected to the same
verification process.

Results of RinkIng
c,

C

After prioritising the identified felt needs, the first sub-decision point
in Rationale has been completed. It should be emphasized that ranking of felt

needs perceived by many individuals will usually tend to ornvp more vAlia fnr

staff development plan than that done by 'wt indivtdoal_

17
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At this point the needs are merely perceiVed to exist; they are not data
supported. Ranking identified the severity, degree of applicability or

urgency of the Peed. The next step will involve the collection of data to
support the need.

Verification of Needs

The collection of data to support or verify the actual existence of a
percieived need is commonly referred to as needs assessment.

ASSESSMENT OF FELT NEEDS MUST BE CAREFUL AND THOROUGH. BASING DECISIONS
ON INADEQUATE OR INAPPROPRIATE DATA IS AS BAD AS USING NO DATA AT ALL.

6

Verification Sources and Processes

AlthOugh each problem may yield unique sources of data the following s rces
are usually productive for the collection of data relatin to student nee

Student Background

Student Interests

Student Performance

School Resources

Community Resources

fa

The process of data collection may entail new activitkes or it may include
a review of information already obtained through such processes as

Testing

SurVeying

Using Questionnaires

. Interviewing

Inventorying

Examples of Verified,Needs

When a felt need is supported by data, it becomes a verified need.

Examples of verified needs include

1. Standardized test date indicate lower scores in computational
skills for third grade children than five,zears ago...

2. Questionnaire results show 00 per cent of high school.seniors would
rather be-working than be in school; average daily attendance

18
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of high school seniors is 90 per cent of'what it was five years ago.

Survey of the three largest community employers shows dissatis-
faction with the high.school preparation for students entering their
line of work; 39 per cent of the graduates seeking jobs immediately after
high 1 ,remain unemployed for at 1 six months.

4

4. Statewide testing program indicates nin h grade students on the average
arepne and a half years below nationalf norms in reading comprehension,

Problem Statement

After the highest possible prioritized felt need has been verified a

problem statement can be formulated. This includes a brief statement, based
on the data, of "what is" and a brief descz/ption of what can be agreed upon
as the most reasonable, most desirable ekpectation of "what should be".

Support for the statement "what is" should be.based on empirical evidence
as collected in the needs assessment to verify the needs. The empirical support
should point out the discrepancy that exists between the real and the desired.

Support for "what should be" can be based on both empirical and hilOso-,
phical support. Philosophical support is opinion based on values a beliefs.---0
It is an assimilation of individuals' feelings about what school's most- impor-
tant functions would be, e.g. teach the 3R's, prepare for careers, fulfill the
potential of the individual. An identification of the major valued function_
that is not being carried out forms the basis of the philosophical support.

Check o
__----

I. .ake one of the, examples ofthe verified needs presented above and
write a problem statemnt for that need. Support the problem statement with
a statement of philosophical and empirical rationale. 1 7

Complete this task before reading further.

Here is n example of how you might have responded for the verified need/
A survey o the three largest community employers show dissatisfaction with the
high ophoo/ preparation for Stude s entering their line of cork; 39 per cent of the
graduates seeking jabs immedi ly after high school remain unemployed for at
leat six months.

One possible oblem statement for this verified need could read:

The vocational training of-our students
should be modern and up-to4date, preparing
students for bOth present and future job
possibilities. To faiilitate this'greater
communication and cooperation/should exist"-
between the educational and vocational.sec-
tors of the community.

19
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At least 96 p cent of students seekihg jobs sho ld
be able 'to find a job for which they have
approulatetraining and stalls within six
months of graduation.

Empirical support could include

A survey of the three largest community employers indic tes
dissatisfaction with the high school preparation of st ents

entering their line of work. Students' vocational pre ration
islirgely outdated. Many jobs are left unfilled beca se the
students have inappropriate training for them.

A survey of recent graduates seeking jobs immediately fter high

school indicates that 39 per cent rebain.unemployed f
atleast six months. Thesepeople.create a morale pr blem in the
community because they tend to loiter in the downtown area to wile
away their idle hours.

Philosophical-support could include:

It is the natural state of man to-want to e a difference - tom
contribute tó his environment. The work thl one doe's is a

natural area for contribution. It should be'one of the major
responsibilities of education to prepare man for work for two
major reasons: I) man's need to contribute, 2) man's need to

tAuppierrt himself financially in our society. Public sdivorted

education should prepare future ci tens to support themselves.

We, will discuss your problemaxatement aid support during the first

drive-in seminar.'
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ASSIGNMENT

I. Study Appendix D, a matrix depicting the State D4partment of Education's
"Instructional Program Structure".

a. Identify one block from the matrix, e.g. Ear y Childhood and Disadvan-
taged or Career Education and Disadvantaged.

b. Identify needs ypu percieve your system or s pool to have-in this area.

c. Prioritize these needs below using one of the approaches described-in
this wotk session.

d. List the types, of data or information that should be collected and
studied to verify these needs.

21



e. Assume your hi est ranked need has been verified. Write a problem
statement for e verified need using both empirical and philosophical
support.

fi

1)

tk.

22
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WORK SESSION III

The major purposes of this session are

That you understand that a student needs assessment, the found-
ation for writing objectives, is basic to any staff develop-
ment plan;

'That you will be able to identify the elements of a/well stated
`objective;

'That you will be able to write broad objectives;

'That you will be able to write specific objectives in the ABCD format.

TELEVISION PROGRAM

In Television Show III, you saw the'staff development committee
grapple with translating the general problem statement into general /-
objectives and then into specific objectives. Some of the committee'
members complained about objectives as being too confining or inhuman
but these complaints tended to fall away when it was demonstrated that
objectives allow for a universe of behaviors and are indeed student-

centered. Given the background of the ebmmietee members (Appendix A),

perhaps you had anticipated how they would react!

GENERAL AND SPECIFIC OBJECTIVES

M used in this project, ob4ectives are statements of,intent for

learner performance. They de,tibe who will do what,, when, and how much.
Dealing with these matters-eoiresponds with the second and third decision

points of our systems model. These decision points and their sub-decision

points are illustrated in Diagram III.

Diagram III - Decision Points Two and Three of Basic Systems Model

OBJECTIVES

Broad Objectives

/2e-tailed Data

Collection

(
ipe/cific

Objectives 4-*

CRITERION
MEASURgS
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Throughout all the sub-decision points of the model exploreethus
far, ,a process of telescoping in on an area has been described as indi-

(

cated below.

1

Felt Needs

Tentativ
Prohle
Area

Verified
Needs

- Problem

Statement

Rationale/

fe"

Thi process is continued with broad and specific objectives. The

probl statement identifies the discrepancy between the actual and the

desir d. A broad objective is a statement further .describing'the ideal

or at to student population should be able to do after a set of educe-

t' nal e eriences. A specific objective is a further
r

refinement describ-

g what sub-populations should be able to do as measured by specific

criteria under specified conditions.

2-

EXAMPLES OF GENERAL AND SPECIFIC OBJECTIVES

Exampl

Third

testis

work, sh

High sch
school t

j ctives based on verified needs re

students scoring below grade level on standardiied
th computation, will-, after completing one quarter's
a gain of at leaet one month;

(L seniors will show a more positive attitude toward,

n they did ap juniors; .

Sixth gra students; reading below grade level as measured by a
standardized test, will after One quarter's work in a special
reading program, show a gain of-at least one month.

Before objectiVes are written more specifically, additional data may '

need to be co edted. Forexampleo might-test results mght. /

have been use for needs verificatlIn and now specific test results must

be used. These specific test results will indicate the de ree and amount

of discrepancy that exists within a-problem area.

Example I: 150.5,nintli grade students tested-in readi g com rehension

showed! ,

2.4
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a 0

240 students above grade level 1

360 Students on grade level - ,, ,

---)

275 students 1/2 to '1" lyear bepw grade level
0250 students 1 to 1 1/2 year below- -grade level
200 students 1°1/2 to 2 'years'below grade level
180 more than 2-years below grade level

'In further collecting data and assessing needs it is possible to
become more specific. In the breakdown, bove 905 students scored below
grade level at varying points.

Example II: 450 high school juniors' after completing a questionnaire
on.attitude toward school indicated that:,

45 students were enthusiastic about
155 students liked school
,125 students were indifferint toward
75 didn't like being'in school, but
50 were going to quit because of an

that year.

school

School
not enough to Auit

td
4

intense' dislike r schoO1 after '

'This more detailed.data collection shows that 125 students do not like
schOol and another 125 are questionable.

By-furthers identifying the degree'and amoun of disCrepancy that
exists within a problem area a set of objectives may be identified' and.
written that will more precisely

identify populations on'which to work
180 students scoring more than two yea
the-most severe problem,cand when rev

/be given first priority);'
.

prioritize sub-populations within eac
ones and how many need intensive work

verify the problem statement.

Examples of specific objectives are

v .

a

e.g6 in Ading, the.- .

s belo grade level are
eved in this context, should' /

/
problem area to show which, _-<

0' All ninth grade students scoring mo e then t w oxy ears below-grade

level on reading,comprehension (180 will sho. St least three
months,improvement after coTpletin one quarter in an intensive

`reading program.

on completion of a two.week ape ial seminar, 30 of the 501uniors
who indicated they would not retu n to school will return and at ,

least start their,senior year.'

4

more
r°-if

objecti7res'become ore specific,
possible solutions maybe identified

Specific objectives alSo describe c
desired kinds of Student performance wit
As used'in this counse, Specific object
Thus, although objectives and criterion
on the Basic Systems Model, the specif,
how much are virtually simultaneous tit

25

'
he problem becomes more manageable
o help solve the problem.

res, or hOw much of the
that the needs are fulfilled./

include,a criterion measure,

iterion me
indica

yes mus

r r

measures are separate decision pciints
cation of Whit tudents behavior ant'
ks.
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ASSIGNMENT'

:

0

0

. There are numerous wnystn write objectivek that have been developed
.

within the last 15 years.: You may alreAdybe familiar with several

of these. Although the proponents of hoy,one approach mightAisagree,
there is no one correct Wey'to write objectives; many types of objectives
exist, many types are helpful.-,Y.ou will be asked to learn one specific

wapproach in your. assignment so we can have a common framework for dealing
with objectives in ,preparing the staff development plans. Regardless of
how much'experience you have writing Objectives, please become
familiar with the approach that will be used in this program.

I. Read, he third book in yogi- leaning packet entitled Writing Behavioral
Objectives:' A Guide'to,PlanninkInstruction by Krybpin and Feldhused.
When yqu-have finished thiS7boOk, 'you shduld be itle to write objectives
in'the ABCD format.

Based on yOUr prOiilem'steierii.ent on_page 19, write several road
:objeCtives for your problem.

/

F
0

, .

III* tn order to formulate more pecific objectimes,
,

additional data ,

may need-to be collected and9s -populations-iai'r need to be identified:'
lin doing this, please fill i the appropriate *ices below.

A

A.' Student Sub-iopulatihn
that will, be the specific

focuS r improvement. ,

]

Sources of data, that ,111

be consulted for e,

specific Info ion,e.g., '
test scores student fie

17,

C. Results of additional
data collection

40#

4 C,
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IV. Based on the in- formation collected in III, wzite specific objective&
in thipABCD format for your broadobjectives. r

R,

Btdat Objective I

Broad Objective II

p

J

27
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110 WORK SESSION IV

The major purposes of this session are

That you will be able to translate objectives into planned
educational improvement programs;

That YOi.;Ztal be, able to screen and organize educational
improvement acti.vities.,

6

That you will understand thqt educational improvement programs
are the basfs for staff dyelopment activities.

By the,end of this work session you will have,worked through the final
three decision points of the basic systems model and will havenbegun Decision.
Point Four.

j You till also -have worke
Development Process. IF or comphrison o
IV,

Step One and Step Two of theStaff
o processes, study Diagram

"DiagraM IV: IA Comparison of,the Basic System Approach to the

Staff Development Pro

Basic Systems Approach - Staff Development Process.

Decision Point I Needs Assessment
(Rationale) (Step 1)

Decision -Point II

(Objective)
Decision Point III
(Criterion Measures)

DeCisioh
(Techniques and Strategies)

1

Educational Improvement Program
(Step II)

(Step II). Conti -tied

. *IL
The major differende3in the two approaches is one of terminology. The ,

systems,model is somewhat more precise in that it takes you thro4gh a'series
of sub-decisiiiii points. -Abe staff'develoOthent pirOcess asks a series o
tions. Bpth approdchei are sound and each complementSthe other. Used t6gether
they strengthen the staff development endeavors.

TELEVISION PROGRAM _

Television Pro;:yam IV focused upon a very important task in education, namely,
theidenteidation of educational improvement activities that will enable students
to attain specified objectives., The committee had its usual human problems but
again the system provided the necessary structure for overcoming these. Because
the system formed them to be Specific,.they were able to recommend many education-

.

`1 al improvement activities,, screen them-for such factors.as appropriateness and"
feasibility and combine the activities into an educational improvement progfam.

4. 28
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BACKGROUND FOR STAFF DEVELOPMENT

At this time to strengthen your inderstanding of the,staff development process
in Georgia, please read and study the Resource Guide-fOr'Staff Development, Section
I and Section Ii, Parts I'andII with the appropriate appendices.

EpUCATIORAL;MPROVEMENT

The identification of educational improvement activities occurs in Decision
,Point IV of the Basic Systems Model, Techniques and Strategies. Although there
area number of sub-decision points in relation IDTechniques and Strategies,
only those involving educational improvement activities will be specified at
this time. The appropriate sub-decision points for Techniques andStrategles
and the two preceding decision points are indicated in Diagram IV,

DIAGRAM IV - Decision Points Two, Three and Four as They Relate to
tducational Improvement Activities

Objectives

Broad Objectives

Detailed Data
Collection

Special Objectives

Criterion

Measures

Techniques and
Strategies

Identify Possible
Educational Activities

Screen and Organize'
Activities

Educational Improvement
,

Prolram

From the specific objectives, educational activities can be identified tgat
have the potential:for fostering the behavior identified fn the objectives. Not
all possible activit are practical, or feasible in a given'situation, hcivever.

' Therefore, it is necessary to subject the activities to a screening procedure. A
set of pre-determined questions can help in designing the most appropriate
educational program. The folloiwing questions pre based on those in the "State
Staff Development Resource Guide".

Compatibility -- Does this activity fi in with the Philosophies and values
of the staff, parents and-community? ',How?

Complexity -- What has to be done to this act y to get it ready
for the system's schools?

Financial costs -- What is the st of the activity? What present
costs will be'eliminated? at additional costs will be incurred?
What sources are ama le for funding?

29
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Time factors -- How much and whose planning timand daily operational
time is involved? When is the best time to install? How long will it
take to get the innovation working?

oSpace,requirements -- What will be the space reqUirements?

Magnitude of innovation ---How much change/revision Will be required'?

Support needed -- What will be required ir?the Tday of staff development,
organizational changes, instructional supplies and equipment2

Relative advantages -- Does this activity meet the system's needs better
. than others? Why?

These questions should help the user either to substantiate the worth of
the educational improvement activities they have identified or they should help
the user to eliminate the educational activities as being impractical for one or
more reasons.

CHCKPOINT

To check your understanding of the screening questions, consider the follow-

ing objective.
a

Upon completion of a two week_special seminar,
30 of the 50juniors who indicated thervouliLnot
return. to school will return and at last start their-
senior year.

Assume the following activities for that objective are to be screened

A lecture by Paul Anderson

A group meeting with community leaders

A group meeting with s-tudeet-shave dropped out in the past

t.

ao

64
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Using the chart below, write in Activity I, Acti;afty 2, or Activity 3 in-
the appropriate column for each screening question. Use your own community for
a frame of reference.

1. Compatibility

2. Complexity

,

i

t., Excellent Good Poor
o .roblem few problems ma' roblems

3. Financial costK---

4:k Time factors

s

6. Magnitude of inn vation

7. Support Needed

8. ,Relative ad : ntages

Although everyone will have a different response, none'of these activities.
would probably present many problems. The lecture by Paul Anderson would likely
be the most expensive, a group meeting with community leaders or students would
likely require more time in preparation. We will discuss this activity at the
next drive-in.seminar.

31
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/7
ASSIGNMENT

1. 'Choose oneof the pecific objectives you wroteeat the completion of work
session III and identify at least five possible educational activities for it.
Next, subject the activities to a feasibility screening sing as many of-the
previous eight que,rions as necessary on the chart belo

a. Briefly describe your educational improvement activities.

1.

2.

3.

4.

5.

6.

7.

8.

b. Screen your activities on d4e.following chart, writing in the number of the
activities as appropriate.

Excellent Good
no roblem few roblems

1. Compatibility

2. Complexity

3. Financial costs S

4

,"; 4. Time factors
pm.

5: Space requirements

6. Magnitude of innovation

7. Support Needed

8. Relative advantages

32
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II.. Logically group the educational activities that survived the screening
process into an educational improvement program. (An educational improvement
program is a_logical grouping of screened educational improvement activities
that will enable students to attain agiven objective and a set of objectives.)

1.

2.

3.

4. .

5.

--r-'
6.

7.

8.

33
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WORK SESSION V

Once the edUcational,iMprovementOrogram as described in.111brk Session IV
has been designed, the next step is to identify teacher competencies: the know-

ledge, skills and attitudes that a professional stafflheds inorder to-carry
out the program.

To this end, the major purposes of this session are

That you understand that a faculty needs assessment, the foundation for
specifying competencies, is basic to any staff development plan;

That you will be able to specify professional competencies that are
needed to achieve student objectives;

That you know how to plan alternative supporting Strategies for
achieving specified competencies;

That you know how to integrate separate competencies and strategies
into a comprehensive staff development plan.

TELEVISION PROGRAM

In Television Program V the concept of professional competencies was developed.
Staff development was defined as the administratkue lo in the

X -

competencies needed by selected person specific local

im rovement ac entified student needs. Your reaction
s not as complicated as it sounds, however, as the

television committee discovered. Using_a variety of_asseasmenLtechniques they
etermined which competencies were needed and whether the professional staff

possessed them. Localmimprovement activities were designed for those competencies

which were needed but were lacking. -r-

Althoug h it didn't come ea sily, the television CoMittee has begun to see
Ole payoffjtor all their hard work -- they hive started to realize that the
improvement of professional skills-4n relation to verified student needs has the

potential to really make a difference in the education ast4dent receives. With

this realiiation they will be ready to complete the task._

BACKGROUND ON STAFF DEVELOPMENT

To apprize yourself of how the Georgia Resource Guide for Staff Development

describes competencies and staff development prbgrams please read Section Two,"

Parts III and IV, plus the appropriate appendiclp

THE STAFF DEVELOPMENT PROGRAM
Relation to the Basic Systems Model

On page 25 it was pointed out that there are a number of sub-decision points

for Techniques and.Stfategies, only some of which were described at that time.

In Diagram V, all the sub-decision points of Techniques:and Strategies are indicated.

of

34
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DIAGRAM V. Sub-decision ,Points of Techniques and Strategies for.Staff Development

TECHNIQUES AND STRATEGIES

Identification of Possible Educational Activities

Sc-reen and Organize Activities

Educational Improvement Program

Identify Needed Professional Competencies

Assess Existing Competencies

Identify Lacking'Competencies'and Related Activities

Staff DevelopmentProgram and Its Administration

In relatidn to staff development; it is necessary first to determine what
professional competencies are likely to be needed in order that the educational
improvement program can be implemented.- "Competencies, like objectives, describe
what needs to be accompslished, to what degree,'under what conditions. Since
the staff may already possess some Of the desired competencies, an assessment is
the next step. Those competencies that are needed but are found to be lacking
form the basis of the staff development program. From these competencies,
activities need to be designed, screened and organized which will allow for the
attainment of the competencies.

Can you see the relation between the design of the Staff Development Program
and'the Basic Systems Model? The design of A Staff Development Program is a
system within a system as outlined in Diagram VI.

4

a
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DIAGRAM VI. A Comparison of the Bbisic

Development Plan

Basic Systems Model

Identification of problem
area; assessment and verification
k ed on students)

_jectives
rCriterion Measures

Identification, screening and
organization of techniques and
strategies, e.g. educational

improvement activities

33.

Systems Model and the Design of a Staff

Design of a Staff Development Program

Identification of competencies; assess-
ment and verification
(based on professionals)

Competencies

Identification and Organization of staff
development activities; administration
of Staff Development Program*

COMPETENCIES.

The major difference betw n objectives and competencies is objectives

are student-centered and compet cies are educational personnel- tered.

Competencies define what behaviors the educational staff nee in order to

offer tUe educational improvement activities students need.

Simply defined, competencies are sets of knowledge, skills and attitudes

of education believed to be essential in facilitating achievement of specified

objectives by students/learners.

Once the educationprovement program has been designed, the task of

identifying appropriate---- etencies liegins. This process must locus on ident-

ifying the skills t the staff most often needs to offer students the educa-

tional activit selected earlier. Like objectives, the need for competencies

must be assessed. One way of assessing the need for competencies is to establish

sole pre-determined decision points in. the form of questions.

Example:

1

1. What do educational personnel need to know in order to,impiement a

program that will enable students to achieve specified - objectives

through appropriate educational improvement activities?

a. What does.the classroom teacher

b. The principal?

need to know?

Other identified personnel (i.e., subject matter specialists,

supervisors, etc.)?

2. What kind of judgements do-educational personnel need to be able -to

make in.order to implement such a program? '

3. skills are needed to implement the program?,

*Tasks essential'to
in the sixth wor ses

ration ofa staff development program are

36
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4. What attitudes are needed to implement the program?

.e

Another way of identifying needed competencies is through the use of
professidnal inventories and evaluation procedures. They not only serve tb
identify what both staff and supervisors perceive,as weaknesses but they also
serve to identify strengths in given areas as well as personnel who may help
others lacking in certain competencies grow towards desired ends.

As with the assessment of student needs, it is essential that the assess-
ment of professional competencies be comprehensive; inadequate assessment of
professionalcompetencies can be as hazardous as no assessment at all.

(';

COMPETENCY STATEMENTS

Sources for competencies are ideas that a staff development steering
committee has about what professional staff need. These ideas need to be data
based and then defined as competency statements. Presently there are two
ways of identifying or defining competency statements.

The first is identification of already existing competency statements. This
method simply involves taking an idea for a competency and choosing from one of
the many lists on competency statements those that most fit the idea. In some

`cases the statements may need to be modified to include the conditions and the
degree of erformance desired.

The cond method for identifyihg coinpetency statements involves the original
definition f them. Each competency statement should have the minimal following
element.

A statement of what is to occur

A statement of what conditions it is to occur under

A statement of minimal performance level

Once a desired behavior has been identified, it can be described in this
way.

Exataples of competency statements include:

- Given a large group discussion; the teacher is able to involve at least
90 per cent of the students in the. discussion;'

- When an independent project requiting reading fs'assigned, the teacher
is able to provide appropriate materials so that all the students are
capable of reading the materials In their assignments;

- When a new class period is beginning the teacher is able to structure
the learning environment sn'that At least 90 per cent of the students are
appropriately involved within two.minutes of the beginning of the class.
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Thus, specified competency statements become outcome objectives for staff

development.

STAFF DEVELOPMENT ACTIVITIES

After competencies have been identified and/or developed, appropriate
strategies ind,techniques must be established in order that professional staff

may attain the_ competencies. This task is parallel to the identification of

educational improvement activities.

As with the identification of educational improvement activities, local
improvement activities-need to be generated which logically will allow for the
attainment of the competencies. This list can then be screened for similar
features as those described on p. 26 and 27 including appropriateness, feasibility
and economy. Finally, the activities need to be organized appropriately.

A Staff Development Program is an administrative process for developing
the competencies needed by selected personnel for implementation of specific
local imprdvement activities designed to meet identified student needs. This

will be discussed further in the Next work session.

I



ASSIGNMENT

I. a. Briefly describe your'educa9mnal improvement program as you have on
P..30...

b. Based on your educational improvement program, list at least five competencies
the rofesaional staff must possess in order to implement the edUcational V

/ impr vement program.

2.

3.

4.

5.

9

4

c. Identify at least two ways in which the staff could be assessed,to determine
the extent to which these competencies are presently possessed.

1.

2.

3.

. Sincelou are not:being required to conduct an actual assessment, asstaae
that t'"Oro of the.Oompetencies are found to be laoking.Please circle them.
in youi list above. Describe at least three local imOrovement-activitied
to obtain these competencies. _

1.

2.

3.

40.

39 1
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0,

Apply the screening question educational improvement activities
from p. 26 and 27 to th s ctivities. List below` those Which. survive' the

screening in the order in which they should be presented.

1. 4

2.

W.

3.
.

..

)
, .

. f. Congratulations! You are on the verge of ar"Staff Development Program.

ti.

*

"-\---"/

r
e .

.............,
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WORK SESSION VI
1

The major purposes of this session axe

11#

That you know hoW to apply managerial techniqes for implementing
a staff development plan, e.g. designating responsibilities,, allocat-
ing resources, constructing time lines, and establishing tines of
communications.,

That you will be able to- specify possible methods for conducting a
field test in a staff development plan. -

That you will be able to design appropriate evaluation questions.

"s.

TELEVISIOIE PROGRAM

a

During the final television program the committee Hilly realised the
ben its of,organizing ideas and 9f usifig a systems approach in dealing with
dif cult situations. You saw the committee make a plan to conduct and evaluate
a f ld test. Not only did they evaluate the field test but they evaluated the
total program as well. And, finally the point was made thatno matter how good
the system being use4, Ott most important ingredient is the people using it.

,-.--
.

...pACKGROUND ON ADMINISTRATION OF STAFF DEVELOPMENT PROGRAMS

. ,

In work session five, the final sub - decision point of Techniques and
Strategies, Administration of the Staff Develpment Program, was listed but
not diacuised. To provide a perspective 4 this sub-decision point, please go
.back to p. 32 and review Diagism VI. 'Alio read Section Two, Part Five

1 - .

of the Resource Guice for.Staff Development.
. A

1

e

, .ADMINISTRATIVE TASKS FOR STAFF DEVELOPMENT..4

. The final sub-decision point under Techniques and Strategieses,,ithin_it ----
4

...0
1

tertain admin4etrative or management tasks that are-necessary for the administration
,,

'of a staff development plan. Basically there are four tasks that should he consid-
ered in, the-administration and implementation.of a staff development plod:,
(1) designating professional staff responsibilities; (2) 1464gning specific

,'tasks;,, (3) establishing time lines and. (4) establishing lines of communica one.

1) Designating professional staff respOnsibil4tiei is paramount in any
plan., Different personnel within the aydtem, not necessarily in-

, volved in the training phase of these plare'or members of a steering
committee, ned.to be in e&either directly or indirectly. Those

involved direst uld be concernad wlth,the actual training,of staff
for the a nment of competencies. Of norlesser importance are those

4.1
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...

4

people who are indirettly 'involved with staff development. TheSe people
provide the necessary financial support, policy and other administrative-
support for the implementation of the program. They could include any-
body from the superintendent to a paraprofessional. Inia systems

... . approach they need to be identified.
$ '. -

Assigning specific tasks is .accomplished after appropriate personnel
\

. --,
N are identified. They must be contacted and assigned specific primary

and secondary responsibilities. It is important that they he willing
to accept and-carry out these'responsibilities. They must understand
where and how 'they fit into the staff development plan and be account-
able for those things assigned them.

./1

4

3) Establishing time lines i§ one of the more important managerial procedures.
Time lines identify when a specific task is to be completed. Time lines
are important because they-provide%sequence and boundaries on the tasks.'
They also-prOvide a Criterion to evaluate the progression of the plaw.

4) Establishing Chilnnels of Communication is vital so ideas and frustrattons
may flow among the personnel involved with the staff development plan.
"Open Channels of Communication" will often avoid probleMa'before they-

.

happen.

One method of specifying these'administrati

Channels of
Communication_

4

J
JillUMIEST,

,,

.
.

,

The next decision point is "Field Test". At this point the siaff,deveiopment
.

an_is_41most complete. Student objectives and corresponding teacher competencies
have been identified; tentative strategies fin attaining the competencies have `, .

been designed and drganized;.tichniques for administering the resulting.progiam,:, '
have been developed. Befer an is i..lemented' i.e. becomes

-' a staff development-pam, afield test should be run.
.

A fiel4Aest is a "triseruniPon a small sample of the staff to dete e if-

,,

ks is shown below:

Identification Time

of Tabk 4

. 4 2
O

4,
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the anticipated results actually occur; The field test should simulate as
closely as possible tha. exact conditions that will occur in the actual program.
Selected staff should be trained in the7 needed competencies with concomitant
evaluation of their performance. Once the competencies have been attained,
educational improvement activities selected earlier should be field tested with
selected students. The processes for field testing staff and students are indicate
ed in Diagram VI. .

Diagram VI: Processes for Field Testing and Evaluating Staff and Students

Field Test I: Staff

Identify staff development
activities

411P,

Select sample of population

41111P

Identify techniques and strategies,
e.g. .teaching. methods, administrative

procedures, time lines

<4111W

Develop evaluation questions for
attainment of competencies
and overall program

Implement Field Test I

4411''

evaluate field test for
"go" or "no go"

Field Test II: Students

Identify educational improvement
activities

40k

Select sample of population

411P"Identify techniques and strategies
e.g. eeathing methods, media

41111-

Develop evaluation questions for
attainment of objectives .

Implement Field Test_II

11'
Evaluate field test for
"go" or "no go"

Although some decisions for Field Test I and Field Test II may lemsae
concurrently, Field Test II should not he implemented Until the evaluation for
Field Test I yields. a "go" decision, .e. the desired competencies have been
attained. Questions that can be.Used in making that evaluation are described
next. t

./

EVALUATION

Field testing provides a dotELIgmethoexasti the. plans, model, or
prototype developed through the systems svprosch; the lair decision point,
Evaluation, pfovides a.struoture_tcimake a judgment AhoUt.the plans, model
or prototype. -

Evaluation of the field teit is esseniial at these

I

a

'First: Selected staff members must be, el*usted based on Field Test I
to determine whether professioaal (competencies needled for educational
improvement actually have been acquired. The basic evaluation

43
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question is: To what extent were noMpetencies attained?

Second: If the resu I are satisfactory, appropriate'
students must be evaluated as st II t detertine

whether objectives have been attained at the designIted levels
after the educational improvement activities have been provided.
The basic evaluation question is To what extent were the
objectives attained?.

Finally: After staff and students have been evaluated, the procedures
of the field test must be evaluated. Such questions as the
following may he asked.

Were the:results worth the time?

Were the results worth the efforts?

Were the results worth the money?

Could the same results have been accomplished another way?

- \
Were'appropriate-personnel assigned to responsibtlitiesi

Were any task assignments overlooked?

These three areas needto be dealt with in a generally sequential fashion.
If it is found that the_desired competencies'are attained to a satisfactory 7 _

extent, those possessing the competencies cad-Implement selected educational
improvement activities- _The students involved are then evaluated in relation to
the objectives. If the objectives are attained, the program should be evaluated
in terms of-Such elements as efficiency and economy. If the major evaluation
questions 'for staff, student and program are answered affimatively, the program-
can be implemented ad a larger scale. If any major evaluation questions are
answered negatively, recycling is necessary. Examples of satisfactory and unsatis-
factory responses are indicated below.

Satisfactory

Zoinpetextciies - attained

(g6)

-.-

Competencies attained
Objectives attained
(go)

Competencies attained
Objectives attained.
Program is efficient

44

Unsatisfactory

Competencies not attained
(no-go)

Competencies attained
,Objectivesnot attained
(no go)

. -Competencies attained
Objectives attained.
Program not efficient or economical
e.g. toe expensive per pupil
(no go)
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Evaluation is a "go" or "no go" decision point. If the results of field
testing are satisfactory, go on with the program. Evaluation may lead to a
recycling, however, and a new plan may result.

alsala."1"51P040161.6----

A superficial vtelw ofthe BesicSystems Model ma make it appear that the
Field Test and EvaluatiOn decision points are unnecessa This is a gross
.misunderstanding of the "Tstems approach. Although thoug ful and diligent
planning has preceded the 'held lest and evaluations, if a eld test is not
'conducted and the results evaluated before the plan is implemented, valuable
human and financial resource* may be wasted. -This would be very unsystematic:

It would be very unrealistic, however, to assume that a full-blown field
test is always possible. Bedause of the way in which educational monies are
granted and time demands are_PlaCed, a complete field test is sometimes out of
the question. If it is impossible to conduct a field test in the true seise, the
total program Can be viewed' as a field test during a limited time period. If the
evaluation questions applied to the prograM yield unsatisfactory responses,
appropriate changes should bt made land the program adjusted appropriately.
Remember, however, using the total program as a field test is far from the ideal .N
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,'''ASSIGNMENT %

I. a. Briefly desC4ribe the local improement activitits you developed irLA t

work session V. ,

b. For each administrative task below, identify types- --of personnel or
guidelines rather than actual personnelor guidelines. (You will
probably want, to start with the identification of tasked

Channels of
CommuniCation

Personnel :Identification
of Task

Time

ilk

I ; t

N

-0 i
0

i

46



II. a. Assume you ate going to conduct a field test. Briefly describe who
will do at under what conditions for staff in Field Test I and.
students i Field Test II.

/NO

Field Test I

Field Test II

b. Identify- specific evaluation queg4ons you will want to answer for
your plan in each area below.

Staff Students

N.;

I-

\

47
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CONCLUSION

If you have worked through the assignments in this workbook, you

have learned the systems approadh and applied one systems model to a

specific problem area: staff development. Hopefully, you have learned

,a-process which you will apply to other problems you encounter. -Remem-

ber, the process will always help if the humans using it will allow

to happen.

4

. .
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APPENDIX A

THUMBNAIL, SKETCHES-OF TV STAFF DEVELOPMENT COMMITTEE

PRINCIPAL I

Age: 35, male

Educational Background: M.A. Biology, M.Ed. Educational
Administration, finishing Six-year Ceitif e in Ea. Adm.

Marital Status: Married', no childreff--

Hobbies: Cabinetlfurniture making, water skiing

General: Came into teaching as an accident. He was too late
in applyiig for the'job he wanted as a research biologist

.!;, after obtaining ,the M.A. and took a job - teaching high
'_school,bfology as an interim meaggre, In the process
he developed'a commitment to teaching and itaye&on,
becoming a higiCschool principal. He started teaching in
a school system 50 miles away; when this present school
.system needed anew middle school principal, the super- ti

intendent suggested he apply for the job. He has been
the principal for three'years.

He is.characterized by his willingness to innovate
and. try new approaches but' never by sloppsinesi in
menting these progrgms, He would favor a systems approach'
asa rational method for-lianyprograma, staff development
being one of them. .

He has' charisma and is well 'respected in the comm- unity,

although some of the morm.consetvative elemints_tend to .

suspect him df radicalisni. He is also a member of stitte,.
local, and natpiOnaI education associations. J.

, :
4+-

:$
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CURRICULUM' DIRECTOR

Age: 46, female

Educational Background: B.S. in Elementary Education, M.S. in SOpervision
and Curriculum, sixth year certificate in Curriculum and Supervision

Marital Status: Married, two grown children,.husband is-a CPA and on the
,school board

General: She has been employed in the school system-for the past 22 years,
12 years as a teacher, six years as an elementary principal and four

years as'the Curriculum Director. Her predecessor in that position
was very traditional, expending most of her. energy on keeping the

iraws straight and the shades even. The present Curriculum Director
hat; always,been an 'innovator, willing to experiment and try new

,i4eas: She has been able to almost double the budget for curriculum
materials,aince shebecame C.D. though presentations to the ,School
Bdard, prr.A., ete, gm is somewhatof a threat to the older teachers
,:iho.donwant the bars bn their cages rattled, but she very supi,

pdrtive of-teachars'in their attempts to improve andj,s'generally
well liked.

Principal lI-has it in forjhe 'C.D. because she opposed his
coaching tethniques 15hen'her oldest son was in high school. She

criticized him publicly for wanting to win at any cost; he did not
lose'his job but there was' a_ considerable controversy for several

,

years. Partly as a result Of this, he worked very hard (if un-
successfully) to defeat her husband in his last biefor the school
hoard. <

Hobbies: Needlepoint, French ,cooking.

r
(
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COUNSELOR

Age: 33, female

Educational Background: B.S.. in English, M.Ed. in Counseling
and Guidance

* .

Marital Status: Divorced with,one small child

Hobbies:, Had little time for any,
o.

General: She moved to this town 10 years ago, married the sot,
of the chief -of- police and was divorced 18 months ago.
Some of the townspeople criticize her as a/counselor for
Working with an infant to care for and,for diVorcing her husband.
She is very.popular with'-'her students and they defend her
against such criticism. Although' her major assigned task
is to do vocational and educational counseling,. she spends
about half her time listening, to students' personal problems.
Her home is open to them and they often seek her out for,
advice after working:hours. She tends,to be quite liberal:
in her thinking. She is opei to new ideas and believes,strongly-
in the concepts of organization and planning:

TIie media specialiit is often annoyed by'her because
his office packs up to hers and he can hear :the types of
problems students have. He thinks she should tell their
parents, go to the principal or to the police rather than

just listening and talking with them. He teases her a
lot about this but he is serious Underneath. She ,realizes' -

this and responds by usually stating her case in,.a teasing
way.

c
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PARENT

Age: 40, female;

0 Educattonel Background: B.A. in psychology.

'Marital Status: Married; three children (18, 15, 12); huband

is a physiCian,

Hobbies: Active in League of WomenVoters; past president
of the ,Garden'Club, delegate to'the Democratic National,

'Convention in /1972. IS a voracious reader.

General: She is a bright, dedicateeWoman A4ho hasaeincere:.
public. interest; she will probably run for the #Chool

board text year., She is perky and enthusiastic; a bundle

of energy.
She has always been supportive of the school'and the

teachers. It she does have a. question about school she
takes it to the apprOpriate source rather-than complain n
across ,the back Yard fence.' SDO Ws appointed tit'ttle

committee because it.was felt:she 'could garner t
support better than anyone else, could. -She is so' op

to new ideas and is able.t; judge then on their merit
She is rOst kindly disposed: to the middle schoo

priOcipal bectause he went out of his way to help
son last year after hewas involved it some potenti: ly

serious pranks.

'



Age: 54
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PRINCIPAL II

Educational Background: B.S. Health & Physical Education &
Recreation, M.Ed. Educational Administration

_

Marital Status: Mafried, three children (27, 24 and 16)

Hobbies: Hunting, fishing, watching sports on TV

-General: Is high school principal and takesgreatopOde in
`his ability to run an orderly",well-disciplined school.
Few things'ever go awiyand he insists on folldwing
procedures to the letter. He is7suspicious of change
because, he believes that change too often means unte
n education and the breakdown of the cognitive learning

process on the part of the students. Ho is active in
churdh work, is a deacon of the church.

'fle'started-,,ith the systeM as football coach Then he
got out of the service 30 )(ear% ago. He has been a principal
for the past 15 'years; five years at his present schOol. f

He is well respecteein the community and, for many, Per--
Sbnifies public educaOkon

A

4 .
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SECONTEACHER

Age: 38, male

Educational Backgroup B.A. in History; M.Ed. in History
Education'

Mari441 Status: Married; two children (16, 121; wife is registered
nurse

General: Widowed when his children were very young,'he raised
his children alone until four years ago when he married
his present wife. He moved to this community at that time
because his wifels family hives here. th his former position,
he was chairman of the history department at alarge middle
class black high school in a metropolitan area. In this
position be is seen as the unoffibial leader of the history

&
, . department because the appointed chairman is near retirement ,

and largely ineffective! Not only"does the, faculty regard
: him highly, but he is very popular with 0* studentsthey ,,

clamor to get into his classes.
He is a very people-oriented person who believes that,

too much planning and organization is de-humanizing: He
41. is opposed to a systems_approach because he'thinks it does

,

c. -not allow enough 'for differences in personalities.
0.

-

0

*

I

P.

4

t1

7



RS

52.

SCH061., BOARD MEMBER

'Age: 48, male

Educational BackgrAund:- .B.S. History; M.B.A. Management

Marital Status: Matried, children; wife owns her own travel
bureau

Hobbies: Golf, hunting

A

General: He is very conservative, political) and financially.
He rarely takes a risk although he tri to help the little
'buqintismen and young people starting out. He feels educe-
tiop is the Xey tp our' survival in -the future .and is interested
in impraving the quality of education - -the, cheapest way
possible. He is highly regarded in the community; in the
last election he received more than twice as many vote's as
any athIrcandidate.. One of his bet'friends is principal II.

.

A.

#.; S.
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MEDIA SPECIALIST

,

0
Age: 42, male

Educational Background: B.S. Biology, working on T-5

Marital Status: Married, five children (16, 14,13, 9, 6)

-

Hobbies': Repairing small appliances., TV's, etc.; Boy Scout leader

General: He was born and attended public school in the system
where ,he is 'now teaching. He joined the Army after grad-

fromhigh school, and spent two years in Germany.
He came home and married his high school sweetheart, went
to,a college close by ind returned home again to teach
iiology. He taught biology at the,high_a'chool and coached
baseball for,10 years; he was never made departiserit-cha
man and he never had a champions4p team.

He is very affable and well-know in the dommunity,
not least for his service as scoutmaster. His values
follow the Puritan ethic. very closely. He feels that

--long hair and pot are what is wrong with rOdO's youth.
Although he' seldom has an original idea of hio own, he
is easy to get along with and will tend to do a vet,
thorough job of whatever beds told to.do.
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STUDENT

Age: 17

Education'al Background: High school senior

Hobbies: Editor of the high school annual, member of the-
m debateteam, president of the Student Council

General: He is a bright, popular, polite student who has never
caused any tioutte-In-M-545=-Re wants to become a
veterinarian or a general practitioner so he is minimally
interested' in a staff development program that won't-go
into effect for at least t year. The many and varied
activities of a graduating senior allow little time for his
active participation on this committee.

.1 I
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I)

ELEMENTARY. TEACHER

Age: 25, female

Educational Background: B.A. in.Elementary Education

Marital Status: Single

Hobbies: Dating

General: She is popular, prettly, somewhat rattlebrained
and very interested in marriage. She came to the
community with a girl friend because it is close to a
malitary base and Florida is easily accessible. Her
first grade students love her and, in spite of herself,
she is an excellent teacher. Many of the young teachers
look to her with envy and she was chosen for the
committee in large part because of het influence on them.

Also, her principal recognizes her ,potential and hopes
involvement in such activities as staff Development

-10114khei her become more committedto the school

The CurriculuM Director has been trying to help her
.become more organized. She admires the - Curriculum

Director and wants to pleaie her, but it is very
difficult for her to be systematic.. (Her check book
never balances!) She is somewhat chagrined about this -
and would like to impress the.C.D. a little more than
-ehe feels she has so far.

e

4
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VOCATIONAL DIRECTOR

Age: 32, Black male

Edutational.,Background: B.S. in Vocational Education, Fort Valley State College;
within 15 hours of completion of M.Ed: in-Vocational
Education, Georgia, State University,

`Y'-,Marital Status: Married; three girls (8, 6 and 18 months)-

HObbies: Overhauling old cars and trucks.

General: Reared under poverty conditions about 50 miles from where he
is teaching, he is dedicated to makingeducation relevant to students
so they can acquire the skills needed to elevate themselves socially
and economically, as he himself 'hag done. He worked long, hard
hours putting himself and a younger.brother through school-
He-continues to work long hours administering the vocational program
and teaching two courses althouth'he,would not need to do this in
his position as Director of VOcational Education. He. has great

rapport with the male students; he makes himself available to
them after school if they want to "putter in the shop. Always,
he urges students to stay in school and get a diploma.

0

,
.

Although far from being a militant, he is sensitive to racial
issues and particularly sensitive to the desire,of some to relegate
Blacks to blue collar jobs through Vocational training-, He believes
vocational education should Be ati44-tion to everyone but it.should
not be forced on anyone.

.

\

He la.supportive of change and therefore in favor' of i systems
approa,ch and staff development, btit he is alert to the fact that
Black-teachers and Black students may be singled, out as the only'anes
With any pr9blems.

He is housed in the building of principal II; thdy gre natural
enemies.

.4

f

I



1

R
A
T
I
O
N
A
L
E

a

feiciback loop

T
E
C
H
N
I
Q
U
E
S

A
N
D

S
T
R
A
T
E
G
I
E
S

F
I
E
L
D
 
'

T
E
S
T

ft

E
V
A
L
U
A
T
I
O
N

t
D



. . .

58.

APPENDIX C

BASIC SYSTEMS MODEL AS IT APPLIES TO STAFF DEVELOPMENT

Rationale
Felt needs

Tentative problem
area

Verified needs

Problem statement

V
Ratio :ale

Objectives
Broad objectives

II ,

Detailed data
collection

'Specific objectives

V

Criterion
Measures

Techniques and
Strategies
,Identify poisible
educational activities

Screen and organize
activities

Educational improve-
tent program

Identify needed pro-
fessional' competencies.

Assess,existing compet-
encies

Identify lacking
competencies and
related activities

Staff development
program'and its
administration

Field- Test

Identify activities

Select sample pop-
ulation

Identify techniques'.

and strategies
-4

Develdp evaluation
'questions

IraplemTnt, .f ield

r --teat
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Evaluation
Staffs

Students

Program

law
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APPENDIX D,

-Georgia Ditmentf Education :'.
r.

. 4

7`

INSTRUCTIONAL PROCRAM:STRUCTURE

A. STUDENT ABILITY AND EDUCATION/4 J)IVI
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C, STUDENT ABILITY AND CURRICULAR AREA
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Physical EdUcation _
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