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Dear Georgia Educator: . ~

The Georgia Educational Television Network, with its in-
school and’ 1n-serv1ce productions, is another sexryjce of the )
. Georgia Department of Education. o /

The effectiveness of edudational television for instructional
enrichment is internationally recognized. Georgia school
.- students are ate to live in a state where the Legis-
lature has endorsed edugational television by giving it
I ' excellent support. Thys ‘support has included an allocation
‘of funds to continually expand programming and to establish
sufficient stations to provide the fervice throughout ‘thé
- state. .

th

.

. " Through telecasts over open-circuit broadcast’ channels, !
Georgia children, youth and adults.are given an equal oppor-.
tunity to follow the programs wherever eir classrooms or

7 homes are located. We believe Georbéa{g:hcational 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. .

»
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The material in this workbook is designed to help you acquire a general
knowledge of the systems approach and to help you applz_g&:fagpproach to the
development of a staff development plan.

The general purposes of this course are

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

e That you apply the gystems approach to the st;ff development

process ; ’

\ - \O‘»

-

e. That you develop a staff development plan for your schoél or
district using the systems approach;
! That you be able to apply the systems approach to educational .
problems other than staff development,
The strategies to be employed to meet the obJeétives are three: television
programs via the ETV network, work sessions through the utilization of pProgramned
.materials and drive- in seminars.

¥
|

Calendar and Formag,

TV Broadcast Accountable Work Session Drive-in Seminar
Jan. 20 - one (5 hours) - . Feb.' 7, .3:30-7:30
Jan. 23 (repeat) G Cqlumbus
Feb. 3 two (5 hours) Feb. 10,3:30-7:30
Feb. 6 (repeat) ‘ : Atlanta and Athens
Feb. 17 , three (5 hpurs): Mar. 7,4:00-8:00
. Feb. oo i o Columbus
. g -
Mar. 3 four (5 hours) - Mar. 10,3:30-7:30
Mar. 6 (repeat) - Atlanta and Athens QZ}
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 @é shown on chaﬁnel at p.m. on
the above dates. The Accountable Work Sessions will be held at ’
“ ] ) ’.
- h
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- Neither the -television programs, the accountable work aessiongwor the

drive-in seminars will stand alone. They are each designed to reinforce and
supplement the other parts. L\\ : v

Included in this workbook are speciflc assignments for you to complete .
and retura te - - - :

s

t s
i
‘o ']

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

|

-~ <

Y

- \

— ~ _ : \
» The drive-in seminars are designed to give you the opportunity to Wiscuss
and question the material covered in the television programs, the workisessions
and assigned readings 4s well as other questions and concerns you have 'about
staff development . . ! ] %
. . L oe
To participate in this course, you will need a packet of instructiéval

materials that includes

¢
-

-~

e How Schools Can Apply §ystems Analysis. 'Joseph E. Hill, Phi Delta Ka pan,
fducational Foundatioh.

1

ertlnngehavioralAggjectives A Guide to . Pianning Instruction. Willdam
J. Kryspin and John

Feldhusen, furgess Publishing Company.

e
o Resource Guide for Staff Development. Georgia D@partment of Education,

o

i

|

1

| 1
o Needs Assessment Package, Georgia Department of Education. \ ‘ 1
l

|

|

i

i

i

1

1

|

Staff Development: Sources and Resources. Georgia Department of Education.

|

i

Except for the last booklet, each publication will be used in the work -
sessions. ' Staff Development: Sources and Resources is an annotated biblio- - i

graphy tha¢ you are urged to consult ‘throughout the course although no specifi
assignments will derive from it.
1
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|
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WORK SESSION I

The major purposes of this session are

.

. Thatgyou become interested in a systems approach to the‘degrée that -
~you will be willing to apply that approach to staff development.

- - ]

. -o That you will be able to

Define a systems approach

1

Describe a simple systems model and understand its decision ﬁoints

K

Compare two systems models

Identify examples of systems models and decision points

L4

TELEVISION PROGRAM I !

, .
During the first television 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 whatlevel of operation, however, this is a very
typigal committee. Eagch member has his own point of view, his own method

of doing things) Like all wommittees there is some dissonance. There are
people who take dership roles agd there are laggards A thumbnail sketch
of the committee memhers is in Appendix A.

BACKGROUND ON SYSTEMS .

Throughout the television series, the committee will be using & 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
this model in the larggr context of a systems approach or systems management,

a general overview of/systems analysis is needed. Before you go on, please: ‘read
the first booklet in your learning packet entitled How Schools Can Apply__xstems
Analysis by Joseph E. Hill. -“-”

P

DEFINITIONS - ,

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 eval-
uation. Feedback, the communication of informationﬁfrom one decision '
point to an earlier one(s), is inherent in the tyﬂ@emg approach,

tN




2) Staff development is a planned program designéd to prepare educa-

. tional personnel to implement specific local improvement activities:

which are directed toward locally determined priority student

4 Teeds.

BASIC SYSTEMS MODEL FOR THE'STAFF'DEVELOPMENf PLAN

In How Schools Can Appii Syeteme Aﬁeiysis, you were ;ntfoducedctb 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 i
compatible with but not identical to the Hill model.

cated in Appendix B.

ment is in Appendix C.
Diagram I - Basic Systems Model

The model that wiil be used here is presented in Diagrdm I,
The Basic Systems Model as it applies to staff develop-

It is dupli-
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The elgments of the basic model can be defined as follows.

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

This decision point answers the question: Why?

(4

Objectives: Specific statements, that identify a specific perfor- o
mgnce desired to solve the spectfied problem. s

This decision point answers the question: What?

L3

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

. . | o ’
« This decision point answers the gueséion:( How mu\ 7.
- \

——
'
.

rs

Techniques and Strategies: Methods employed to pro&kce the change.-
. ! * ‘\
This decision poiPt answers the question: | How?

A trial run of the techniques and sStrategies on a

v

1]

Field Test:
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.

1

\ ' ‘ ‘
EXAMPLES OF THE BASIC SYSTEMS MODEL *
[4 . '

3

«

Disgram II is an example of how the Basic 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 he made in building the
Yonar lafiding model are identified. j

N
v
o




Diagram II - Lunar Landing Module Model

]

Wy Go.To | . | wearwmust (|7 HOWWILLWE .| . . -
THE ] - THE MODULE - , KNOW THAT IT | .
MOON? BE ABLE TO DO? IS DONE?
* A L] . 'A- . - . f‘ ' s .
- L BF - i ! : -
S N%’_WHY NoT? L. i , S
HOW CAN IT . HOW DOES THE DID THE MODULE
, MeST ___p| - MODULE HoRK L—p»| accomprIsH 1
EFFECTIVELY : | unDErR stMutATED | THE :
BE DONE? o CONDITIONS? .. - OBJECTIVES?
- : - ‘ i

— )

— ’
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CHECKPOINT . e

To check your understanding of the Basic Systems Model, assume you want:to
apply it to’'the following 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 and from work is a big problem; you are contem-
plating the purchase of a second car.

- . . )

’

)

" At each decision point, write in the kind of\ggestion ‘that needs to be .
answered at that point. ; ! ' N
" ‘7 , - ‘
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Among the possible questions you might have identfied at each decision

FIELD TEST¢

s
B

A
oy

¢ ~

point are the following.

Rationale

Why do we need a second. car?

Is the purchase of a second car the best” way to solve

our transportation problem?

Objectives

) ) ¢ 7.
, g
) +
) «
\ ?
‘ * '!
_ RATIONALE OBJECTIVES .+'| CRITERION
) MEASURES =~ *
3 .
b, W
. A ‘A ° By A
i
]
A .
) -‘Lm-—--.--—-\-.—---“--“- -J

.. EVALUATION

*

¢

Specifically, what should the second car be able to do?
Specifically, what advantage for transportation-to’ work w111 L
second ear provide? ‘

3




8
, Criterion Measures - . , ) I Tt
- . How much time must we save from a second car? A ) - 7 ;
How much flexibility will we get from a second‘ca,r? ) Vel ’
R . [ PX] N * :
o X Techniques and Strategies - - N v .- .
How will we go to work with the car? N RN TR
"How will we save time? - . ‘ . o
- . Field Test o . ) ’ S T - C
) Assume that the field test is run with a borrowed or rented/"’" o
car to determine: - o . ] s R
What routes would be best? . .o . .0 T
How much time, if any Would be sayed? . . . . T
Evaluation - — T T .
¥ Did the rented or bofrowed car accomplish what was specified dn the , . ‘
object1ves" BN . v . T
. s . - Y
_ There are ‘many aPP‘roprlate qﬂestions you could hate identiffed for each et ;
decision point. Do not be discogaged if yours do rot match any of these; we ) = 7
’ will dlscuss this in Seminar I:. o o IS
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communlty. RN _—
. ) v ' ' ,// b
"o ot g ' » ad P
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; e '@i R
b. Identify a ‘'situatien vherd the systems apprbach is used in' your
school djstrict., . . - v e . .
. s o ) ’
- Pl .
"\P} N
- - N \ ,:;r . .
b - A S
- y . ya 4 - r .

AS§IGNMENT - "”;y: T e
In the work sessions that . follow this.one,‘you vi}l be asked (N

Basic Systems Model: to plannipg fot Staff Development. The assi
will have will relate directly to Staff Development

Systems Model ) .

1. Define the 'systems approach. : - t

"
, v

. , . R
L4 " . ’
. . . .
LA -
. . . IS

- 4y

AT a. Identify a sftuation where the systegs’approach is’ used in your

III List the decision points of the Basic SYStem Modelxéud the decision
‘o p01nts from the model in How Schools Can Appiyﬁsttems Analysis that
. you feel-correspond. <

’Basic Systems Model A , Hill Model
° B -, -
N R
' . Y s
=t “ : ‘ ' v A

. e [

. \\,' S, M KRR , . o.' ;, . ’,\_ . . ) ‘», U ’*. . - . . .
a . B /ﬁ‘f-e ~e .

IV Study c;refully the flow charts attached-to Appendix B of thé Resource

‘Guide for- Staff Development entitled M&del A (LEA) (LoEal School System)

Elow Chart and [Model B (Local School) Flow Chatt. The Flow™ Charts will

. be discussed in the first seminar,

» oy
A - . x

v




WORK SESSION IL y o o .

.- o . . . -
T

The second work sesgion is designed to have you review in de{th the first
decision point on the basic systems model "Rationale". To accomp ish this you ~
will be introduced to the concept of sub-decision points.

. ® ' 8
:' ‘,',‘; . The Purposes‘of ‘this work session are v v - '
i ’ e That you-vill bé able to recali. the*components of the systems model
Tl to be utiliged in this project. .
g /’ ® That you know how to_conduct a complete needs ass ssment based on a

tentative ptoblem area, .

’ * ~ ' ’ \ . - . B
.® That you identify an educational problem area and be™@ble to build a

rationale for studying this a‘rea.l , ’ )

» .

- CHECKPOINT : . ? - :
4 . " T . * R
™ * Before you begin to work through the.sub-decision points associated With : ‘
decision point one "Rationale", vrite in the name of each basic decision point
\ in the appropriate boz below. You should be able to do this by memory at this
time, s .7




* . 'TELEVISION PROGRAM II '?}ki : ]

” . . .
During this television progftm vot saw the committee begin to work to-
~  gether., They ident{fed‘feit needs and then set out to verify these felt
"« needs. They worked ipng ahd hard “at gathering 4nformation in er to arrive
-at an acceptablé‘ﬂfo em 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 decisgen point of our Basic Systems Model. - v .
. ! ¢ i ‘ .. ‘. ’ . * $
- ' . - « . .

DECISION POTNT ONE: RATIONALE . ) . ’ .

-

. As you saw on,T.V. dec181on point ”Rationale" has the following suﬁ-
"\ rdecision points: ) .. . -

Felt Needs . Tentative o, Verified o Problem . " o Rationale
) 4 Problem " Needs Statement . . -t e
T Are. L] . . A -
\ ‘ . § e R &

. (‘/ . * / - ! ’ <
The major dedision points in most systems models are usunlly the culminn-
tion of wmay ;mlllen sequentill decisions uﬁich provide data for the larger decis- .
1on . 1f each subgdbcision point is detailed every time the model is presented .
thé fiow of the gyjtem may be hampered. The sub-decision points will be vital’

to you, hoveverékas‘you work through the‘process of the Basic Systems Model.
, X > .
} ‘Appropriate te mihology.for decision poir one “Rationnle” is described as s
. i . X r 4 A ) N
. fo lows. .. « & & ?ﬂt ' ‘. , - . ) . )
' JjggéigﬁiZg Since the systems approach is a problem solving 7
plan, the ratdonale identifies a specific problem and why

‘ it _sifould be-ﬂplved The rationale is the furldamental reason * .
- ( . < . ST doing sohﬂ%ﬁing it should include &mpirical and philo- -

- sophical support . .
\ R . P p ‘ \ - z -
. ‘—~L77\\\1 ’ Problem A s1tuation in which a discrepancy is identified betieen .
what is desired and. what in fact exists. A problem does not exist
" by¥itself, it hes to. be perceived. . :

- !

Needs Asgsessment: A collection of-dtta to determine ;n\shat ways

p ’ ' - ‘and to what extent there is a problem, i.e., e is a discrep-

R P apcy between' the desired and the actusl. Ne ds adgessment ususlly
‘. . includes glch information as: learner chara terigtics, inventories -
. . . .of school and community resources and relg

v Fel Needs: Those ba;ed on personal opinion
. people/percéive to exist, They are not data based or empirically *
. supported. Felt nebds may be very accurate but, in & systema
- . % - approach they should be legitimized by data ‘ . .
N
. - .
Veriffed Needs: Those based ‘on relevant dl!l obtained from such sources
as test scores, surveys and inventories. They are supported by ob- |
jective data rather than merely by personll opinion and are thus ]

N te" . . [ -
regitimate”. N . : . o

. !;ISI};‘ - - | . - " | . . 1‘1 . .- .,. . b o i
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3 : ’ ’
R : \ ) s
g BACKOROUNDOF NEEDS ASSESSMENT ‘ '

!j ; .o - - : )
;o 3 In order to gain a better understanding of needs assessment or needs
SO ”ff verification, prior to dealing with the sub-decision points of this model,
- read the second book in your learning packet Needs Assessment Package from

A2, ., the Georgia Department of Education.

e
P ’

o€ T UORKING <THROUGH DECISION POINT ONE .

gégntification and Ranking of Felt Needs

The first step in wdrking through Decision 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 sevgral
student ability leveds, curricular areas or educational divisions as

T described in Appendix D. )

A . . .
) N Some ‘examples of felt needs are .
¥ - Students aren't doihg as well as they used to '
. Kids don't like school '
. ‘Students can't read . ;?
’ / ) . v ) ‘ 8 ‘ '
. " Thesé needs mugt be sifted throughf to ‘determine which are deemed most

prioritizing is necessary. Two ways of\ranking felt needs are 'Matrix

_ important by the staff development_com?g:tee. Some kind of ranking-or
Ranking' and "Paired Comparisgns”,

- . . E]

Matrix Ranking - . . . e
b Matrix Ranking is done by having a group of individudls rank their own
- felt needs from high to low, as done in the following example.
. . RS : ) y
- < v
¢
. -, ) -

LA . 4
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)

Individual Ranking

Felt Need * Ranking

1. Student Failure 10'

2. Student Attitude g

3. Job Preparation "8 '

4, Can't Read 7 X

5 g P’
.............. 2

6, —==v---meme——- 5

Te mmcmmcmcmceae 4

After each individual has_ranked the needs, the group assembles and

charts their felt need ranklng as indicated below.

»

Felt Need Rank Felt Need by Gnoup Members Total Points
A B C D E

1. Student Fai}ure ) 10 B 8 6 7 47

5. Student Attitude - 9 6 10 7 6 47

3. Job Preperation ' 8 10 9 10 -8 52

4. Can't Read 7.9 5 8 9 - . 44

5, —mmemmmme- - .

6. ~immmmmmmnn- ,5

To =memmmmee - ’ e .

According to this matrix, Job prepiiat1on—begpmes the firgt tentative

problem area-for which the need must be verified.

If this need is not

data supported-in the verifieation process the next ranked felt need is

subjected to-the same verification process.

)

2

16
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14.

Paired_Comparisons
. A \ . .
Paifed 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 abbrevia:ions

for the felt need areas:

1. Student Failure ' (s.f.) ) " o L.
) 2, Student Attitude (s.a,) J

3. Job Preparagion' (j.p.)

f. Can't Read (read)

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

. 1. st 3. sf 5. (sa
Jsa ( read read

2. sf - 4. sa . 6. 3T
. jp /('jp read

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 éxample cited, the following results occurred.

" 1. Student Failure (s.f.) - 4]
.
2. Student Attitude (s.a.) 2
3. Job ?reparation (j.p.) 33 tﬁi‘
P « % v i ". ’-“
4., Can't Read (read) 1

Job preparation thus was identified as the first tentative problém 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

verificatlon process.

Results of Rsnk!ng / : . e

. ¢ ]
After prioritizing 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 individual
staff development plan than th (

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

 §
Verification of Needs

The collectiion 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.

. [

L 4

'Verification Sources and Processes

Although each problem may yield unique sources of data the following s
are usually productive for the tollection of data relating to student nee

Student Background .
. Student Inferests .
L 4 ! .
Student Performance z t;
o School Resources : ¢
'Community Resources - ' ) .

- The process of data collection may entail new activities or it m§y include

a review of information already obtained through such processes as e !
y iy
Teéting ) *
SurVeying ) .

. Using.Questipﬁnaires '
Interviewing ‘ . | '
inventorying |

, , o ‘ |
Examples of Verifiedeﬁeeds o vy '

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

Examplés‘of verified needs iftclude . ' - -
. ‘ . . ’ .7
1. Standardized test data indicate lower scores in computational
skills for third grade children than ftve\zsérseago.-. ' .
2. Questionnaire results show 60 per cent of high school.seniors would
rather be working than be in school; average daily attendapce
o .

.
.
-

>
. - ’ : 4
o ¢ // 18 2 . . . .
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V
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 iunndiately after

high € 1 remain unemployed for at 1 six months, .
-I

FVZ 4., Statewide testing program indicates nin grade students on the average

are-one and a half years below natio;gy'norms in reading comprehension.

T - B

oy

A ,
v 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 descsiption of what can be agreed upon
as the most reasonable, most desirable ekpectation of "what should be"

Support for the statement ''what 1s" should be based on empirical evidence
as collected in the needs assessment to verify the needs. The empirical suppert - '
should point out the discrepancy that exists between the real and the desired. {
" b
Support for "what should be" can be based on both empirical and hiloso-5~ diil/ y
phical support. Philosophical suppprt is opinion based on values at beliefs./fi' *
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*‘j:>*<::;e_\_ﬂ
that is not being carried out forms the basis of the philosophical support. . |

|

|

1

i

~ |
' ~ - 4 j

i

Checkpoin ’ . . . T
) .l . / ‘
. I. "Take one of the examples of .the verified needs presented above and ! .

I
write a problem statemnt for that need. Support the problem statement with B
a statement of philosophical and empirical rationale. 7 j d

.

-

|
) Complete this task before reading further

Here %slhn example of how you might have responded for the verified need

A survey of the three 1arge§t community employers show dissatisfaction with the»,

high gghool preparation for studepts entering their line of work; 39 per cent of the

graduates seeking’ jobs immedigt€ly after high school remain unemployed for at

* °* _ leat six months. L
~ - . . i ( .

One possible problem statement for this verified need could read:

. — The vocational training of ‘our students . ) ' .
~ should be modérn and up-to{date, preparing .
‘ ' students for both present nd future job
possibilities. To fa@ilitdte this greater
communication and cooperation’should exisc’
between the educational and vocational ‘sec-

tors of the community.
R4

J
i
|
|
1
i
|
|
|
|
|
|
|
1
|
1

AN ‘




At least 90 percent of students seeking jobs shoyld
be able to find a job for which they have

- . approp‘éggg_praining and skills within six
months of graduation.

- Empirical support could include

dissatisfaction with the high school preparation of st
ent;;}ng their line of work. Students' vocational preparation
is Yargely outdated. Many jobs are left unfilled becayse the
students have inappropriate trainingwfor them, 5

e A survey of recent graduates seeking jobs immediately jafter high
school indicates that 39 per cent remsin unemployed f
at' least six months. These people¢.create a morale prgblem in the
community because they tend to loiter in the downtown! area to wile
awvay their idle hours. )

Vs ’ fone ! ’
e Philosophical- support could include:

It is the natural state of man to want to mszé a difference - to
contribute to his environment. The work that one does is a
natural area for contribution. It should be’one of the major
respongibilities of education to prepare man for work for two’
major reasons: I) man's need to contribute, 2) man's need to

. wsuppert himself financially in our society. Public supported

\ ‘education should prepare futupf/S;;iZEns to support themselves.

Voo

We will discuss your problem atafement a&d support during the first
S drive-in seminar,*




ASSIGNMENT

’ [

I. Stﬁdy Appendix D, a matrix depicting the State Department of Education's

: "Instructional Program Structure', .

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

-

b, TIdentify needs ypu percieve'}our system or school to have-in this area.

[

B R
e -
‘ .

¢. Prioritize thege needs below using one of the approaches desgribea/in o
this wotk session. -
. B
t
4

~

. K . .
* - < ;
v

d. List the types.bf data or information that should be collected and
studied to verify these needs. . - . '

. A

€

|

. i
| . |
]

|

|

1

|

|

i
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- ‘

e, Assume your hightest ranked need has been verified. Write a p;oblem
statement for the verified need using both empirical and philosophical
support. ‘ .

i

w
Aruitoxt provided by Eic:
. .
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" WORK SESSION III o “\

-~

The major purposes of this session are

+ « That you understand that § student needs asséssment, the féund-
ation for writing objectives, is basic to any staff develop-
ment plan;

OThat you will be able to identify the elements of a/well stated
‘objective;

¢ That you will be able to write broad objectives;

e That you will be able to write specific objectives in the ABCD férmat.
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 committe
members complained about objectives as being too confining or inhﬁain
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 commiftee members (Appendix A),
perhaps 'you had anticipated how they would react!

Lo s ,
GENERAL AND SPECIFIC OBJECTIVES - .
e ¢ s

As used in this project, objectives are statements of .intent for
learner performance. They descfibe who will do what, when, and how much.
Dealing with these matters-corresponds with the second and third decision
points of our systems model. These decision points and their sub-decision
- points are illustrated in Diagram 111.

/ﬁiagram II1 - Decision Points Two and Three of Basic Systems Model

OBJECTIVES / . CRITERION
. MEASURES

Broad Objéctives

D ailed Data . . . )
Co ction AT

pecific

. Objectives 44—
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Aruitoxt provided by exic [

v

-

e

Throughout all

e T - -

the sub-decision points of the model exploged~thus

far, a process of telescoping in on an area has been described as indi- .
S

cated below.

process is continued with broad and specific objectives.
statement identifies the discrepancy between the actual and the
A broad objective is a statement further ﬂescr1b1ng "the ideal

’

‘ il , - . v
i N
Felt Needs

Proble
Area L

Verified
Needs l e

_~ Problem L -
Statement

Rationale ' - ,

. .
’ . ot‘r -

The

eriences,

ige student population should be able to do after a set of educa-

A specific objective is a further refinement describ-

ing what sub-populations should be able to do as measured by pec1f1c

criteria under specified condit1ons.

~

“

» B .
B .
.
. ’ ’

EXAMPLES OF GENERAL AND SPECIFIC OBJECTIVES A

g
Jectives based on verified needs*are -,

students scoring below grade level on standardized
th computation. w111, after completing one quarter's
a gain of at 1east one'month; . .

L4

7

students; read1ng below grade level as measured by a

standardized test, will after dne quarter's work in a special

Y

Before objectives are written more specifically, additional data may
ected.

need to be co
have been use
be used.

for

Example I:
showed? .

reading program, show a gain of.at least oné month. . ‘.

/

For’ example,-genera11zed test results might .
needs verification and now specific test results

41ust

These specific test results will indicate the degree and/amount
of discrepancy that exists within a problem area.

.

. . ..
Tentativ ) (ﬁ\\
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J ' . 240 students above grade level % .~ , e T '“: 4
A .. 360 students on grade level oW ) o, - .
L . 275 students 172 to 'l year below grade Ievel ‘\> , i
<250 students 1 to 1 1/2 year below"grqde level - C
. : . 200 students 1°1/2 to 2'yedrs-below grade level . o . T
) 180 more than 2‘years below grhde level - f ) . ; ;e
. ‘In further collecting data and assessing needs it is possible to ’ ‘

. become more specific. In the breakdown above 905 students scored below’
. - "grade level at varying points,
Example II: 450 high school juniors after completing a questionnaire
on attitude toward schooI indicated that:,

>

45 students were enthusiastic about school

155 students liked school . . 0T
. 125 students were indifferint toward school . ) \
‘ 75 didn't like being’in school, but not enough to qui : .
/ 50 were going tc quit because of an fntense dislike Fdr schqdi after '
that year, \ 5
‘ " This more detailed .data collection shows that 125 students do not like e
.o school and another 125 are qUestionable. ’

By further 1dent1fying the degree ‘and amoun of disérepancy tnlt
ot exists within a problem area a set of objectlves may be identified"and
written that will more precisely - :

-

3 s

] , be giVen first priority), '. - Ve -
. 1Y ) . o7 e
prioritize sub-populatioqs within each problem area to show vhich -~ -
. ones -and how many need intensive works 2 A |
\ A . 1 - - ,/ . - .

;;4 . verify the problem statement. ot . ////.'- - |
' . *" Examples of specific objectives are . ; ///A ) '{
o All n1nth grade students scof}mg more then two years below grade ?uﬂj

. . level on reading comprehension (180) will shoﬁ ‘at least three- S
' months - improvement after completing one quarter in an intensive S j
) ' * reading program, . . . - |

—— . . - - .

. ’ #-Ypon completion of a two .week spegial seminar, 30 of the 50 juniors .

Specific objectives also describe cfitérion messures, or how much of the .
desired kinds of 3tudent performance wil indicg;e/z::t the feeds are fulfilled.’ v,
L

|

-

Thus, although objectives and criterion/measures are separat% decision points V ’/"
on the Basic Sydtems Model, the specif cation of what studen s behavior Qnd“
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ASSTGNMENT 1 e el s .
'y . N . i .- . © B .
* : ¢ . g . a " . i )
& \ ! There are numerous ways ‘to writé objective's that have been developed
: within the last 15 years.. You may ajready be familiar with several

& of these. - Although the proponents of agy one approach might“disagree,
. : there is no one correct Way 'to write objectives; many types of objectives
. N “exist, many types are helpful.” You will be asked to learn one specific
approach in your -assignment so we can have a common framework for dealirig
.- - with ijectives in preparing the staff development plans. Regardless of
. / how much’ experience you have had in writing objectives, please become
familiar with the approach: that wi11 be used in this program.
. el ®
I.. Read the third book in yoqr lea;nﬁng packet entitled Writinyg Behavioral
Objettives: A Guide to Planning Ingtruction by Kryspin and Feldhusen. " -
When yqQu-have finished this book ¥ou shduld be aBle to write objectives
in the ABCD formAt..

/ . " -II. Based on your profﬁem@statemgnt on. page 19, write severam

objectives for your problem. , Lo _

. - !

'," L . Av t:udent; Sub-ﬁopulation B \' . v s oo / S
. ’ . ., that will be the specific’ . o T
. . ' focus }& improvement/ o 1. RO : : T

i Va s

©. - k4] N r‘ v * ) '//
.- _ B. Sources of data that will- ‘ PEREE - R ,j ;
T, - be consulted for e - e L e Ty
. , “4, specific Anfo iom, e.g., ﬁ ‘ - g . e
L test scoresy sj:ud/nf: fikes’ R ",/;WLQ;,‘.-" ( Commm ) . ;

/° . N ; P w/ " Ve ‘I ) 3
. I. - , — -,
T o . .+ C. Results of additional ', / P O .o

N . # data collection IR S ‘ Cd 7 ‘ .




LY

A ]
.
.
B

- .
o
1)

f

: .

-

’

— -
’ -
¢

.

.

ERIC

Aruitoxt provided by Eic:

24'

’ . . . 4

Iv,
in th.ABCD format for your broad-objectives,

N

Broa@ Objective I 4 .
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WORK SESSION IV

<

The major purposes of this session are ’ .

e That you will be able to translate objectives‘into plannéd
educational improvement programs;

. o That §8572an1 he able to screen and organize educational

- - . lmprovement actLv1t1es, :
: v . B
" o e Yhat you will understand that educational imprevement programs

- are the basis for staff dﬁvelopment activities.

By the,end of this work session you will have,worked through the final )
33 thrée deci51on points of the basic systems model and will have:begun Decisiona
Point Four. —

/ " You #ill also-have,worké- Step One and Stép Two of the: Staff
Development Process. or complarison o o processes, study Diagram
IV: " . ———
. -~ T \_;r
B ‘Diagram IV: %A Comparison of .the Basic System Approach to the *
ot - ‘ 7\) .
« Staff Development‘FFatessﬁ,_§N_§ . .
S . L} : '
Basic Systems Approacﬂ\\\\\\i\\\\\\ " . Staff Development Process
Decision Point I Needs Assessment
" (Rationale) ) (Step I)
Decision Point II Educational Improvement Program
(Objective) ' ) (Step 1I) ) -
Decision Point III o 4 ' h '
(Criterion Measures) ’ o
Decision Point II . N . (Step II).Contigued

(Techniques and Strategies) ’ )

.
.
A , .

The maJor difference ’in the two approaches ig one of terminology. The
Sbasic systems model is somevhat more precise in that it takes you throjigh a seties
of sub-decisioh points. :¥Be staff’ deveiop&ent pnoceqs asks a series 05 ques- %y
tions. Bpth approaches are sound and éach complement$:the other, Used together £

they sttengthen the staff development. endeavors. .
- L 4 i - . . ~

P ~o
. - . *
- .

TELEVISTON PROGRAM ) } )

. \
" ) N - . .
~ N [}

Television Pro.ram 1V focused upon a very jmportant task in education, namély,
the.identdfication 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 formted them to be‘specific, they were able to recommend many education-
al {mprovement activities,, screen them-for such factors .ss- appropriateness and’
feasibility and combine the activities into an educational 1mprOVement program

N ) 28 . o« ..
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BACKGROUND FOR STAFF DEVELOPMENT

At this time to étrengthen your ndersénnding-of the staff develbpment process
in Georgia, please read and study the Resource Guide-for ‘Staff Development, Section
1 and Section 11, Parts I and 11 with the appropriate appendices.

EDUCATIONAL JMPROVEMEN? ACTIVITIES, - o J

The identification of educational improvement activities occurs in Decision
,Point IV of the Basic Systems Model, Techniques and Strategies. Although there
are a number of sub-decision points in relation to Techniques and Strategies,
only those involving educational improvement activities will be specified at
this time. The appropriate sub-decision points for Tech niques and *Strategies
and the two preceding decision points are indicated in Diagram 1V,

-

H

DIAGRAM IV - Decision Points Two, Three and Four as They Relate to
Educat1ona1 Improvement Act1v1t1es ’

.

Objectives

Broad Objectives Techniques and
Criterion Strategies

Detailed Data . . .
Collection Measures Identify Possible

Educational Agtivities
Special Objectives —P —p

L]
Screen and Organize’
Activities -

. . qudﬂtlonal Improvement
oo L] era

A

>

From the specific objectives, educational activities can be identified tgat
have the potentialefor fostering the behavior identified #n the objectives. Not
all possible activ1fig§ are practical, or fe851b1e in a given 'situation, hayever.
Therefore, it is necessary to subject the activities to a screening procejy;e. A
set’ of pre-determined questions can help in designing the most appropriate

educational program. The following questlons are based on those in the "State
Staff Development Resource Gu1de”

>

® Compatibility -- Does this act1vity fié in with the philosophles and vqlues
~of the staff parents _and- community’ How?

/’

o Complexity -- What has to be done to this act
for the system's schools?

y to get it ready Y

[ -

® Finencial costs -- What is the
costs will be'eliminated?
What sources are ava

8t of trhe activity? what presenf -
at additional costs will be incurred?
le for funding? . )

"
k3

.
’
< P



® Time
" time
take

than

more reasons.

-«

': e Space requirements -- What will be the space requirements?
. . ' Magnitude of innovation -- How much change/revision will be required?

o Support needed -- What will be required ix?the day of staff devslopment,
- organizational changes, instructional supplies and equipment? 3

® Relative advantages -- Does this activity meet the system's ‘needs better
These questions should help the user eithef 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

CHECKPOINT ‘ )
// « » -— « .
//////f To check your understanding of the screening questions, consider the follow- -
ing objective.

30 of the 50‘juniors who indicated thei‘wouldsngt
return. to school will return and at ast start their
senior year.

Assume the following activities for thgL“Qhl2Qkixe_axe_tﬁ_he_s;xggngd

® A group meeting with studentswho have dropped out %p\;he past

27,

&

factors -- How much and whose planning time®and daily opé;ational
is involved? When is the best time to install? How long will it
to get the innovation working? ] o .

’

»
“ -,

4 -
3

others? Why?

.

*

Upon completion of a two week Special seminar,

- N - =

e A lecture by Paul Anderson _ o ;“"'** - ‘

® A group meeting with community leadqrs LT @ . R
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¥

’

Using the chart below, write in Activity I, Activity 2, or Activity 3 in. *

the appropriate column for each screening question. Use your own community for
a frame of reference. : :
— i

h ¢

; ¥ Excellent Good Poor
. /
1. Compatibility . ' ,/////’///
' :/ ~

2, Compléxity

‘ 3. Financial cost?/——“ -

|

s . (no problem) (few problems) (many problems)#_J

. |

|

|

\

\

|

» i
4y . Time factors |
\

1

8. .Relative adyentages

-

Although everyone will have a different résponse, 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. '

3
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1. » Choosé one’ of the gpecific objectives you wrote®at the completion of work
session III and identify at least five possible educational activities for it,
Next, subject the activities to a feasibility screening using as many of “the
previous eight que?tions as necessary on the chart beloi -

’ ASSIGNMENT~

a. Briefly describe your educational improvement activities.

N >

1.

8.

-

- %

b, Screen your activities on d‘e following chart writing in the number of the
activities as appropriatE

~ - Ex¢ellent Good < Poor .
{no problem) (few problems) (many problems)
: fﬁp"
1. Compatibility , ] i~
2. Complexity ! ~
- - ' -
3. Financial costs § %' . ‘ N ‘
. . S
- ¢ , - ’ L. . 1
%2+ 4., Time factors - .

5. Space requirements - ‘ . 1
|

6. Magnitude of innovation i
s . _ ' |
7. Support Needed ) ) ’ i
g , i
|

.

|

8. Relative advantages

N - o




30.

11, Logically group the educational activities that survived the screening
process into an educational improvement program. (An educational improvement
program ig a logical grouping of screened educational improvement activities
that will enable students to attain a' given objective and a set of objectives. )

1. ' ‘ %
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WORK SESSION V

o

-

Once the educational. improvement -program as described in-*Work Session IV
has been designed, the next step is to identify teacher competencies: the know-
ledge, skills and attitudes that a professional staff Meds in.order to carry
out the program, . ) .

°¥
% "‘ ¢ - " )
To this end, the major purposes of this session are

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

e That you will be able to specify professional competencies that -are
needed to ach1eve student objectives; - -;-- -

—— — -

e That you know how to plan alternative supporting ‘strategies for
achieving specified competencies;

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

TELEVISION PROGRAM

N

»

In Television Program V the concept of professional competencies was developed
. eloping the

competencies needed by selected personnel £orSiRlPelenC specific local
: etz Tdent ified student needs. Your reactign

N

pobab Byt aaalifoat 2 eF not as complicated as it sounds, howevEr, as the .
television committee discovered. Using a variety of assessment- techniques they
‘determined which competencies were needed and whether the professional staff
possessed them. Locafﬂimprovement activities were designed for those competencies
which were needed but were lacking. ) -7

< ~

L Y

Although it didn't come ea51ly, the telev131on committee has begun to see

the payoff for all their ‘hard_ work -- they have started to realize that the
~improvement of professional skills-in relation to verified student needs has the 1
potential to really make a difference in the education a studént receives. With ‘ -
this realization they will be ready to complete the task. 1
|
|
1
i
|
|
|
|

- - N s

R

M . T - L
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RO . BACKGROUND ON STAFF DEVELOPMENT I e e
L N .

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

.

describes competencies and staff development programs please read Section Two,

b Parts III and 1V, plus the appropriate appendic? . . -
: " THE STAFF_DEVELOPMENT PROGRAM E LT ——
Relation to the Basic Systems Model - Ty L -
. On page 25 it was pointed out that there are a number of sub-decision points -~ .

i
for Techniques and. Strategies, only some of which were described at that time. .
In Diagram V, all the sub-decision points of Techniques gnd Strategies are indicated. . 1

34 ' |
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DIAGRAM V, Sub-decision Points of Téchﬂiques and Strategies for Staff Development

TECHNIQUES AND STRATEGIES ' ;
- l N 4
Identification'of Possible Educational Activities
| ~ ..

»

Screen and Organize Activities

Educational Improvement Program ’

Identify Needed Professional Competencies v

]
Assess Existing Competencies

y
Identify Lacking ‘Competencies and Related Activities

] .
Staff Development Program and Its Administration

~

1

. In relation to staff development, it is necessary first to determine what

professional competencies are likely to be needed in order that the educational 1

improvement program can be implemented.. CTompetencies, like objectives, describe

what needs to be accomplished, to what degree, "under what conditions, Since . ]

the staff may already pessess some 6f 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 betweén the design of the Staff Development Program

and "the Basic Systems Model? The design of & Staff Development Program is a

system within a system as outlined in Diagram VI.

. and e . . .

-

|
{A‘
“
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DIAGRAM VI. A Comparison of the Basic Systems Model and the Design of a Staff
Development Plan

Basic Systems- Model ' Design of a Staff Development Program
Identification of problem . Identification of competencies; assess-
area; assessment and verification ment and verification

. ;:jjed on students) (based on professionals) ’
O jectives v T

_[\xhCriterion Measures - Competencies ///
Ident%ficétion, screening and Identification and organization of staff
organ&z?tlon of techniques and development activities; administration

. Strategies, e.g. educational of Staff Development Program*

improvement activities

COMPETENCIES

The major difference beté%sg objectives and competencies is t objectives
are student-centered and competdncies are educational perso§3:l;9;%%§red.
Competencies define what behaviors the educational staff needs’in order to
offer the 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 educationn{/;;provement'program has been designed, the task of
identifying appropriate Cofipetencies begins. This process must focus on ident-
ifying the skills that the staff most often needs to offer students the educa-
ftional activit selected earlier. Like objectives, the need for competencies

must be assessed. One way of assessing the need for competencies is to establish
soge pre-determined decision points in, the form of questions.

»

Example:

: 1. what do educational personnel need tq know in order to_implement a
program that will enable students to achieve specified .objeqtives
through gppropriate educational improvement activities?

r{ K3
a. What does.the classroom teacher need to know?

{ -

- ‘c. Other identified personnel (i.e., subject mafter specialists,
. supervisors, etc.)? : - .

- b. The principal?

2

what kind of judgements ﬂo~educ$tiona1 personnel need to be able.to
make in.,order to implement such a program? :

t skills are needed to implement the program?

~

. - *Tasks essential ‘to ration of a staff development program are described

in the sixth work ses o )
Q .
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4. What attitudes are needed to implement the program?

Another way of identifying needed competencies is through the use of
professional inventories and evaluation procedures.. They not only serve td
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
professional -competencies can be as hazardous as no assessment at all.

COMPETENCY STATEMENTS

Way- o . -7

- -

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 performance desired. ..

The second method for identifyihg cginpetency statements involves the original

definitionof them. Each competency statement should have the minimal following
element. o

e 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

*

Examples of competency statements include:

Py

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

* - When én independent project requiring readiné fé'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 engironment so.that ‘at least 90 per cent of the students are

appropriately i voived within two minutes of the beginning of the class.

S <
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Thus, specified competency statements become outcome objectives for staff
developmjnt.

’ - \
.

STAFF DEVELOPMENT ACTIVITIES ¢ e

-

» - -~
v -

After competencies have been-identified and/or developed, appropriatg
strategies and 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 simjilar’
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 fext work session.

.
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ASSIGNMENT

a. Briefly describe your’ educag;onal improvement program as you have on
P. 30.._

-
v

o

PO e N -3 '

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

impr vement rogram, / "
v\f% . \\‘ .ﬁ/ ,/’ ’

f e :
‘ /

.Qr A

2. . ~ -
v 3 l‘y—‘ R
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4. -
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5. | R

v

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

A&

1-

* 2-

T s sy,
L

LYY N } S
. s
3. / .
G . ‘
v

d. Since;you are not being required to conduct an actual .assessment, assﬁmes -
- that two of the fompetencies are found to be lacking.? Please circIe ‘them
+ in your list above. Describe &t least three local improvemeﬁt actIVities

to obtain these competencies. =
':{ i P
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. . o .
. e.//i;ply the screening qde;&é:;,.fof-:;EZltionqlvimprovement-activities
) + from p. 26 and 27 to thfge=dctivities., List below those which survive the .
-/ screening in the order in which they should be presented. . ,
R W L ™

2'

3. ’ .

> ! N

. f£. Congratulations! You are on the verge of a-Staff Developmenthrogram.
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) _ WORK SESSION VI ~ ;L
. ) » ™
- .“3 - ' + ‘\ ’
The major purposes of this session_a;e ~ . . i
; - - . ,

e 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 lines of
- comuunications.. . oo

- N .

-~

e That you will be able to -specify possible methods for eonducting a -
field test in : staff development plan. ~ -

e That you w1ll be able to design appropriate evaluation questioﬁs.

©

); ) ~ - N )
. : - . \ )

A - ; R . 1]

TELEVISIO! PROGRAM o
-~ > . 3 . < > ~
During the final television program the committee fully realized the
bengiits of .organizing ideas and ¢f usiﬂg a systems approach in dealing with
' dif

cult situations, You saw the coumdttee make a plan to conduct and evaluaté .
1d test. Not onf§ did thex evaluate the field test but they evaluated the )
total progran as well. And, finaliy the point was made that no matter how good
“the system being used, tHe most important ingredient is the people using it.

} ’ -~ BACKGROUND ON ADMINISTRATION OF STAFF DEVELGPMENT,PROGRAMS -

: . ¥ B * ~ "

{ In work session five, the final sub- decision point of Teclmiques and
Strategies, Administration of the Staff Develpment Program, was listed but
not discussed. To prov1de a perspective fig this sub-decision point, pledse o
back to p. 32 and review Diagram VI. -Also read Seption Tup, Part Five
* of the Resource Guide for Stgff Development.

« < N
0 N »

y

. . Y i ' : ¢ .
» X ] R .
* ‘..A'IHINISTRATIVE TASKS FOR STAFF DEVELOPMENT -
| . . The final sub-decision point uhder Techniques and Strategies.E;;\\Ithin,it —_—
~ ', - ‘certain admimbetrative or menagement tasks that are-necessary for the adminigtration
ered in the- administration and implementation. of a staff development pl
. (1) designating professional staff responsibilities; (2) .asbigning specific

tasks,g(S) establishing time lines and. (4) establishing lines of communica ons.

? R of a staff development plan, Basically there are four tasks that should he consid- '.1
|
1

. : 1) Designating professional staff resggnsibiiities is peramount in any
| - . plan erent personned wit e qydtem, not neeessarily in-

| . . volved in the training phdse of -these planb or members of a steering
o committee, need.to be in ed either directly or indirectly. Those

. involved dirett uld be concerndd with the actual training‘of staff
T for the a fiment of competencies. Of no’ lesser importance are those

) - ) e - - P

« <
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s e - people who are indirectly‘intolved‘with staff develop-ent

provide the necessary financial support,

. 2)

T~ ! : & .® -
’ ]

Thesge people

policy and other administrative-
_support for the implementation of the program. They could include any-

body from the superintendent to a paraprofessional.
approach they need’to be identified.

In a systems ,

'R .

Assigning specific tasks is accomplished after appropriate personnel

an_is alwost complete.

been designed apd organized;. techniques for administering the resulting program:
Befor

have been developed.

The next decisdion pciﬁt is "Field Test".

.. X are identified. They must be contacted and assigned specific primary
and secondary responsibilities. It ‘is important that they be willing
to accept and-carry out these‘ responsibilities. They must understand
wvhere and how ‘they fit into the staff- development plan and be account-
. able for those things assigned them. ,
\\\5 ‘ 3) Estahlishing time lines is one of the moré'important managerial procedures.
Time lines identify when a specific task is to be completed., ‘Time lines
L. are important because they.provide .sequence and boundaries on -the tasks.’
They also prbvide a Ccriterion to evaluate the progression of the plan.
4) Establishi;g Ch els of Communication is vital so ideas and'frustfattcnq
. may flow among the personnel involved with the staff development plan.
"Open channels of connmnication" will often avoid problems before they "
happen. . \j;
. One method of specifying these* administrati?;thsks is ghown below:
A :
". *
Channels of Personnel . Identification Time
Communication . s ‘of Task ¢
) 1
© & -
o
) . 4 - ;
Conet ‘.\ﬂﬂ{'
R < U R} .
O - . ' - s i «
~ \ N ] L
t \d - \ 4 * 4 ' S—
' - 2 . \". -
FIELD TEST- LT . .

AR Py . , .
At this point the staff, development

Student objectives and corresponding teacher “competencies
‘have been identified; tentative strategies for attaining the competencies have \\

& staff development“prbggam, a field test‘should be nun

Y

an is implemented, i.e. becomes

4

Alfieldatest'is a "tritl run'" on a small\sample of the staff to de&e,

&

L

]

&
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the anticipated results actually occur. The field test should simulate as )
closely as possible the exact conditions that will occur in the actual program,
Selected staff should be trained in the needed competencies with concommitant
evaluation of their performance. Once the competencies have beenn attsined, -
educational improvement activities selécted earlier should be field tested with
selected students, The processes for field testing staff and students are indicate
ed in Diagram VI. . T .

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

Field Test I: Staff Field Test II: Students

Identify staff development 2 Identify educational improvement

activities ’ activities

Select sample of ﬁopulation ’ Select sample of popuiation -

A

Identify techniques and strategies, ) Identify techniques and strategies

e.g. .teaching methods, administrative e.g. teathing methods, media i

procedures, time lines . N %

: ) \ .
e g }

Develop evaluation questions for Develop evaluation questions for

attainment of competencies attainment of objectives . : ‘
) and overall program ! S -*‘:ﬂf“’i
) Impiement Field Test I ) 'Implement Field Test IT ' -ffif"

Eygluate field test for i Evaluate field test for
"goll or "no 'goll |lg°|l or '"no g°|'

TN - o e e BT
Although some decisions for Field Tast I and Field Test II may betide
cancurrently, Field Test II should not be implemented until the evaluation for i

Fi€ld Test I yields a "go" decision, i.e. the desired competencies have been

attained. Questions that can be used in mnking that evaluation are described

. next. & . . o ..
‘.' .o . . N - . 'A - . .. . “~a .
+ ! . . e
EE .9 X —_ '
EVALUATION ' . o -

‘ Field testing provides a methodology for exnniging,the plans nodel or .
prototype developed through the systems a proach; the last” decision point, .
Evaluation, provides a.struoture to m.ke ] judgmen£ about the plaks, model
or prototype. ? ) - - 7

Evalua;ion of the field test is écseuﬂial at these levels” ’ .

s First: Selected staff members must be evatnated based on Field Test I
| S . to determine whether professional ¢ompetencles needed for educational
T improvement actually have been acquired. The basic evaluation
. t

Qo . . ) <, ) . . . <
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question is: To what extent were comtpetencies attained?

Y

Second: If the fE3ETE!-ui-Eiald,Iggg_Et;:;_:zfisfactory, propriaté‘ .o
students must be eveluated pas u-r.eldnlggg§££\\ deteriine -

whether objectives have been attained at the designdted levels
after the educational improvement activities have baen provided.
The basic evaluation question is: To what extent wére the

‘ objectives attained? ., ‘ b

4’Finally: After staff and students have been evaluated, the procedures
of the field test must be evaluated. Such questions as the
following may be 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 acc;mplished‘another way?

T —— .

Were'ap§;3§fiatevpersonnel assigned to responsibtlities?

~ Were any task assignments overlooked?

14 ' \
o

" These three areas need- to be dealt with in a generally seguential fasbion.

--.If it is found that the desired competencies ‘are attained to a satisfactory :

° extent, those possessing the competencies caﬂ’implement selected educational
improvement activities. _The students involved are them 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 evaiuation
questions for staff, student and program are answered affimatively, the program-
can be implemented orf a larger scale. If any major evaluation questions are

" answered negatively, recycling is necessary. Examples of satisfactory and unsatis-
factory responses are indicated below.

Satisfictoﬁz Co : ' ' Unsatisfacfory

, Conpetencies‘attained S Competencies not attained ;
SR (gO) (no go) '
- Competencies attained ) ~ Competencies attained .
Objectives attained o Objectives not attained -
’ (80) ‘ (no go)- _ .
Competencies attained - . <Competencies attained o .
- Objectives attained, - Objectives attained . N
Progrant is efficient ¢ Program not efficient or economical
X %o) o ' . €.g. tos expensive per pupi‘l : ‘
. s (no go) : s,
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'Evaluation is a "go" or "no go"‘decision point. 1If the results of field .
" ‘testing are satisfactory, 80 on with the program. Evaluation may lead to a g
recycling, however, and a new plan may result.

‘ } — :

e
—————e

e
o &

u

— . 5 . .o
A superficial vigw of.the Basic Systems Model may\make it appear that the
Field Test and Evaluation decision points are unnecessary. This is a gross
-misunderstanding of the systems approach. Although thoughtful and diligent
planning has preceded the field test and evaluations, if a Field test is not
‘conducted and the results evaluated before the plan is implemented, valuable
human and financial resources may be wasted. . This would be very ungystematic:

’ f

It would be very unrealistic, however, to assume that a full-blown field T A
test is always possible. Because of the way in which educational monies are
granted and time demands are ptaced, a complete field test is sometimes out of
. the question. If it is impogsible to conduct a field test in the true senise, the
total program can be viewed as a field test during a limited time period. If the
evaluation questions applied to the_grograﬁ yield unsatisfactory responses, ‘\X
appropriate changes should be made and the program adjusted_appropriately. o
° Remember, however, using the total program as a field test is far from the 1dea1.\\\\

|
\
|
|
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I. a. Briefly descdribe the local improyement activities you developed in> ¢
work session V. D RS N
) ) . \ : U_{.‘(
- § '
fe - ™.
" ¢ %
b. For each admiriistrative task below, identify tm. rdﬁgﬁe_rsoﬁne”l ;rlff
- guidelines rather than actual personnel.or gutdelines. (You will
©  probably want to start with the identificetion of tasks.)
- . } . .
Channels of Personnel ¥ ‘Identification Time
Communication . i of Task _ 5 -
A -
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Assume you are going to conduct a field test. Briefly describe who
will do what under what conditions for staff in Field Test I and.
students iy Field Test II. :

-~

Field Test 1

T,
——

——

Field Test II =

-
By
2 d
ex
.

Identify specific evaluation quegﬁlons you will want to answer for
your plan in each area below. ' v '

»
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CONCLUSION .
' If you have worked through the assignments in this workbook, you
have learned the systems approach 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- -
LS " ber, the process will always help if the humans using it will allow t{ C
S to happen, .
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APPENDIX A

»

THUMBNAIE, SKETCHES OF TV STAFF DEVELOPMENT COMMITTEE

-

PRINCIPAL I

Age: 35, male

Educational Background: M,A, Biology, M.Ed, Educati
Administration, finishing Six-year deft}ﬁieate in Ed, Adm. -

%

Marital Status Married' no childreﬂ//

Hobbies: Cabinetffurniture msking, water skiing

General: Came into teaching as an accident., He was too late

in applyipg for the’ job he wanted as a research hiologist —
s after obfaining the M:A. and took a job. teaching high
-school .bfology as an interim meagure, In the process
.- he*developed a commitment to teaching and stayed on,
bécoming a high“school principal. He started teaching in
a school system 50 miles away; when this present school
. system needed a new middle schoel principal, the super-:
intendent suggested he apply for the job. He has been
the principal for three‘'years.
. He is .characterizéd by his willingness to innovate
gnd, try nev approaches but’ never by sloppiness in imple-"'~
. menting these progrsms‘ He would favor a systéms approach
as -a rational method fo:/ﬁhny programs, staﬁf development -
being'one of them, -
He has chagrism# and {s well respected in the commmity,
although_some of the mora conservative elements tend to . A .
suspect him 8f radicalism, He is also a member of state, .
local and na;ionaI education associations.

-




CURRICULUM DIRECTOR

Age: 46, female . .

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

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

General: She has been employed in the schgol 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 predeceéssor in that position
was very traditional, expending most of her. energy qn keeping the
¥ 4 roys straight and the shades even. The present Curriculum Director
* has always‘been an ‘innovator, willing to experiment and try new

T ideas. She has béen able to almost doubld the budget for curriculum
# .+ materials since she becamé C.D, through presentdtions to the School
K o Board, PiT.A., etc. She is somewhat of a threat to the older teachers

who don't want the bars on their tages rattled, but she s very sup+,
” portive of ‘teachers in their attempts to improve and/js/generally
hoo well liked. ’
< o Prtncipal i1 has it in for, the 'C.D. because she opposed his
coaching techniques when her oldest son was in high school. She
critlcized him publicly for wanting to win at any cost; he did not
lose ‘hig job but there was a considerable controversy for several

"“years. Partly as a result of this, he worked very hard (if un-
.o succpssfully) to defeat her husband in his last bid* for the school
. } . board ' ‘ ) .- . ‘ <
' R - - . v ’ .. ’ ]
Hobbies: Needlepoint, French cooking. : .-
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| COUNSELOR

- il
. ) . ’ . -

Age: 33, female , ) {“ ‘ ' - ‘s .
e . Educational Background: B.S. in English, M.Ed. in Copﬁseling . .o
‘ and Guidance o Lo, :
T . S~ . / .
Marital Status: Divorced with one small child » *
" .. N s " s

Hobbies: Haé;little time fﬁr any. 0

3 -

General: She moved to this town 10 years ago, married the son ‘ .
g . : of the chief-of-police and was divorced 18 months ago. @
- , Some of the townspeople criticize her as a counselor for . - o
: working with an infant to care for and.for divorcing her husband. . 1
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 (- :
ot . gbout half her time listening to students' personal problems. )
Her home is open to them and they oft'en seek her out for, kY
advice after working hours. She tends, to be quite liberal -
\@‘ in her thinking. She is open to new ideas and bblieves~strong1y . T

in the concepts of organization and planning: :
0 The media specialist is often annoyed by her because |
" his office backs up to hers and he can hear ‘the types of , T 4
problems students have. He thinks she should tell their ) :
parents, go to the principal or to the police rather than . n
. 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
J . way. o iy
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’ : ' PARENT '

. ,: , ,
‘ Age: 40, female .

) . ’ "’.~ ° . "

Fducatjonal ﬁackground: B.A.‘in psychology oy

'Marital Status: Marrled' three ehlldren (18 15, 12); husband
is a phy51cian .o

2

~ £y

. Hobbies: Active in League of Women. Voters; past president
{ N ' of the Garden’' Club, delegate to’ the Democrat1c National,
* Convention in 4972. Is a vorac1ous reader.
. General She is a bright, iedlcated woman uho has-.a 51ncereJ
‘ . « publie. interest; she will probably run for the school
. ’ : board next year.. She is perky and enthu51ast1c; a bundle

of energy.

She has always been supportlve of ‘the school and the
+  "teachers. 1If she does have a. qiiestion about school she
,; " _ takes it to the appropriate source rather'than complainjing
Lo . across the ‘back yard fence. She fras appo1nted ta’ the
- { . committee because it was felt ‘sie ‘could garner ¢
£ " ©  support better than anyone else could. - She is Jg:? op
‘ ., to new ideas and ig able: to judge thém on their merit
-, o . ) fghe is most k1nd1y disposed to the middle schoo
’ . 3 - principal bedause he went out of his way to Help h%r

son last year after he'was involved 1ﬁ some potentiwglly
serlous pranks. . o
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. ; PRINCIPAL II

* »

54 ) ’ ‘

»

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

-

- A ) 5
Marital Status: Married, three children (27? 24 and 16) .

'  Hobbies: Hunting, fishing, watching sports on. TV

. -Gerieral: Is high school principal and takes greatogr1de in
. "his ability to run an orderly, well- d1sc1p11ned school.
. Few things “ever go awry-and he insists on folldwing A
‘ "+ procedures to the letter. He is ’suspicious of change
because he believes that change too often means "ffad"
in educat16n and the breakdown of the cognitive learning
progess on the part of the students. He is active in

* ~ a church work, is a deacon of the church. .
- » " ‘He? started~v1th the system as football coach vhen he
got out of the serV1ce 30 yeart ago. He has been a principal
. : ' for the past 15 years, five years at his present school 7
' ‘ He is yell respected in thé community and, for many, per-‘
-donifies public educat®on. A
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sscow@ TEACHER .
/ -~

~

» [ .
Age: 38, male ' ' . C
| Fducational Backgrou ” B.A. in History; M.Ed. in History
‘ Education . , . ;

.
! 7

Maritgl Status: Married; two children (16, 12); wife is régistered
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 wifel!s family lLives here. In his former position,
he was chairman of the history department at a large middle
class black high school in a metropolitan area. In this
position he is seen as the unoffitial leader of the history
department because the appointed chairman is near retirement .
and largely ineffective®! -Not only‘does the.faculty regard

R ! him highly, but he is very popular with thi students--they i

. clamor to get into his classes.

S *He is a very people-oriented person who be11eves that

" too much plann1ng and organ1zat10n is de-humanizing: - He 5
.is opposed’ to a systems approach because he' thinks it does .
'not allow enough ‘for d1fferences in personalities.f ' .




SCHOOL BOARD MEMBER

o : §g;: 48, male . S ) S
. Educational Backgrqund:  B.S. History; M.B.A. Ménagement \\\

Marital Status: Married, no children; wife owns her own travel ' .
. bureau . . ' : .

/

- - Hobbies: Golf, hunting ’ ! v - - 1

General: He is very conservative, politically”and financislly. ]
He rarely takes a risk although he trigé to help the little !
» : .busineésmqn and young people starting out. He feels educa-
; tiop is the Key to our survival in ‘the fqtuf%.and is interested
, . * in impraving the quality of education--the cheapest way
. possible. He is highly regarded in the community; in the :

. ' last eléction he received more than twice as many votes as o '
. L - any o;hir:candidate.' One of his beg:'friends is principal II: . ’
S : 0 I
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o ' MEDIA SPECTALIST ' o -
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; » " R ‘0 . - .
Age: 42, male . . ~ | - .

Educational Background: B.S. Bioloéy, working on T-5 ' e

Marital Status: Married, five children (16, 14,13, 9, 6)
. ; ‘ v oo
Hobbies: Repairing smail appliances, -TV's, etc.; Boy Scout leader
General: He was born and attended public school in the system
vhere he is mow tedching. He joined the Army after grad- °
uating from:.high school. and spent two years in Germany. ‘
<. He came home and married his high school &weetheart, went
to.& college close by and returned home again to teach -
" 'Biology. He taught biology at the high school and coached -
. baseball for .10 years; he was never made departme‘t*thai:\ . {
man and he never had a championship team, ; LT
) He is very affable and well-know in the comunity,
- .. not least for his service as scoutmaster. His values
follow the Puritan ethio very closely. He feels that
--long hair and pot ere what is wrong with .todgy's youth, -
Although he’ seldom has an original idea of hig own, he -
is easy to get along-with and will tend to do a vety ’
thorough job of whatever he/is told CO do.
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\\- ‘ " STUDENT C ) .
13 T‘\‘ - R - R . ¢
Age: 17 .
- . Educational Background: fiigh school senior CTT—
’ - \
% Hobbies: Editor of the high school annual, member of the - ’ 5

¢ debate team, president of the Student Council

General: He is a brighé, populaf, polite student who has never _

- caused any troubte 1 school. He wants to become a
~. - .- '| veterinarian or a general practitioner so he is minimally

interested in a staff development progrem that won't go
into effect for at least & year. The many and varied
activities of a graduating sénior allow little time for his

/ active participation on this committee. L ‘
/ ;\\. “
i 1 \“x\f\x\
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.
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ELEMENTARY TEACHER

Age: 25, female
Educagional Background: B.A. in .Elementary Ed&eation
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
military 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 D
look to her with envy and she was chosen for the ‘
committee in large part because of her influence om them.
___Also, her principal recognizes lier potential and hopes

involvement in such activities as Staff Development

R e~ help her become more committed-to the school
s

.

The Curriculum Director has been trying to help her
.become more organized. She admires the Curriculum
. ' Director and wants to please 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
-'she feels she has so far.

¢

-




VOCATIONAL DIRECTOR

.
[
.

" Age: 32, Black male

Educatiohaldﬁackground: B.S. in Vocational Education, Fort Valley State 0011ege;
T L - within 15 hours of completion of M.Ed. in Vocational
T - Education, Georgia State University.

’

o ﬂyarital Status: Married; three girls (8, 6 and 18 mo&thsrl . '
bebies' Overhauling old cars and trucks.

General. Reared under poverty conditions about 50 miles from where he
is teaching, he is dedicated to making-education relevapt to students
so they can acquire the skills needed to elevate themselves socially
and economically, as he himself has done. He worked long, hard
hours putting himself and a younger brother through school.
He continues to work long hours administering the vocatiohal program
rand teaching twe courses althou@h he would not need to do this in
Y 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.
Although far from being a militant, he is senmsitive to racial
issues and particularly sensitive to the desire.of some to relegate
Blacks to blue collax. Jjobs through voeat1onal ‘trgining+~ He believes
vocational education shquld Be an” opt1on to everyone but 1t .should
not be forced on anyone, . .- s :

- » A A v,
“He' is_supportive of change and therefore in favor .of a e§stems
. approdch and staff development; but he is alert to the fact that
' BJack teachers and Black students may be singled out as the only ones
with any problems. : . .

*

He is housed in the building of principal II; they 4re natural -
enemies. % .

O

. * - - \ .
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APPENDIX C .

~ . -

"BASIC SYSTEMS MODEL AS IT APPLIES TO STAFF DEVELOPMENT

- Y - ; .

\

s

Rationale " v

Criteribn

activities

Educational improve-

, ment program
Identify'néQQed pro-
fessional' competencies.

As;ess,existing.compet-
encies .

Identify lacking
competencies and
related activities

Staé* development -
program‘and its
administration

-test

Identify techniques

and strategies

' Develdp evaluation
‘questions i

Impleﬁ!ht‘fielg)

-
s

Objectiveh

Felt needs - Broad objectives Measures

v S v R
Tentative problem Detailed data
ares collection

v ) Y.
Verified needs ‘Speeific objectives

v \
Problem statement v
A \
Ratio :ale < .
Techniques and Field Test Evaluation
Strategies Identify activities Staff .
.1dentify possible v
educational activities Select sample pop- * Students

. , - ulation L v

Screen and .organize Program
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APPENRIX D . Lot
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) B INSTRUCTIONAL PROGRAM. STRUCTURE- ,, = -+

A. STUDENT ABILTTY AND EDUCATIONAL DIVISEON® °

, - ;
s, . . . ) . o 4 . Fl . R e L

[ : '/ o \z’ '_.'i /-?"

Disadvan-

Average
taged

Early Childhood , . N T K
" ‘Elementary Education ‘ . ' N .
Secondary Education -, . 1~ 7
Adult Education DA

1] " )
- 1

L4

- B. EDUCATIONAL DIVISION AND CURRICULAR AREA R

- v

Reading *
ﬂanguage
JArts

Math
Science
Social
Studies
Art
Physical
Education
Caxeer -
Education .
Other™

. ! - Early Childhood
: Elementary Education

Secondary Education .
Adult E§ucation~ :

-~ N
. - ’
»

C, STUDENT ABILITY AND CURRICULAR AREA

;

Average
Disadvan-
taged
Physicai'
Handji¢appe
Mental
Handicapped
Gifted
Career
Education
Other

. : " Reading

Language Arts
Math

Science’ N ;
’ - Social Studies .
Art )
\ Physical Education
\\Career Education : , : - . N
' Other N . ‘




