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" " PREFACE |

This is one of 10 uhits in a program of Training for Leadership in

Local Educational Improvemént Programs. Development of the program was °

begun at the Learning Research and Development Center at the University
of Pittsburgh and has been carried forward at Research for Better Schools
4n Philadelphia. ‘

If you have in hand the Instructor's Guide to the program, or Unit 1

*

entitled Training Program Introduction and General Study Plan Guide, you

o

will have sufficient introduction to the nature and purposes of the
tﬁaining program. If you do not have access to one or both-of these items,
the fo1low1ng paragraphs will 1ntroduce you to this unit of the program.

This un1t is designed for use by anyone h01d1ng a position cailing
for Teadership in planning and conducting local educational change programs.
This means school district leaders - central office administrators, building
principals, curriculum specialists, or teachers involved in change project
teams. Also it means graduate students in curriculum, administration, or
supervision. In addition, curriculum specialists or field personnel of
state education departments or other educational agenciesqmay find the unit
of value in their work with school districts.- as in the conduct of workshops
involving local school personnel, } )

The unit‘can be studied on a wholly self-instructional basis, or with
an instructor's direction. It requires about 6 to 10 hours of study time.

This unit presents the essential steps a school district should take
in seiecting any improvement program. It offers a more detailed treatment

of these steps than thit 3, Task Flow for Designing and Conducting Local

Educationa) Improvement Programs.

1
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. : UNIT 8. SELECTING AN EDUCATIONAL IMPROVEMENT PROGRAM

Introduction .

A key assignment for a person with a specialty in local educational |
improvement is that of providing a school district with Teadership in choosing
a p;ogram that will meet needs fpr improvement jn some area of concern. This.
unit deals with seﬁera] sorts of competencies that are valuable in carrying ‘
out thisctype of assignment. Unit materials are designed to pe-equaliy
appropriate for-study by a school district leader with a specialty in
improvement programs (curr{cu]um coordinator, principal, assistant superin-
tendent for curriculum and jnstruction) and by an outsidg consultant .
from a st@fé“education department, a university, or another educational

- [

agency.

4

’ . . This unit overlaps Unit 3 of this leadership training program, Task Flow

for the Design and Conduct of Local Educational Improvement Prograﬁs, in that

it covers Tasks 1-6 of the 11-step task flow in an expanded, more detailed - .,
way than does Unit 3. Study of both units is not redundant, for Unit 3 offers
a broad view of the tasks required in designing and condicting prdﬁrams, wﬁilf
thiggunit provides a "blow-up" picture of six of those steps. -

When a school district decides that problems exist in the system and
concludes that action must be taken to correct them, it is well to approach
the situation in a rational, thoughtful way. This unit presents a problem-
solving model as one way of identifying problems and their.causes, surveying
-E range of potéﬁtial solutions, and considering local factors that might
. ) affect implementation of any choices so that the eventual selection of an

improvement program is a suitable one and proves itself-to be successful.
. It is the purpose of this unit to encourage you to approach an educational
problem in a logical way so that all of its elements can be considered

ERIC | 5
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. ca}r:efully before a decision is reached on how to solve it. In your leadership
.role, you sﬁould }nfluence Tocal school personngl to proceed in a similar way.
by This unit should reduire one to two_days-of study and consists of eight
study objectives which offer a method of traveling from rgpoﬁnition that a
" problem exists'to‘selection'of 2 solutiﬁn.’ When “you firdsh ;tudying this

unit, you should be able to offer féadershiﬁ‘in the foTlowing objectives:

Objective 1. Outline steps in selecting an educat1onal improvement
. program .

Objective 2. Identify the area in which educational improvement is
needed.

Objective 3. Specify aims in the area of concern.

v -

Objective 4. Assess shortcomings in acéomplishing aims in an area

s y ‘needing improvement. g
Objective 5. Determine likely-causes for shortcomings in an area of
F concern,
N
: X Objective 6. Identify alternative resources for remedying shortcomings

in an area of concern.

" » Objective 7. Assess local factors favoring or opposing adoption of
each resource identified as a likely solution to
» shortcomings.
Objective 8. Select an educational improvement program based on
alternative resources and local pPositive and negative
factors. v
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. . Unit Study Plan

Your first task in approaching this unit is tooﬁécide how intensively you

o

want or need to study each objective. Then you should plan how to go about
it. Here is a guide for doing so, either with help From your instructor (if
you have one) d; on your own. You will follow a f;ur-step procedure: asse§§
your need; to study the unit objectives, decide Qpﬁ_to study them, assess your

N /
mastery of the unit objectives after study, and evaluate the unit.

1. Personal assessment of needs to study the unit. First, leaf quick;y :
through the unit to fam%lfqrize &ourse]f'with the objectives and their content.
Do this in a cursory fashien; it should serve only to set your mind in relation
to the ﬁnit. Twenty minutes should be sufficient for skimﬁing the unit. v

a

Next, compléie the Pre-Assessment Exercise so that you will have a basis
for estimating your present level of mastery of the uniz objectives. The
. cxercise asks you to identify and outline how to perform the steps in a course
< Of action leading from recognition of a problem to seleciing & solution to it.
You'sﬁouid not rgquire move ipan tﬁirty minutes for doing the éxercise. ‘
When you have finished the exercjse, check your answerseqith the ﬁre- ‘
Assessment .Exercise Answer Key at the end of the unit: Keaﬁ in mind that. this

exercise is for your use in determining which parts of this unit will require

the greatest amount of your time and concentrafion.

-~
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* PRE-ASSESSMENT EXERCISE - UNIT 8

"Directions: ‘This exercise offers you a way of checking how well prepared you i

are to perform the objectives for selecting an educational improvement
program. Your answers should refiect considered thought but should not be

_ so lengthy as to require more than thirty minutes of your time in finishing
the whole exercise.

1. Suppose that you are the curriculum coordinator of secondary programs in a

2.

schogl district. Through complafints of school personnel and some parents,
you are made aware of problems with the social studies program at the two
high.schools. You know that some funds are available that could be used
for improyement in this area. What procedure would you choose to follow’
from the point of receiving the various complaints through finally to

recommending an improvement program to the Superintendent for installation
the next school year?

Ie a
- N ) - .
~

Assume that your assignment is to help a school district in identifying
those areas most needing improvement. What general plan of action would
need to be followed? ) .
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o. PRE-ASSESSMENT. EXERCISE (Cont 'd.} S

- 3+ Suppose it ts decided that a particular curriculym area (say, mathemat1cs)
needs improvement. What would need to be done to determine shortcomings
of instruction in‘the area? . .

hd r

. | | | a

4. Average reading scores at the Watson Elementary School are from one to two
years beiow grade level. What are some 1ikely causes for this shortcoming?

-

Al
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' -t 'PRE-ASSESSHENT EXERCISE (Cont'd.)” :
5. If you had‘determ1ned that social stud1es materidls were inadequate and

—_— teachers lacked sufficient preparat1on fér teaching sbcial studies_in a

. creative, stimuiating fashion, what k1nds of :gsogrce would you s@&k
_and where would you 100k7

-
[

[ %
L] . . .

. o
“6. Assume that as principal of an e]ementaW school, you have investigated

the area of reading and have uncovered three potentla]1y good programs * *
that address themselves to the parficular reading problems being experienced
» in your school. What kinds of information about local factors would be

needed in order to arrive finally at a recommendation of one of the three
* programs Ef\?he Superintendent”

[
. L}
" .

. 10




- . TN L units-7e
. " Having comp'leted the Pre-Assessment Exercise, you (with yourwnstruetor,
’ lf you haya one] ‘should check your answers with those given in the Pre- ]
Assessment Answer Key at the end of the unit. Compare the gualltx_and ggtail : :. -
. of your answers with thosé offereéd there. There is no one. rtght ahswer to any
of .the questions but rather a logic that should rgn throughout. The Answer ™ ‘

. * Key probably contains fuller responses to some.of the questions in the exercise
than-you can_offer before studying the unit. p L., - ?
A In the.table below, check the 'estimafes .you would make of your level of
. " .' mastery of e!ch part of. the Pre-Assessment Exermse Chéck HIGH 1f you Judge £
_ L your answer to be right on target and in adequate detaﬂ Check MODERATE if .
you believe your answer ‘to be good but, Tacking some pomts needed for a fu]ly
- - adequate answer Check LOH if you f‘ﬁ‘?d your answer tosbe inappropriate oF ,-
Ve!;y incomplete. - T . ' g T e 4
g ITEM3  TOPIC IN SELECTING AN IMPRO\?'EMENT PROG * LEVEL OF MASTERY SHOWN ¢
No. | - - " HIGH MODERATE  LOW
‘:l. Procedu're for selecting an 'edueati‘ﬁna'l improvement i : s i
*  program. ‘ . . C e
. 2. Identifying arvea of cohcern.
5. {)etermining shortcomings in a curric_u'lum. ) * .
. “ 4. Assessing Tikely causes of a shortcorhing ‘,
5. ‘Conductmg a survey of a'lternative resources
i 6 Assessmg local factors before se]ecting anh °*
educational improvemeni program. . _ .,\
Now? that you have ‘{ndicated what you beheve to be your 'leve'l ‘of mastery
of these topics, Took at the fol]owmg table which lists the unit objectives
’ . and check which ones you thinl_g you need only to review and which require
. . c‘arefu'l‘ study. Your zssimates of levels of mastery' for the preceding.list of

topics will help you.in checking the follcwing list of objectives.

ERIC R ‘
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UNIT 0BJECTIVES . ' REVIEW - STUDY . LT
' . . ONLY .- CAREFULLY = .- ~
1. *Qutiine steps tn selecting an - o . e ‘
" educatidnal improvement program. ' : -
€ 2. lIdentify the area in Which edtcational . . . ‘ ;
improvement is needed. . ¢ kg — .

3. Sencify aims in the area of concern. .

4. Assess shortcomings in accomplishing

* aims in an area needing improvement,, -
) 5. Determine likely causes for shortconﬁngs o~ -
- -in an area of concern s

2 6. ldentify alternattve resources for
remedying shortcomings in an area of
_ concern.

°

7. .Assess local factors favoring or opposing
. adoption of each resource identified as a
' Tikely solytion to shortcopings.

8. ‘Select an educational tmproVement program
- based on alternative resources and lggal . V/
positive and negative factors *

L] ..,—--\' - .
* It is expected that-Objective 8 w111 require careful study because (t offers
closure to the who]e unit and is not represented in the.Pre- Assessnent
Exercise.

- -

. Yo ' 2. Study procedure,. To study the unit, keep in mind that you will gain

by d01ng the obJecttues in the order in whtch they appear since each section

of the unit assumes a certain Ieve] of understandlng based on the previous

one. Some parts, according to your mastery est1mates, will reguire your

careful'study while others wil]*need on]y to be reviewed /
You may w1sh ‘to study all or part of this unit w1th one or more other

students. Also your instructor may elect to conduct group sesstens. And,

of course, you could study the unit entirely independent]y:
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. Note that this unit is organized. through the presentation of information
“in eight objectives, the use of ﬂ'lustrations,l and the accompaniment of )
exercises designed to help you determine your mastery of the objectives as you-

< broceed in your studies. These exercises have answer keys at the end of the

unit so that you can check your responses against them. Thus, you can use — j

these exercises and answer keys to point to your strong and weak areas so that

you asSes§;yourse'l_f'fair'ly in relation to the objectives.

4
&

As stated earlier, you probably will need one to two days to study this
imit, depending on how intgnsi}rely you wish to study any or all of the
objectives. It is best to pr'dceed'thr'ough, the unit as it- is pr:esented and then
to make plans for later, more detailed study of :jchose areas of particular
interest to you. When you-compiete study of the unit, you will find dir‘ectiops

“for the Post-Assessment Exercise. _
: . B Also included with the unit is an evaluation form. It would be he'lpful

if‘you cofplete and return it to the address given to help with unit revision

work.




[

R —— —

+

Unit 8 - 10

[
P

UNIT 8, SELECTING AN EDUCATIONAL IMPROVEMENT PROGRAM

Objective 1. Outline steps in selecting an educational improvement program.

This unit.deals with the various steps that lead up to the se€lection

of an educational improvement program. The choice of program should not be-

one of chance, put rather should occur after serious and creative thought

regarding the educational situation, the school system, and the local forces% -

that are in operqtion. Although decisions in all areas of 1ife often are mad?
. «out of impulse or compliance, better results obtain from careful consideration

of as many factors a; possﬁb]e before selecting a solution. Exploring a

situation thoroughly by keeping‘a problem-solving model i; mind permits you to

" have as/much information as you need to help you to make a reascnable decision.

4

What kinds of steps would you take in arriving at a choice?
) ‘ . éhere is no official set of steps iq the problem-solving approach., Of
‘ primary importance is that you be systematic and careful in your‘ consideration
of the problem so that you can select the best possible solution that is
relevant, effective, efficient, and feasible. . The exercise that follows

illustrates the steps in the process of ‘choosing a change program.

Exercise 1 3
Think of the types of questions that you~wqu1d want to answer if you were
faced with-a problem to be solved. These questions will help to point you )
toward developing a 1ist of steps you would go through in solving a problem,
- Exercise 1 presents you wii:h,a situation in a school district and asks that
you outline the steps in a problem-solving approach to arrive at a choice of
a solution. Remember to emphasize a gystematic, detailed approach.

When you have finished the exercise, turn to the Answer Key that follows

. the Worksheet to check your ideas with those offered there.

14 3
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-

. T EXERCISE 1 - WORKSHEET

_ Oqtlining Steps in Selecting an Educational Improvement Program

Directions: The Walker School District knows <that there are $100,000 of
federal funds available for a program to improve schooi-community relations.
The district wants to apply for those funds. You are to offer leadership
in assessing the situation and selecting a suitable program for improving
relations between school and community. List the steps that need to be
taken in arriving finally at the choice of a program that would be used in
apolying for the funds. You may use the other side of this sheet for
scratch paper in organizing your ideas.
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_ Unit 8 - 12
EXERCISE 1 - ANSWER KEY :
Qutlining Steps in Selecting an Educational improvement Program

This Answer Key presents the problem-solving model that is employed in
this unit. Steps 1-7 correspond to unit objectives 2-8. Each step listed
below is illustrated by examplés of possible considerations in planning a
program in school-community relations.

Check your Tist with the one below. How closely do your ideas parallel
those of the steps below? The order of the steps and their wording are not
so important, but their content should be similar if a rational approach to
selecting a program is to be achieved.

” .
. . ¥

STEP 1: Identify tke area in which educational improvement is needed

School-community relations.

STEP 2: Specify aims in the area of cbncern

Parents participate regularly in school activities.
School utilizes community resources in educational programs.

School and community work together to solve problems.

STEP 3: Assess_shortcomings in accomplishing aims in an area needing
improveinent

Parents rarely visit the school except when notified of a
discipline problem.

School conducts all learning activities within school building.

School and community attack each other frequently as the
cause of local problems.

STEP 4: Determine 1ikely causes for shortcomings in an area of concern

Busy staff members.do not welcome parents and encourage
their participation.

School fears for safety of children in the community and,
anyway, doesn't know how to schedule off-site activities.

tack of communication between school and comunity has
fostered distrust and hostility between them.

16
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0 : EXERCISE 1 - ANSWER KEY (Cont'd.)

STEP 5: Identiify alternative resources for remedy¥ng the shortcomings
in an area of concern.

]

Create a staff-student-citizens council to increase
interactions. -

' Institute staff training workshops in interpersgnal/
intergroup relations.

Hire a community liaison to organize community activities
for students and to promote community participation
at the school.

Strengthen school's public relations program.

Transfer current teaching staff to other schools and bring
in "new blood."

Organize discussion sessions at the PTA meetings and
encourage more parents to attend.

/

. STEP 6: Assess local factors favoring or opposing adoption of each resource
identified as a likely solution to shortcomings

What are the boundaries of the federal grant?
Is the grant of $100,000 enough to support the program? :
What is the economic status of the community? Do‘parents

have time to participate in school activities? Do they

express an interest in doing so?

How many businesses and organizations in the community are.
willing to have students visiting and working?

What are staff opinions and ideas regarding solutions?

STEP 7: Select the educational improvement program to be intrdduced, based
on alternative resources and local pesitive and negative factors.

Depending upon the local situation, the choice of a staff-
student-citizen council and a community ljaison might be .
made, particularly if the community is willing to try at
these efforts. The staff training workshops will help at
the school but their effects may not extend far enough into

. the conmunity. Perhaps the best solution is a combination
of two or three possibilities to work in conjunction with
one another.

ERIC i




"Unit 8 - 14
How closely did your responses .to Exercise 1 correspond with the ideas
presented ip the Answer Key? It is clear that the steps-ouélined in the
Answer Key pravide.a staircase of regular intervals by which you start with
the identification of the pioblem area Sﬂd proceed ta the selection of a
suitable remedy for it. There is some overlap and interaction among the
various steps that are probab]y apparent to you; but by keeping each one in
mind, important aspects will not be neglected. Exercise 2 gives you further

practiée in iqentifying steps in the. model.

Exercise 2 . ‘
. Following is an illustration which veports the results of an interview '

~ with the principal of a large urban 59nior high chgol. He discusses‘fac@ors
leading to his school's adoption of fivg.altetnative programs. The exercise,
as you will see, calls for you toﬁ{ﬁenti}y and record certain of the
princjpa1's statements, as well as your own ideas, for é@ch step of the model.
_ In doing Exercise 2, it is important that you understand the functions of each
of the seven steps in the process of selecting an improvement program. Here

is a brief discussion of them.

Step 1. ldentify the area of concern ~

This step locates the problem(s) needing to be solved, and will
involve correction of shortcomings, overcoming difficulties, or
meeting new demands placed upon the school system.

Step 2. Specify aims in the area of concern

This step calls for stating in specific and objective terms what
outcomes or conditions would need to be present in order for the
situation to be satisfactory in the given area of concern.

Step 3. Assess shortcomings in accomplishment of these aims

For each of the aims listed in Step 2, obtain specific 1nformat1on
on the extent to which they currently are being met.

18
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-

.. " Step 4. Determine likely causes for these shortcomings

Identifying any conditions that could account for shortcomings in L.
accomplishing the desired aims is important to solving the problem.
. Causes might consist of errors of omission (things that should be
- done‘and haven't} and of commission {things dene incorrectly).

Step 5. ldentify alternative resources for remedying the shortcomings

This. step require§ the conduct of a survey of all potential resources
{materials, procedures, programs) available nationally or locally ™\
that could remedy the shortcomings. N

~.
™.

Step 6@ Assess local factors favoring or opposing adoption of each resource

&

Here it is important to consider all-of those local factors that
might have some bearing upon the choice of any alternative resource

as a solution-to the problem. y
Step 7. Select the educational improvement program,to be introduced, based
. on resources and local factors )
This step calls for choosing or designing. a program to correct the -$

shortcomings. Selection is based on combining information on
available resources and local considerations, which will point to
. | the best solution. |
- . The steps of the model overlap considgrebly and it sometimes is difficult
to be sure that certain information belongs in one step rather than another.
This is true especially of Steps 1 (identifying an area needing improvement),
2 (specifying aims)}, and 3 {assessing shortcomings). For example, suppose that
. the area of concern is interragial relations in a school. This area doubtless
was identified because of instances of racial hostility or conflict, but such
occurrences also are evidence for Shoﬁtcoﬁingg_IStep 3) in accomplishing the
- _ aims {Step 2) of interracial good will and harmony. What do Steps 2 and 3
add, once the problem of race relations has been selected for attention? .
Essentially, they proyide a probing and diagnosis of the trouble area by
developing a specific set of schoal system aims with respect to interpersonal
and intergroup relations, then a careful assessment of which of these aims -
. are not being met, and to what extent. This diagnostic process provides a

fuller and more accurate basis for analyzing causes of the problem and seeking

Q : 19
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R Y

a solution than does the initial identification of the area needing
improvement. _ ot . ‘ v
" Nith these ideas in mind, turn now to the description of Barrel High

School, which provides you with the information needed to perform Exercise 2.

Hhen you have finished the exercise, turn to the Answer Key.

. y -
- b LI . . Ed
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. . The Barrel Senior High School

Mr. Diamond was appointed Principal of Barrel High in 1968 in the midst }
of much student and staff dissatisfaction. The school serves nearly 4500
students, though designed to accommodate qnly 3000, and it covers grades
9-12. By conducting an attitudinal survey amwng students, Mr. Diamond
determined that a large majority of students didn't Iige school or trust their
teachers because th;y felt "lost in the crow." and that teachers didn't care
about them or about the sschool. Kids were lethargic and su;picious.

According to Mr. Biamgnd, the overcrowding of students at the schdol

- made it<"impossible to provide for them educationally. Teachers couldn‘t

exercise new ideas; and traditionalists were everywhere, mostly in power

p { positions." The fact that'attendance was quite low might have been construed
as -beneficial since it decreased the numbor of students ig the scho61; but,
X - -t . ’
. . of course, it pointed to the real underlying prob'lem:’ the great lack of

interest in school among students and teachers. In a previous effort to
ease the crowded situation, students had been placed on & dual-shift plan
ﬁhereby juniors and seniors a%tended in the mornings and freshmen and sophomores‘
in the afterncons. But parents gfew increasingly critical of this shift
system because it meant that commuting was more dangerou; and difficult and
that their children were home unsupervised half of every day. They began to
insist that the number of students in the school be decreased and that the dual-
shift plan be eliminated.
Ninth gradéers came to Barrel High i11-prepared academically for high

school work and emotionally incapable of addressing themselves to their
studies and to the school climate. DiscipTiné was a thorny, ever-present
problem. Many'students who had done well in jun}or high and who had been

. identified as fa]‘rly well motivated began to experience sudden drops in test

scores and grades and to exhibit negative attitudes in the classroom. Teachers,
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counselors, students, and parents noted ‘these new developments and many

-

complained ;bciferously.

o
-

In fact, approximately-one half of the students inm all’ four grade°1evels
school were ta be a successful, rewarding experience. Readingqin every
departmenf was a cri%ﬁca]'qped. Methods of Seaching elementary math were
necessary ‘to permit teachers to teach the basics to students who hadn't Teanhed
them in the lower grades. '

Other of Barrel High'§ difficulties pertained to teacher atti?ydesl
Staff apathy ran rampant, and £eachers wére disposed easily toward b]aming the
students’ 1a;k of skills and interest‘whi1e'never césting 50 much as a-g1ance
at themselves as po§§ib1e offenders, They had "given up" on teaching most cf
éhe étudent;~and instead concentrated thei; efforts on a few "good" ones.

Through parents' coﬁplaintﬁ, his own personal ‘observations, viewing
grades and scores, and faculty and student dissention, #r. Diamond concluded
that immediate and direct actipn was necessary. He charged his vice principal
with the responsibility'of instituting and coordinating a series of meetings t
of department heads and volunteers from the vanks of teachers, students,
parents, and community organizations such as insurance companies, banks,
utilities, and a local military installation. Their task was to establish
goals and objectives in the various subject areas and to identify needs that
weren't being met presently. These groups met reguiarly in 1969 and %970 and‘
developed objectives for each subject area. Along with the need for neavy
emphasis on the basic skills (reading, math), they determined that students
should learn how to live and work with others pfoductive]y and respectfully
and that individual needs of students be met, through remedial or enrichment

)

experiences. The goal was to bring’near]; every student of normal ability

v
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up to grade-level achi evement and to fomeet an atmospheré of lively interest
among students and faculty. Increas1ng student motivation and develop1ng
career orlentatlons were other important goals . o

Resolutrsion of Barrel H1gh‘s problems seemed unrealistic in the buildfeg .
which it occupied. It had been bu11t in 1939, was run down, and needed ‘o,
considerable renovation, partlcularly 1f it were to adequately accommodate .
4500:§tudents. Mr Diamond decided that for any 1mprovement program to be
feasihle, the number of studeﬁts at the high school would have to be cut to
3000. ‘But “ow could this be ECcomplished7 Furthermore, reading and math
ach1evement~scores were anraging three grade levéls below normal for
approximately one third of Barrel High studehts, and over 2000 mid~semester.

warning notices had been sent to purents regarding their children’s work

progress. v

Mr. Diamond began to Took for solutions to Barrel High's predicament: - He
surveyed national programs emphasizing individualizeq instrugtion, affective
approaches to eﬂucation, and work-study arrangements. He also examined . -
several programs in operation in the whole tbckwood School District, tak1ng
- particular note of three: 1) Two hundred high-risk boys attend a half day of
classes -devoted to0 basic skills and the other haif of the day in a se]f-contained
open classroom; 2)na junior-senior program for 200 students with'aims of
estabTishihg contact between students and the community, encouraging s
involvement Q9tw§en adolescents, and pre-sciioolers, and preparing students for
careers in their community; and 3} a cbmmuntty-brother program in which
individual sponsorship of each 6f the eighty students b; an adutt in the

community_provides a work-related community service project with a mental

health and an affective component.
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CT Other possibilities under cons1derat1on were the dual-shift plan then in
operation wh1ch at least staggered the students so that only half of them
tould be 1n the:school at any one time, and an extensive work-study prngram?
that woulq get students out of the building and into the community for blocks
of fiée 'toncerned about the a]anningly Tow levéls of. achievément in his
school, Mr. ~anmond was ieaning toward a basic sk1]]s program “stripped of alil

such_friils as. ]unch per1od study hald, and Tibrary.” .

Mr. Diamond encouraged his staff to present their ideas for improvement,

as long as basic skills were integral to each suggestion. Teachers began to
search for suitable educational programs; some developed their own. They

" submitted thejr ideas to Mr, Diamond, who considered them in terms of these

~
- -

factors:

1. Feasibility
. Merit
Costs

Attainab]e goa]s
Effecus upon other Barrel High staff

* .
= TS ; TR S U K%
[} - % -

Parents' and community‘s views
For example, one proposal from @ group of teachers suggested the development
of a:cegter for college-bound st;dents wﬁose achievement records were not as
high as their pbtential and motivation. Such a program already existed else-
’Jhere in the school district and showed promising resuits. Mr. Diamond )
reports that “these teachers wanted thé cream ;f the cr&b and that ﬁould have
dgggrayed the morale of the other staff members, who would feel stuck with |
the other students not showing much potential." These other teachers k

. represented a considerapie constrzlint upon Mr. Diamond‘s ability to approve

the new program. Obviously, if he were to set the program into oﬁeration,

<1
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. _ some compromise regarding composition of the student body wbu'!d have to made.

. Based on his "choice phi'losophj,!,'ll Mr. Diamond continued to give
priority to teacher-inspired plans and ideas for new Programs, believing
that it was “important for teachers to develop and choose their own programs
so that they'll'be more invclved in them. It is jJust as essential that
kids decide about the programs for the same reasons.” ‘He felt that he had
the staff to mount good programs once they were chosen and developed.

Mr. Diamopd reasoned tﬁﬁt if he wanted only 3000 students in the school
bui]ging and since Barrel ﬂigh necessarily drew from & large area of the
cifyz'then he'd have to find proper sites for the other 1500 pupils. So, he

; found himself in the position of not only seeking good, new programs but then

of locating suitable sites for them. Thus was born the idea of off-site

annexes of Barrel High. They seemed to offer the best soluticn to the problem

. * since off-site locations would reduce the number of students at the main
i "building, eliminate the need for the’unpopu1ar dual-shift plan, foster more
individualized atfeqtion to students, and permit teachers to be more creative
in these different settings. Mr. Diamond felt confident that he would have
npaéent support of the idea since their prime concern was to abolish the dual-
shift plan and decrease\numbers of students in the main school building s0
that their children would have a better chance of obtaining a quality
education. |
D1ff}gu1t1es in creating off—s1te anhexes 1ay in f1nd1ng suitable space e A
at a reasonable and mana933b1e rent and that required Tittle in the way of
costly renovation. Obtaining approval and'support of the community adjacent
to chosen sites might prove to be another hurdle. ﬁétters such as tegcher
. . ‘and book allotments and security personnel co;ts could creatg budgetary

, " problems since additional funding was unlikely. Last, permission and supﬁoft

-
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.. ./ from the chstmct supermtendent wouid be néeded befor‘e anythmg could be t'one
. . Taking a d1rect appr‘oach Mr. Diamond searched the- commumty and nearby
' : regwns for‘a building that might suit itse'lf to .a variety of programs. 'H_e
~ " found one that was occup%edﬁy a special pmgr;m for only th'irty students and
- smce thelre was p'lenty of room for many more pupzjs tie "sold" h1s 1dea to .
"dEVe'lop a successfu'l program for a_large number of students" to the district
. supemntel‘.dent Th1s initial approval. a'l'lowed Mr. D1amond te turn his .

at"entlon to the .ho1ce of a pr‘ogram and its concomitant probiems. 1

] ¥

Befhevmg that t:asw skﬂls ware the first pmomty and that it was
- urgent to "get to the Treshmen before it was too 'late," Mr. Diamond ‘decided

‘that the first annex sﬁt;u'[.i be a m’nth-gr.ade center'devoi':ed t,o‘th‘e basic

L3
hi

' * .« . skills, remedial, reading, and preparation (academic and emotional) for the ‘
coming high school years. He presented _the annes=Tdea and vord of the-
. supeﬁntendent‘s approval to,his staff. “Everyone agreed that the idea was'a

“good one and offered a solution to -some of Barrel High's problems; enthusiasm
' was stirred among the group. But, mo one ‘wanted to teach in the projected
ﬁintfl-grade center, They all wanted'thé’o'lder students and never had \;elcomed
Ele wave of fr‘eshmen thr‘a st uben them by.the schan] chstmct the previous
ye.ar‘. A’[though Mr. Diamond believed that teachers, like students, should ‘have
opt%ons about.participating in the main or an annex program, he was prepared
to assign staff members to the ninth-grade center on a rotating basis.
Furthermore, on'iy those freshmen Who had ‘demonstrated ach1evement and positive
att1tudes toward sg.hoo'l would have the option of attending the main building
program. :
A series of meetings with members of the community surrounding the ]
. ! chosen site were held to reassure people about their fears related to having
a fair-sized schoo] program in their midst. Rent and renovation costs pfqved

not to be a préb]em since the building was ownéd and o’j‘perated by the ‘schodl
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district, which assumed the financial responsibilities for the needed repairs.
Staff and suppiies came out of the main building budget, and elthough this

, represented a minor hardship, primari]y_jn terms of security personnel who
became responsible for two buildings instead of just one, it seemed worth-
while to'Mr. Diamond to proceed with the annex development.

Subsequently, Mr, Diam&ad.nEs selected and put into operation a total of
five annex programs that address themselves to the basic problems of Barrel
High. They were'inspired mostly by other projects in the school district and
deve]oped and embel 1ished by nEerrs of his own staff to meet,particu]irydeeds

" and aims of Barrel High students. They are:
1. Ninth-grade center for basic skiils, remedial réading, improvéd
school attitudes ~- 900 students .

2. Skills and training center for basic skills and job placement in
the trades for potential dropouts -~ 100 students. >

3. College-bound center for preparat1on for coilege or other post-
secondary education for students exh1b1t1ng academic potentiai --
300 students ’ :

4. Office center far specialized business training and job placement in
thé business world -- 500 students. - -

4

5. Social services center for affective approach to learning and work-
study experiences in hospitals, dental clinics, libraries, child-care
centers -- 200 students. . -2 .

—

Most of these programs have been in operation since ]972 and seem to be

W

' :accomp11sh1ng, for the most part, what they were intended to do. A}l costs for

the programs must be paid from Barrel High's generai operating funds, except

” ‘ .
foi* rental, of four.of the five annexes, which is covered by the school districtﬁ

— .}" Much shifting of fﬂnds occurs to keep all of the programs runping, but as they

2

ga1n?1n success and posrt1ve commynlty proflle, Myr. Diamond expects increased

q@1nstreamvfund1ng to maintain’ them, ”‘f“h S ' .
' . o Hr pzamond reports that he p]ans to "s1t pat for thiee years to see
' what happens w1th the programs although an alde sa:d thax she'd ke surprised
. ' ' . . . s “5?. ’
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various needs in the school.
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1f that were the case because he's always trying something new to try to meet

¥
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. : , EXERCISE 2 - WDRKSHEET T

v Selecting an Educational Improvement Program: Steps 1-4

Directions: Below are the steps in the problem-solving model used in this.
ukit. Your task is to identify material in the preceding illustration on
Barrel High School” and to categorize it according to the various steps
below. In Steps 2-4, use only one area of concern,.that of basic skills.
Select information from the Barrel description for each step and add your
suggestions on what additional data would give depth to Mr. Diamond's

- report. When you have.comp@gted this sheet, turn to the second page of
the worksheet; which deals with-Steps 5-7 of the probliem-solving model.

STEPS INFDRMATIDN

e Barrel Description:

1. Identify area(s) , .
of concern :

t

-

Barrel Description:

2. Specify aims in
area of concarn: - -

+ - basic skills -
’ Your Suggestions:

Barrel Description:

3. Agsess shortcomings
in accompiishing
these aims

Your Suggestions:

A

Barrel Description:

4. Analyze likely
causes for these
shortcomings

. ' Your Suggestions:

29
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. EXERCISE 2 - HORKSHEET (cont‘d.)

Selecting an Educational Improvement Program: Steps 5-7

&

Directions: For Steps 5 and 6 below, you will be concerned with the choice
of possible sites and programs to meet the needs of Barrel High students.
Agaln, extract from the text information relevant to each step; add your
own ideas to fill in Mr. Diamond‘s report. In Step 7, you will use

information gleaned from the whole report to arrive at Mr. Diamond's
selections. '

STEPS INFORMATION

Barrel Description:

. 5. Identify resources
for remedying
shortcomings

~

[

Your §g§gestions:

6 Barrel Descri ption:

6. Assess local
factors favoring
or opposing
"adoption

Your Suggestions:

P Barrel Description:

: s
7. Select improvement
program

. Your Suggestions:

30




Unit 8- 27
EXERCISE 2 - ANSWER KEY

éelecting an Fducational Improvement Program

Your responses under "Barrel Description" should parallel closely the
information provided in the report, although your suggestions may differ
considerably from those offered here. These suggestions should be viawed as
examples of responses.

STEPS b INFORMATION

‘Barrel Description:

Overcrowding
Student achievement
Student attitudes

Staff attitudes

1. Identify area(s)
of concern

i |

Barrel Description:
Basic skills {(reading, math) - grade level
achievement for majority of students

2. Specify aims in
area of cOncern:

basic skills Your Suggestions:

Average scores on national achievement tests as
minimum for most students

Using basic skills in daily lives

Using basic skilis as departure point for

more advanced studies

Positive student attitudes toward basic skills
Individualized instruction according to student
needs

Student mastery of basic skills

Student self-direction in studies

Barrel Description:

3. Assess shortcomings ?ﬁgrsi ggggegtgrade levels below normal for

in accomplishing
these aims

2000 mid-semester warning notices sent

Your Suggestions:
Students are not encouraged to read books,
newspapers, etc.
Majority of students do not want to study
creative writing, literature, algebra, etc.
Students exhibit negative attitudes toward studies
Students do not work at own pace
Students do not master skills
Students do not work independently

Barrel Descriptton:
Students’ lack of interest in school
4. Analyze 1lkely Poor preparation for high school
causes for these . . .
shortcomings Negative attitudes in classroom
Poor teacher attitudes
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o EXERCISE 2 - ANSWER KEY {cont'd.)

STEPS ‘ INFORMATION

Your Suggestions: :
Students do not view school work as relevant to
their 1ives X s
Advanced work perceived by many students as
difficult and out of their realm
Staff unfamiliar with methods of individualization
Students are unfamiliar and uncomfortable with
planning and conducting own work program

4. {Continued)

Barrel Description

Survey of national programs and curricula

Survey of Lockwood School District programs

-‘Dual-shift plan currently in operation

Extensive work- -study program

No-frills basic skills program

Staff ideas for improvement, e.g., college-bound
. . program

Suitable sites for programs

5. Identify resources
for remedying
shortcomings

Your Suggestions:
. Staff and students share in developing programs
and curricula °

Barrel Description:
Parent support of annex idea
Location of suitable space at reasonable cost
Community attitude toward school site improves
Staff and supp1y allotments 1imited
Superintendent's viewpoint favorable
Staff enthusiasm for annex idea
Staff's lack of interest in teaching at
ninth-grade center
Staff ideas for Improvement are plent1fu1

6. Assess local
factors favo.ing
or opposing
adoption

Your Suggestions:
Student views on annex idea should bc considered
Student views on new programs should be considered

Barrel Description:
Community support, suitable site, and budget
considerations led to establishment of ninth--
grade center
Five annex programs selected for their
pertinence to Barrel High's problems

7. Select improvement
progran

Your Suggestions:
. Staff and student input should have been taken
. more into account before selections were made

. 32
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Exercise 2 gavé’you the opportunity to test your ability to recognize
the various steps jn the problem-solving model used throughout this unit fpr
selecting an educational improvement program. -The néxt seven objectives in
‘the unit are the steps of that problem-solving approach viewed in detail,
after your brief introduction to them throudh the i1lustration of the general
concerns of Barrel High School. The more formal the model that you have in
mind, the more Tikely you are ‘to pay attention to all of its steps. Try to
keep all of the steps of this problem-solving model before you as you cont inue

[ —

throubh the unit. -

33
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. Objective 2." Identify the area in which educational improvement is needed.

;Any component of a school opé;ation.is a potential area of concern for
which educational improvement is needed. The need might be for imgroved_
instruction offered to student?, as {s the case in introducing a new
jnstruct{onql system, Chaﬂaing the curriculum in one or more instructional

»

areas, or troubleshooting in an existing instructional program. Sometimes ™

improving the conditions under which instruction is offered is necessary for
w successful implementation qf ithe program. Squ instances might call for ;'
introducing a new patterﬁ for organizing,instruct%on, an improved in-service |
train%ng program, or perhaps a progvram of interpersoqgi or intergroup relations.
Often the areé in need of improvement is quite evident to everyone’ .
concerned because acute problems arise or strong demands issue from parents, -
‘ teachers; or students. If students engage in frequent fights and name-calliny
across cultural and/or racial lines, system personnel from the Superintendent
to the classroom teacher know that something ﬁ;st be done in the area of
intergroup relations. ]Likewise, a high dropout rate in the district points
to the need for more attention in the instruction area. Other times, the
problem iS obvious but its Eauses are subtler. For example, a non-graded
approach may be judged unsuccessful when, in actuality, the prob]ém may lie-
"in teachers® inexperience in effectively utilizing parapﬁofessiona]s, thereby
causing teachers to feel encumbered by several grade levels and the
increasingly large work load.
When the scnool district has decided already what is the area needing i
improvement, then it is time to move on to the next step in the process of

’ program selection unless the choice was made hastily and ill-advisedly, and

other areas should have been considered.

Q ‘Q - 3 4
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. Assume that the area needing improvemant has not been identified and

that your job calls upon you to offer leadership in determining it: Hhat‘ﬁ
process shoul& you follow? Obviousiy the focus and boundaries of your quesf
will dépend on the circumstances.’ Sometime; the task will involve examining
all aspects of a school system, looking for areas where there is a critical
need for improvement. At othér times the task will involve inspectibn
of some segment of the school system such as the district 5 elementary program.
Many times the task w111 be that of surveying one school s total program, '

looking for weaknesses demanding attenLlon.‘ At still other times, external

funds.are évailable for improvement programs, as in the cas; of Title I or

Title III, and the task will be that of locating areas needing improvement

falling within the funding boundaries set by the granting agency. While the

the generﬁl process to be followed will be‘éimilar in each case. Likewise,
the general process you wnll follow will be the same regardless of- the job
you hold, whether as school sysfém leader or external consultant.

A five-step procedure: for identifying the area{s) most needing improvement
is presented below. The procedure is offered, not as the only correct sequence
of steps, but as one that is adequate to its purpose. The procedure }s
illustrated by sketching how an area of concern might be identified in case a

Title I project is to be planned for a school systen's elementary schools that

fits the Title I specifications.

1. Make a list of the components or aspects of the school system or school

where needs for improvement might be found. In making this 1ist, use your

knowledge of the make-up of a school system and supplement your ideas by asking
school system leaders and teachers to add potential trouble areas not on your

list. In Title I schools, your list would doubtless include reading,

mathematics, attendance, organization for instruction, teacher-pupil relations,
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staff morale, interpersonal %;d intergrohp relations' among stﬁdents; and
) school-comrunity relations. Numerous other itemS‘wouldtﬁeed to be on a full )
Tist of pq;enti;l area; qeeding improveéent. (One excellent source of ideas -
is to obtain lists of Title I funded projects from stafe or federal offices.) - -

Ll

_'2. Determine the best sources of information.on each item oh- your list.

Three major dataqgathgring-hethods‘aﬁg available to you: analysis of‘reports
and records, interview, and observatfon. Your task is to deciég how be;t to
use these methods in obtaining information 3boqE.eac£.item on your Ijsf.of
papent{él areas of concern. Thus., for fitle.l, information orf stu&ents‘

+
achievement in curriculum areas can be obtained from examining school records

.and from interviewing administrators, curriculum coordinators, and teachers;
and infogmation on social interactions at school can be obtained by interviewing
school leaders, teachers, parents, and students, and through observation.

3. Obtain the required information and make an initial list 6f areas

‘needing improvement. You probably will not have more than a week or two to

develop your initicl 1ist of trouble areas so your data-gathering will need
to depend on quick analyses of records, brief interviews, and spot observations.

Remember, the task is to obtain an initial list of trouble areas, to be checked

and revised.

o

.
4. Check and revise your jnitial iist of areas needing improvement by

discussing it with key informants. Your initial list, when reviewed by key

school leaders and, representative teachers, paientéﬂ and students, doubtless
will cause them to suggest other areas that your investigation did not turn
up. It may be neéessary for you to return to Step 3 to gather further
information on these areas In the case of Title I, it is very likely that
the Tist of problem arcas resulting from this process will include achievement
. in reading and mathematics, student attitudes toward school, staff morale,

and numercus others.
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. . 5. Make a priority I’isting of areas 'needing‘improvement. Ordinarily

only one, or a small fraction, of the areas needing improvement can pe dealt -

e

- "with at any given time through formal improvement programs. This is especially

true when an improvement program demands major changes involving sébstantial .
costs, extensive staff training, or other uses of scarce resources. Since a
. priority Tisting is the basis for administrative decisions as to which
problem areas areeto be tackled, it is essential that school sjstem leadership
participat? inosetting up priorities and that you assist by presenting clearly
‘the evidence you have obtained on the relative seriousness of the needs for
improvement in the a}eas 06 your 1ist. Sthool system decisions’, obviously,
will be based on the feasibility of making needed changes as well as on the
seriousness of need. Priority lists for Title I very often are hggded by
reqding or mathematics as areas of concern, but student attitudes{‘teacher-
' . student relations, and sch?:o'l community relations have recently received
higher priority than heretofore.
Most often, needs for improvement in a school district or school
occur in one of these basic components:
1. Instruction {curriculum and teaching methods)
. Organization for instruction
. In-service staff training

T
Interpersonal/intergroup relations at school

w £ L) [av]
*

. School-comunity relations
An example of a p:oblem in each of the five components is presented below:

1. The middle school science program is found to be ineffective in
" arousing students' interest or in stimulating extracurricular -
scientific dctivities. )

2, . Superintendent wants to initiate team teaching in the district's
mentary schools because she feels that an interdisciplinary approach
. 15 ‘needed and that substitute teachers would be called less often to
fi11 absences of regular teachers.

Q .y . 37
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' * 3. In-service. tralnlng is Judged 1nsuff1cient ‘for teachers preparing to
. , teach a new math currickium. .
- o

4. The d1$tr1c s two high schools are suffering from high Inter-racial
tension and something must be done to dileviate it.

5. The Assistant Superintendent for Community Relations perceives a
noticeable drop in parent participation.in school activities as
students move from the elementary to the middie, school level. .
“ | Other school system components that frquéntly are the: focus of
ﬁmprovemant programs involve introducing & new brogram to serve a special
. » student group {such as Head Start)}, IntrodUCIng new learning equipment,
changing the school plant (by building alterationa or hy new construction),

and introducing changes in ‘school systein administration or finance.

. To give you practice in outlining a proceduré for identifying an area

needing improvement, Exergise 3 is provided. #

El
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EXERCISE 3 ~ WORKSHEET

Identifying Arve&s Needing Improvement
. o p
Directions! One of your duties as an elementary r1ncipa1 in :ﬁyng Ho )
g% rogram
“to make 1t of most benefit to.students. Your annual status urvby has the
purpose of locating those aspects of the school and its program that you
will want to strengthen through next year's improvement activities. 0ut11ne .
the approach you would také under the fo]low1ng questions *

1 List major asPects of the school and its program that you would survey,
Icok*ng for areas needing 1mprovement

te

2. What kinds of evidence would you seek " and what data- -gathering methods would
you use, in examIn]ng each of the’ follow1ng areas that may need improvement?
{Under METHOD .opposite each entry under EVIDENCE, circle the one.or more .
methods you'd uge to gather evidence: R - examining records or reports;

I - interviewing; O - observing.) .

a. Mathematics instruction . :
- EVIDENCE : _ METHOD

.-
*
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. ' EXERGISE- 3 = -WORKSHEET {cont'd.) C

b. Staff morale ' -
g EVIDENCE ’ METHOD

c. School-community relations " . ' .
¢ .\ . SVIDENCE . | METHOD

!

-

3. Assuming you had“arrived at a va}id 1ist of areas needing improvement,
how would you proceed to 1ist fhem in priority order (from most to least

4

critical or urgent)?

Lo d ’ T




‘“. LI

Unit-8 - 37

(pﬁ EXERCISE 3 - ANSWER KEY

Identifying Areas Needing Improvement

5

' mkxﬁfénatioh: It s not expected that your answers will correspond point-for-

pointyith those given in this Answer Key. However, you shouid have inciuded
most ofthe items given here, in your own words. Doubtless you will have
incitided items in your answers that are not inTthe Answer Key.

1. List majoﬁ aspects of the school and its program that you would survey,

- looking for areas needing. improvement.

Learning materials and equipment

Instruction in each curriculum area

Organization for instruction . . »
Co-curricular and extra-curricular activitf%é
Schopl plant

Staff morale . )
Teacher-student relations _
Students' interpersonal and intergroup relations
Discipline .

Student attendance -

Staff assignments
_Teacher competencies

Scheduling ahd grouping

School~community relations

Guidance functions

*

What kinds of evidence would you seek, and what data-gathering methods
‘would you use, in examining each of the following areas that may need
improvement? {Under METHOD, opposite each entry under EVIDENCE, circle the
one or more methods you'd use to gather evidence: R - examining records or
reports; I - Interviewing; 0 - observing.) o

a- Mathematics instruction

‘ EVIDENCE | METHOD
Math skill learning - ®) o
Math reasoning, discovery ) : (:)(:)*0
Applying math skills to practical probiems - 1R (:)(:)
Student interest in st-'ying math R @ 0
Provisions for individual differences (:)(:) 0
Teachers' methods f instruction A TR 1@
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EXERCISE 3 -~ ANSWER KEY (ConF'd.)

b. Staff ggra]e .
EVIDENCE

Teacher att%tudes toward other staff members

Unit 8 - 38

METHOD

R Q0

Teacher participation in staff meetings.

®OU

Staff willingnhess to work outside school hours

R Q@

Staff willingness ‘to accept new'assignments

X0,

Degree of staff absenteeism

®1 0

Staff 4nterest in improving competencies

R@ o

Teacher satisfaction with wages and working conditi

5

R () 0

c. School-community relations T
! EVIDENCE

Compunity sharing in school. policy decisions

METHOD

e

Parents' attitudes toward the school program-

R (@0

Staff attitudes toward the community

R (o

Community volunteers in the school program

R QO

PTA membership and activities

R DO

School activities_invo1ving community members

OO

Assuming you had arrived at a valid list of areas needing improvement,
how would you proceed to list them in priority order (from most to least

critical or urgent)?r

In arriving at a priority listing, you would need to consult staff

members and parents, as well as central office personnel.

In addition to

individual intervieus, group discussion sessions would be valuabie.

The criteria that should be used in“setting priorities are the
magnitude of the shortcomings found, degree of urgency or criticality of
the needs for improvement, and feasibility of making improvements in the
area based oo judgments about the available resources and community

response.

Setting up a priority 1ist does not mean, of course, that only those
needs at the top of the list can receive attention. You, as principal,
could probably initiate, with help from the central staff of your district,
from teachers, and from parents, improvement activities dealing with

ceveral areas needing improvement,
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. Objective 3. Specify aims in the area of concern.

PRFRPY

-

When it has been decided where improvément is needed, the next task is
to §pecify school or district aims for that area. A cleér statement ?f aims
(goals, purposes) provides a measuring stick }or success or failure of an .
operating'program; therefore, {t is important that‘tﬁese aims be stated in

< such a way that they can be gauged. Specifying aims in an area of concern

requires being able to identify an appropriafe or adequate set of outcomes.
Such a Tist of aims can help to insure that essential areas are not
neglected and also can pro;ide a basis for assessing shortcomings that already
exist (Objective 4). Aims that are not fully or even partly achieved present
sﬁortcomings in a program that result in the need for improvement. Thus,

b

identifying aims provides a strong basis for planning or selecting an
. + improvement program (0bjective 8). ' ' ‘

A1l school programs are based upon decisions regardirg the aims or ﬁoals

that are intended to be ﬁet. The types of aims will vary according to what

school planners wish to achieve and in what area. For example, a list of

aims in an area of instruction, say, social studies, will differ markedly

from those goals specified for a program designed o improve school-community

relations. The basic a}eas with which schools or school districts are concerned

include the following:

1. Instruction
2. Organizatior for instruction
3. In-service training
4, Statf utilization
5. Staff morale
. 6. Interpersonal/intergroup relations .
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. _ 7. School-community relations
=i-‘ . : 8.‘ Costs analys}s ‘ ¢

>~ Within these areas, ains and goals will differ widely since their foci are So

d¥VErgent. Suppose a schoo] district is concerned with a curriculum area,

perhaps its elementary science program. In generating aims in eIementary-
science, the diéfrict might determine that stuqents shou}d achieve, or at
least make significant progress toward, the following goéls.-.Notg that these

"aims can be categorized according to their falling within the cognitive or

L]

affectivé\realms of instruction

Learning scientific terms and classification systems.

Understanding scientific principles {for example, in biology, the
numerous ecological interdependencies).

Applying these principles (to continue the b101og¥ example,
devel2ping a terrarium, maintaining »» aquarium).

Assimilating facts. ',
Working independently. ' t
Learning tool skills (as in using microscopes, chemical apparatus).
Using inquiry methods (observation, analysis).

Broadening interests in subfields of sci@nce.

Developing positive attitudes toward sc1ence

Valuing a1l living things.

Increasing a positive self-concept through 1ndependent work and
satisfaction.

12. - Improving interpersonai skills by working. and communicating with
others (students, teachers).

-t O8Oy U P w PO -t

b sl

The first seven aims fall primarily within the cognitive area, while those
.goals numbered 8 through 12 might be considered to be affective.

A second illustration of aims, this time in the area of interpersonal/
ihtergroup relations, could include the following affective goals.

*Developing a good self-concept. ‘
Valuing honesty in behavior.

Accepting each other as individuals of worth.

Expressing a feeling of equatity in behavior.

Developing a sensitivity toward others.

Respecting members of other racial, ethnic, or religious groups.
Engandering cooperation between and among groups.

aaining experiencq in the decision-making process in the

CO I N P Lo DY -

-~

s

_ . school community.
. Understanding the value of bringing raciai/ethnic/religious tensions
out into the apen for discussion and resolution.
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. . As a final i{llustrative list of aims, team teaching, a method of
organization for insfruction, offers these objectives:

1. Keep good teachers in the field of education by offering them
leadership roles as team leaders, which provide :challenging work,
recognition, and salary supplements.

2. Free teachers from routine clerical chores by providing them with

. paraprofessional help, thus enabling teachers to devote their full
time to teaching and planning activities.

3. Insure that students are always in touch with experienced teachers,

rather than only with substitute teachers who perform a custodial

function in traditional programs; in a team teaching approach,
substitute teachers receive direct guidance from other members of

the teaching team.

Provide opportunities for teacher cooperation in planning and

conducting instruction.

Provide a setting -for training interns.

Permit spectalization in subJect areas.

Foster greater flexibility in grouping for 1nstruction ‘L

Reduce the number of needed teachers by assigning them teaching tasks

only and giving paraprofessionalS other chores (paraprofessionals

can be hired at lower rates of Pay than can professional teachers).

"9, Provide a setting where part-time teachers can be used.

L}

] co:--sgxm =

. . Lists of aims will vary in iype, length, degree of detail, and complexity,
but a1l of them should be stated in lucid, objective terms. In your leadership

role, you may be called upon to develop a list of aims in an area needing

improvement. If you were to ask other'school personnel for a list of these

aims, it is probable that the result would be unsystematic and incomplete.

You should be able to examine aims for errors of commission or omission and

then to suggest additions or de}etions. It is important that you help others

to state aims clearly and in such a way that later assessment of shortcomings

in accomplishing these aims is facilitated. For example, if someone writes
the aim "Pupil should know basic arithmetic,” you could suggest that the aim
be improved by considering:
1. What criteria are to be used to judde if pupil "kn&ws“ basic
arithmetic? National standardized achievement tests? Comparison

with other pupils in the class? Mastery criterion »f, say, 90 per
cent?
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- o .,
. . 2. Does pupil ‘have to show evidence of usmg basic arithmetic in
. daily, pract1ca1 ‘matters?. Counting change? Détermining each
person's share in a group bill?
) /7~ 3. Should.pupil exhibit self-direction in planning and conducting
problems in arithmetic? Be able to formulate Own problems? Be
= .—-able to solve problems with minimal help from others?

4. Should pupil be able to explain why a solution to a problem is
the right one, or is performing it enough?

"Generating a full set of aims within an area of concern requires a grasp
of tﬁe general types of goals that-are relevant. They will vary with the ‘
area needinglimprovement, as evidenced by the examﬂies of the elementary
sqience, interpersonal/intergroup felations, and team teachiﬁg prﬁgrams.

What standards the school district sets and whether the desired outcomes are
‘ iqﬁterms of year-end levels of performande or of gains of whole claéses or of
individuals will affect the types of aims listed, of course. It is imqprtént '
. also to clarify ‘the school district's concern with student attitudes toward
the program and with integrating school and home sectors of students' lives.
Th1s role of probing for aims and seeking standards is one that is not formally
provided for by school districts but nevertheless has a profound effect upon
clarifying obJectIves and enabling a proper assessment of shortcomings to be
"carried out in those areas.
Thererare several ways to develop a list of aims in the area of concern.
One method is to talk with. various school personnel, such as the assistant
superintendeni, the curriculum coordinator, building principal, program
coordinator, and teachers. From these interviews, you may get a number of
desired outcomes which can be transformed into a list of aims. Usually,
‘though, information received from school personnel 1s sketchy and needs much
rounding out before a coherent, complete list of aims is obtained. To
. supplement information acquired by interviewing, you may want to inspect

learning materials, tests, and other records to cull ideas for your list of

-
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) . aims. There may be other written descriptions or attempts at written
objectives that could be helpful. Finally, hraiﬁstoming with or without
program personnel in terms of what you already know about the program can

yield valuable input for developing a good set of aims.

Exercise 4 e
' Now try to develop your own list of aims. Exerc,;lse. 4-calfs ﬁbv&a;ouﬁf:o '

e

think about an area of concern -- that of indivi&uahzmg instruction -- and

then to write a suitable Tist of aims that a school or school district might
wish toﬁflgeet in tfla#;: area. Consider the reasons that a school or district
. «nifight hﬁve for instituting a program of individualized instruction and what
outcomes’ it hopes to achieve. Take care not to confuse aims {(desired
outcomés) with ways of accomplishing them. For example, an aim of elementary
. science might be that students work independently', while a way of achieving
this aim could be providing adequate space, tools, and materi als for each

pupil. State each aim as clearly and objectively as ou can.

When you have completed your Tist of aims, compare it with the one

presented in the Answer Key. s
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. | . EYERCISE 4 ~ WORKSHEET

Listing Aims in. an Area of Concern

Directions: Individualizing instruction consists of des1gn1ng and conducting
With each student, programs of studies that are tailor-made to fit his/her
Tearning needs and character1st1cs as a learner, This calls for guidlng

> gach student’s ‘progress,; month-by-month, week-by-week, and day-by-day, in
terms ofﬁlearning plans made especially for each pupil. With this
definition in mind, write a list of suitable aims or goals that school

personnel might want an individualized Instruction program in any subject
area to meet,
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. EXERCISE 4 - ANSWER KEY
Listing Aims in an Area of Concern

The following 1ist of aims for individualizing instruction is not
an official list. It does, however, include the key features of major
individualized programs such as Individually Prescribed Instruction (IPI},

* Planned Learning According to Needs {(PLAN}, and Individually Guided
Education (IGE). Note that the 1ist stresses individual lesson plans,
mastery of learning tasks, and student self-direction in performing tasks.
Aims on the list also fit the open classroom approach and independent study.

1. Locate each student in the curriculum at his/her own level of achievement.

2. Provide different instructional approaches to match each student's
learning characteristics.

Prbvide help to each student on an individual basis.
Permit students to progress at their individual rates.

Insure students' mastery of learning tasks before proceeding to new ones.

o W
L N . .

Enabie students to work on tasks using materials and methods suited to

. them individually.

Allow students to Se]ect some of thej}’own learning goals.

Encourage students to plan their own approaches to learning tasks.

w 2] -~ T

Permit students to evaluate their own work.

10. Provide flexibility in learning settings that can be adapted to each
student's needs. -

11. Match objectives of learning tasks to individual students' behaviors.
12. Provide opportunities for pupil teamwork to encourage peer help.

" 13. Encourage students' development of competencies in self-direction.

g i
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" . s Were you able to cdpture the quality of the content pr‘esgented in the N\

Answer Key to Exercise 4? Did ‘you note that the aims Tisted in the Answer ‘
Key were stated in such a way as to f‘acilitate implementation of an
individualized instruction program or to enable such a program to be eva'luated’
in terms 9f its goals? ’ -

Thus, a good set of aims is useful in two ways:

. 1. As a basis for pl-anning and conducting an. educational improvement
pregram; and “
2. As a basis for assessing shor’tc‘omings in an educational impr‘ove_ment -
program already in operation. - : ‘ SARY

Could your answers for Exercise 4 be used for such purposes? If not,

consider them again, adding,-deleting, or restating aims tintﬂ you are .
. satisfied that they are functional. Then go on to Objective 4,.vhich deals
. with assessing shortcomings in accomplishing program aims.

50
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Objective 4. Assess shortcomings in accompiishing aims in an area needing
improvement.

To determine whether or not shortcomings exist, you must ook at the

b

aims 1isted in a particular area of concern and determine to what extent they

* are being accomplished. , Thus, a shortcoming is thé extent to.wHich a desired

aim is not being met. For example, if one aim in elementary math is that

students can correctly multiply 90 per cent of the two-place number prbblems

v

" assigned to them and, in actuality, they are successful at only 50 per cent

oflthem, a significant shottcoming exists for that aim. The need for
improvement in an area ariseg from the failure to achieve a target set of aims.
In Objective 3 you learned how to identify a list of aims for a particuiar S
area of concern; now you will study ow to obtain and analyze data on the
extent to which the aims are Eeing achieved. . N

) In orde* to assess the extent of shortcomings, it is necessary that the
statement of aims be explicit enough to indicate exactly what is desired.
Furthermore, is this standard estabiished for an individual student (in
which casehthe standard is flexibie), for a class, a sEhoo], a region? To
i{llustrate, the aim nhght be for individual students to exhibit over a year's
time a gain from their original baselines of achievement. Here, the standard
varies with each student. Or, perhaps an aim might call for all sixth grade
students in the school district to better the national average obtained on

standardized achievement testS. A third type of aim might state that alil

students achieve 100 per cent mastery of a particular learning goal. Thisr
aim would represent the least flexibie of the three mentioned here.
These aimsjhave dealt with instructional concerns; but aims in many
. other school areas abound, such as in school management and organization, staff

morale, school-community relations, student attitudes, and so forth. The
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type of aims being examined will determine the ways of obtaining data on the _

extent of their achievement. Methods of exploring the accompiishment of aihs,

in element;ry wath would differ from an investigation into school-community
relations. f

Instrictional aims usually are examined for shortcomings in their
acnievement first through the use of natioqa] standardized achievement tests.
Bu? such tests have two weaknesses: (1) They cannot take accoun& of differences
between curricula, so they consist of questions having to do with learning
objectives common to mn;t schools in the ccyntry; and (2) such tests usual¥ly )
focus on concepts, facts, and skills, thereby slighting other important
qurning goals such as analytica]}thinking, creativity, and problem-solving
approaches. You might partlf overcome these weaknesses by including in your
tegting battery those tests that focus oﬁ the learniqg goals of the local
program. For example, if a school program's goals fequire‘tﬁat students
understand principles and use knowledge to solve novel problems, an approaéh
tha% measﬁres such aims is offered by the Sequential Tests of Educational
Progress (STEP), which were 9eveloﬁ§d‘by the Educational Testing Service of
Princeton, New jé;;;&. Another apprbach would be to change the curriculum to
utilize newef currizula that include achievement.tests closely geared to the
learning objectives of their materiéls.

A third way to make achievement testing of aims more relevant to the
Iocgl program is to use locally-developed tests that Ieaqﬁe}s, alony with heip
from curriculum and eva]uat%on Spécialists, build themsetves. This method
would require of teachers that they be close observers of students' Zoping,
problem-solving, and work completion behaviors and that they keep careful and

accurate records of such data for year-end review and evaluation.

/
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E

The types of data to be gathered in checking the extent of accompdishment '

f a given 1ist of aims abe several: .
1. Records (including test scores , "progress reports, grades, teacher
° and student journals, mtnutes of meet1ngs),
2. Interv1ens (with teachers, students, principals, parents, district

supervisory staff);

<

3. Questionnaires {used for obtaining information from the same people
to be intérviewed; the advantage is.tnat more people can be
"interviewed“'in a short amount’ of time); and

4, Observation (of tlasses, staff meetings, Board of Education, PTA,
student gather1ngs)"’ . |

“Some of the data acqyired in such ways-will be obaect:ve, particularly

test scores, grades, and minutes of meetings, while other information wiil be

highly subjective (observations, some interviews).ﬁecause much interpretation
of the data will be necessary. Overlaying all acquisition of data, of course,
is a blanket of interbretatton since even the most “objeotivef information -~
hard test scgres -- Tequires some interpretatton.q But somé data are inherently
more subjective, in that the data collector must make more judgments‘and

decisdons about what the data mean. For example, an observer may note a

particular behavior in a classroom {say, dhat might be viewed 3s-mAss

confusion ih‘a noisy opeﬁ;clesroom) and interpret that behav;or as a short-
coming in tﬁe conduct of a class, when in actuality, such behavior may be
noral (mass confusion may be students moving among vari-us learning centers

on the basis of indiv:dua] needs and interests) Without understanding the -

goals of a program, the data collector can make serious m1s1nterpretat1ons of

the data.
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This brings us to another point' The'lMportance of probipg deeply for

‘ informatlon,tavoiding a superficial, “9lossy study, and of confinming findings .

with data from two or three sources. The open classroom, ébserver, for example,

might judge the classroom chaotic and unorganized before interviewing the
teacher or other participants and learning the reasoning-and philasophy Behind
the freeddm of movement and choice that was observed

Gathering data is 2 t1me-consum1n; task and co]lectfng enough infermat1on
to be aqge to ponfinm and check findings takes an even greater toll. Usua]ly,

you cannot engage 1n full, fbrmal evaluations since t1mefwill be tqp short “and

: since the school seldom can make.ava1lab1e the resources needed for an extended

evaluation. Hence, you must:be prepared to employ assessment strategies that
make the Lest poss1b1e use of the time and resources that are ava1]ahle You
should be aware of factors 1nfluenc1ng the value of 1nformat1on from different

[
sources. For example, 2 suburban school with 2 student body having a low

‘turnover rate would possess student records that were quite omplete, while an

urban school with‘a large numner of transfer students would have lesgﬁﬁanplete
and less comparable records on stydents“

Your major sources 9f'data will be the analysis of records, observations,
and interviewsi In assessing accomplishment of certain learning goais, you
may want to %ombine test scores (where applicable to program aims), teachers®
assessnent§; and observation of student performance. Obtaining evidence on
student interests and attitudes about .instruction in 2 particular subject or
about the school climate may calil fer interviewing stidents. Valuable data
on interpersonallintergrouﬁ relations can be obtained by observing student-

student or student-teacher interactions in various settings, by collecting

reports of events that have octurred, and by interviewing staff and students

for attitu@es and experiences. Finally, assessing teachers' competencies

54
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’ . -~ would require_observation_of teaching_and analysis of teachers’ plans and
- i - - 1 -
records as the most ecdhomi?al use of your data~gathering time.
Briefly, then, a procedure for assessing'shortcomings in the
iy

accomplishment ‘of aims would consist of the following -steps:

- ) 1. Decide what data are needed to assess the degree of attainment
of each aim.

2. Determine which data are available already {test scores, records,

reports) and how to get needed information (perhaps through intee- °

viewing, questionnaires, observation, administering new. tests).

)n - -\

3. Coliect the data that still are needed.

4. Analyze the data to identify sﬁértcomings in achieving the desired
aims. ' )
Let us examine %n illustration of how you might use this assessment
. procedure in identifying shortéomings in an elementary math program. You may
decide that you want information on three types of goals:
| 1. Knowledge of content in elementary math {terms, facts, principles,
nrocedures) ; ’
o 2. Competencies in p]akning and coqducting ihﬁuiries {investigations,
creative projects, probiem sojutions) in elementary math; and
3. Interests or attitides toward elementary math.

th$ data would you need in each goal area? In the conteit area, you would
seek the following types of evidence:

Achievement tests Teacher reports

Student—homewerk—asstgnments

Student responses
Conduct of classes

Student project reports

a.

b. Student grades

c.

d. Student self-evaluations

=0 =k D

For inquiry competencies, evidence from these sources would be valuable:

. a. Student reports on planning and conducting projects )
b. Teacher reports on students' planning and conducting of projects

€

A
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Project mateirials used
Student interviews —
Teacher interviews
Classroom observations

- D O O
+ * s e

Information on attitudes could be obtained froms

a. Classroom observations

b. Student interviews and self-evaluations

. Teacher interviews and reporys.
Look at the three lists of types of evidence to determine which of them are
available already ancfwhich will need to be gathered. Probably you will agree
that in the content area the first six types {a-f) wéu]d be available to you
and that the last two (9-h) would need to be obtained. Achievement tests |
might be the Metropolitan, the California, or the lowa series, or perhaps a
Tocally developed set; but they, along with grades, reports, and .ssignments,

wonld be yours for the asking. In the inquiry competenc{es area, types a-c

"""TR most cases would be on hand, while d-f would have to be gathered. For

attitudes, probably 211 three types of evidence would have to be obtained.
Having decided which data remain to be collected, you then would devise
a data-gathering schedule to enable you to obtain all that you needed to carry
out a proper assessmert of shortcomings. Your time periéd for this task might
be two days or two weeks or two months, but the shorter the allotment of time,
the more efficient your strategy will need to be. The data lacking a}é in the
area of obgerving and interviewing; thus, you will have to cake into considera-
tion teacher and class schedules as well as the avatlability of students and
teachers for interviews. Their schedules to a great extent will determine

yours, Furthermore, you will have to decide how to sample the various math

classes, teachers, and students so as to obtain valid, representative data of
as many of them as possible. Your data collection schedule also should provide
some leeway for missed appointments, cancelled classes, or lengthy interviews

that extend into the time slot provided for the next activity.

/
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. After collecting the needed data, you then would anaiyze it to identify
“shortcomings in accomplishing the desired aims. If, for example, the
Metropolitan results indicated that on2 third of the sixth graders were one
grade lével below the national a;erage for math, a significant shortcoming
would eﬁist if an aim statzd that students should achieve at least as high as
thé'nat%onal norm. Or, if teacher reports note that a sizable group of
students are not wiiling or abie to plan and conduct independent inquiries
and require constant direction from teachers, such evidence would indicate
that students are not learning such competencies and steps need to be taken
to correct the situation. 'Likewise, if interviews with students reveal a
prevalent dislike toward math, fear of working alone on projects without
teacher direction, unwilliingness to compiete homework assignments, and lack
of interest in extracurricular math pursuits, such negative attitudes can be
considered a definite shortcoming of theinath program and call for remedial
action, |
With a Tist of shortcomings and the extent to which they fail to meet
the desired aims, you will be in a good position to begin to plan an improvement
ﬁrog“am.
By way of further example, if you were investigating student attitudes
toward scheol, you might want to obtain'the following types of evidence:
Attitudes toward school in general
Attitudes toward particular subjects
Interests in curriculum-related activities

Staff-student relationships
Student-student relationships

(5, QL % ) LN
P

Ways of gathering evidence in these areas include the use of irterviews with

samples of students, administering attitudinal surveys or questionnaires, reports
from teachers on their observations, records of participation in such activities
. as student council, the school newspaper and yearbnu«, dramatic productions,

athletics, special clubs, social affairs, and community service projects.
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. «' Another iﬂusfration, this time in the area of school organization and
management, would check for effective use of instructional resourceg, including
staff, materials, time, and space. You would want to investigate such matters
as the following : ’

" 1. Is the curriculum flexible enough to allow teachers a wide range
of options in developing lessons to meet student needs?

2. Is the schedule loose enough to include planning time and periods
for staff teamwork in conducting and evaluating instruction?

3. Is the staff diverse enough that every teacher is assigned to
duties for which (s)he is prepared and maintains an interest?

4. Are scheduling and grouping practices effective?

5. Are marking and reporting procedures helpful and efficie-t?

6. How effective are guidance services and parent conferences?
These areas would be best investigated through the perusal of recorus and
reports, interviews with ths staff, and some observation of classes. The

. criteria you‘se]ect for judging the effectiveness of the school program

should relate clearly to the school's main task of guiding students toward the
achievement of its 1earning goals. Thus, for example, grouping practices
should be examined for the purpose of determining whether they foster
diversification of instruction to meet individual learning needs, or whether,
instead, they merely simplify the teacher's job. Guidance services should be
evaluated in terms of their contribution to the personal and academic
development of individual students, not in terms of their effectiveness as a
disciplinary arm of the administration. And reporting procedures should be
Jjudged according to how fairly they reflect students' progress and encourage

—ttmmrtoward higher goals.

Keeping program atms in mind increases the ability to identify short-
comings in achieving those ¢oals. The next exercise is designed to give you

practice tn investigating shortcomings in an instructional program.
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Exercise 5

Grand City is a Northern urban center of 500,000, It has 11 public
junior high schools of grades 7-9. The student population is 60 per cent black.

'The school system has been racially integrated, with junior high school’student

bodies ranging from 40 to 70 per cent black. Also, there are many distinct
national ity groups in Grand City -- Italian, Irish, German, Polish, Puerto
Rican, Chinese, etc. Students ére grouped heterogeneously rather than
according to ability so that &1! classes have a fair proportion of students
from all background groups.

In response to dissatisfaction with the junior high social studies
program that was expressgd by teachers and members of a Parent Adiisory
Committee, the Associate Superintendent for Instruction of the Grand Cit}
School Oistrict asked the Social Studies Curriculum Coord{nator, Anna Kowalsky,
to launch a systematic examiﬁation of the current program, looking toward a
major overhaul. )

Kowalsky's first step was to conduct a series of workshops involving
Junior high principals and teachers and parent representatives with the purpose
of arriving at a revised set of aims for social studies instruction. The
vorkshop participants decided that four types of aims should receive
particular emphasis in the junior high program:

| V. Knowledge of community organfzation and functioning; —
2. Competencies in investigating live social phenomena in the school

and the community by using the methods of interview, questionnaire,

—— and_ohservation:

3. Positive attitudes and interpersonal relations with others differing
from oneself in race or nationality group; and

4. Positive attitudes toward the social studies instructioral program.
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the Tast two and developed the following specific objectives for them. For S

interpersonal relations, they selected:

- a.
b.

cl

f{ d.

Desjred objectives in attitudes toward the socfal studies instructional

brogfam 1ncluded

a.
b.

c.

d.

Assume that you hold Ms. Knualsky's-job‘as Social Studies Coordinator.
In this exercise, your *task is to outline how you would gb about assessing
shortcomings of the current social studies program in accomplishing aims
in these two areas.
_Turn now to the Exercise 5 Worksheet and when you have compieted it,

check your responses with the Answer Key,

Of these four types of aims, the workshop participants chose to empuhsize

.inside and outside of the classroon.

'Students Tike soc1al studies and ook forward to classes.

Unit 8 - 56

2

—

Students do not reject others on the basis of racial or ethnic
differences.
Members of racial and ethnic groups mix freely in group actiVIties A

r
i

Students do not judge others' worthk on the basis of ranial or .
ethnic ties. _ ;
Students avoid the use of racial and ethnic slurs.” /

Students judge social studies to be relevant to their lives.
Students engage inisocial studies projects with interest and
enthusiasm. 5

Students choose to engage in extracurr1cular social studies
activities, such as community service projects and additional
related readings.




Unit 8 ~ 57

EXERCISE 5 - WORKSHEET

Assessing Shortcomings in Accomplishment of Aims

Divections: Your task is to obtain an overall assessment of the degree to
which the aims in two areas are being achieved in the current junior high
social studies program. First, sketch your plan for obtaining data from
the schools. How much time will you spend in each school? How much time
will you allot to interpreting data and preparing a report? Assume that you
have one month to complete the assessment. Second, for each of the two.areas
of concern presented below, the specific aims are listed for your reference,
Indicate what evidence you will want to obtain and how you will get it for
these two sets of aims. This part of the exercise is on the following page.

%

4

1. Overall plan for obtaining data in the district.

-
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. EXERCISE 5 WORKSHEET (cont'd.) '

2. Positive attitudes and interpersonal relat10ns with others differing from
oneself in race or nationality group.

a. Students do not reject others on the basis of racial or ethnic
differences.

b. Members of racial-and ethnic groups mix freely.In group activities
inside and outside of the classroom

¢. Students do not judge others' worth on the basis of racial or
"ethnic ties. )

d. Students avoid the use of racial and ethnic slurs.

TYPES OF EVIDENCE:

METHODS OF OBTAINING DATA:

&

3. Positive attitudes toward the social studies instructional program.

a. Students like social studies and 1ook forward to classes.

b. Students judge social studies to be relevant to their lives.

¢. Students engage in social studies Projects with interest and
enthusiasm.

d. Students choose to engage in extracurricular social studies
activities, such as community serv1ce projects and additional
related readings.

TYPES OF EVIDENCE:

METHODS OF OBTAINING DATA:
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. \ . EYERCISE 5 ~ ANSWER KEY

R Assessing Shortcomlngs in Accomplishment of A1ms

églow are guidelines for checking your answers to this exercise.
Remember that there are no "right" answers, but yours should have taken into
consideration the limitations that were placed upon you in the Worksheet
Directions.

1. Plan for obtaining data in the district.

Considering that there are dpproximately 20 working days in a month,
you or a member of your staff could spend one whole day in each school
for interviewing, observing, distribuling and gathering questionnaires, or
reviewing records, The rest of the time would be used as leeway for
missed appointments or -improper settings for observation, for data
interpretation, and for preparation of the final report. Another
possibility, of course, would be to sample the eleven schools, thereby
spending more time in those schools chosen to represent all of the junior
high schoois.

2. Positive attitudes and interpersonal relations with others differing from
oneself in race or nationality group.

. Here you would want to obtain evidence on students' attitudes and
interpersonal relations both in the classroom and outside of it -- voluntary
associations in the cafeteria, in the halis and stairwells, traveling to
and from school, and so forth. Do students chodse to work (and play? with -
others from outside of their own ethnic/racial groups? Are there frequent
episodes of name-calling, reports of fights, harassment of particular
individuals or groups of students? Do students attempt to solve their
differences in an open, honest, constructive way? Such information can
be obtained through observation in the classroom, in the school building,
and outside on the school grounds, and by interviewing a sample of teachers

¢ and students regarding interpersonal relations. Administering a sociogram
to students 1in one or two classes per school would yield valuable data.

3. Positive attitudes toward the social studies instructional program,

You might want to see if students appear alert and interested in
class and while conducting special projects., Do they fee! that aspects of
social studies relate to them personaliy? Do they offer their own ideas
and suggestions to the teacher, to other students, 'tc parents or community
menmbers? Do they participate actively in class discussions and exhibit
interest in their assignments? Would they 1ike to spend more time on
social studies? Of particular value in obtaining this data is interviewing

a sample of students and teachers. A questionnaire, carefully built so as
. not to give away the desired answers, would be useful. Finally, a limited
amount of obseivation would provide impressions of a general nature
. regarding student attitudes.
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it becomes feasible. Objective 5 examines the first part of that task,

Unit 8 - 60

If you judge that you comﬁ]gted Exercise 5 unsatisfactorily, it might
be helpful for you to review Objective 4 a 1itple more carefully. Observation-
and interview, with some use‘of questionnaires, were indicated for dathering
data on the two attitude areas since nationally-normed tests are not geared

to examine such aims, and records would Teveal only a small part of the

Your role is not one that calls for expertise in evaluation methods;

but rather that of providing leadership in identifying desired aims and

shortcomings in accomplishing them. Once the extent ¢ a shortcoming is

realized, the task of detemmining why the deficiency exists and how to correct

-

determining Tikely causes of shortcomings. -
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. Objective 5. Determine Vikely causes for shortcomings in An area of concarn.

Once shortcomings in achiev{ng the desired aims héve been identified,
the .next task is to determine probable causes of those deficiencies. What
is being done incorrectly or'what important‘tasks are being neglected? Faults
can occur in any aspect of a school system's program or organization. 5 ’

=

Determining causes for shortComings is an important task because it

provides key bases for deciding what types of changes need to be introduced

t0 overcome thebdeficiencies noted in Objective 4, Student boredom and inertia

may be caused by irre]évanf curricula, thus sugaesting the ;eed for mew ones.

Fiery blowups between students and staff or among students may be due to

poor communication and lack of empathy between groups, indicating that an \\

improved approach to interpersonal/intergroup relations is required. Teachers
. uninitiated to individualized instructional methods may cause a recently -

adopted individualized program to falter; such a situatioﬁ would call for an

in-service t;aining program to correct the deficiency. P

When likely causes for shortcomings have been identified, they provide

an orientation in the direction of which needed improvements will rémedy the .

s

situation. Planning such an improvement program follows. 3

r

To illustrate what is meant by Tikely causes for shortcomings, consider
the following ones in a reading program. They are divided into thvee types.

1. Learning materials ,

a. Badly sequenced materials with no clear indication of objectives
to be mastered. ’

b. Materials not representing a broad enough range of ability
to be challenging to all students in the reading program.

€. Materials not relevant to students' backgrounds or concerns, thus
causing feelings of alienation, rejection, or indifference.

d. Materials that are inherently dull, unable to elicit any interest

‘\ from students.
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2. Teaching_methods

a. Improper attention given to ba51c reading skills -~ phonetics,

decoding, vocabulary building. RN

b. Use of method with one child reading aloud at a time that is S
diagnostic only for that-student - (at best) and (at worst)" is \
boring to other pupils. AN

c. No opportunity given for students to learn words that are ° .
important to them and which they use daily. .

d. Teacher spreads time over seyeral groups and students are left

. to struggle alone with reading ~

e. Peer tutoring within groups is not encouraged or permitted.

3. Student grouping | : | ,

-a. Ability grouping is used rather than teacning students as

individuals.
b. Minority children grouped together into the Towest ability °
~group. A

c. Tendency to keep students in same grcup Ievel year after year.
d. - Reasons that children are grouped together may not be due,to
redding disabilities but to shyness, boredom, etc
Here is a second example of probable causes of shortcomings in another
area, that of interpersonal/intergfoup relations. These shortcomings are
divided into four different groups.

1. Social climate of school

a. Staff Views students as separate groups of students according
* t0 racial or ethnic identity, rather than as individual students.
b. Staff tendency to favor one group over others.
c. Students form exclusive groups according to racial or ethnic
identity.
d. Students and teachers fear physical assault.
e. There are no minority group staff members.

2. Composition ot gtuﬂent body

a. Distribution of conflicting cultural, echnic, and racial groups.
~ b. Some students are bussed to the school, which causes turf
‘ problems and hostilities.
c. lack of rapport between students coming from comfortable,
middle-class homes and other pupils coming from broken; we]fare
homes. . .
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3. School-community relations

a. Racial and class tensions in the larger community.

b. No attempts made to open lines of communicatiog and coaperation
between school and community. .

c. No efforts made to involve or inform parents of school activities.

d. Parent or community groups may charge staff with dIscrImInation
against, or preference for, one group.

> 4. Content and conduct of instructiona1-program .

a. Materials are not suited or relevant to students®' 1ife styles. \
b. Materials may favor one ethnic group of students. .-
c. Failure to deal with prejudices, fears and hostilities in .
the classroom.
d. Teacher expectations for students according to their racial or
ethnic group,.creating jealousy and hostility. . ~

Some of these probable causzs can be’ corrected directly, while others
canﬁot be and must beacompeﬁsated for af a program level. For_exémp1e,
interpersonal conflicts %hat occur as a result of bussing new students cannot’
be resol;ed by“the elimination of bussing. Rather, ways'must be found to
achieve harmony in the gchool,by dealing with student concerns, fears, and
ho;ti]itiés in a positive,.diré&t approach. In some cases, it is sufficient
to "unravel the onion" to get to the core of the problem an&‘py-knowihg the
cause(s) and the effects, théreby.imprgve the situation to some extent. In.
other instances, it is neCessary to introduce new factors (an improvement

\program) to remedy the faults that exist.

The reasons for analyzing the causes of shortcomings are two:

1. Knowing the causes can direct attent?pn to various types of

| resources.for remedying shortcomings,

2. Remedying thoss causes provides ;he focus for a Jocal educational

improvement program. _ ,

If, for example, your newly installed individualized reading pﬁogram is
floundering and, if you also recognize that your teaching staff in‘reading-

are not confident with or enthusiastic about the new program, you have a
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direction i which te look for a golution; You would examine in-service
training programg‘to find oﬂé that ‘would bPOVide your teabher{ with'a solid
Jbackgroupd in individua1izing'instrudfion methods and an understandqng of the
philosophy and value of .such an educational approach. On‘the other hand, if )
you had not carried your 1nveséigation of the reading probYem deep enough an&

had been sati§fied to know only that the individualized reading program was

failing and eyeryone has‘unhappy with it, you may have decided to discard the

. new program. This action would have meant a loss in terms of the funds spent

. on purchasing and outfittiqé the new program and of its eventual benefits - to .

students partigipaﬁ(ﬁg in it.

Likewise, with the cause of a shortcoming~§QParént, the focus of am
improvement program is clear. ~Eor example, when you have determined that the
teaching staff is unhappy becayse its members have no input or recourse to
school policy decisions, you Za pfincipal'can focus oﬁ remedying the situatioh
by éonsidering the institutioff of grievance machinery .or a teacher—administrat%On
council to deal wifh teacher complaints and to discuss teacher suggestions ‘

How can Iikely‘causes for snortcomings be identified? Often, they are not
readily apparent aﬁﬁ require:delving into the situation for data surrounding
the problem. First, you would need 'to investigate the local situation. Find
out what the péoblem is, what its effects are, who is involved, when and how
the shortcoming developed. With this base, you then would talk with teachers;
students, parents, or others having some perspective or point of view regarding
the problem in order to get their ideas and comménts on likély causes. You also
might want to brainstorm your own ideas in terms of the information thaé had

been gathered so far. It would be .importait to check bits of data from one

source with that from others so that you could be sure that you had valid i\

information.
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Having acquired a Body of information regarding.probable causes of
shortcomings, you woald need to select those that you juuge most important.

The effort should be made to single out the most central underlying causes

of shor?comings. There may be one clear cause of the shortcomings that has
been identified, or there may be several interrelated causes, as is usually
the case when students are not achieving up to expectations in a curricdlum.
area, for example.

_The causes chosen as initial points of attack should be those that the
schoo{ staff is most ready to deal with. Also, it often is important that
the causes selected for attention involve chahges'that will pay off quickly
with observable benefits. You will need to diagnose the situation in the
schoo} or school system carefully in cirder to zero in on those causal factors
that are apt to be ﬂmpo}tant cont?ibutors to aishortcoming. The next
exercise will give you practice in identifying causes for shortcomings
in a schoolﬁsystem's instructional program.

Exercise &

Your task in this exercise is to iist likely causes for the shortcomings
noted, basedson reading the following material and on brainstorming any
-additional reasons that could account for the deficiencies.

While Ms. Kowalsky is seeking to improve the junior high social studies

program in the Grand City School District (as described in Objective 4),

Mr. D'Angelo is grappling with problems in elementary social studies. Having
recently assumed his:position as Assistant to the Social Studies Curriculum
v Coordinator, Mr. U'Angelo was assigned the task of reviewing the elementary
program with an eye to assessing its shortcomings so that improvements might

.’ be made for the coming school year. y
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. D'Angelo visited & number of the elementary schools and ldiscusse’d the
a social studies program-with an assortment of soci;'l studies teacher}g;'.- The'
curriculum in use in the classes had been developed in 1956 and, a(';cording
to many of the teachers was growing more irrelevant with oach pasrfmg year.
Although the curriculum may have been suitable for 1ite in the 1450 's, it did
not seem to deal with the problems and complexities of the urbap enviromment
of the 1970's. . Teachers reported that students were b-or'ed wi?‘j:heir social
studies and seemed to be unaware of 'rits connection with their} ev:er‘yday lives.
Mr. D'Angelo reviewed-the curmcu]um outlines for the q{ementary social
studies program and then observed severa'l classes. He notgd that an "expanding
environment" approach was used fromxgrades 1 through 6; thét is, first graders
"learned about Home and Neighborhood, second graders about the City, then the
State, the Countr‘};, the World, and finally in sixth grade(' about the Universe.
. The trouble with this approach, hl'e'reasoned, was that masis media brought
information from around the wor'lci into the home, but such topics were discussed
only in designated grades. For £xample he found that many first and second
graders were enthusiastic about ¢1scuss1ng space shotsf, but teachers foﬂowmg
the curriculum were unable to tal%le advantage of that “i'hteresl', since it was an
arga designated for sixth gr'at:!er'sl'1 Thus, they would lead class discussions
and projects only in the topics es\'tab'lished fhor their particular grades.
Towa standardized test scores I};levealed poor r‘esiiﬂts by elementary students
“in the school district. From what D""\_Arfgem was able to determine in talks with

| teachers, the Iowa tests did not uti]i\ze the expanding environment approach to

1‘ social studies. There were plenty of rﬁpps and graphs in them, thus explaining
the heavy emphasis on the use of such tdp]s in the elementary classes.
. Junior high school teachers of soci&.] studies complained about the lack

of preparation of the seventh graders. They did not know geography and had
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no sense of history as a basis for their continued studies in junior high
ECQPOI. Their concepts of time and chronology were poor, and they had little
und;}s{?nding of how.peOple and nations had affected each other to cause |
certain historical events to take place.

Mr. D'Angelo decided, then, that the social studies program in the
elementary schools had the following shortcomings: '

v. The curriculum was boring and irrelevant to students now.

2. Students wer; scoring badly on the lowa standardized tests.

3. Junior high school social studies teachers were dissatisfied w1th
the level of preparation of new seventh graders,
Turn now to the worksheel for exercise 6 and when you have compieted it,

check your ideas with the ones on the Answer Key.
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EXERCISE 6 - WORKSHEET

Determining Likely Causes for Shortcomings

Directions: From your reading of *he preceding discussion, list 1ikely causes
for the shortcomings in the old social studies curriculum. Then add your own
. suggestions of possible causes for the shortcomings.

LIKELY CAUSES (from reading):

LIKELY CAUSES (from brainstorming):
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EXERCISE 6 - ANSWER KEY

Petermining Likely Causes for Shortcomings
- /- *
Likely Causes (from reading}:

.Arrested curriculum development ir social studies seems to be the major
cause of the shortcomings of the ¢iementary program, possib.y due to neglect
of the social studies during the 1950's in favor of science and math emphases
or an antiquated view of social studies as a program teaching only ¢eography
and patriotism. .

The fact that students found the curriculum boring and irrelevant to
their interests points an accusing iinger at the Expanding Environment approach
S0 common in many elementary social studies programs. This approach presumes
that children are unaware of broad or distant concerns or events; but with the
widespread impact of mass madia upon the American population, such an
assumption is clearly outdated. Our complex urban environment thriws various
peopie togecher and forces them to relate to one another because they are
affected by one another. Television brings us news from around the world and
beyond. A curriculum that ignores these realities will lose its relevance
and appeal. '

Low scores on the Iowa tests indicated that the tests and the curriculum
were unrelated, except for the emphasis on using maps and graphs. Elementary
social studies teachers were dealing with place geography, numbers of tons of
cotton exported per year by a country, and representation of such data on
graphs, but they were not helping students to understand causes and effects of
embargoes, import taxes, fishing boundaries, etc., their timing, and chronology
in history. ‘

Likely Causes {from brainstorming):

Scme possiblities are these; you may have more suggestions.

Teach:r skills may not have been adequate for utilizing the curriculum
to its best advantage nor for inspiring or involving students in social studies
activities.

Lack of project actiu§ties to enhance a broader view of social studies.

Lack of application of social studies to comminity or social problems.
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As the causes of shortcom1ngs become clear, appropriate ways to correct
the deficiencies are evident. Sometimes the solution is easily uﬁthin reach
and simple to effect; often, though, it can call for a lengthy, detziled
search of resources on the Tocal and national levels. Bbjective 6 deals with

identifying alternative resources for correcting deficiencies.
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Objective 6. Identify alternative resources for remedytng shortcomings
in an area of concern. :

Having analyzed the n;eds for change in the Tocal educational situation
and arrived at a selected 1ist of changes that should be made within the area
of concern, you are ready to undertake the next tas". Objective 6 begins with
this 1ist of desired changes and covers the process of surveying national
resources available for making the changes. A resource is any product,

procedure, or program that could be adopted as the means for making a designated

change in the local situation. A resources search 1s the process of locating,

analyzing, and appraising alternative resources with respect to making a
desired change. The term source refers to information channels, whether they
be experts in the particular field, libraries, trade publications, computer
data banks, etc.

There is a wide array of resources that is always increasing, for example,
as new curricula are developed at both the elementary and the secondary levels,
as different approaches to organization for instruction are created, as teacher
education and in-service training methods are newly improved, and as various
student grgﬁpings come intb use. The field of educational products, such as
texts, tapes, programmed materials, games and simulations, fiilms, filmstrips,
slides, film Toops, transparencies, maps, and globes is fast proliferating and
show< no sign of faltering. With this abundance of resources available, you
should determine the best access route to them in order to limit the time and
energy spent in acquifing the needed information.

A number of sources of information exist 2o provide you with access to
what you nced. They can be divided into the following general cétegories and
are discussed here in limited deta:l.

1. State education departuents, Host people in education are aware of
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the department in each state that mon{tors educationaloofferings. Tarough
their central offices or intermediate units, the state education departments .
provide spectalists who can offer expert consultation services to school
districts. Whatever the area of concern, both gereralists and specialists

at the stote Tevel can be called upon to provide direct information or referrals

to where needed data can be obtained.

2. lIntermediate or county units. School districts will deal most often

with intermediate units rather than directly with state education departments.
These units are responsibl&.for designated school districts and provide direct
help or access to it from generalists or specialists in particular areas.
Intermediate units generally are more familiar‘with the Tocal situation than
would be the more distant state education department.

3. Educational information centers. These centers exist in.about twenty

states and are a major source of information drawn from national, state,
regional, and local resources in support of educational decision-makers'
problems and areas of concern. Basic services usually include:

a. Computer and manual information reirieval from such
national sources as the ERIC collection;

b. Preparation and dissemination of research information
reports {reviews of literature);

c. Reference services;

d. Training and dissemination activities and information services.
Information centers generally negotiate with intermediate units represanting
a school district's area of concern and }Fs request for relevant data.
Trained searchers receive a search request, clarify the clienp's requirements,
and then undertake a search of aill available resources to locate and retrieve
material bearing directly on the question. The result i3 a package of kpowlpdge

in the form of article or book printouts, bibliographies, abstracts and other
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. . materials. Research and.Information Services fu;~ Education (R.I.S.E.} in
Penﬁsylvanfa {s a good example of an educational {nformation center "that
tatlors each of its 1{terature searches to the clfent's needs. Copies‘uf
thelr searches may be made available to other interested clients who request

them. R.I.S.E. is currently engaged in,the establishment of a state-wide

educational information network.

To find educational information centers like R.I.S.E. in your state or
region, you can consult two sources:
a. Survey of ERIC Qata Base Search Services, which describes

other search services that are available throughout the country.
It can be obtained from:

Jonathan Embry

ERIC Central - Suite 303

4833 Rugby Avenue ,

Bethesda, Maryland 20014

of information centers arranged by state with a subject index.
It can be purchased from the Government Printing Office in
Washington, 0.C. for a minimal fee.

. ' b. Oirectory of Educational Information Centers, a partial listing

4. Educational Resources Information Center (ERIC}. This national
“information system is a source for obtaining documents on education and a
network of decentralized {nformation cgnters. It collects, screens, organizes,
and disseminates reports; furnishes copies of educational documents at nominal
cost; prepares interpretative summaries, research reviews, and bibliographies
on critical topics in education; and services its decentralized centers
throughout the country.

There are two ways of accessing ERIC materials - manual and automated

searches. A manual search calls for the use of such ERIC reference tools as:

a. Thesaurus of ERIC Descriptors, which provides a structured
vacabulary of educational terms to assist users in searching

. the system;
b. ~ Research in Education (RIE), a monthly abstract journal Tisting
recently completed research reports, descriptlons of outstanding

ERIC 1
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' programs, and other documents of educational significance that
are indexed by subject, author or investigator, and institution.

c. Current Index to Journals in Education (CIJE}, a mogthly guide
- to pertodical literature in educational and education-related
publications, indexed by subject and author.

Once you have determinad from the abstracts in RIE those articles of inéereét,
you then can consult an ERIC microfiche collection in order to read those which
you have sel ectgd:_ ERIC collactions are maintained by many universitg-; and
*  college libraries, schools and supplementary educational centers, state ‘

education offices, ERIC clearinghouses, regional educational Yaboratories, and
other educﬁtion-re]ated institutions. Censulting the Directory of Educational
Information Centers will help you to locate one. Copies of documents .can bé
obtained from the ERIC Document Reproduction Service in either microfiche or
hard copy (paper} form.

' Having a computerized search done for you may not be feasible since
clearinghouses have limited vresources for providing detailed replies to

inquiries and several weeks may be required to pYrocess your requast.

5. Council for Educational Development and Research, Inc. (CEDaR}.

This organization of research and development centers and regional educational
laboratories across the country publishes a catalog which includes descriptions
of programs at each of the centers and labs, available products, anticipated
products, and available information sources. CEDaR's address is Suite 206,
1518 K Street, N.W., Washington, D.C.

6. People. Experts in their fields offer the most up-to-date, valuable
information because they are direct sources and often can provide data that

has not yet appeared in print. Such e.perts are likely to be peopie who:

a. Attempt to survey resources in a field and thus are knowledgeable
. about various approaches and can compare them; or
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1

b. Are or haye been engéged in the deyelo¥ment of a product
and therefore would have intimate knowledge of that product as
well as comparative knowledge of sim{lar ones; or

c. HaYe had similar problems to yours in their own district and

could provide information relating to which .solutions were
5r1ed which have worked, and which have failed.

In seeking information, especially from a proponent of a particular produét,
you should be careful to get several source; of information and not rely on
Just one expert, since a ﬁergon's choice of resources reflects that individual's
own pHIIOSOphy, selectivity, and biases.

- Formal Inform\iion systems (books, journa]s rewspapers) are a good -
starting p01nt for obtaining 'the names_ of peOple,who are 11kely sources of
. information. You also can identify the experts-by atténding meetings and
conferences of national associations, contacting national offices of organizations
"in variouéhsubject areas, listening to speakers and seeking them out for
discussion, and asking ‘to be p]aced on their mailing lists, PeOple are willing
to give information but you have to take the initiative and express your data
needs. ¢

<3

7. National clearinghouses. The function of a clearinghouse is to clear

awdy materials and information that are deemed irrelevant to its particular
specialization. At this time, for example, there are sixteen ERIC clearinghouses,
eachk of which has a field_og Speqjalization and access to experts in that area.
Besides acquiring. ieviewingy.-and abstracting the documents 1isted in RIE,
thes; clearinghouses prepare bibliographies and interpreta.rons of reseirch
which are 1isted also in RIL. See the attached Tist of ERIC clearinghouses
for areas of Specializazion and locations.

Alternative.programs and approaches to education are a fast-growing‘area
" calling for specialized information. Two organizations which provide such

services as reports and documents, bibliographies, consulting and referral

functions, and planning aids are:
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E R | C Cleéringhouses Fach of the 16 clearinghouses, as well as acquiring, reviewmg,

abstiracting, and indexing the docwmnents innounced in Research i Education, alse prepares biblusgraplies and

' Smergnctive smmarics of researds which appear in Research in Edeation and we dissemmated through ihe LRIC

\I)ucumcul Repmduiction Serviee. Becamse elearinghouses have limited resanrees for providing detaded rephes uy

__inguiries For infonmatinn on specific toples, educatnrs are wiged 1o snbseribe 1o Research in Educating and obtan the .
o\lhcr ERIC publications 10 scarch for desired iaformation.

", 13

IEI\!C Clearinghouscs.and their addresses are listed helow:

‘I

-

\

¢ ERIC CLEARINGHOUSES ON . ...

\ .
CARFFRENUCATION JUXIOR COLLEGES
20 (i.lhcl\l Lt ) University of California st §an Anpeles
N _lh:.-m fimoss Unisetaay N Powell Libiy . Roony 96
DeRalb_ Nifam 6m1s 405 Wilgand Ave.

\ Lot Angeles, Cabiforn i 924
COUNSELING AN PERSONNEL SLRYVICES .
Uavegaity oh A bigan . LARGUAGES AND LINGUISTICS
Schvol of Fdocatson Buildisg, Roo 2108 Center for Aplﬂi\‘d Languisyics
Faa Ut \ils\ A Sonth Gmersiny Siy. 1611 North Kem Steeel .
A ATbor, Mick,can SXHW Aslinglon. Virginia 22209
1
};IS \DVAN] \GID READING AND COMMUNICARION SKIE4S
cavhers Collegy « Natinnal Covnerl of Ty uehers of Foglich

Calianbia 1" nner 111 Kenyonr Road .
B 50 - Urbana, Minews 65801

New York., New Yuork, TXI2?

L o , RURAL EDUCATION AND sA AL T SCHOOLS
EARLY CHIDHAOD FRUCATION New Meico State Lo

Limsveraty ol I'hm!l‘\ Box 1A

RAL, Peorzsa vty Ay I . . .
. a8 Crices, Kew Mesico 88007
Uelkan v B hlhl\‘! ¢

SCIENCE, MATHEMATION, AND ESVIRONVENT AL

LILCATION AL M WNAGEMENT EPLCATION
l.ium erai of Os, Fon Ohio $tate L ey
Fupene. Oregan 97403 400 Lincoln Tower

. Colnmbus. Ohlio 43210
FIANIHCATPED AND GIFETID CHILDRIN

T he Comsianl T \\\I"‘\“h.ﬂ  ublica SOCIAL SUVUINIENSOCIVLACHENCE DY CATION
1920 Avsecugnm T Social svwece Fducativn Censorinnn, fne
Reston, Virgimg 200 . 855 Broadway
Boilider . Colonadu 80,102
HIGHER 1I'"DL CAVTION \ TEACHER LDUCATION
Cenge Washnneion Ui g iy Amcran Avsocuoun o Colleges T
Oz Depoead Caede, N WL, Sinte 630 Teuelier Fdneation
Wahsupten D O 206 =One Bupomt Cadde. N W Swete 614

Wihimgon, D O 20030
INFORMATION 10l REOVS

Stanlord € erder for Rese o b aoud - ' TESFS ALEASEREMENT, AND TV ALUATION
e chptacviny Toy unye Educmiennal Fesime Songe
Staulor v alifprea 108 I'npceton, iee Jeray a84n
. .
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8. Product guides. Several organizations_function to give detailed and /

. , - /o
up-to-date information about educational products. They are: s ~/

a’

\ . : Unit 8 - 77 .

National Alter.ative Schools Program (NASP), at the University of

- Massachuse. is, Amherst, Massachusetts, and

National Consortium on Educational Alternatives, at_ Indiana
University, Bloomington, Indiana. . 4

Educational Products ‘Information Exchange {EPIE)}, which has dong,
for exdample, tests and reviews of different Kinds of ovérhead
projecters in terms of their cost and efficiency. Another example
of EPIE material is an evaluation of the PLAN, IGE,jand IPI
thstructional systems, which describes and ana]yzeé)in depth each
of these individualized programs. In addition EPIE distributes’
materials.such as the Elementary Science Information Unit, a kit
developed by the Far West Regional Lab. in Berkeley.to provide
comparative information- through a set of pamphlets, filmstrips,
and tapes about six alternatlve elementary sCience cyrricula.

Educators Progress Serv1ce publishes a series of educators’

guides to such items as curriculum materials and free films, .
filmstrips, guidance materials, tapes, scripts, and transcriptions,
and social studies materials. The guides are selected, annotated
listings of materials arranged by titie under subjgct with

sections marked -teacher reference, title index, subject index,
source index, and sometimes sample units of free materials.

ALERT Information System of the v West Lab has published a ~

"Sourcebook of Elementary Curricula Programs and Projects,"
which describes curricula, models, resources, and training in
fifteen areas, such as:

Aesthetics and Arts .

Affective Education/Personal Develomnent ’

Career Education \\\

English/Language Arts

Ethnic Education and Intergroup Relations

Foreign Language and Bilingual/Bicultural Educat1on >
Mathematics

The Sourcebook is an extremely valuabie reference offering the
detailed information needed for elementary school decision-ma&ing.

American Institutes for Research {AIR) have a series of 21-product

development reports, éach dealing with the developmental history
of a recent educational product and containing product descriptions
(characteristics, rationale, materials, usageg, development, and
evaluation. Some of the product series are:

The ‘Cluster Concept Program
Facilitating Inquiry in the C]afsroam
Intermediate Science Curriculum Study
The Taba Soctal Studies Curriculum

L
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.‘ . " 9, Stite vi‘s;i_ts\‘ One. of the hest ways to obtain information abi;-ut
resources that you've already identified is‘to.;}sit sites where the program
or materials are belng used. This apicoach provides valuable data that is not °
available to you from reading descriptions of the proﬁqans of interest. Such
sites can be 1dentified ‘by asking know]edgeabfe people, perhabs at the inter- _
mediate unit or the state edpqation department, who can tell you where suitable
programs are in operation so that you can\see‘them and t-1k -directly with

5 _ _

school personnel using them. ., ' . . .

10. Libraries. Access to pertinent,@ata can be found by research at a

el A

fibrary. You would want to conantréte on the fotlowing tooils:

a. Current Indek'to Journé?s-in Education lqn ERIC tool).

b. Education Index, which includes nearly fifty years of major
educational journais, yearbooks, bulletins, monographs, and
some government materials and is issued ten times yearly.

. . c. State Education Journal Index, an annotated index to materials
from the educational journais of the states and Washington, D.C.

' d. The ¥cw York 1imes IndeX, to which some universities have acecess
via a terminal. A television-linked screen flashes documents in
microfiche drawn from twenty years of Times ddta. The articles
can be read and copies ordered.

o= @, Reference books, periodicals, neQSpapers:
There is a great variety of sources of {"‘ormation; and a]Ehough you are
not Tikely to use ail of thea to find solutions to any given. probiem, you wil?
. use several to locate what you need ta “now. “he causes af‘sho}tcomings in
the particular area of concern will determing: the sources that you caoose to
, investigate. For example, if you were trying to Iocate'resoﬁrces to solve the
reading probiem in an inner-city school distriét, you mighé f?nd that there
were several causes for the deficiencies. The curriculum mighi be boring and
0 irrelevant to students; ability-grouping might be judged ineffective and

destructive; and teachers might not pe familiar with other methods)of teaching
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reading. Given these causes, you then would focus your search in thoéa‘three
areas: .
1. You would seek more releyant curricula to inner-~city student neads;

| .
2. You would want to ekamine other grouping methods oi individualized
approaches in practice; and

; 3. You would investigate various in-service teacher educaticn programs
. that dealt with understanding inner-city children's needs and teaching
- reading in innovative ways.

Once you have decided what kind of searches to coﬁduct, the next step is
planning those searches. Such planning needs to take account of information
sources and effective strategies for making use of available sources. Usually,
there will be very limited time and mongy for conducting resources surveys.

In the exampie of seeking alternative reading programs, the first step might

be to locate and consult one or more experts who could give immediate references
to a number of such programs. Perhaps the expert(s) could refer to some summary
reviews of such programs in the literature, e.g., the ALERT Sourcebook, AIR
product descriptions, journal articles. Conducting an ERIC search might be
decided upon at ¢his time, assuming funds were available for this purpose.

Other types of .Sources to be employed mignt be review of journal articles and
promotional materials from publishing companies, resource centers and labs
possessing materials for examimation, and schools to be visited to see programs
in use,

At the end of your search, you would want to have several choices of
curricula, programs, or approaches relative to each of the three causal areas
as a basis for judging their relative effectiveness in meeting the local needs
in,queﬁtion._ These Tikely alternatives tﬁen would need to be considered in
Tight of Tocal factors that would favor or oppose their adoption by the district,
Also, these choices woula 2lign themselves in a priority 1list according to how

grod a match they provided between thémselves and the needed improvements in
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fmﬁlh their assignments. Since such criticism was rather widespread in the
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" returned to Pierce School with enthusiastic reports of it. His teachers .

became interested in the new program, $o0 Mr. Sharpe recommended to the

Exercise 7

|1 \ Unit 8 - 80
the Tocal sftyation If the search yielded only“one or two choices, you might

\ !

need to dﬁéyé deeper Into the 1{terature and to contact ‘more experts knowledge-
area ?f concern. i \

able 1n ¢
' | i
With this information approach in hand, ex?mfne\a sTmulated situation

invofving the need for a solution to a local prbblem.'.four task is to

* '
critique the action that was taken. - 1 .

In the Lancer School District, parents hafe been exprﬂssing criticism
and d1ssat1sfact10n with the elementary math program, c1a1m1ng that their
chi/dren were not achieving in or enjoying the! present offbrﬁng Achievement

Y
scores wer2 well below the national average and students reportedly were bored

district, as evidenced at the PTA meetings. in the parent advisory council,

and in individual parenis' visits to the school, Mr. Sharpe, principal of the
Pierce Elementary School, became concerned. He'd heard of the Mathematics in
Color program and knew that it was being tested at an adjoining school district.

He visited the school to see the program in action, was impressed with it, and

Superintendent of the Lancer District that Pierce adopt the Mathematics in

Color program.

Turn now to the Horksheet for Exercise 7 and when you have completed it,

refer to the Answer Key.
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EXERCISE 7 - WORKSHEET
Identifylng Alternative Resburces to Remedy.Shortcomings

Directions: After reading the description of the Pierce Elementary School
needs for improvement in math, and in view of your understanding of the
approaches presented {n this objective, your task is to nritique Mr. Sharpe's
approach to solving the local problem and to add your ideas on how you might

" have improved his method of choofing an appropriate program.

CRETIQUE:

SUGGESTIONS FOR MPROVEMENT :




EXERCISE 7 - ANSWER KEY Unit 8 - 82

Identifying Alternative Resources to Remedy Shortcomings

Your respense to this exercise should include most of the following ideas,
which were presented in this objective.

CRITIQUE:

Mr. Sharpe did not carry out a careful investigation of the shortcomings
in the math program or of the causes for these deficiencies. Had he done so,
he may have discovered, fur example, that the curriculum was adequaic and what
was really needed was an individualized approach to math instruction or an
tn-service program to train teachers in new methods of instruction.

It would appear that Mr. Sharpe, in response to parent criticism to the
program, was too quick to jump to the only "solution" with which he was
familiar -- a math program in operation at another school. Although visiting
a school to see a program in action normally would be a reasonable way of
learning about and assessing alternatives, the fact that it was the ONLY choice
investigated by Mr. Sharpe is a Fault. If he had examinad other possibilities,
he may have found other programs that were a better match for his students'
needs. Surely one visit to a school and a talk with jocal personnel are not
sufficient grounds to base a decision to adopt a program in one's own school.

Furchermore, ne communication was made with parents regarding his choice
of a solution. This failure could be fuportant, since it was in response to
parents' criticism that he originaliy set ‘out to remedy the situation. He
should have discussed his ideas for solutions and his recommendations with the
PTA or the parents advisory council before meeting with the Superintendent.

SUGGESTIONS FOR IMPROVEMENT:

The first step that Mr. Sharpe shculd have taken was to engage in a careful
analytical study of the exact shortcomings in the ma.h program and what the
likely causes of the deficiencies were. This action would have provided him
with a clear idea of the school's needs, so that “e Lhen could consider how best
to meet them.

Second, Mr. Sharpe should have discussed nis scheol's needs with various
experts with whom he was acquainted sc that he could obtain information or leads
on potentially satisfying programs. He might have consulted with personnel at
the intermediate unit or the state cducation departmen:, the university. or
other district personnel, conducted a liie:ature search. or asked a representa-
tive of a regional lab or rescarch and development center for ideas.

He thus would have obtained a 1ist of likely programs that might have
sevved as sofutions to Pierce's probliems and be considered in terms of local
factors favoring or opposing cheir adoplion. The important point here is that
Mr. Sharpe and others involved in the decision-making would have had a choice
among several prograins with a good match betwenn program features and local
educatioral nceds. Site visits at this point would prove Lo be beneficial and
could lead to a clear sense of the value of each program.

30
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Objective 7. Assess local factors favoring or opposing adoptioa of each
resource ldentified as a 1ikely solution to shortcomings.

. causes, and identified alternative resources 1ikely to r~uedy the shortcomings.

Up unttl now, you haye specified aims, assessed shortcomings and their

Objective 7 involves the task of analyzing and assessing factors in the local

situation that favor or oppose adopting each of the resources selected ford

consideration. When this task has been completed, the selection of the

H

product{s) for implementation follows, Thus, this objective discusses‘the

final step in obtaining all of the data needed to make the decision regarding
which products (resources) to seléct. X

The aim is to choose one or more products which will eliminate the Egg;gg
of the shortcomings in the 1rcal educational situation., Eradicating the causes
will erase the shortcomings as well. For example, if students' reading scores
are well below grade level {shortcoming) and you discover that the curriculum
does not take into account individual differences so that students are paced
above or below their abilities {cause), the adoption of an individualized
reading program (one resource) with concomitant teacher traiﬁing for
individualizagion, (another resource) will de-fuse the cause of the problem
and promote betier performance on reading tests.

An essential basis for choosing among the alternative resources i: an
examinatior of local factors that can help or hinder their adoption. Although
several products may provide a jood match with local educational needs, their
adoption may be strongiy opposed by a person or group that could cause havoc
in the school district. Basically, the concern here is to judge the
feasibility of the é]ternative resources in the local situation before making

the selection and impicmenting it. People in the district may disagree about

the value of a particular product and if their views are not considered, they
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. could have a detrimental effect upon the product's {mplementation as well as

upon good relations in the community. Likewise, cost factors may so outweigh

the benefits of the product as to make its selection a financial albatress for

the district. Cx<eptional leadership skills in working with local personnel -

are needed for assessing constraints and supports with respect to each of the

alternative products. Often such Ieadership_in;oaves helpinq'to arrive at ‘a
— —— —~compromise—among—opposing-concerns.

On the other hand: there_may he widespread Support in the community and
among school personnel for a particular product. Krowledge of and enthus{asm
for the product among people involved would erhance that product’s suitability
as the choser. 'solution. This situation should be given due credit because it
will ease the district's transition from the 0ld to the new program,

Generally, though, there will be positive and negative forces which will

. affect the” final selection of "a product. ' These forces will have to be
identified, explored, and weighed as to their relative importance and effects
in the school district. Part of this task falls within the area covered by
Objective 7 (identifying and exploring positive and negative locat factors)
and part of it within Objective 8 (weighing their merits in anticipation of
selecting the best Solution;. ' )

Given one or more resources for remedying each of the causes of the
shorteﬁnings identified in the area of concern, the first task is to Tish

features of the resources that arc apt to be constraints or supports with

respect to adopting any resource in ihe local situatiocn.
Three sets of factors will be critical in determining the feasibility

of adopting any of the: resources: costs, difficulty i implementation, and

.' attitudes of persons vho would be involved in supporting or conducking the
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program. These factors will be considered differently by people occupying
various positions in the school district--the school board, the school
administration, teachers, parents, and community ﬁemb@rs generally. Each
sort of person is 1ikely to have special concerns and interests to be taken
into account. For example, a board member or 3chool admin{strator will be
quicker to check the costs involved in implementing a program than wiil a
teacher whose prime concern is apt to be the program's relation to his/her
job or personal situation.

In preparing to gatheér data on costs, implementation requirements, and
attitudes, it will be helpful to examine the features of the several
alternatives you have identified as.they relate to these three factors. Some
questions to be answered for each type of factor are suggested below. |
Obviously, the differences among the programs, rather than their similarities:
provide the bases for deciding among them.‘

Costs. How much will the program materials cost? Will new staff positions
need to be budgeted? Will building renovation be required? Can parts of
the pregram that are especially relevant to local needs be purchased separately
rather than purchasing the entire progri.n? |

Difficulty of implementation. Dor~s-the program fit into the existing

system without requiring extensive overhauling? Are present staff assignments
and qualifications suited to the new program? Will school facilities need to
be modified? Will extensive staff training be required?

Attitudes of supporters or participants. Will the program be viewed

by comnunity members, parents, or staff nembers as meating needs not now
being met? W¥Will staff wenbers feel threatened by adopting the new drogram?

Will staff members or others view the program as too radical or too

conser/ative?
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. Having completed the preliminary activity of con_sidering the alternative
resources' features in terms of the three sets of factors, a local constraints/
supports analysis should be conducted to help determine which of the several
. programs should be adopted. The preliminary work provides a clarified
picture of each resource's key features and of various people's likely

concerns regarding them. The constraints/supports analysis involves

censultation with iccal personnel and community members to obtain their v ews

regarding the aiternatiVe resources.
it will be necessary to interview people regarding costs, d1ff1cu1ty of

* imﬂlemenuation, and attitudes toward the var1ous resources. Before they can

respond informatively, they will need to know something about the programs,
If time permits, a compcrative chart could be drawn up in which each resource
is discussed briefly in terms of its salient points. In exam;ning curricula,
. for example, such areas as the following would be important:
1. Goals and objectives

2. Content and materials -- how they are organized, some unit titles,
whether or not tests are provided, types.of materials used.

3. Classroom strategy and activities -~- pattern of activities, the
teacher's role and required preparation, student activities, and
how students are tested and evaiuated.

4, Implementation requirements -- complete or supplementary
curriculum,. school organization required, admiaistrator's role,
in-service training required, physfcal facilities needed, grogram
costs.

5, FEvaluation -- results of developer-s evaluation, of others'
evaluatin.

90-.
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Bther resources, e.g. organization for instruction, in-service training .
vrograms, etc., would require discuss{on of different points. Sometimes )
pubiishers provide printed descriptions or "fact sheets" which could be used
for such purposes. Or, & check of the literature ﬁight yield d;scriptive
comparisons of some of the programs being considered, such as those produced
by the Edﬁcationa] Products Information Exchange,

30 illustrate, suppose that a scheol district is interested in improving
its elementary science program because students are not Tearning enough about
.cience and don't enjoy studying it. The district has isolated two éauses for
these shortcomings:

1. The curriculum is monolithic and‘uninteresting; it emphasizes‘

rote learning of facts and concepts and does not encourage
cansideration of new ideas and modes of thought.

2. Most teachers do not 1ike teaching science, are unknowledgeable in
the area, and remain unenthusiastic _about it, They use the lecture
method and do not plan interesting activities. ’

The district conducted a resources survey in these two areas. For the first

causal area, the following curricula which seemed to deal with these problems

and which had these key features were selected for closer study:

Program A . +_Program B
Reality-enquiry orientation Skill-development approach for
through "science experiences"” mastery of basic scientific

processes - .°

Can be complgte or supplementary; Compiete program with structured
consists of independent units - sequence based on objectives
Can be used in a variety of Needs an open classroom with
classroom conditions movable furniture and open surfaces
Activity materials found Most activity materials come in

Tocally a classroom kit organizer
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. In addition, these two organizational methods were unde¢ consideration to deal
with the second causal area, the need to provide more teacher competencies irn

science instruction.

Program X ‘ Program Y
¢ A departmentalized plan in which A team-teaching approach providing
each teacher is assigned to flexibility in teaching assignments
tcach one subject (science, math, and including arrangements whereby
etc.) full-time to a succession science, for example, would be
of classes. taught by one or more team members

having the greatest interest and
competence—in the subject.

e

The next step was fo:consider these programs in light of district N

requirgments for costs, difficulty of implementation, and attitudes. The cost

- > - - ‘. - ’
‘ factor was an important one, and district administrators were consulted

o

regarding the funds available. The npwly elected board members were known to
. be tough on money matters as well. On the basis of this information, it was
decided that although Program B consisted of & more defined curriculum that .
might be easier for teazhers to follow and that already included materials
needed for the classroom, Program A would be a better chdice since it was
initially less expensive and :1so provided the money-saving method of using
materials found tocally, In addition, Program A would be casier and less
expensive io implement because i? did not call for a particular type of
facility or furniture. In the various staff meetings that weie held to
discuss the p?ograms, teachers did not strongly favor one program over another
since neither required a special science background and each curriculum was
complete. Most teachers preferred the idea of Program A's independent units,
which of%ered more flexinility than the structured sequence of Program B,
With regard to the organizational structures, the decicion was not so
. clearsut. School admiﬁistrators felt that Program X was easier to implement,

since it called for simply assigning teachers to departments. They questioned

ERIC - .92
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this practice, however, Since some teachers were- bound to be assigned to

o

departments that were unsatisfactory to fhem and this action/could ca;se
much dissent and unhappiness. On the other hand, administrators were somewhat
hesitant to adopt a team-teaching approach because they feared jealoqsy
among teachers toward the teacher chosen to be team leader. In addition, this
method would require considerable planning and re-organization.

Teachers, for the most part, were interested in the team-teaching method
becausg of the flexibility and independent judgmenf it offered lhem. Théy

: & .
viewed the department specialization plan as too rigid and an exaggeration of

the {solation from other adults that they were already feeling since\there
was no opportunity to work with other teachers and gain‘their insights and
suggestions. Théy saw the department strategy as haviﬁg no provision for
integrating a student's program or allowihg teachers to know their studentsg
well. The team~te§ching approach, however, offered more flexibility in
terms of scheduling various lengths of periods for parficu]ar subjects énd
encburaging teachers to use their planning skills in a cooperative manner
for students’ bcnéfit. Both prdgrams achieved teacher specialization in
their fields, but team teaching offered teachers choices as well.

The questian was raised at a PTA meeting by several teachers. Many
parents, when they were écquainted with the two approaches, expressed the
View tﬁat teah teaching cou1d‘provide different teachers for d{%ferent
students; that is for those pupils who either did not 1ike or work weil with
particular teachers (an? vice versa), other studént-teacher matchei Wére
vossible,

Weighting the programs' strengths and weaknesses and peopie's differing
viewpoints: regarding the programs is aiwayé peculiar to the situalion. HNo
guideline for this task can be given other than that of obtaining as much

valid information aboul the progrmns,_]éca] people's opinions, and TimitatSons

]
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(e.g., financial) before making a decision. In the preceding illustration,

-Which programs would you recommend for Edoption?' Do you agree that Programs

A and Y might offer the best solutions? ) -
How alternative resources compare with one another in probable
effectiveness and’ the balance of supports over constraints for each resource

being considered are the bases for the final decisidn. This Sselection of

resources is the subject of the next, and last, objéctiﬂ? in the unit,
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Objective 8. Select an 1mpr0vement program, based on alterndtive resources
. and.local positive and negative factors. -~

?

So far in this unit, you have studied hbw to outline steps'{n selecting
+ -

> an educational prcgram, identify the area of concern, spccify aims, assess

1

shortcomings and their causes, identify a1ternatdge resources to remedy the

situation, and assess locai factors favoring or Opposing.adoptioﬁ'of the ”

—

resources. All of this study has had but one purpose -- to facilitate the
selection of the improveﬁent program{s) to be introduced.

Objective 8 tonSIders these final topics:

1. Utilizing sk11ls needed in selecting a solution,
b

2. Clarifying the information obtained that.leads toward-a solution,
3. Recognizing available options, and ot
Y
4 Recommend1ng which program(s) to choose, *° . " .

Let us look at these topics briefly.

"

1. Utilizing needed ski1ls. There are two types of skj11s %mportant io
i . '
the task of .helping toselect the program(s) for adoption. They are skills

in e§a1uating and integrating the data réceived from the preceding step§~

'1ead1ng up to the se1Fct1on “and, sk111s in worklng wlth key school and

commun ity peop1e in mfk1ng the actual ch01ce Situations involving pegple are
never stat1c, often, it is possible to bu11d positive attitudes or toe?iEFEHsgk_iﬂ)_

sueport during the pienning phase. Modifying negative factors in tke.local

s1tuat10n can mean thf d1ffer°nce between success and fa11ure of a program

su1tab1e for adoption ) /

2. Clarifying tﬂe data obtained. By this is meant organizing ‘and ;

exﬁréssing‘the inform%tion in a clear, concise way so that it can be read and

interpreted quiék1y. fc1ear data will provide a strong basis upon which Ep make

. e / , . . . ’
the final decizion. In the event that more information is needed, this .is the

3
]
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point at which such a determination is made and a plan for obtaining the

‘mﬁésing information can be shaped. Good reporting is an aid to wilding

L3

* support for a favored program that is meeting resistance.

-

Presenting key program features in a concise, open-ended manner encourages
quéstions and discussion among board members, school administrators, teachers,
or community people, and fosters positive attitudes among participents. ‘.

, 3. Recognizing available ogtioné in the selection. There are severa'lI

. . S .
- actions to be considered in selecting the program(s) to be adopted. The most

"

obvious one, offcourse, is selecting a program for system-wide adopt%on. Such
——————Ftourse usuafﬂ indicates %hat a school district has sufficient funds and

‘-rsﬂknel to m;Lnt the program and also has cbmplete confidence in the program

to ..t tie woeds of its students. A seccnd possibility would be to pilot test

the program in one scho.l in order to keep costs down and to view iresults of

3

- tﬁe program before diffusing it throug?out the system. This a#%roach is a more

common one since it is often difficult to relate a program's values to the
Tocal district needs without having firsthand evideéice on its siengths and

¢eakne$ses.

A variation of tnis approach is to pilot test more than one program and

-

. - compare the results. A school district might opt to take this course wher o

progre~ are viewed as equal in terms of their potential for remedying causes

of the shortcomings. Two or more schools might be chosen as pilot test ».tes
for the programs being considered; the hasis of choice should be the schools'
ability to’brovide a setting and target audience that are generalizable to
other schools in the district and in their staff and community's favorable
'attitudes tovard trying the program.

Another option that a school district could elect to do is to adapt

. .f‘
features from two or more programs to the local situation -- a “mix and match”
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approach to try to aqhieve a tailor-made solution to the problem. Natufally,
it is important to introduce program components in all areas needing
improvement; otherwise, it would be difficult to assess the résults when only
part of ‘the problem had been addressed. .

4. Recommending which program(s) to implement. This final task occurs

when all of the information is collected andﬁ&hen it has been decided how best
to introduce the program(s) whether in terms of systef-wide adopéion, pilot
testing, or adoption of features from different phégrams. The recomqgndation
should be accompanied by the supportive data that led to the decision so that
the person who reviews the recommendation has the benefit of information used

-

in reaching the decision. )
Now read ¢he prelude to Exercise 8 which isnfhe last one in the unit. It
will help you to organize and present information for use in selecting a

program.

Exercise 8

First, review the desc:iption of the elementary science program presented
in Objective 7. This illustration will serve as background material for you
to éhmpiete this exercise. )

Assume that you are the Director of Elementary School Programs in the
district and that you must recommend to the Superintendent which program(s)
should be selected and how it should he implemented in the district. Suppose
that you have spent time in gathering information about the programs and ﬁ
viewpoints of district personnel and community members and that you find a
situation where the answers are not so clearcut. Although the cost restrictions
still are present, people seem to be divided on the issue of which Lrogram{s)
will be most suitable to the needs of elementary schools in the district.

Strong cases have been presented thdt favor each of the four alternative

97
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programs being considered .(two science curricula and two organizatiqnal
approaches). You have a tim. constrafnt (it is April) and there is not enough
time to acquire more information or to Iocaye more alternative resources fOPf
examination. A decision mﬁst be made quickly so tha% program materials can be
ordered and plans developed énd put into action for September implementation.

'NQidh programs would you recgmmend to the Superintendent? Would yoﬁ
suggest system-wide adoption of them? urite'your recommendations in the space

" provided aﬁq then, by selecting informati&n from the illustration, indicate
which data led you to your conclusions. B

Upon completion of the exercise, check your work with the Answer Key.

08
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.EXERCISE 8 - WORKSHEET

Reconmending an Improvement Program for Adog’ﬁion

Difections: Remember that there are two types of programs bein§ considered:

Curricula {Programs A and B} and Organization for Instruction {Programs X

and Y). [Indicate which of them you would recommend for adoption and how
you would put them into operation in the school district. Then Tist the

information gathered from the illustration that led you to your decision.

1. Program{s) recommended for adoption {circle choice{s) below):

Curricuia.--~ A °B

‘recommend? Why?

Organization for Instruction -= X Y

L3
-

2. Would you recommend system-wide adoption? If not, what would vou

g

3. What information in the illustration Ted you to your conclusions?
.0 )
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EXERCISE 8 - ANSWER KEY

" Recommending an Improvement Program for Adoption

There are, of course, several courses of:action that might be recommended.

. There is one obvious fact: Two causes for shortcomings exist (uninteresting

curiticulum and lack of teacher competencies in elementary science instruction);
5
anﬂ'if the science program is to be improved significantly, both of these

causes must be remedied. . k .

1. Program(s) recommended for adoption:
Curricula -- Aaid B Orgénization for Instruction -- Y only

2. System-wide adoption is not recommended. Pilot testing should be carried
out by combining Curricula A with Organization Y in on2 or more schodls
and Curricula B with Organization ¥ at other sites. The reason for
trying both curricula is based on the split between local personnel
favoring one or the other. Organization Y is more clearly the better
choice. Pilot testing permits a tryout of the more expensive Curriculum B
in a small setting so that commitment of funds 1s not great. The results,
of the pilot -testing will form the basis for the district's decision on
which program to implement ‘on & system-wide level.

3. Information leading to these conclusions includes the folloWwing:
Both curricula had strong proponents in the district.

Although Curriculum B was costlier in terms of initial expense and

ipplementation difficulties, it could prave to be superior to A in pilot

testing; in this case, the district might choose it for system-wide
_adoption if these factors became less important with the passage of time.
“Pilot testing provided & small, inexpensive méthod of trying it.

Since both curricula were favored, it would be unfair to 1m56§é one of
them on all students and teachers.

Because Organization Y offered flexibility and opportunity for téachen
judgments, it was felt to be the better of the two programs.

Local personnel would have a choice of programs and this fact would enhance
possibilities of successful implementation since enthusiasm would be a

strong factor in getting them off the ground.
i3 )

If none of the choices proved to be suited to the district at the pilot
stage, 1ittle in the way of funds, time, and energy would have been lost.

ko
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. . SRR .+ SUMMARY

" The importance of ©xercise 8 was to emphasize that both causes had to be

Unit '8 ~ 97

N addressed and that pilot testing is fgpresentatiVe of Fhe pﬁase-in.r'ea]ityi
- sought by many school districts. } '

With the completion of Exercise 8, Unit 8 draws to a cicse except for the
PostLAssessment which follows. It js héped that the ordéf andflogic of the
steps presented and discussed in?this unig haveuprovided,you with_occas%on
to consiger the need for a caréfu], weli-planned approach to selecting
improvement programs for implementation and that you wi]l_utilizeawhat you have
jearned here in your futuré g@ucational improvement tasks. Successful change
requires a deliberate, rationa],ﬁprob]em-§o1ving app;oach if the true causes of
shortcomings are to be overcome and the best possible solution is to be
selected. ' e . .

. . Turn now to the Post-Assessment Exercise. When you have completed it and
'checked your responses with the Answer Key, you will have a sense of how well

you have mastered the objectives“in'this unit.
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POST-ASSESSHMENT EXERCISE - UNIT 8

Directions: This exercise is the same as the Pre-Assessment Exercise which
you completed at the beginning of your study of this unit. Review your
eatimates of mastery of the {tems on the Pre-Assessment Exercise (page 7);
you need do only those items which you judged to be less thanm on target.
Check your answers with the Pre- and Post-Assessment Exercige Answer Key.

1. Suppose that you are the curriculum coordinator of secondary programs in a
school district. Through complaints of school personnel and some parents,
you are made aware of problems with the social studies program at the two .
high schools. You know that some funds are available that could be used
for improvement in this area. Wnat procedure would you choose to follow
from the point of receiving the various complaints through ¥inally to
recommending an improvement program to the Superintendent for installation
the next year? {Objective 1§

2. Assume that your assignment is to help a school district in identifying
those areas most needing improvement. What general plan of action would

need to be followed? (Objective 2).
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POST-ASSESSMENT EXERCISE (Cont'd.) Co

3. Suppose it is decided that a particular curriculum area (say, mathematics)
need improvement. What would need to be done to.determine shortcomings

of instruction in the area? (Objectives 3 and 4).

2

4. Average reading scores at the Watson E]ementarvachool are from one to two

years below
{0bjective 5

)

rade level. What are some likely causes for this shortcoming?

- . A
-
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POST-ASSESSMENT EXERCISE (Cont'd.}

If you had-‘determined that social studies materials were inadequate and
teachers lacked sufficient’ preparation for teaching social studies ina .
creative, stimulating fashion, what kinds of resources would you seek

and where would you look? (ObJectIve 6). .

]

Assume that, as principal of an elementdry school, you have ﬂnVE§t1gated
the area of reading and-have tncovered three potent1a11y good programs

that address themselves to -the particular reading problems being experienced B

in your school. What kinds of information about 10cal factors would be
needed in order to arrive finally at a recommendation of one of the three
programs to the Super1ntendent7 (Objective 7)

104
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- . PRE- AND POST-ASSESSMENT EXERCISE"- ANSWER KEY E ¥

A

1. What procedure would you follow from receiving complainfs to recommending”
an improvement program to the Superintendent for installation?

\ ' .Step 1: Identify the area of concern. This step~was done for you; the
N area needing improvement was identified as the soc‘al studies
' program.

. R4S
Step 2: Specify aims in the area of concern. It is necessary to know
what the desired obgect1ves are before 1t can be decided that
corrective action is nueded.

. Step 3: - Assess shortcom1ngs in accomplishing these aims. Analyze the . V!
- shortcomings in relation to the desired a1ms for an accurate
picture of. whit 15 lacking.

Step 4: Analyze likely causes for these shortcomings. Knowing the causes
" of shortcomings ‘allows one to plan corrective action aimed at
remedying the causes and therefore eliminating the shortcomings.

Step 5: Identify alternative resources For remedying the shortcomings.
A survey of programs aimed at the type of shortcomings being
experienced at the Iocal level provides opt1ons from which to

+ choose. . A7~
. Step 6 ﬁssess loca'l factors favoring or opposing adoption of each
: ) ~ resource. Often, local factors prove to be strong’stimulants or

inhibitors of the adoption of a program and thus need to be
taken into account when selecting a program.

Step 7: Select an educational improvement program based on alternative
] resources and Jocal bositive and negative factors. This final /
choice hecomes possible after gathering the needed information
in the preceding steps.

2. What plan of action would you follow in he]ping the district to 1dent1fy
areas most needing improvelent?

List components of school system where reeds for improvement might be
found. :

Idéntity best sources of information for each item on the list.

Obtain needed information and make an initial Tist of areas needing
improvement.

" Check and revise the 1nitiql list by discussing it with key informants,

Make a priority listing of areas needing improvement.
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PRE- AND POST-ASSESSMENT - ANSWER KEY (Cont'd.)

Who¢ needs to be done to determine shortcomings of instruction in a
curriculum area? . . -

List instructional aims for the area. .
Decide what data are needed to assess the degree of attainment of each
aim in the area.

Determine which data are available already (lest scores, records, reports)
and how to get needed information (interviewing, observation,
questionnaires). . >

Collect the data that still are needeq. - -

kY

Analyze the daa to identify shortcomings in achieving the desired aims.

What are some 1ikely causes for the shortcoming 1in ead1ng at‘watson
Elementary’ School? _

L

Causes may 1ie in one -or more of the following areas of a reading prograi:

Learning materials; -- badly Sequenced, not representing a broad enough
ability range, irrelevant to students'.chkgrounds or concerns.

Teaching meihods -- improper attention given to basic reading skills,
students don't have the opportunity to learn words that are me2aningful
and important to them, teacher is ineffective because time is spread

. ‘over several groups and many students are left to struggle alone with
their veading problems. ,

Student grouping -- ab111ty grouping inhibits individial students'

. potential, tendency may be to keep students in same group level year
after year, minority childrenmay be grouped into lofbst ability
group.

s
%
\l

\\

For the social stud1es area, uiat types of resources would you seek and
where would you look?

Materials and products in social studies; in-service training programs for
teachers.

Consult with people at state education department universities, national
earinghouses, other school districts for ideas and leads.

Educational Resources Information Center (ERIC) files. L
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* B3
.

PRE- AND POST-ASSESSMENT - ANSWER KEY (Cont'd.)

‘ #
Read product, guides offering comparative descriptions of curricula,
materialsg training programs etc, -

Conduct a 11brary search via Education Index and other ava1lab1e indexes,
reference books, .etc.:

-
-

-

< K- - . . L
. What kinds of information about local factors would be needed to arrive

at a decision regarding an elementary reading program?

Costs, d1ff1cuit} of implementation, attitudes of persons who would be
invoived in supporting or conducting the pregram. Such information would
be obta1ned most‘y by interviewing local perschnel. -

o o«
-
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S T Egucat10na! lmQrovemenf_Programs
L | UNIT EVALUATION FORM,

. — "Umt. 8. Selecting "an Educ;ltwna'l Improvement ngram
) Evaluatlon by : . - Date’ o i .
Position < 'Qﬁyaniiation " . '° > ]
Please give, yod} reactions t¢ thig unit by checking and: wr1ting in_your
c op1nions ahd‘recommendations. Returning this form to Research for Better

Schools, 1700 Market St., Philadelphia, Pa: 19103 (Attention: Glen Heathers)
'wi'l'lrhe'lp us Jjudge the value of the ‘unit as well as alchng in its revision.

A. Your judgment on th_1mportance of a ynit on This topxc as tratntrg for :
'leadership in locai educationa} improvement programs . '

Check: Very High__ . High Moderate Low____. Very Low
Jour commentss: - . . T o, . - '

8. Your judgment ei’ the quality of the introductory section of the unit.
Check: Very H1gh «  High ' Moderate Low Very Low
- Your-comients:- . . ‘ : '

fe

LR

C.-Your ,judgment of the adequacy of the set of un'tt obJectwes
Check: Very High High Moderate Low Véry Low

. ) ¢
HWhat objectives do you r‘ecommend-omlttmg? Why?

-/
What objectives do you reccmmend adding?. Why?"

-
L}

(\/'D. L) L

-
- -
]
¢
- ‘.
]

L) _ i
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