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PREFACE -

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

Local Educational Improvement Programs. Oevelopment 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 in

'Philadelphia.

If you nave in hand.the Instructor’s Guide to the program, or Unit 1

entitled Training Program Introduction and General Study Plan Guide, you
will have sufficient introductién to the nature and purposes of the
training program. If you do not have access to one or both of these items,
the following-paragraphs will introduce you to this unit of the program.

This ynit was designed for use by anyone holding a posit%on calling
for leadership in p]annfﬁh,and conducting local educational change programs.
This means school distr%ct 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 agencies may find the unit
of value in their work with school districts - as in the conduct of workshops
involving local school personnel.

The ynit can be studied on a wholly se]f-instructipna] basis, or with
an instructor’s direction. It requires one or two days of‘study time.

The unit's topic - improving the implementation of a local educational
program - is clearly an important one. A program cannot deliver its potential

benefits unless it is effectively implemented, and studies have shown that

ineffective imp]ement?tion of local programs is a conmmon occurrence.

-
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UNIT 9. ANALYZING AND IMPROVING THE IM?LkHENTRTION
OF A LOCAL EDUCATIONAL PROGRAM

Introduction

No educational program, however well designed, will be successful unless
it is effectively implemented.. This is just as true oﬁﬁ“t}aditional"
programs as of innovative or change ﬁrograms that are newly introduced in a
school system. Very often, what a schqol syﬁ%em should undertake is improving
the implementation of traditional programs rather than infroqucing new
programs . Thg same is true of a change program that has been underway foria
reasonable period; often the need is to make its implementation more effective.

Studigs of the degree of implementation of chénge programs have revealed
that a high proportion of such programs never 1s fully implemented. This has‘
been found, for exampie, with change programs introducing nongraded
organizational blans, cooperative teaching, departmentAIization in the
elementaqy school, and innovative curricula in elementary and secondary\
schools.

Often a program is implemented well in its formal aspects (materials,
equipment, staff assignments, etc.} but not in the conduct of instruction or
ofhér procé%f?%s it calls for. Thus, ability grouping usua11yhis wgll

implemented in the assignment of students to groups since this requires only

administrative arrangements. However, studies have found that many teachers

-

do not modify their instructional approaches to suit difierences between high
and low groups. Innovative curricula adopted by a school system very often
are poorly implemented because teachers teach them using traditional
instructional approaches instead of the new approaches required,

>

Improving the implementation of programs that already are in operation is

a vital function of specialists in educational change. Until it achieves

effective implementation of a program, a school district cannot rcap the

5




" definition. The term is used here to refer to a school's instructional

“term also refers to any planned provisions for interpersonal or intergroup

g
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benefits. that the program was designed to yield. Also, no fair judgment, can
be made about the potential benefits of a program whose key features have

1
nbt been placed effectively in operation.

>

The term "local educational program™ as used in this unit requires

program or any major segment of it. Thus, the self-contained classroom and
team teaching represent general organizational arrangements for ‘instruction,
while the use of the Sullivan Basic Reading Laboratory {BRL) materials
illustrates a part of the instructional program in one curriculum area. The
relations at school or for school-community relations. In additiona it refers

to any asﬁect of staffing,. administration or supervision, and staff training.

Unit Qbjectives

In this unit you will study how to identify key features of a local
educational program and how to assess present levels of implementation of

those features. You will learn how to probe for causes of faulty

implementation and practice the leadership function of designing plans to
improve the program's implementation.
Upon completing this unit, you should be able to:

1. Identify and 1ist the essential features of a local educational program
from a written or oral description of it.

2. Design a plan for assessing the implementation of the features of an
educational program.

3. Desfﬁh a plan for conducting a causal analysis of shortcomings in
the implementation of an educational program.

4. Design a plan for identifying and evaluating resources likely to
overcome the shortcomings identified.

5. Design a plan for improving the implementation of an educational
program,




Unit 9 - 3

Who Can Benefit from Studying This Unit?

This unit is meant especially for schob] system leaders who have
responsibilities in planning and implementing local educational programs, -
particularily associate‘or assistant suherintendedts, curriculum coordinators,
building principals; and members of project teams. The unit should be
valuable both for incumbents in these roles and™for those preparing for such
roles. In addition, the unit should be useful to consultants from state
education departments, educational consulting firms, and universities who

frequently are called upon by school systems to help them improve their

capabilities and-performance.

A
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. Unit Study Plan
In approaching this unit your fivst task is to decide how intensively

you want or need to study each objective. Then you will need to pian how to
go about it. Here is a guide for doing so, either with help from your ° 1

instructor (if you have one} or on your own. . The procedure you are to follow
N ]
is in four steps: assessing vour needs to study the unit, deciding on your

way of studying it, assessing your mastery of the unit objectives after i

study, and filling out your evaluation of the unit.

~

1. Personal assessment of needs to study the unit. In this step, you

firg} ghou?d Eeaf quickI; through the unit to familiarize yourself with the
objectives and their content. Do this in a cursory fashion; it serves only

' * " to set your mind in relation to the unit. Fifteen minutes should be enough
time for skimmirg over the unit contents. _

. ~ T Next, corﬁplete the Pre-Assessment Exercise {pages 5~7} as a.basis for

- estimating your present degree of wastery of unit objeéiives. The exercise ) -

Ealls upon you to think through each.of a series of steps in Q}riving at &
‘plan to remeay shortcomings-in imp]ehentation and to write down your

illustrative answer Tuf eacii st2p. You should not take more than ?0-30
minutes to do the Pre-Assessment Exercise,

When you complete the exercise, you should turn to page 8 for directions

on checking your answers with use of the Pre-Assessment Exercise Answer Key.
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. Planning to Remedy Shortcomings in a Proaram's Implementation
- ) o
/directfons: This exercise offers you a way of .checking how well prepared you.
are to perform-the steps <in plarning a Temedy for shortcomings in the
lmplementatgpn of @ local educational program. This exercise shovld take
",mﬁb more than one-half. hour. Ohen you complete the exercise, compare your
answers to those diven in the Answer Key as explained on page 8. ,

1. From the following description, write down a list of the features of the
MIGS program to be implemeated in the Franklin Intermediate School.
Methods of Inguiry ir General Science (MIGS) is a new commercial science
course for intermediate schools. The two-semester course contains 100
separate project units, each consisting of a study guide, a set of reading
booklets, and & list of materials, equ1pment etc. to be provided by the
.school. There are 20 projects each in mechanics, electricity, chemistny,
plants, .and animals. Each student receives a copy of the Inquiry Methcds
Handbook as a guidg in planning projects’and preparing project reports.
The science 1ab is to be divided into 5 learning stations, one for gach
of .the project areas, and a library center housing reading materials. Each
learning station is to be equipped with what is required to perform the
projects in its area and is to provide work space for 10 students, while
the library center is to provide study space for 15 students. {(These figures
assume a class of 40 students or less.) . . :

During each semester, each student is required to do one project in each
area, two Or three indepengdently, and the others with a fellow student.

Each student can do as many additional proaects as fime permits. The student
elects each progect with the instructor's appréval. Not more than one stu-
dent or student pair can work on & given prOJecI at a given time. The
instructor assists students individually or in pairs. ,Btudents present oral
or written reports on 2l of their projects as the instructor's main basis
for evaluating their work.< Both instructor and student keep an up-to- date
record of projects perfonned and their level of accomplishment.

List of program features (Be br1ef You may or may not need all the numbers.)

-
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g? Ho wou]d you ohtailf data on whether the Franklin I.S. chosesto mod1fy
its version of MIGS in any way from what has been described? .
. : o .- / Y 4
. 7 ——
) o ¢ )
s N ” ™~ A B
.‘f -~
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3. Assume 3 science teachers each has four clagses in MLGS. What p]an would
you use to assess how well the f0110w1ng procedures were employed in the” -
12 classes” {Assume that you gather your data just after a semester has -

ended. )} ¢
- - <: " i' - "t .
a. Students elect projects in conference with the instructor.. P
y . o o . -
q\ e

t

b. Each student does progects in each area each semester, two or three
1nd1V1dua1}y and the others.with another student.

[
L o "
R i 4, List aspects of the classroom set.,p for MIGS where it is 11ke1y that
shortcomings of implementation’ w111 be faund.
/
l‘i .
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5. Assume that Teacher A made extensive use of whole-class lectures and
disgussions ‘rather than teaching HIGS on an individual basis. What are .

a Tmber of likely causes of this faulty 1mp1ementat10n and how would you
get data on tpem7

-

-

e

g

6. Assume you found that one major cause of Iggcher A's failure to follow

the required procedure was a 1ack\0f understanding of how to individual-
izé instruction. . What are types “of sources you would turn to in seeking
information on ways of overcoming this failure? -

-+

[ <]

?._Udgﬁine a plan for remedying the shortcoming in Teacher A's instruction
and state reasons for your choice.

]

{(Continue on back if you need more space.)

11
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New that'&ou have coﬁsleted the Pre-Assessment.Exercise, yeu‘{and §our ‘
instructor, {f you have one} should compare your answers with those giveh in
the Pre-Assessment Exercise Answer Key (end of umit). Cempare the quality
and detail of your answers with th?se in the Answer Key. There is no one
right answer to any of the questions._ ﬁlso, the Answer Key gives fuiler
answers to some of the seven parts of the Exercise than you would be expected
to give. ‘

In the table below, check the.e%himates you make of your deghee of mastery
of each part qf,the Pre-Assessment Exercise. Check HIGH if you judge your

_answer to be right on target and in adéquate detail. Check MODERATE if you
jﬁhge your answer to be.good but iackingISOme points needed for a fylly
adequate answer. Cheek LOW if you find your answer to be inappropriate or
‘hery incomplete. .

D Level of Mastery Shown
Item # Stage in Planning Process High Moderate Row

Listing key features of the MIGS program
Finding whether Franklin 1.S. made changes
Plans for assessing program implementatién
Listing 1ikely shortcomings of implementation

Listing likely causes of faulty implementation
. Finding likely ways to overcome shortcomings

NEREEN

Outiining a plan chosen to remedy shortcomings

el oy D 4 L) PO -

Noh ln the table below 1lst1ng the objectlves of Unit 9, indicate for
each whether you judge that you need only to study it for review purposes or to

study'it carefully. The item nymbers in the Pre-AsSessment Exercise related Lo

k]

ceach unit objective are indicated.

. o+




Unit 9 -9

Review Study
only careful 1y

o N
_Unit Objective

-

1. Identify and 11ist essential features of a
local educational improvement program {Items 1,2}

2. Design a plan for assessing fmplementation of .
a program's features (Items 3,4) .

3. Design a way of conducting a causal analysis of.
shortcomings in program implementation (Item 5)

4. Survey likely ways of overcoming shortcomings
in_implementation (Item 6)

5. Design a pian to improve program implementation

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

by doing the objectives in the order in which they appear since'each section
of the unit assumes a certain level of understanding based on the previous
one. Sqme parts, accérding to your mastery estimates, will require your
careful study while others will need only to be reviewed.

! You may wish to study all or part of this unit with one or more other
;tudents. Also, your instructor may elect to CondUCt\group sessions. And,
of course, you could study the unit entirely independ@nt]y.

Probab&y you will need one or two days to study thié unit, depepding
on how intensively you wish to study any or ali of the objectives. It is
best to proceed through the unit as it is presented and then to make plans
for later, more detailed study of those areas of particular interest to you.
(When you complete study of the unit, you w%]] find directions for the

Post-Assessment Exercise and the Unit Evaluation.)

13
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Unit 9 ~ 10

Objective 1. Identify and list the essential features of a local educational
program from a written or oral description of it.

In setting about to improve the 1mp1emehtatTon of any program or program
element of a school system, the first task 1s to make a careful assessment of
present shortcomings of implementation. This divides into two sub-tasks:
specifying the essential features of the program that need to be implemented

S ) |
and assessing the extent to which each of those features has been implemented.

i
1

Objective 1 focuses on the task of arriving at an accurate list of program .
features.

The essential features of a program are those features that must be fully

implemented in order for the program to be operating effectively, They are

required rather than optional. They are elements in the blueprint of the
program. They include the "what" of the program {materials, equipment,
arrangements, etc.) and the "how" {procedures to be followed). They are the
things one would need to examine in determining whether or not the program had
been implemented fully. .
Your leadership in arriving at a full and accurate 1ist of essential pro-
gram features is necessary, whether you are the program's director, a school
system official with the responsibility of monitoring the péogram, or an outside
consultant assigned the job of helping improve the program’s implementation.
Whatever your role, the task is the same, though the circumstances of your
involvement will differ with the role you are filling. The following deals
-with the process of obtéining a list of program features without regard to the
particu]arzrole you are filling.
. A very frequent sjtuation {s when a school system has adopted a program

developed outside the In such a case, it almost always is true that

the program! written materials giving a description of the

programls features. Developing a list of these features then is simply a matter

i1




Unit 9 - 1

of abstracting them from the description.

Frequently a school system adopts some program develop~d elsewhere
and, in adapting it to the local situation..makes cértafn changes in the
program.” In this case, {dentifying program features calls for preparing a
list from descriptions given by the originatoi's of the program, then modifying
that list from written or oral reports specifying the changes made by the
school system.

Many times school systems build their oWn programs, ordinarily selecting
some features from programs developed elsewhere, and adding some features of
their own, thus arriving at a program designed to fit the needs and character~
istics of the system. Developing an accurate list of features of such ; program
can be difficult since it is not uncommon for a school system to have no formai
written description of the program it created. Also it is not uncommon for
changes to be made from the initial written description of a program Wi thout
their being written down in a revision of the {initial description. In this
case, it is necessary to interview those responsible for the program to learn
just what changes have been made. ‘

To give you practice in 1listing program features, Exercise 1 calls upon
you to identify and write down the essential features of a local educational
program. The rule to follow in preparing your list is to identify every aspect

of the program that you would expect to find in a school that implemented it,

Exercise 1

In this exercise, you are asked to prepare a 1list of features of a local
improvement proaram from a written description of it and to indicate where in
that descrription each feature is stated. The program described is that for an

intermediate school in a large metropolitan school district.

15




Unit @ - 12

. Use the Exercise 1 - Worksheet (page 16) in listing program features.
When you locate one, make an abbreviated statement of it on the worksheet
and indicate the paragraph(s) where it was stated. Here is an example of

the sort of entry you should make.

FEATURE DESCRIPTION OF FEATURE PARAGRAPH
(A,B,etc.) REFERENCE

A. Use with grades 5-8 or 6-8 2

(When you complete the exercise, check your entries with the Exercise 1 -

Answer Key on page 17.)

o 16




Unit 9 - 13
. The Wildwood Intermediate School Program {WIsP) _in_a Metropolitan District
Para- Considering the emphases and directions to he sought in the

graph .
intermediate years of a child's education, WISP provides a new school

1 organization for use in achieving basic changes in curriculum, methodology,

and guidance so that a more effective program of education can result.

Although the direction is toward a four-year form of organization,
some pilot schools wil® be made up of grades 6-7-8. Priority will be
2 given to establishing 5-6-7-8 schools where such organization provides
space in elementary schools for the expansion of the early childhood

programs.

WISP will offer enough variety and depth of instructional material
. for most children to require four full years of attendance. Individual
programming, however, will permit children to progress at different ratés
3 in their various subjects. Subject acce]erationf-resulting in advanced
placement, will be emphasized. Thus, some children will be able to com-
plete the regular sequence in three years, while other children will re-
quire five years. However, fifteen-year olds, regardless of achievement

levels, should be transferred to high school.

Small schools-within-schools, each representing a cross section of
theutotal school population, are to be set up. For example, in a school
accommodating 1800 pupils, three sub-schools of approximately 600 pupils

4 will be organized. The 600 pupils who belong to any one sub-school will
be in grades 5-8 and will represent the entire gamut of age, ability and

. talent. These 600 pupils will be divided further into four blocks of

about 150 pupils.




Unit 9 - 14

WISP will program pupils for subjects such as art, music, health
education and industrial arts on & total-school basis, drawing students
from each sub-school. Common facilities, such as auditoriums, gym-
nastums, and mustc rooms, will be used jointly, providing opportunities
for pupils to mingle with ihose form the other sub-schools in the
building. In addition, it is recommended that pupiis leave the sub-
school for clinical help in reading, speech improvement, and other

special services,

For work.in other areas (reading, spelling, writing, mathematics,
social studies, etc.}, pupils will be progra&ﬁed for large- or smali—
group work in each sub-school or for workiﬁg alone on activities suited
to individual needs. WISP also programs each student for time in which
to pursue individual interests. In order té meet individual needs, it is
recommended that the conventiqna] method of estimating the time needed

by pupils to learn a given unit of work be changed.

Basic to the WISP design is the diagnosis of pupils' needs ”
and the individualization of instruction. To accomplish this, a team
approach is required, calling for teachers, counselors, and other
specialists to work with administrators and supervisors in planning for
the total educational growth of individual pupils for the duration of
their stay in WISP. Each team will be assigned a block of approximately
150 pupils and will be responsible for the progress of this group. In

general, students will stay with the assigned team, although changes -

may be made if desirable.

18-
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Unit 9 -~ 15

The classroom teachers will be the school's basic guidance workerg
because they will have the closest and most continuing relationship with
the'pupils in their assigned group. Time blocks in the school day will
enable teachers to confer with children, parents, and other staff
memﬁers; to study records; and to plan ways for meeting their students'

needs. ~

s
-~

M

Based on a Pre-Kindergarten-Grade 12 sequence, the curriculum will
include the commoniy-accepted subject areas: language arts, mathematics,‘
science, social sciences, foreign languages, physical education, and the
arts. In additior, typewriting will be taughi in the fifth grade or as
early as is practicable. Foreign_ languages will be introduced to all

children at the fifth grade level.

The complexity of the WISP organization,-with individual scheduling
and flexible programs, will necessitate extensive supervision. Each
school should have a principal, vice principal, assistants to the
principal (one for each sub-school), and chairpersons in selected subject

areas.

The maximum use of non-professional personnel (school aides,
lunchroom workers , etc.} should be devoted to freelng the professional

staff so that it can spend all of its time on professional activities.

19
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EXERCISE 1 - WORKSHEET

Listing Features of a Local Educational Program

Qirections: Write down & list of the essential features of the Wildwood
Intermediate School Program from the written description given. Make
your descriptions of program features as brief as you can without 1031ng
any key points. Be surg to give paragraph references.

FEATURE . PARAGRAPH
A.B.etc. DESCRIPTION OF FEATURE REFERENCE

20




Unit 9 - 17 .
. . EXERCISE 1 - ANSWER KEY
Listing Features of a Local Educational Program |
FEATURE e . PARAGRAPH
A,B,etc, DESCRIPTION OF FEATURE RE FERENCE
A, Use with grades 5-8 or 6-.. 2
B. Tne student proceeds at his Guwn pace through the
progran. : 3
C. Fifteen-year-olds go on to high school, regardless
of level of achievement reached. 3
D. The total school population is broken into separate
schools-within-a-school {uhe house plan). 4
E. Each sub-school has four age units of an approxi-
mately equal pumber of students. 4
F. Music, art, health, industrial arts, and special
education draw students from all sub-schools. 5
G. Both large- and small-group instruction occurs in
. all regular subject-matter areas. t 6
H. Provisions for independznt study are built into
the program. [
I. A flexible time schedule is provided for work in
any curriculum area. - 6
J. A staff team of teachers, counselor, other
specialists and administrators is assigned to a
team of 150 students. 7
K, Teacher planning and conference time {s scheduled. 8
L. The curriculum is sequential and includes the
reguiar subject areas. 9
M. Typing and foreign language are introduced in the
fifth grade. 9
N. Each school has a principal, vice principal,
assistant to the principal, and chairmen of
subject areas. 10
0. Paraprofessionals are employed. n

21




2

* Unit 9 - 18

. In listing program features,. it is important to be sure that you
have included both "structural" and "procedural" fsatures. In any program,
the structura]_features are those elements ‘hal form the framework of the
program, and any materials or equipment included in ¢, Thus, when a new
curriculun is adopted, its structural eiemiits consist of texts ov other
sorts of learning materials, instructors' guides, equipment to be used,
classroom arrangements for instruction, assignment of staff for teaching the
program, and grouding and scheduling students for instruction. A1) of these
features can be purchased or arranged by those responsible for irstalling the
curriculum.

The procedural features of a program refer to things that staff members.
studenEs, or cthers are to do in conducling the program. Thus, a new
curricufhm may call upon teachers to plan students' work on an individual

. basis, to have students conduct their study <n terms of individual projects,
and to requir. students to demonstrate masiery of their learning tasks.
' These procedures are as much a part of the program as its struct.. 3l elements.
Usually they are the critical elements in implamnting a program and it
usually is here that faulty implementation ocrurs.

txample of faulty implementation of procedural features w{fhin the
structure of nongraded programs have been reported by Goodlad and Anderson. e
They found in a survey of nongraded schools across the country that many of
the elementary schools studied had set up 9roups on 2 non-grade-level basis

- but failed to teach in ways that erabled students to advance at different
rates without regérd to the usual grade-level curriculum. Within a nongraded
structure, the teachers were teaching and advancing students according to the

. traditional grade system. (Goodlad, -ohn I., and Robert H. Anderson.

"Educational Practices in Nongraded Schools: A Survey'of Perceptions.™
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a/ ) . -

Elementary ‘School Journal, 1962, 43, 33-44.)

Tq help you clarify the distincgion between structural and procedural

features of a prog.am, E*ercise 2 follows. ' s

L

Exercise 2.

. In this exercise, your ta%k is to examine the list of features of the
H%]dwqu IntermeQiate School Progng; as. given on the Exercise 1 - Answer

.. Key. On tﬁe Exercise 2 - Workshest, opposite each feature listed check

‘qhether, in your judgment, it refer;'toaa program element that can be
‘installe& merely by administrétive decisions or whether it calls for staff
members ‘to do cértain things within the structure provided. (D;h't be -
surprised if‘the majority of your check marks are in one column.)

When you complete the exercise, turn to the Exercise 2 Answer Key g

(page 21) and compare your answers with those given.

rd
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EXERCISE 2 - WORKSHEET

Tdentifying Structural and Procedural Features of a Progrem

Directions: Essential features of WISP are listed below. Check opposite
each to indicate whether, in your judgment, the statement is of a
structural or procedural feature of the program.

FEATURE. STRUCTURAL PROCEDURAL

A. Use the program with grades 5-8 or 6-8

B. Students proceed at their own pace
through the program

€. 15-year-olds go to high school, regardiess
of level of achievement reached

D. Total school population is broken into
separate schools-within-school

E. Each sub-school has four age units of an
approximately equal number of students

) F. Music, art, health, industrial arts, and
. - spectal education draw from all sub-schools

5. Both large- and small-group instruction
occur in all regular subject areas

H. Provisions for indepenaent study are
built into the program

I. A flexible time schedule is provided
for work in any curriculum area

J. A staff team of teachers, counselors,
other specialists and administrators is
assigned.to a block of 150 students

k. Teacher planning and conference time
is scheduled

L. Curriculum is sequential and includes
regular subject areas

M. Typing and foreign language are
introduced in the fifth grade

N. Each school has a principal, vice
principal, assistant to principal
and chairpersons of subject areas

0. Paraprofessionals are employed

| ]
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. . EXERCISE 2 - ANSWER KEY

Identifying Structural and Procedural Features of & Program

In this answer key, the check marks distinguish structural and
- procedural program elements by assigning as structural those elements that
involve primarily administrative actions and by assigning as procedural those
elements that specify what needs to be done within the pragram's structure.

FEATURE STRUCTURAL, PROCEDURAL
A. Use the program with grades 5-8 or 6-8 A
B. Students proceed at their own pace .
through the program v
€. 15-year-olds go to high school, regardless
‘of Tevel of achievement reached ._Ef;
D. Total school nopulation is broken into
deparate schools-within-school v I
E. Each sub-school has four age units of an v
approximately equal number of students
F. Music, art, health, industrial arts, and v
special education draw from all sub-schools
. 6. Both large- and small-group instruction ‘ v
occur in all regular subject areas . )
H. Provisions for independent study ave
built into the program ‘ v
I. A flexible time schedule is provided J

for work in any curriculum area

J. A staff team of teachers, counselors, ) L.
other specialists and administrators is
assigned to a block of 150 students

K. Teacher planning and conference time
is scheduled :

L. Curriculum is sequential and includes
regular subject areas
.M. Typing and foreign language are -
introduced in the fiﬁ;h grade ‘ .
_N. Each school has a prihcipal, vice

principal, assistant to principal
and chairpersons of subject areas

0. Paraprofessionals are employed

< < ]~
|

|
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It often happens that & sthool system leader or external consultant
. needs to develop a list of features of an ongoing school system progrim
without prior acquainténce'ﬁith that program. Starting from scratch, how
should one proceed? The fé]lowﬁng procedure is offered as one way of getting

the needed information. -
A

1. Contact local personnel to determine who is responsible for the

4

program and where information about it can be found.
¥

2. Obtain written materials describing the progrém; if they exist. I;

the program vias dgvelpﬁed outside the school system, it is likely that there
are-detailed descriptions of its feature; available in writing. If it was
created within the school system, there may or may not bé a written
descriﬁfion available. Fo; example, if the elementary readinﬁ program is the
area of . concern, it ig apt 1o be true'that it has evolved over™he years with
changes in materials and procedures thaé have never been formally described inl
writing. gssuming some written description of the prograﬁ is'avaifbble, a
first step is to prepare_a trial list of program features from the

description.

3. Interview program participants - supervisors, teachers, or others -

to develop an initial 1ist of program features if no written description is
available, or to round out your initial list derived from a written

description. In conducting these interviews, it is especially important to

probe for procedural features of the program that specify wnat staff members
~are to do in conducting the program. An example of this task can be' found 1n‘

the description of the ¥ildwood Inteéﬁediate School Program used in Exercises

1 and 2. If you turn lo the Exercise 2 Answer Key, you will note that SOme
. of the structural features imply instructional procedures that are not spelled

out, For instance, Feature O states ;haf "paraprofessionals are employed"
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but. says nothing abouQ\ehat they are to do. Do they prepare learning
materiais? Checf students' work? Keep records? Etc. One of the procedural
features on the WISP list (Feature B) says that students proceed at their own
pace through the program wi thout indicating how this is to be implemented.

How are teachere to determine whe}e individual students are in the learning
sequence? How are they to ﬁ%%n individual lessons for them? How are they to
arrange for them to complete lessons ai different rates, and to permit them
to move on to the next task without waiting for other students to catch up?
Procedural featﬁres such as these need to be included in the  list of essential

features of a program.

4. £dit your initial list of program features to satisfy the following
criteria;

Al1 features on.the list should be essential elements of the program
that must &e 1mp1emented for the program to be in fu?i operation

" The list should 1nc1uda both structural and procedural features.”

Statements of tie features must be exptessed in a way that indicates »
what sort of evidence is needed.to determine their implementation.

5. Check your edited list by re-intgpviewihg the program supervisor and
participants to make su;e that no essential elements have been Ieft out.

‘Your final list must include a ful] set of program features since it provldes
the needed ba51s for all of the succeed1ng steps in improving the program's.
“implementation.- Tﬁﬁs, in the case of the list of WISP features, several would
need Fo be added .to specify procedural asgects of the program not included in

the written description of that program.
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-

Objective 2. Design a plan for assessing the implementation of the
features of an educational program.

Assume that an accurat> list of the essential features of a program
has been made. The task now becomes one of prepéring a Plan for assessing
the extent to which each of these features is in operation in the schools
conducting the program. The purpose of this assessment is to determine
which features are not well implemented.- A discrepancy between the feature
as specified in the program design and that feature as implemented identifies
a need for improving the program's implementation. The diaﬁram below i
represents the difference that may be fgund between the full imp]eqentation

of a feature that is intended in the program's design and the actual level

of ts implementation.

LEVEL OF COMPLETE IMPLEMENTATION -
Need for improvement

ACTUAL LEVEL OF IMPLEMENTATION

Y

LEVEL OF ZERO IMPLEMENTATION

T

In most cases, the assessment plan should be selective or diagnostic,

rather than exhaustive, because its purpose is to identify major shortcomings

in the implementation of program features. Hgghly sophisticated assessment
methods, lendthy examination of the operations of a program,ﬁg;a study of

implementation in every classroom where the Prodram is being conducted, usually

arenot feasible.
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. . You would need to do several things in designing a plan to assess
a program‘s implementation. One is that you choose appropriate methods

‘~for_obtaining implementation data on each of the program's features. Another
is that you examine the resources available for conducting the assessment--
time, funds, expertise in assessment methods, assistance from school district
personnel, etc. Yet anothe;;is to determiné the scope and duration of the |
assessment effort--how many schools or classes can be involved in the
assessment and over what period of time is it to be conducted?

Objective 2 will help you deal with these concerns. It is organized
into two steps:

Identifying methods for obtaining data on the implementation of
program features. °

Setting up a plan for assessing the implementation of program features.
Several examplep and exercises are included to provide you with models for
. consideration and practice opportunities.

Identifying Methods for Obtaining Data on
the Implementation of Program Features

Five general methods for obtaining data on the implementation of program
% features are available to you: (A} interview, (B) questionnaire or inventory,
(C) analysis of diary or journal entries, (D) analysis of records or reports,
and (E) observation. It is not akpurpose of this unit to teach basic skills
in the use of these methods; that work requires a longer time and should be
met by course work in evaluation methods. It suffices in this unit to examine
the value and limitations of each method for obtaining data on different

types of features of local educational programs:

At

A. Interview. Interviewing key school district personnel who are

. associated with the program to be studied is a first step in obtain_ing data

about the implementation of the program. The local program administracor oY
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coordinator can give you basic data about the origin, design, and scope of

the program. Often you can u§e interviewing to ascertain the implementation
of general structural features of a program. In addition, interviews with the
building principals or with teachers may yield at least preliminary evidence
on the level of implementation of the procedural elements of a\arogram.

Generally, though, interviewing is insufficient because those conducting
a program, even classroom teachers, are apt not to have accurate information
on how fully the specific procedures of a program are be{ng carried out.
Teachers may be too close to have an overall program picture, while
coordinators or.administrators, having the broad perspective, may lack
familiarity wiﬁh classroom occurrances. Also, participants in a program
tend to give a more favorable picture of program implementation than is
justified. One way of correcting for such inaccuracies in the interview
approach is to request specific data on what happened today or during the past
few days on the assumption that this will tend to yield more objective data
than a more general inquiry. Another corrective is to ask a teacher to report
what occurred wifﬁ a particular child and to exhibit the child's work or
records of work at the same time.

An obvious advantage of the interview approach is that it is not limited
to the immediate present--as is observation. Also, when the program
investigated is not focused in instruction, it will often be necessary to rely
mainly on interviews because there is less to observe directly. This is true,
for example, of educational programs in schbo]—community relations where

" opportunities to observe program features in action may be quite limited.

B. Questionnaire. A substitute for, or supplement to, the interview

approach is the use of questionnaires or inventories calling for written

responses to items or questions. The questionnaire approach does not require
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one to be present and so can be administered to any number of people
simultaneously. Thus, this method might be used to obtain data from every
teacher in a program or from parents in the community. Also, respondents can
fill it out at their convenience. With this approach, it is possible to obtain
at least preliminary data on the implementation of any feature of a change
program. A

However, the same limitations that apply to interviewing apply more
strongly to the questionnaire approach. There is the danger:that answers to
- questionnaire items, whether the respondent checks an alternative or writes
in an answer, will be inaccurate due either to lack of specific knowledge or
a tendency to present a favorable picture of the program. In addition, there
. may be a ]oq rate of response or slowness in responding. Finally, no visual

cues are present to aid the administrator of the ques®ionnaire in determining

the validity of the responses.

C. Diary or journal. Another method for obtaining data from others is to

induce them to keep a diary or journal in which they record, daily or weekly,
the occurrence of activities within a program. If participants in a program
are willing to subject themselves to the discipline of keeping an accurate
jqurnal of activities, this can provide valuable data on the implementation of
prog;am features.

It is difficult.to persuade busy participants to keep a regular journal
on specific activities they or their students perform, since it represents one
more, possibly annoying, task to carry out. Even when they do keep such a
record, it usually needs to be ‘followed up or supplemented by data obtained by
other methods because the tendency is to make journal entries brief and

cryptic rather than explicit.
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D. Analysis of records or reports. For obtaining data on some program

features, routine records of a school system may prove to be valuable. (lass
rosters can provide data on the characteristics of students making up class
groups: age, sex, grade level, reading level. Teachers' manuals indicate
what the teacher is expected to do in the classroom. Reports from when the
program was put into operation can offer insight into what was considered
important at that time and shed light upon probable causes of difficulty
beiﬁg experienced now. Sometimes it is necessary to combine data stored in
different places, e.g., information from class rosters can supplement data
from individual student folders to provide a fuller picture of the population
participating in the program.

In cases where studies have been conducted of theyimplementation of a
program, reports of such efforts can provide a valuable shortcut to some
aspects of assessing the implementation o? a program. Always, however, there
is the danger that the study was inadequaté or the report inaccurate.
Generally, any findings of such studies should.be checked against data freshly

obfained.

E. Observation. For numerous features of a local educational program, .
1on-the-spot observation is the critical method for obtaining data on levels
of implementation. This is particularly true for assessing the implementation
of the procedures that staff members and students, or others, are to follow in
operationalizing the program.
Observation has the advantage of providing firsthand evidence, since
you can observe events as they occur without relying on the report of an
intermediary. But, several hazards limit the value of observational data.
One concerns the correctness of the categories of behavior observed: Have the

features of the program been reflected cl=arly in decisions as to what types of
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observational qata to seek? A second hazard deals with the appropriateness
of the ‘units of observation and whether they are measures of specific acts
or ratings of eveﬁt; that occurred. Another problem concerns the question
of sampling. How can one be sure that, with limited personnel and time, the
best set of observations to be made has been determined (involving class and
’teacher differences, time of day, etc.)? A fourth Hazard concerns data
analysis and interpretation. Not only should methods of analyzing data be

careful]j chosen, but the evaluator must carefully guard against being overly

optimistic or pessimistic in interpreting data obtained by observation.

In summary, consider the following:

1) Choosing the data-gathering methods to use in determining the degree
of implementation of feathrés of a local educational program is a vital part of
the strategy for assessing program implementation. Generally speakihg, for any
given program feature, one of the five mefhods outlined should be chosen as the
anchor method for the accuracy and compieteness of the data it can provide.

2) Interviews, perhaps supported by questionnaire or diary records, have
their special functions in obtaining data on program implementation. The
interview normally is the aachor method in obtaining orientation data about a
local educational program, on the implementation of structural features of the
program, and clarifying data obtained by other means. Where information from
many people is needed, the questionnaire approach often must be used because
of lack of resources for conductina interviews with everyone involved in the
program being studied.

3) When applicable and feasible, observation should be relied upon as the
anchor method for determing the actual implementation of program features.

Observation--seeing and hearing--can offer the most direct and incontrovertible

evidence of implementation. Closely related to observation is the analysis of

-
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school records, Schedules, class rosters, reports, test data, and student
folders are ¥aluable sources, although they frequently are incomplete,

. inaccurate, or both.

Exercise 3

To give you practice in choosing data-gathering methods, this 2xercise
presents you with a Tist of the features of the Achievemept Competence Training
(ACT) program and asks you to identify methods appropriate for obtaining data
on each feature. )

) Before doing the exercise on the Worksheet, read the brief description

of the program. Then turn to the Exercise 3 - Worksheet where you will find
the ACT features_liéted. For each feafﬁre, check those of the five methods
that would give you valuable data on that feature. Then, for the same
featur?, circle the check mark for the method thét,-in your judgment, can
ﬁrovide the most reliable and complete information on implementation of the
feature. Do not hesitate to give your obinion in cases where You are uncertain
as to which methods to check and/or which check mark to circle.

When you have comp{eted the Worksheet, turn to the Exercise 3 - Answer
Key on page 34 and compare your marks with those given there. Remember,
the purpose of this exercise is simply to offer practice in identifying

appropriate data-gathéring methods. There are no official right or wrong

dnswers,
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The Achievement Competence Training (ACT) Program

M
Achievement Competence Training {ACT) is a program intended to assist

tearners in becoming selif-directed. By treating children as active agents
in their own development, ACT aims to promote a vital sense of internal
control and self-esteem which is closely related to effective tearning. ACT
seeks to teach precise goal-setting and planning skills which research has
tinked with achievement behaviovr; ACT structures experiences to aid children
in using those skills autonomously. Students are encouraged.to transfer ACT
skills to all other school activities and to activities outside school.

The. ACT program is designed for use with upper elementary school children

and is suitable for use with grades 5, 6, and 7. The instructional package
currently available has been developed and refined in a fifth-grade setting.
The ACT materials require ,a class mean grade-level reading score of 3.5 or
higher, They have been desiyned to be culture, color, and gender free.

ACT consists.of a sequential order of 4 units, divided into six parts
each. Each unit builds upon thqurevious one, extending learner application
of the ;ix achievement steps: (1) self-study, (2) get goal ideas, (3} set
& boal, (4} ptan, (5) strive, and (6) evaluate.

The ACT package is programed on audio-tape and is designed to be used for
three 45-@jnute periods per week for a semester. Parts are structured into
tessons that can be used in 15-20 minute segments if the teacher prefers
shorter periods.

ACT Iesgpns are presented in a muiti-media format, incorporating audio-
tape cassettes, printed student journals, fiimstrips, and games. Taped
information, music, and dramatizations guide iearners through the highly
illustrated student journals. The Journals serve as a record of personal:

information which the children use to set goals. The ACT materials then teach
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i) .
a process which emables children, to achleve these same goals. In a sense the

interest;’ﬁf~thg;€hi]dren are .a major part of the content of the materials.
Additional materials not supplied but required ara2 an audio-tape cassette

player, a filmstrip projector, regular elementary school art and construction

Each part of ACT presents information to the children, calls upon the
student to engage in experiential acfivities, and requests application of
information learned to real-life activities. Typically, students listen to a
tape that presents concepts, engage in various activities using their own
journals as directed by tape, and work individually or in small groups when
the tape is turned off. Pretests and posttests are incorporated in the program
at'régular intervals, s

Alghough the audio-tape leads the students through each ACT lesson, the
teacher iﬁ called upon to assist in structuring many activitigs, to reinforce
concepts, to assist individual children, and to correct some pades in the
students’ journals. The teachers’ manuals with annotated scripts for each
lesson guide the teacher's par.icipation and provide answer pages for journal
exercises and tests. In aadition, teachers can foster the transfer of ACT
skills to othér school activities and out-of-school activities by motivating
students to use ACT skills outside the ACT program, and by reinforcing students’

transfer of ACT skills.
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Data;gathering_Methods for Achievement Competence Training (ACT};EfBgram

FEATURE

INTER~
VIEH

QUESTION-
NAIRE.

DIARY,
JOURNAL

RECORDS ,
REPORTS

0BSER~
VATION

Program is used only in
grades 5, 6, or 7

A1l students studying ACT
should be at or above 3.5
grade level in reading

The 24 program parts should
be presented in sequence

The program covers 1/2
year at rate of 2-2 1/2
hours per week

Pretests and posttests are
empioyed

Multi-media materials are
used

AQT instructions on conduc-
ting unit activities are
followed )

Students set goals and plan
ACT lessons

Students transfer ACT skiils
to other school activities

Students transfer ACT skilis
to out of schoel activities

Students keep a journal of
their activities in ACT

Students work individually
or in small groups

Teachers follow the manual
for lessons

Teachers assist students,
correct Jjournals, reinforce
concepts

Teachers guide students in
transfering ACT skilils to
school activities

Teachers guide students in
transfering ACT skills to -
put-of-school activities

1
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EXERCISE 3 - ANSHER KE?

Data-gatheridg Methods for Achievement Competence Training [ACT! Program

. INTER- QUEST 10N- DIARY RECORDS | OBSER-
"VIEW NAIRE JOURNAL REPORTS VATION
A. Program ig used only iy v
Urades 5, 6, or 7 - "
B. A1 Students Studying act. .
- should pe at or above 3.5:
grade leye] in_reading-
C. The Program parts should (::) i
" be Dresented iy sSequence
D. The Program covers 1/2
Year at rate of 2-2 172
hours per Week _
E. Pretests'and Posttests are |
Protes @ nnnm
F. Hu]ti-media Materials: are 2
' used
G.

nsfer ACT skilis v
to out of schoo] activities
K. Students keep a journai of @
their activities in ACT
——————=1 activities
- L

Or_in smali roups j
M. Teachers follow the manual ‘
for Tessons
N. Teacherg assist students, ]
correct journa]s, reinforce
concepts :
Teaiherg guide students in : ,
transferring acy §kills to |
school activitieg
Teachers Juide students in .
transferring act skills to @
Out-of-school activities
@

ions on conduc -

ting unjt activities are
followed
Students Set goals and pian
ACT _ .
I. Students transfer ACT skills

to other school activities
- Students tra

ACT instruct

lessons
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Explanation of Answer Key/ -

You will note that the answer key checks all of the items A-F forr

: L N
Interview and Questionnaire. But note also that the quest10nna1ré‘approach

is not c1rcled for any item, 1nd1cat1ng that .it is not considered to be the
most adequate approéhﬁ“to getting data on any feature of ACT. The questionnaire
me thod wou]d be used as the primary source of data only when a more valid method

could not be used. Often, of course, the questionnaire method "is used to

'supplement data obtained by other means, as when one wishes o obtain some data

from a large number of sources (teachers, classrooms etc. ).

The interview method has been. checked as the most valid source of data

on five of the ACT features. MNote that these are structural features of the

program (A, C-E} or a feature that does not offer data from observation (J).

Records or Reports is the column where the checkmarks érg circled for

features B and K. These features should show up on class rosters (feature B)

or student products (feature K}.

Observation is circled as the preferred method for those ACT features
that would show up directly in instruction. Obviously valuable data on these
features can be obtained from interview and questionnaires. However, to avoid
inaccuracies'that are common with these methods, chief reliance should be

placed on observation in a representative sample of situations.
r
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Setting Up a Plan for Aése§51ng the
Img_gmentation of Program Features _

Backaround Information

Assume that ySur task is to develop a plan fQr Assessing the implemen-
tation of the feafures of a coaperative teaching program in Bigtown Inter-
mediate School (grades §-8). The program has:the following 11 features:

1. Each team covers instruction in the.four major curriculum areas of
English, social studies, science, and mathematics.

" 2. There are 12 teams and each consists of four teachers and one full-
time paraprofessional. !

3. One teacher has the role of team leader with responsibilities for
calling and chai~ing teap meetings, resolving problems of team
operation, and {gpresenting_the team to the assistant principal.

4, There are about 120 students in a team

5. Students in, a team cover two grades, 5th and 6th, 6th and 7th,
or 7th and 8th.

R !

6. Each teacher on the team advises about 30 students with responsibility
for advising them in both basic and special subjects.

7. Multi-disciplinary instruction is to be provided regularly by
’integrating material from two or more of the four basic subjects.

8. Nongraded advancement is provided; a student can advance at any
rate, fast or slow, through the curriculum in each major subject.

9, Weekly team planning permits varying the amount of time different
students spend on a subject and allows teachers to work with inaividual
students, with small groups, or with class groups of 30-40 students.

10. Each day, all students in the team are ass1gned to spec1a1 subjects
(art, music, shop, PE, etc.), during a two-hour block,of time that
enables team members to attend team meetings, preoare lessons, etc.

11. The aide prepares lesson materials, grades objective exams, and
monitors the use of learning materials and equipment.

Bigtown Internediate School has four houses, each containing about 360
students covering grades 5-8. Each house has three teaching teams. The team
program has been in operation for twc years. An assistant principal is in

charge of the cooperative teaching program at Bigtown and has responsibility

40°
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‘.\ promise of cooperation from all of the team leaders. Any secretarial or
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for assigning staff members and students to teams, for appointing team leaders,.

for the training given the teams, and for supervising team operations.

She holds a weekly meeting with the 12 team leaders.

Planning Tasks for As$essing Implementation

Your responsibility is to plan an assessment of the implementation of o
each feature of the cooperative teaching program. Your plan will deal with
identifying shortéomings in the implementation of any of the features in any
of the 12 teams,;but yéﬁ? chief purpose is to identify those.shortcominys in
implementation that occur in several, if not most, of the teams.

Assume thai you have one month during which to obtafn.your data and
that school is in session during that entire period. Yﬁu have the

full support of the assistant principal in charge of the program and the

¢lerical sefvices that you need also will be available to you.

The planning that you will need to do can be broken into five sub-tasks,

as follows: -

-

-

- ¢
1. Specifying the purposes and scope of the assessment of implementation.
2. Obtaining a representative sample of data on program implementation.

3. Choosing methods for getting daté on implementation of progrmn'
features.

4. Setting up a data-gathering schedule.
5. Planning how to analyze the implementat{on data.

These five tasks now will be considered in turn.

1. Specifying the purposes and scope of the assessment of implementation.

Your overall objective in .3sessing the implementation of the features of
the cooperative teaching prograw is t% identify those features in which
there are serious shoi tcomings in at least several of the twelve teams.

Recognizing that you have Just one month tc gather your data and that
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you must do the job-laﬁge]y alone, you will want to plan use of your time
wisely so & to net detailed and relevant information. Much of your data
will have_to be obtained through interviewing key people and through using
guestionnéires. Yaur time spent with each team will need to be limited to
about one day of observation and one day of interviews with team members.
Stfuctura] features of the program (1-6) can be investigated quickly with the
use of questionnaires, and through interviews with the vice principal in
charge of the program ‘or team leaders. Using these methods for those areas
will permit you to concentrate your time on the proces -al features (7-11},
whose -implementation is harder to assess:

2. Obtaining a repr%sentative sample of data on program impiementation.

-

The problem of sampling the data potentially available on program impiementation
arises since you cannot hope to obta}n complete data on the operating levels of
feaiures where there is variation from teacher to teacher and day to day.l

You can obtain essentially complete data, and quickly, about the
structural aspects of the program because you can assrme that, at least for
the period of your invest{gation, these elements will remain unchanged. The
problem of sampling, therefore, centers on the functioning of the program.
It is clear that you will not be able to obtain a11 the data you would like
on any of these topics. Thraugh interviews with team leaders in advance of
observation, you can make more effective use of your time spent visiting a
team since in this way you can learn where and when to look for evidence on
team procedures. Also, it will help you greatly in getting accurate data on

team procedures if you have a team member at your elbow when observing the

conduct of student advising and instruction,

*

3, Choosing methods for getting implementation data. with the four

team roles in mind, your job now is to decide which methods you will use to
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. gather data on the implementation of each feature of the cooperative teaching
érogram. Remember, five types of investigation are available to you -
® interview, questionnaire, diary or journa{, analysis of records or reports,
and observation. Keep in mind that your time is limited, so you should choose
those methods that are most economical of time and still capable of providing
valid data.
In choosing your data-gathering methods, a first step is to plan how
you will obtain data on the structurai features of each team. Implementation
of the structural features can be checked quickly enough by preparing a
questionnaire to be completed by each team lea&er, though you may need to
supplement your questionnaire with an examination of team rosters ind
schedules.
Tp assess the performance of the four roles you need to have data on
. whether the FTunctions are performed, whether they are performed regularly,
and whether they‘are performed well. Consider these gquestions in connection
with each role. .
' For data on team members' performance of the roles of team leader,

student advisor, instructor, and paraprofessiona?l, you may rely chiefly on

having the twelve team leaders, the 48 teachers (including the team leaders},
and the twelve paraprofessionals submit reports on samples of their role
performances. Probably, reports are needed for each day during one week,

and they should folloﬂ a standard set of topics or questions so that they
cover essentia) items and provide data from different respondents that can

be combined readily. These diary~type records should be supplemented, where
appropriate, by exhibits of schedules or reports and by observatic and

. interview.

Probably the best way of acquiring data on team leadership 1s to dsk

Q 4,3
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team leaders to keep a daily didry record of what they have done as team
leaders during a period-of one or two weeks. They should inclyde in these
accounts descriptions of any problems encountered in performing the role. You
should specify the types of information required and offer a number of examples
covering the spectrum of their duties. It helps considerqbly to provide
report forms to the team leaders so that they can keep the task befere them
as they carry out their work. _

To round out the leadership picture, pI;; to get observational data by
attending a team meeting of each team to determine if they are well-focused,

orderly, efficient, and friendlys, More observational data on the smoothness

of team functioning as members go abgut their_individual tasks for the day will
offer information from a slightly different perspective. Points of view other
than that of each team leader (diary record) and you (observation} can come
from questionnaire (or interview} evidence of team members*® attitudes on the
effectiveness of team planning and on cooperation among team members. An&
finally, valuable data on the quality of team leadership can be acquired from
the vice principal in charge of the profram.

Data on the performance of the advisory role can be obtained in several

ways. First, a ouestionnaire to the 48 team teachers on their performance of
the advisor's role is recommended. The questions should elicit a factual
repﬁrt on the frequency, length, and content of individual and of group
advisory sessions. To ensure greater accuracy in these reports, it may be
desirable to observe what teachers do during the daily two-hour period when
students are in special subjects. Are students called in for individual
confer2nces? What takes place? You may want some more detailed information
on the role and might consider asking teachers to present a diary record of

advising for a one- or two-week period. Then toc, interview data from team
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leaders and the vice principal should be sought for general information on the
performance of the advisory function.

Exercise 4 gives you practice in conceptualizing and listing content
areas of needed data on the role of advising students. When you have completed

the exercise, turn to the Answer Key that follows to compare your ideas with

those suggested there.
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" EXERCISE 4 - WORKSHEET

Qutline for Obtaining Data on Advising Students

Directions: Assume that your purpose is to obtain data on how many advisory
conferences a teacher has with individual students or groups, on the
purposes of those conferences, on their content, on their duration, and on
what effects the conferences have. What are questions—yoh would want
answers to in a questionnaiye to teachers on théir general performance
of the advisory function, and topics you'd want teachers to report on in
a diary record of one week's advisory conferences?

Questions in a questionnaire for team teachers on student advisory conferences:

Topics for a teacher's daily record on advisory conferences:
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. " EXERCISE 4 - ANSHER KEY
Qutline for Obtaining Data on Advising Students

In the 1ist of features of the cooperative teaching program, it was
specified that each team teacher would have about 30 students with the
responsibility of advising them on progress and problems in both basic and
special subjects.

The following 1ists of suggestions are meant to hegp you check the ’
questions or topics you listed on the Worksheet for Exerc1se 4-; ¢ff‘

.. rc&“"'\
Questions in a questionnaire for teachers on their student advisory conferences

These are some aspects of the advisory function on which data ‘would be
valuabie:

Numbe; of advlsor} conferences held, on the average, during a week (or
month

Per cent of these conferences held with groups, and groups of what size

Per cent of conferences held with individual students and reasons for
these conferences .

Frequency of conferences with any given student
) Length of conferences with students
. Content of conferences ‘

Ways of getting data from the student's different teachers as a basis for
total-program advising

Decisions, plans reached in conferences
How decistons are reached and who has tnput (students?)
Teachers' views about the advisory program: strengths and weaknesses

Topics for a teacher's diary report on student conferences

For each reporting day, list the student conferences held and, for each,
report the following:

With whom the conference was held

Who initiated the conference

Purpose of the conference

Duration of the conference

What was discussed

How the conference was based on information from the student's teachers
. Decisions reached at the conference

Follow-up actions (reporting to other teachers or team leader; plans
for future conferences, etc.)

ERIC 47
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Instruction tn.the cooperative teaching program calls for a multi-
disciplinary approach, nongraded advancement, and flexibility in scheduling
and grouping. You will have ta rely primarily upon observation to assess the
manner and degree of implementatign of these features. However, with each of
them,tyop can get data on the general ways in which they are implemented
throujh interviewing the vice princigal and team leaders. Also, valuable data
can be obtained by examining weekly schedules planned dur?ng the team meetings,
by requesting samples of Iésson plans to check on multi-disciplinary
instruction, and by asking for records which indicate that students in.the
same grade are permitted to advance at different rates in the major subjects.

The vélue of diary reports by team members on the conduct of instruction
must not be overlooked. In fact, obtaining such reports before you visit a
team would be of great help to you in orienting your observations and your
questions to team members. [f the diary }eports from all teﬁm members covered
the same period of days, you could combine them to get a picture of instruction
fop_the whole team that would reveal, for examp{e, how much flexibility in
écheduling andﬁgrouping occurred.

Since instruction in a team varies consiéérably from day to day, it is
important that you try to visit a team on a day Qhen all of the major
curriculum areas are covered and when there are no unusual events scheduled.
You would have to check with the team leader a few days before you planned to
visit in order to determine if that particular day was suitable. Having
some open dates in your schedule offers considerable leeway in case it is
necessary for you to rearrange your visit.

When observing a day's instruction in a team, it is essential that you
use standard procedures for observing and reporting. Otherwise, you gannot

be certain that you are covering essential aspects of instruction or that your




Unit 9 - 45
data could be comhined readily ance obtained, One ohservation methed that
facf]itates easy collation 1s the use of a checklist with questions pertaining
to the program under stédy; The observer stmply checks the appropriate boxes
during a particular time span, say, a class period, and briefly notes the
evidence leading to choices. This approach yields categorized data but,
as might be expected, it does not provide the rich detail common to other
methods, such as the running account, in which the observer writes down every-
thing that happens within a given time period and keeps a time line in the

‘left margin. In that method, each activity is described specifﬁca]ly in
terms of the lesson, the students, the teacher(s), and the aide(s).

A difficulty in writing detailed reports of observations is that you
cannot observe and write at the same instant.\ Also, it often is not desirable
to be seen writing notes en your observations. Thus, you may need to find a
private place several times a day for writing your most recent observations.
This difficulty usually is manageable in completing a checklist.

Try Exercise 5 now, which calls for you to develop a list of questions
thatnmight be useful for an observation checklist. Remember that the questions
must be stated in such a way as to elicit a yes/no response; for example:

"Are pre-tests used to determine what parts of a unit a student
needs to study?"

You will note that there are three categories on the worksheet:
1) Multi-disciplinary instruction |
2) Nongraded advancement
3) Flexible scheduling and grouping
Your questions should be pertinent to these categories. A brief review of the

1ist of features of the cooperative teaching program may be helpful to you at

this point.
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. " After completing your list of questions, turn to the Answer Key that

" folTows to compare your checklist with the one suggested there.
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EXERCISE 5 ~ WORKSHEET

Developing an Observation Checklist

Directions: Under each of the three headings, write a list of questions
for which you would seek answers when observing instruction by a team.

Team Leader Grade level of team: ﬁ;ﬁ 7-8
Teacher Subject{s) Taught:
Student(s) Taught Date Time Period

i Observer
HOLT1-DISCIPLINARY INSTRUCTION YES | WO EVIDENCE

NONGRADED ADVANCEMENT

FLEXIBLE SCHEDULING AND GROUPING
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. EXERCISE 5 ~ ANSWER KEY

Developing an Observation Checklist

Explanation: The following are recommended questions. Doubtless you have
thought of other valuable ones.

MULTI~DISCIPLINARY INSTRUCTION
1. Are materials from two or more of the four basic subjects integrated?
2. Does this integration occur fairly frequently?

3. Does the integration appear to he meaningful and relevant to the lesson at
hand?

4, Does the student appear to be confused at the integration of two content
areas?

5. Do materials lend themselves to integration?

NONGRADED ADVANCEMENT
1. Are students from diffecent grade levels studying same lessons?

. 2. Are students from the same grade Tevel working on tasks at different
levels of advancement?

3. Are students in lower grade level of team studying at a level below usual
for their grade?

4. Are students in upper grade level of team studying at a level above usual
for their grade?

5. Does nongrading apply to individual pupils?
6. Does nongrading apply to groups ofpupils?

7. Can pupil differentiate own level of wurk?

FLEXIBLE SCHEDULING AND GROUPING

1. Do different students spend different amounts of time on a given
subject?

2. Do teachers work with individual students?

3. Do teachers work with small groups?

-9

. Can individua) students spend less {or more) time on one subject than on
another?

5. Can students work in groups of 2-3 to provide help to one another?

ERIC | 52
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. - Finally, obtaining data on the paraprofessional function of the‘cooperativ
teaching .team also can gmploy several methods,~ Asking each aide to keep a
specific,.detailed diary record for oﬁe_or tégf;eeks probably is the best way
}0 get cogent information on the performance of this role, Once aggin, it is

. advisable to provide report forms (as was recommended with team leaders) so
that the aides can keep this additional task in mind as they— carry out their
regular duties. An example of Such a report form is presented on the following
page. Is there anything that you would add to 1t?

In addition, interview data from the team leader on strengths and
weaknesses in the aide's work should be obtained. Teachers® attitudes about
the help that the} receive from the aide should be explored as well. While
observing the team, you will bé ab]e;ié get a notion of the aide's role

performance for a clearer. profile.
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. PARAPROFESSIONAL'S REPORT GN ONE DAY'S ACTIVITIES
Your name Date this report is for
Team leader's name Grade levels of team: 5-6_ 6-7__7-8

Directions: Please indicate below, in chronological order, the activities you ®
performed during the day being reported. Include such tasks as preparing
materials, working with students, conferring with teachers, attending team
meetings, and any others in which you engage. Be specific. When several
activities occurred at once, pledse indicate what they were,* For each
activity or set of activities, indicate the time period in the left margin.
Be as accurate as possible in noting the amount of time spent on an activity.

- You may continue on the back of {his sheet and then go on to a second page if
"you need space. '

Time:Period -,
From - To o Activities’ ) 3
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‘. ) 4. Setting up a data-gathering schedule.. Setting up a schedule for
T 77 collecting information on the implementation of the cooperative teaching
program would require taking account of four sets of factors.

a. The tybes and amounts of data needed and the time required by the
inwvestigator and by respondents during the data-gathering process.

b. The order in which different sets of data should be obtained in case
_some OFf 1t would set the stage for gathering other information.

c. The periods of availability of needed data from various suurces. -

d. The period of time during which all of the data have to b& gathered. -

Assuming you ‘have “the task of gatﬁering the data, what types and amounts
would be needed? Consider these suggestions:

v,

;
--Diary records on 5-days' partidipation in instruction by each member
of each of the 12 teams (48 teachers and 12 paraprofessionals)

--An interview with each team leader on team structure and procedures.
. ' --Diary records on one week's tgam 1eadership'by 2ach of the 12 leaders..
--0ne day's observation of instruction in each of the 12 teams.
--Obs;;vatibn of one team meeting held by each of 6 teams.
--Observation of student advising bf'one member of each of 6 teams.
--Questionnaire returns from all team menbers on how they perform‘zﬁgk
*functions of team planning, student advising, instructing individuaks
and groups, or performing paranrofessional duties.
The time required for obtaining these sets of data would relate mainly
fp you. However, when you wanted to conduct interv’ews with team personnel,
ygu would have to find up to an hour when each was free of other duties. This
time probably could be found during the daily two-hour period when the students

were studying the special subjects. Presumably, team members could find time

in their schedules to keep diary records and to fill out questionnaires.

v
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Assuming you ‘had just one month to collect your data, you could make
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a plan for using the 21 or 22 days avaiiab]e to you to obtain-all the typ... of

data required. Here is the sort of time plan that would meet your requirements.

It assumes, of course, that you would spend time beforehand in planning your

data gathering and time afterward in analyzing your data.

TIME ASSIGNED TO DATA-SATHERING TASKS

)

DATA~GATHERING TASK TIME ALLOTTED

1. Interviewing the vice principal in charge of the 3 hours
cooperative teaching program

2. Reviewing reports, schedules, lesson ptans, and other 2 days
written matter

3. Interviewing zach team leader on team structure and 2 days
proceduies

1 4. Obtaining questionnaire data from team members {time 3 hours

required for explaining procedures, distributing and
collecting replies)

5. Obtaining diary records from team members {time 3 hours
requirzd for explaining procedures, distributing and
collecting replies)

6. Observing one day's instructio. by each of 12 teams 12 days

7. Observing a team meeting held by each of 6 teams . i day

8. Observing student advising by one member of each of 1 day
6 teams

The performance of the different data-gathering tasks necessarily would
overlap considerably. However, in general, the taske should be performed in
roughly the order in which they are listed. The fivrst four tasks would give
you many valuable leads for conducting the tasks calling for observation.

The time estimates given call for approximately 18 of the 21 or 22 days
available during one month. Twelve of these days are tied up with observing

instruction. During the other days, your time would be divided among such
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tasks as interviewing team leaders, administering questionnaires, observing
student advising, or observing team meetings. .

5. Planning how to analyze the implementation data. The purpose of

assessing program implementation is to identify shortcomings in the
insta]ﬁation of program features as a basis for planning ways to »emedy
those §h0rtc0mings. When the implementation data have been obtained, they
need to be analyzed to arrive at a summary of the shortcomings of
implementation found.

The procedure to follow in obtaining this summary of shortcomings
begins with 1isting the program's features. Each feature should pbe broken
down into sub-features in preparation for pinpointing the shortcomings
found. To illustrate this, consider the features of the cooperative teaching
program listed on page 36. Here is how two of the features could be broken

into sub-features in preparation for the data analysis:

Feature 9. Flexible scheduling and grouvning

a. Planned by the team each week

b. Providing for varying the time different students
spend on a given subject

c. Allowing teachers to work with individual students,
small groups, or usual-sized group®

Feature 11. The aide has theée functions

a. Preparing lesson materials
b. Grading objective exams

c. Monitoring the use of learning materials and equipment

Armed with this 1ist of program features and sub-features, your task now
becomes that of setting up data analysis and summary sheets for each feature.

In the case of the cooperative teaching illustration, you would need to have
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separate data analysis sheets for the 12 teams since shortcomings are apt to
be true of certain teams but not others. ‘ .

Begin your ana]ysi; with the structural features of the program under
study. This part of the analysis usually takes less time and Judgment than
the analysis of implementation of procedural aspects of the program. It usually
is found that shortcomings in program implementation are less frequent with the
structural aspects of a program than with the procedural ones. However, when
structural features are not implemented, this almost guarantees that the related
procedural features will not be well implemented, if they are at all. For
example, if a curriéu]um program calls for the use of certain supplementary
learning materials and those materials are not provided, teachers will not be
able to perform those functions involving the use of the suppl~mentary
materials.

Even with regard to structural features of a program, you will find
contradictory evidence when you compare data obtained bf different methods or
from different informants. ResolVing such contradictions calls for deciding
which evidence is most trustworthy. Your direct observations are likely to be

more accurate for the time of your observation than data from any other source.

However, since you could not observe more than for a very brief time, your
observations may not be representative of what normally happens. Generally,
when data from two or more sources are in agreement, you are on safer ground
trusting the data than when there is a lack of such agreement,

In obtaining evidence on shortcomings in program functioning, a
combination of diary information and your own observations should give you
the best basis for drawing conclusions on the implementation of procedures.
The diary information, if it reports "what happened today" is likely to be

of great value in giving the "big picture" though people tend to report their
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own performance {n the most favorable 11ght that {s consistent with
truthfulness. Your observations will offer both a check on diary reports and
a more detailed picturé of what happened.

Your plan for data analysis should call for a summary statement on the
shortcomings of program implementation identified in your investiga@ion. For
each shortcoming found, your summary should identify it as accurately as
possible, should indicate its degree, and should specify its extent. For
example, using the ccoperative teaching illustration, if you found that non- :
graded advancement was poorly implemented, your summary should pcint out the
curriculum areas where it was not effectively practiced; should designate the
ways that instruction failed to provide for different rates of advancement;

and should indicate how widespread the failure was (e.g., true of 9 of the

///f// 12 teams}. -

Your plan for data analysis should provide for checking your conclusions
Qith key local personnel. (6f course, if you had been Qorking with local
personnel throughout the assessment ofhimplementation of the program, this
inside interpretation of events would have been provided all along.) The
< advantage of this check of your conclusions is that, very often, local
personnel can explain'situations that led you to distort your data and draw

incorrect conclusions.

|
w1}
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SUMMARY

Briefly, Objective 2 was concernad with developing a plan for

assessing the implementation an an educational program and it involved you

in the activities listed below.

1.

Tdentifying methods for obtaining data on the implementaticn of
program features:

a. Interview

b.* Questionnaire or inventory

c. Analysis of diary or journal entries
d.. Analysis of records or reports

e. ‘Observation

Setting up a plan for assessing the implementation of program
features:

a. Specifying the purposes and scope of the assessment of
implementation

v -

Obtaining a representative sample of data on program
implementation .

c. Choosing methods for getting data on implementation of
program features

d. Setting up a data-gathering scheduie

e. Planning how to analyze the impiementation data

An illustration of a one-month investigation of a cooperative teaching

program was used as a vehicle for examining the various aspects of planning

such an assessment.
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. Objective 3. Design a plan for conducting a causal analysis of shortcomings
in the Unplementation of an educational program.

Once you have identified the shortcomings of implementation of the
program under study and have developed a list of these shortcomings for each
program feature, you must then consider the factors probably causing those

problems. Discovering these causes is an essential step toward improving

implementation of the program.

Listing Pc*ential Causes of Shortcomings Identified

In undertaking a causal analysis of shortcomings of implementation, the
first task is to draw up a list of potential causes for each shortcoming.
Using your knowledge of school systems, think of faCters which wmight affect
the implementation of the program feature in question. Does the system
provide sufficient materials and equipment for the program's operation? bo

. the custodians discourage moving furniture around in the classrooms with the
' resuit that flexibility in grouping is hampered? Do line staff favor and
support the program? Etc.

Spend some time reviewing your notes and checking your memory for cues
you picked up while gathering data on program implementation. Also, consider
the suggestions given to you by program personnel when they examine your list
of shortcomings. Al?ow your iﬁagination to come into play as & valid means

of brainstorming potential causes of shortcomings in the program.

Exercise 6 asks you to develop a set of 1ikely causes for a shortcoming
" in implementing tue role of student advisor by members of a teaching team. In
the Tist of features of the Bigtown cooperative teaching program, each team

teacher served as advisor to about thirty students. The role called for

seeing each student regularly to advise on progress in both basic and special

. subjects.
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. Suppose that you found the following items to be frequent failures in
the petformance of this role:

a. Most of the teachers met with students only in groups, or’
on an individual basis only when the student or his/her
teachers reported some special problem. _

b. Most_of the teachers did not attempt to help individual students
view their progress and-prag{é;;“aéh;cﬁb;i-a;; Qé;i_&{fhmgﬁéﬁ
to arrive at solutions.

c. Most of the team teachers did not concern themselves with
their advisees' progress outside of the four basic curriculum

_areas taught by the team.

With these failures in mind, turn to the worksheet for Exercise 6. Think

of undesirable conditions or incorrect procedures that may be present and of

‘ desirable conditions or procedures that may be absent. When you are finishkd

with the exercise, check your work with the Answer Key that follows.
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EXERCISE 6 ~ WORKSHEET

List of Likely £agses for & Failure to Advise Individual Students

Directions: Your task is to think of plausible reasons why a majority of
team teachers failed to perform adequately the role of advisor to 30
~ students in the team. What may have been causes of this shortcoming? ~-
~ Scheduling? Grouping? Lack of directions? Conflict with other duties?
Offer the possibie causes that occur to you in the space below.
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. EXERCISE 6 ~ ANSHER KEY

List of Likely Causes for a Failure to Advise Individual Students

There are many possible causes for the team teachers' failure to fulfill
the assigned role in advising individual students. Putting together a list of
likely causes requires knowledge of schools, teachers, and team teaching, as
vell as an active imagination. The 1ist below is not the answer to Exercise 6.
Instead, it represents one set of plausible reasons.

The failure of many team teachers to advisc individual students regularly on
progress in both basic and special subjects may be due in part to:

The lack of a ciear and-specific plan for the advisory function

Schedule conflicts where advising a student .ould require interrupting
other scheduled duties

Reluctance of teachers of speciél subjects to be cooperative in reporting
a student's progress and probienms

Teachers' lack of belief in the importance of advising students on their
total program

. -Teachers' preference for seeing students primarily or only when problems
arose

Lack of training of the team teachers in the conduct of student advising

A preference of teachers for group rather than individual advisory sessions

Remember, the above is in no sense an official or "right" list of 1likely
causes for shortcomings. in the conduct of the advisory function. It is just
one suggested list.

6 i
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Investigating Potential Causes of Shortcomings

To this point, you have studied the first part of the causal amalysis of
shortcomings--preparing 1{sts of plausible causes of the shortcomings that have
been identified. The next task fs that of planning ar investigation to
determine which of the plausibie causes listed, or Pthers not yet identified,
are actual causes. o

Planning an investigat%on into causeé‘ﬂf a shortcoming calls for taking
each potential cause listed in turn and specifying how data could be obtained
to check on whether it actua]]y»was at least a partiai cause of the
shortcoming.

In planning your investigation, you will need to decide where to turn for
data on each potential cause to be checked. If the program you are seeking
to improve has a coordinator or director, your first step should be to seek
information from this source on the validity‘of any of the potential causes
you have listed {6r othefs the coordinator considers to be operating). Also,
the coordinapor can offer valuable advice on where to turn for the evidence
you need, Your sea#&h for data on actual causes for shortcomings in program
implementation is important and justifies your taking as much time as you need
to obtain a good "fix" on the causal factors that are producing faulty '
implementation. '

Planning a causal search can be illustrated with a 1ist of likely
causes for a fdilure to provide for nongraded advancement in the cooperative
teaching program. These plausible causes are listéd on the following pages

with suggestions for how each one might be investigated. You are invited to

add your own ideas t> those suggested.
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. Failure to Provide Nongraded Advancement

Potential- cause: The cooperative teachiﬁg plan may fail to specify how
nongrading {s to be accomplished.

Suggestions on search for evidence:

Ask the vice-principal in charge of the program for a written
description of the cooperative teaching program and check it for
provisions on planning and conducting nongrading.

If there is no written description of program features vrelated to

nongrading, ask for an oral account and ask how team members were
informed.

Your own suggestions:

Potential cause: There may be a lack of individualized learning materials
. needed if students are to advance at individual rates.

Suggestions on search for evidence:

Ask the vice-principal and some of the teachers to show you what
materials are available that students can work with independentiy;
also ask how these materials are assigned and used.

Observe instruction in a few situations where individualized
materials might be found in use.

Your own suggestions:

Potential cause: Teachers may fail to favor nongrading efther because
they consider it undesirable or very hard to achieve.

Suggestions on search for evidence:

Ask the vice-principal and some of the team leaders to report their
attitudes about nongrading (desirability and difficulty) and also
to report how they think teachers in the team feel about nongrading.

Ask a sample of team teachers what their views and feelings about
nongrading are.

Your own suggestions:
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Potential cause: There may be a lack of planning for nongradlng when the
team sets up plans for the next week's schedullng and v
grouping. '

- r

Suggestions on search for evidence:

Ask several team leaders to show you plans for the current week and
to point out to you ways in which those plans make provisions for
students of the same drade advancing at different rates.

Your own suggestions:

Potential cause: Problems posed by multi-disciplinary instruction may make
it difficult at the'same time to foster nongrading.

Suggestions On search for evidence:

Ask team leaders to show you plans made for multi-disciplinary
instruction and to point out how these plans permit or hinder ¢
nong‘?dlng.

Obsarve multi-disciplinary ‘instruction as conducted by one teacher 't
in each of several teams and determine whether any nongrading 1is
- provided for in at least one of the disciplines invol ved.

Ask a number of teachers whether they can let students advance at .
different rates in at least one of the disciplines involved when
they do multi-disciplinary teaching.

-Your own suggestions:

Potential cause: There.may be a lack of needed teacher education on
nongrading with the result that teachers do not know how
to conduct it.

Suggestions on search for evidence:

Ask the vice-principal what sort of feacher education for nongrading
was given and what sort of supervision is provided to assist teachers
in understanding and practicing nongraded instruction.

Ask a sample of team leaders and te' hers what they understand
nongrading te be, how it can be conducted, and what problems they see
in trying to conduct it.

Your own suggestions:
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Having reviewed the example of investigating causes for fatlure to

provide for nongraded advancement, try Exercise 7, which asks you to carry

. out a stmilar analysts for the role of advising students. Potential causes

for fallure are provided; you are asked to suggest sourcés for obtaining
evidence about them.

Check the Answer Key that follows after éunp]eting the exercise.

LS
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EXERCISE 7 - WORKSHEET

4

Search for Evidence on Likely Causes of Faulty Program Implementation

* Directions: For each of the following potential causes of feachers' failure
to advise the students assigned to them {regularily, individually, and on
their total programs) ., write your recommendations fer sources of evidence.

POTENTIAL CAUSE OF
FAULTY AB«ISING

SUGGESTED SUURCES (F EVIBENCE

The program plan may lack specific
provisicns for conducting
individual advisory conferences.

There may be schedule conflicts so
that advising a student would
require interrupting other
schaduled duties.

Fs

Teachers of special subjects may be
reluctant to cooperate in reporting
- . a student's progress and problems
to his advisor.

6
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" POTENTIAL CAUSE OF -
FAULTY ADVISING

—

SUGGESTED STURCES OF EVIDENCE

Teachers may doubt the importance
of advising students regularly
on their/total programs.

Teachers may wish to see students
when they have problems rather
than on a regular basis. '

|

Teachers may prefer to advise
students in groups rather than
in individual conferences.

Teachers‘may lack the needed
training in planning and
advising individual students.
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N EXERCISE 7 - ANSWER KEY

Search for Evidence on Likely Causes of Faulty Program Implementation
N\
Probably you have found in performing Exercise 7 that the search for

evidence on causes of faulty implementation should be very similar for botk
shortcomings in nongrading instruction and in student advising.

Obtaining evidence on how well the -program plan described the conduct
of student advising calls for asking to see the program plan or asking for an
dralqreport on its provisions if they were not set in writing.

Teachers' problems with scheduling advisory conferences could be
investigated by asking team leaders or teachers to show you such conflicts in
their schedules and to point out difficulties they had:in resolving those
conflicts.

Teachers' attitudes and preferences with regard to conduéting advisory
conferences dan be learned through interviews, although reports by the vice
principal or team leaders can be valuable as well. '

Determining whether teachers had received the training they neeaed ior
planning and conducting student advising requires evidence from the vice

principal, team leaders, and teachers themselves. If teachers cannot explain

the purposes and procedures of the advisory function, their training could

not have been adequate.
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SUMMARY

Objective 3 has dealt with analyzing shortcomings in the implementation ~
of program features to detemine their causes. Two steps in the process
were reviewed:
| 1. List%ng likely causes for each shortcoming

2. Gathering data on likely causes to determine which are actual calises
The purpose of the causal analysis is to focus activities directed toward
improving program implementation. Thus, if the failure to implement certain
program features can be attributed to a lack of the needed staff training,
this provides a specific basis for planning improvements in implementation.

Once the needed causal data were obtained, you would be ready to set

about developing a plan for overcoming shortcomings in program implementation.

This is the functlon of QObjectives 4 and 5 of this unit.
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Objective 4. Qesign a plan for identifying and evaluating resources
1ikely to overcome the shortcomings identified..

Havipg identified shortcomings of impiementation of features of a
local educational program, and having probed factors that are probaﬁ]e
causes for these shortcomings. your next task is to survey various "resources"
that could be employed to remedy the shortcomings of implementation.
Remember, the purpose is not to locate another program that might replace
the present one. Rather, the purpose is to make the present program function
better. (Of course it could turn out thaot the present program, even when
effectively implemented, failed to meet its objectives successfully and

“should be abandoned in favor of some other program. In that event, Unit 8

of this training program, Selecting an Educational Improvement Program;

would be relevant.)
. By resource is meant any procedure or materials that could overcome

a shortcoming in implementation. A resources search means consulting various

sources that might provide information about useful resources. The resources
you are-seeking may be discovered ahywhere, including the local situation.
How should you plan a resources search to locate and evaluate resources
that could overcome shortcomings of implementation of a local educational
program? It is a safe assumption that your time for this will be 1imi£ed
and that you will need to make strategic use of the sources available to
you. Basically, your task is to obtain information about procedures or
materials that have beén used successfully elsewhere in implementing progicam
features that are not being effectively implemented in the local program
you are seeking to strengthen. Where should you turn for such information?
Your first step should be to seek informants who can give you expert

. advice, either on how to solve the implementation probiems you are concerned
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with, or on where to turn for the information you need. Where can you find
such experts? Field consultants of your state'education department (including
its intermediate or county units) provide one key source. They may be able
to direct you to school districts in the state that have dealt with some of
the same implementation problems you are facing. Phone calls or visits to
these districts then could follow. Also, in numerous states, there are
education information centers (often associated with the state education
department) whose job is to locate and report information om any aspect of
educational practice. These centers have full access to the literature of
education as well as extensive knowledge about educational agencies or
individuals who can offer expert advice or assistance with various problems.
Another key place to-turn is the school o7 education of a neighboring
university whose faculty is apt to contain one or more members with expert
knowledge of the sort of program you are concerned with.

The Educational Resources Information Center (ERIC) of the U, S. Office
of Education is a source of reports on many topics in education. Your state
edacation department can tell you how to make use of this source, in case
You are not already familiar with it. . In addition, there are 16
Clearinghouses, each charged with maintaining up-to-date abstracts of
information within its area of specialization - career education, reading and
communication skills, teacher education, etc. A 1ist of the ERIC
Clearinghouses is given on the following page.

In every area of educational practice, there is an extensive literature
describing different programs, procedures, materials, or equipment that have
been employed. Journals of educational organizafioﬁé are especially apt to
contatn the specific information you need on how to solve implementation

profilems. For example, The Amepican Schod] Board Journal, January 1975 issue,
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ERIC Clearinghouses Lach of ihe 16 clearinghouses, as well as acquiring, reviewing.
abstractmp, and indening the docmments annuunced in Rescarch in Education, alse prepares bibliographies and
interpictive smmnarics wf rescarch which appear in Research in Education af are dissernmated throngh the LRIC
Documnent Repmduction Service. Beeanse cleatinghonses have limited resources for provaling detaded rephes 1o
inguiries for nforminn on specific 1opivs, edneators are nrged (o subscribe (o Research in Education and obtain the

other ERIC publications 10 search for desired infornnation,

ERIC Clearinghouses and their addresses are lisied below:

ERIC CLEARINGHOUSES ON . ...

CAREFR EDUCATION
304 Gabel Hall

Notthero WMo Uoanersaty
DeKatb. lhnoa 60115

COUNSELING AND PERSOSNNEL SERVICES
University of \hghagsin .

Sehool of Fdusanon Bmbling, Reary 2108

East University & Sonth Unnerty Sis.

Aon Arbor, Michigan 3850 ‘

DISADVANTAGRD -7
Teachers Collegy

Columbia Univetsity

Bov 4}

New York, New York 10027

FARLY CILIIOOREDUCATION
Linives sity of JHmons

RUS W, Peanss hvamin dve,

Utlvana, Hlinons 615001

EDUCATION AL MANAGEMENT
Unir ersity of Orepnp
Fugene, ()rcgung-:(l.l

HANBICAIPED AND CIFTED CHILDREN
The Council [z | s, vpuond Cluldeen

1920 A<<ocianion Dris ¢

Reston, Vitginia 22091

HIGHFR EDUCATION

Georpe Winlungiua Unisersity

One Dapost Cirele, N W, Suite 630
Winhington, 1).C. 20034

INFORAATION RESOURCES

Stamlirdd Ceater lor Researy b ond
Ixsclopment in Teachug

Stanferd., Uilifor, s

JUNTOR COLLEGES

University of Cubfornia m Los Angeles
Powell Libriny . Ruom 96

405 Hitgurd Ave.

Los Angeles, Cablorn Y24

LANGUAGES AND LINGUISTICS
Cenier for Applicd Linguistics

" 1611 Nosih Kent Street

Atlingron, Virginia 22209

REAHNG AND COMMUNICATION SRILLS
National Counetd of Teachers of Enplivh

§ill Keayon Road

Usbana, Hinods 61801

HURAL EDUCATION AND SMALL SCHOOLS
New Mexico Siate Universin

Box X AP

Las Crnces, New Mexico SR003

SCIENCE, MATREMATICS. AND ENVIROSMENTAL
EBUCATION

Ohio State University

400 Lincels Towcr

Columbus, Ohio A3210

SOCIALSTUMESISQOCIAL SCIVNCE ERUCATION
Sockal Scicace Educanion Conswrtium. Ing,

835 Broadway

Boulder, Coloradp $0302

TRACIHER EDUCATION

Amcrican Av~ocimon of Collepes for
‘Teacher Education

One Dupont Circle. K.Y | Suiie 616

Washingion, I3, C. 20036

TESTS, MEASUR S e, AND EVALUATION
Edueationd! 1cutiog Serviee
Princeton, New Jeney (R340
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contains an article describing ways different districts have attempted to
deal with violence in the schools. Turning to the Education Index is a gqod
way of gaining access to articles réporting probiem-soliving épproaches that
have bee, need in different school districts. .

In a good many current areas of concern, Education U.S.A. Special Reports,
published by the National School Public Relations Association, give up-to-date
information on school practices. ‘fhese reports are available, for example,
in the areas of informal education, alternative schools, student rights,
drugs, vandalism and violence, individualization, vocational education, and
differentiated school staffing.

Since the problems you are concerned with involve improving the
implementation of a school program, rather than with introducing a new
program, you will need to cull the information contained in the literature
carefully to glean items that focus on program implementation. It is
unfortunate that there are relafively few books o« articles that deal
primarily with overcoming problems of impTementationl However, if you have
clearly identified shortcomings of program implementation, and if you have
pinpointed likely causes for those shortcomings, a.careful search of the
Titerature will probably yield numerous approaches that school districts

have used to make:rprograms work more effectively.

An {1Tustration will help make your task clear. Consider tha problem
of correcting shortcomings in implementing nongrading in the rooperative
teaching program at Bigtown Intermediate School as dealt with in Objectives
2 and 3. For convenience, Tet us limit the illustration to nongrading
mathematics instruction where the purpose is to have each student work at a
Tevel appropriate to his present advancement, and progress at whatever pace

he can master learning tasks. Assume that your analysis of implementation
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. has indicated the following:

Shortcomings of implementation

1. Students are grouped by general achievement level and all students
in a class are taught the same learning unit at a given time.

2. In a class, all students work on & unit using the same learning
materials.

3. Students in a class all are moved to thennext learning unit at the
same time even though some have not mastered the unit just studied.

Causes of faulty implementation

1. Teachers lack sub~tests for measuring students' level of mastery
of each unit in the math sequence.

2. There 1s only one sét of materials for studying a learning unit,
rather than alternative sets of materials (including manipulative
materials) for a given unit.

3. The math teachers have not had in-service training on methods of
adapting instruction to individual differences among students
within a class.

. From this analysis, you need to seek resources that will provide achievement
sub~tests, alternative learning materials, and appropriate in-service
training for teachers. Thus, your efforts should be to find ways of
overcoming causes of faulty implementation as ways of overcoming the

shortcomings noted.

If you are not already familiar with the 1iterature on nongrading,
a good way to start is to review one or more of the basic treatments of the
subject. The following four books are important general references:

Goodlad, J.I., & Anderson, R.H. The Nongraded Elementary School. {Rev. ed?)
New York: Harcourt, Brace, & World, 1963.

Brown, B, F. The Nonqraded High School. Englewood Cliffs, N.J.: Prentice-

Hall, 1963.
The Appropriate Placement School. West Nyack, N.Y.: Parket,
1965, )
Hillson, M., & Bongo, J. Continuous-Progress Education. Palo Alto,
California: Science Research Associlates, 1971,
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In reviewing any of these volumes, you will find relatively little that
is specific about problems of implementation. Yet careful skimming of their
contents will give you key Tdeag on how features of nongrading can be put
into operaticn. Thus, Brown's book on nongrading in the high scﬁsol presents
a "multi-phase” approach that adapts to the learning capabilities and styles
?f different students, and the Hillson-Bongo book contains outlines for.
in-service workshops for teachers (pages 135-152).

Three sources of information probably will prove useful: consulting
with experts to whom you are referred (perhaps by consultants from your state
education department}, visits to school districts employing nongraded programs
at the intermediate level, and descriptions df nongraded practices contained
in education journals. For guidelines on achievement sub-tests geared to
«curriculum units, some of the best sources are the descriptions of
individualized programs such as Individually Prescr}bed Instruction (IPI) where
each learning upit (in mathematics, reading, spelling, or science) has its
pretest and posttest for measuring precisely the achievement of learning

objectives. (See Teaching in IPI Mathematics: A Multi-Madia Program of Teacher

Preparation. Volume 1. Diagnosing and Prescribing for Individualized

Instruction. New York: New Century, 1972.)

Let us suppose that your search turned up a half-dozen or more resources
for correcting each of the three causes judged to be limiting the impiementation
of nongrading. Suppose that your reading, interviews, and visits jocated a
number of nongraded math programs equ pped with achievement sub-tests geared
to learning units, several intermediate-level math programs providing

alternative materials for study of a given unit, and several in-service

programs designed to train teachers in nongrading math instruction. What

procedures should you follow in evaluating these vesources for use in improving
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the implementation of nongrading in your local instructional program? ’
Three criteria are important in eva]uéting any resources for inclusion
in your approach to improving;the implementation of the local program. These

are relevance to local needs, evidence of effectiveness, and feasibility of

local adoption. By way of example, an in-service teacher education program
on nongrading might be Judged relevant through covering all aspects of
nongraded instruction where the local teachers were found to be deficient.
It might be judged effective on the basis of evidence of students' individual
progress in math, of teacher satisfaction, and of administrators' approval.
However, it might be judged not-feasible of local adoption because it required
more time and money to conduct than the local dis#riTT could provide.

In evaluating a resource for adoption, it often wi]i be the case that
the reépurce contains elements that would meet local needs if adapted to the
specific features of the local program. For example, the achievement sub-tests
of math'Program X might pro?ide'an excellent model for use in the locai
situation; however, the Iocal.hath sequence might be different from that in
Program X so the model would need to be adapted by building sub-tests geared .
te the local curriculum.

Conducting this process of evaluating potential resources for adoption
s a task that tests anyone's capabi]%ties to the Timit. Even an expert in
evaluation is aimost certain to find that there s not enough good evidence
available to make confident judgments. Your task »!{11 be to make the best
use of evidence in making your judgments, realizing that some Of the evidence
may be untrustwnrthy or inadequate. Judging relevance is a matter of matching
elements 6f the resource with the needs you need to meet. Thus, suppose that

teachers need to learn how to locate children in a nongraded curriculum

sequence, hov to provide them with the learning tasks they are ready to study,

7%
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how to assist them as they study on an individual or group basis, and how to
determine when students are ready to proceed to the next learning task. Do

you find in accounts of the teacher-education resource that provisions for

thess elements are included?

Judging the e¥fectiveness of the resource may pe extremely difficult

since it very often is true that there are no data on this criterion except
for opinions of those who have used the resource. You may have to rely on
these opinions, in the absence of objective evidence. In this case, it is
important that you note the sort of evidence available to you and state your
degree of confidence in‘your Jjudgment,
b Judging the feasibi]ity of adopting the resou;ce in the loeal situation
calls for checking for evidence that the time, money, and leadership needed are
available, and that attitudes about adopting the resource are favorable.
Generally, after fou have made your initial estimates of feasibility, it is
important to obtain the reactions of key decision makers who will be involved
in adopting the resource, and of key participants such as principals and
teacher?E

The end product of your resources search should be a priority listing
of resourées related to each of the causes of fTaulty implementation you were
seeking to correct. Under each resource listed, you should have information
on that résource's relevance, effectiveness, and feasibility. With these
Tistings in hand, you would be ready to undertake the final task in the
process of planning to improve the implementation of the local educational
program. This task - actually planning to accomplish the needed improvements -
is the substance of Objective 5 of this unit.

70 give you practice irn thinking through the process of conducting a

resources search, Exercise 8 follows. You are asked to create your own
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example by selectine a (real of simulated) local educational program,

indicatiné one shortcoming of its implementation, and specifying one cause

for that shortcoming. The program you choose can be of anv tvoe and at any
level ;k schooling: the conduct of instruction using a new curriculum in a
subject such as reading, math, or science; a program of school/community
relations; a program to deal with discipline problems; a modular~scheduliqﬁ/
program; a program employing teacher aides; etc. The exerc?se calls on you
to outline a process you might follow in turning to different sources in
seafch of resources that could remedy the shortcoming by dealing with its
cause. ‘Finally, the exercise calls on you to descriﬂe a (real or simulated)
resource that could remove the shortcoming, then to indicate how you would

evaluate it for local adoption.

When you complete the exercise, turn to the Answer Key that follows the

Worksheet to check your work with the suggestions contained‘in the Answer Key.
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. ) - .. EXERCISE 8 ~ WORKSHEET

. Outlining a Plan for Conducting a Resources Search
ks ¢

Directions: First, select a lucal pregr@m (A) and indicate one shortcoming
of implementation (B)\qq%ne @. hat shortcoming {C). (Thes¢ can
be either real or simuiatéd.) wNext—ditiing the prccess you might follow
in turning to different sources to locate fesources that could remedy the
shortcoming (D). Findlly, take one {real or simulated) resou.ce (E) and
indicate How you would evaluate it for local adoption (F}. When you
tomplete the exercise, turn to the answer key for guidelines to use in

_ checking your work under D and F.

A. BRIEF‘DESCRIﬂIION OF LOCAL PROGRAM CHOSEN i

\
B. ONE SHORTCOMING OF PROGRAM THPLEMENTATION
. .
A ¥
. C. ONE_CAUSE OF "HE SHORTCOMING - -
D PROCEUURE FOR RESOURCES SEARCH
: : o )
N -
: S .
- ; \

. . )
® S
n {Continue on next page if more space is negdec)

L
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Exercise 8 - Worksheet - 2
b (Cont'd.)
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i

E. ONE RESOURCE TO REMEDY THE SHORTCOMING
/

F. PROCEDURE FOR EVALUATING THE RESOURCE FOR LOCAL ADOPTION

.83
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. EXERCISE 8 - ANSWER KEY

Outlining a Plan for Conducting a Resources Search

Explanation: Since you chose your own exampie, this answer key simple
offers you some checkpoints for examining your answers under D, Procedure
for Resources Search and F. Procedure for Evaiuating the Resource. If
you left out key steps in either procedure, it probably will be useful for
you to review the contents under Objective 4

D, PROCEDURE FOR RESOURCES SEARCH

Your answer should deal with the following:

How you will seek expert advice in starting your search. How will you
seek such advice from informants in the state education department, in
' education information centers, in local universities, etc.?

How will you conduct a Titerature search for resources, using indexes,
following up 1ists of references in articles or books, etc.

How you will arrange telephone interviews or visits with peopie who
have made use of resources in the area you are concerned with.

. F. PROCEDURE FOR EVALUATING THE RESOURCE FOR LOCAL ADOPT ION
Your answer should deal with the ﬁg}ﬁ%wing:

How you will judge the relevance of the resource to local needs by
, matching specific needs with features of the resource.

How you x#i11 judge the effectiveness of the resource using any
objective data availahle and using opinions offered by those who have
made use of the resource.

How you will judge the eas1b111tz of adopting the resource in the lo¢al
situation, taking account ¢ requirements for time, moaey, and leadership
as well as the attitudes of key person: who will be 1nvo¥yed
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#

Objective 4 has dealt with the task of locating and evaluating

SUMMARY

resources that could remedy shortcomings of implementing a local educational
program, a]mosf without exception, a variety of approaches have been
developed and tried in various lccations for meeting any local need. The
problem is to locate inforamation about these approaches and to judge its
applicabilityslocally.

The content under this objective has covered making use of different
sources of infermation:

Experts either to provide specific informaticen aboui vesources, ov
guidance in turning to appropriate sources.

Files of the Education Resources Information Center (ERiC} or ERIC
Clearinghouses.

Education information centers, or si..ilar resource centers.

Local agencies that have employed any resources related to local needs.

In evaluating resources for local adaption, this objective has considered
the yse of three criteria:

Relevance of a resource to local needs for 1 ..voving implementation.

Effectiveness of £ne resource 1n meeting needs similar te local needs.

Feasibility of adopting a given resource i1n the local situation.

Exercise 8 has offer d practice in planning a resources search and

evaluation, using an exampie of your own choosing.
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Objective 5. Design a plan for improving the implementation.of an
educational program.

Te this point, you have studied four tasks that are basic to improving
the implementatior of any local educational program. You have examined how
to identify énd list the key features Bf a program (Objective 1}.  Next, you
studied how to design a plan for assessing the extent to which the features
of a program have been implemented (Objective 2}. The thir2 task involved
study of how to des}gn a plan for a causal analvsis of shortcomings in
program implementation (Objective 3). The fourth task dealt with identifying
and evaluating resources that could remedy shortcomings of implementation
(Objective 4). MNow, in Objective 5, you will study how to design a plan for
correcting these shortcomings by employing resources that attack their causes.

Note that the focus of nbjecttve § {s not on designing a change program,
Instead, it focuses on efforts to improve the implementation of whatever
program already is in operation, whether it is traditional or innovative.

Planning an improvemert approach breaks down into three steps: selecting
the resources %9 be included, designing a pattern for using these resources,
and designing a way of implementing the pattern. The entry point is the
information you obtained under Objective 4 o1 the relevance, effectiveness,
and feasibility of adopting the resources exawined. It will be helpful to
study the three $teps in the planning process with use of an illustration. The
illustration we will use involves a program of ‘ndependent study in algebra
and geometry at Freeville High School. (The data presented are simulated.)

Freeville iigh Jchool is in an integrated suburban district on the fringe
of a Targe city. Its stuuent body is largely from middie-class homes and is
22 per cent black. The school serves 25b0 students. A program introduced

two years ago allows all students lo study introductory algebra and geometry

8O




Unit 9 -~ 83
either in the traditional way or through independent study. .Those whe request
independent study are interviewed by an instructor and, if they appear to have
a serious interest in studying on their own, are admitted to this alternative

approach. About one~half of Freeville's students representing all ability

Tevels, elect to study algebra and geometry through independent study.

An evaluation of the independent study approach has reveé1gd serious
shortcomings. About one-third of those enrolled in independent study request
a transfer to the traditional method within the first month of the semester.
Many students who remain in the program do not progress fast enoygh to complete
the course taken during the semester. Many request help from the instructor
several times each week instead of finding the scheduled‘binweek1y progréss
check of sufffcient belp.

A causal analysis of the program's shortcomings has indicated that many ‘ ‘
students admitted to independent study have 1ittle interest in the approach;
it initially appealed to them as "the sasy way out" rather than a challenge.
Thus, the admission procedures are at fault. Also, Many students in the ‘
program have very limited skilis in managing their own learning--budgeting
time, planning lessons, carrylng out study plans, checking progress, etc.
Another ?eagon for students' difficulties is the Tack of study materials giving
specific guidance in what to study, how to study, and how to check one's
work. Finally, it has been found that three of the six teachers conducting
the independent study program prefer traditional teaching and are not
interested in helping students study on their own.

Investigation of resources that could remedy the situation {including
a literature search, interviews with experis on independent study, and visits )
to programs}, revealed the fullowing resources that seemed of potential value: ‘ |

An admissions procedure at Blake HIgh School that assesses studentis'
capabilities in independent study and, if weaknesses are found, teaches
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key sk1l1s in lesson planning, time budgeting, and evaluating one's
progress. Admission to the program is granted only to those students
with demonstrated skilis {n independent study and a sartous commitment
to this way of learning.

An in-service teacher education couvse in the Pickwick Public Schools
that teaches methods of planning and conducting independent study in
the’ secondary schooi.

A set of programmed lessons in introductory algebra designed for use
in supplementing tnstruction.

A detailed étudy guide for introductory algebra and one for introductory
geometry- accompanying new text books on these subjects.

Hhich of these resources-should be chosen by Freeviile? Exercise 9
asks you to make this judgment, based on the Isimu]ated) evidence given below.
The first test, relevance, you can make without further evidence. Do
the resources appear to match the causes of program shortcomings given above?

The second test, effectiveness, calls for your using the following data;

The admissions procedure at Blake, according to informants, is a definite
success, Teachers swear by it, and the proportion of dropouts from
independent study, or of failures tc complete a course within a semester,
Ts below 10 per cent.

The in-service teacher education program at Pickwick was judged by both
the instructor and teachers to be helpful in the conduct of the
independent study program. The program supervisor indicated that it
requirved $1500 of school funds *o conduct.
The programmed materials, according to a department chairman in a school
district that tried them, had limited usefulness becausc they did not
match the Jocal curriculum and because some teachers did not belisve that
students could learn much from such materials.
The use of curricula in algebra and geometry that are equipped with
detailed study guides was strongly endorsed by several schocl districts
that employed them in programs emphasizing independent study. ({These
data came from telephone interviews with officials of those districts.)
The third test, feasibility, calls for your using the following data based
on consultation with the Chairman of the Mathematics Department at Freuvilile
High School, teachers of algebra and geometry at that schocl, and ihe

Associate Superintendent for Instruction of the school disiric

Freeville's Associate Superintendent for Instruction, with the support
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of the Superintendent, {s strongly conmitted to the program of
independent study and has up to $5,000 available to strengthen its
impiementation. He gees the Blake admissions procedure as a good one
but would modify 1t by teaching skills in Tndependent study to
students when they enter the special program.

The Chairman of the: Mathematics Department considers in-service education
of teachers critical for success of the program. The Associate
Superintendent indicates that funds are available for an in-service
course on teaching students how to conduct independent study, and

on guiding students who are studying indepvendently.

The algebra and geometry teachers are opposed to using programmed

instructional materials but are eager to make use of the new text books

that are equipped with guides to independent study. The Associate

Superintendent indicates that funds are available for purchase .f these

texts.

On the worksheet for Exercise 9, indicate which of the four resources
you would recommend that Frzeville adopt for its program to improve the
impelementation of the independent study program. Opposite eacn resource

~
1isted on the worksheet, check whether or not you *would recomend adoption,
then check and briefly jistify your judgments regarding relevance,

effectiveness, and feasibility.
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. EXERCISE 9 - WORKSHEET

Resources Recommended for Improvind Freeville's Independent Study Program

Directions: Under each resource l1isted, check whether or not you recommend its
adoption, then check and Justffy your judgments regarding its relevance,
effectiveness, and feasibility of adoption at Preeville. Be sure to write

RESOURCE RECDIIEND BASES FOR RECOMMENDATION
Blake High School's Yes Relevant? Yes____ HNo
admisston procedure
No .
Effective? Yes No
Feasible? Yes No
Pickuick's in-service] Yes Relevant? Yos NG
teacher training
. Ho
a Effective? Yes  No
Feasible? Yes NO
Programmwed materials Yes Relevant? Yes No
in algebra
Ho
Effective? Yes No
Feasible?  Yes__ _ No_
New texts with study | Yes__ |[Relevant? Yes__  No__
guides
No
Effective? Yes No
Feasible?  Yes No
Q 90
ERIC

in brief reasors for-«your judgments under relevance, etc.
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EXERCISE 9 - ANSWER KEY Unit 9 « 87

/& Resources Recommended for Improving Freeville's Independent Study Program
4 — .

Explanation: The suggested answers given below are based on the data given
in relation to the four resources. Thesce may be different from your answers,
and you may have sound reasons for judgments differeni from these. The
important thing is to think through this choice process carefully, realizing
that there may be good reasons for your different judgments.

RECOMMEND s
RESOURCE ADOPTION? BASES FOR RECOMMENDATION
Btake High School's Yes ¥ _ | Relevant? Yes__f No
admission procedure This procedure definitely meets some of
No the shortcomings in Freevilie's program.

Effective? Yes_ '~ No
The evidence from Blake is that this
procedure has been high’y effective.
Feasibte?” Yes_ v MNo_
The Freeville Associate Superintendent
offers financial support for this.

Pickwick's in-service | Ves Y| Retevant? Yes V/‘No_

teacher training Freeville teachers of independent study

No _ ciearly need training.

‘ Effective? Yes v~ HNo
The Freeville Associate Superintendent

. offers financial\}upport for this.
Feasible?  Yes No__
Funds are available for the in-service
course.
Programmed materials Yes Relevant? Yes V' No

These mrterials are designed for
independent studv.

Effective? Yes No v/
The evidence is that these materials were
not effective where tried,

Feasibie?  Yes No V'
Attitudes of Freeville teachers indicate
that these materials should not be adopted.

in algebra

N

No

New texts with study Yes___\_(__ Relevant? Yes__‘/__ Mo
guides The study guides make these texts well
No suited for use with independent study.
Effective? Yes_ v/ No
School districts using these texts have
Jjudged them highly effective.
Feasible? Yes Ho
Freevilie has funds for purchasing these
. texts and the teachers favor using them.
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Once the resources to be used in improving the implementation of the
current program have been chosen thé next p]qnning step is that of designing
‘a pattern for making yse of éhem. Continuing the Freeville example, the
task is that of working out a specific pattern for using the resources chosen
to strengthen the independent study program in algebra and geometry. Suppose
the detision was made {a) to adopt the Blake procedure for admission to the
independent study program but to modify it by,providing needed training in
independent study both before and after admission; (b) to adopt the new texts
containing study guides; and {c) to provide in.servicestraining for math
teachers following the Pickwick model. The design you need to ¢reate for
the Ehanges to be introduced should be a blueprint of what those changes
would look 1ike if placed in full and effective operaticn. (Note that this
is different from creating a plan for implementing thet changes.)

The blueprint for the improvement program would need to specify just
how the Blake admission procedure would work: what procédures {including
tests and interviews) would be used to determine the student's capabilities
and intercst in independent study; what pre-admission training in independent
study wovld be given; and what further training in independent study would be
Jiven attev admission to the program. The blueprint also would need to
outline the contents and procedures of the in-service training the math
teachers would receive in conducting independent study. Finally, the
blugprint would need to specify how the new texts with study guides wouid
be used in the indeperdent study program.

In setting up specific plans for the changes to bu made, it would be
important to involve the teachers who would conduct the changes. This would

make their understanding and acceptance of the changes more Tikely, and

would also be the beginning of their training for teaching within the
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. independent study program.

The final step in planning for the improvement prograﬁ is that of
designing a strategy for introducing the changes in the blueprint. This
requives detemmining when the program will be placed in operation, listing
the tasks that must pe performed to accompiish implementation of the changes

“to be hade, identifying resourcas (personnel, money, time, etc } tc be used
in preparing to implement the program, and working out a time schedule for
performing the required tasks. To give .you practice in setting up an
implementation plan, Exercise 10 follows.

Y

Exercise 10 ca11§ upon you td set up a time schedule of an imﬁiementation
plan for introducing the chanées in the FrEev111ecindepeudent study program.
It assumes that the program is ié be in operaticn when school opens in _
September. It assumes that, as of March, the blueprint of }he changes to be
. introduced has been completed. The problem i3 to outline how the perio.d
between March and September should be used in getting ready to conduct the
revised independent study program. The following facts are given you:

The Associate Superiptendent for Instruction is available to supervise
and suppgrt the process of preparing to impglement the program.

The Chairman of the Math Department can give the'time needed for staff
in-service training, for developing-materials and procedures required

s v by the program changes, and for consulting with the math teachers as
needed. ,

[

The six math teachers will be available for after-school work sessions
during the spring months and for a two-week workshop during July, if
paid for their time.

Money is available for the new text series and for paying in-service
costs.

oA Students apply for independent study during March and are evaluvated
for admission before the end of the month. School is over June Z2%th.

‘ Your task in Exercise 10 is to fill in the Worksheet with the activities ,

required to get ready for implementing the program in September. What should

Q - 915
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be done 2ach month, and who would be involved? After completing the Worksheet,

LRl
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EXERCISE 10 - WORKSHEET

Time Line for Preparing to Implement the Improvement rrogra

Directions: Under each month listed, indicate the tasks you would recommend
» for preparing to iwplement the resources selected to improve the
program of independent studs in mathematics at Freeville High School. Also,
for each task, indicate at the right the staff members you think should be
dhiefly responsible. (The same task could cover meve 7han one month. )

TASK KEY PERSONS
March

Aprit . :

July

(August-Yacation) ) ’
September

95
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EXERCISE 10 - ANSHER KEY

Unit 9 - 92 /

Time Line for creparing to Implement the Improvement Prodram

Explanation:

The syggested time line below offers one way of prepari.g to

implement the changes selected to improve Freevilie's program of independent

study.

Use it merely to check your outline, and to remind you of any tasks
you did not include in vour plon.

March

April

&
=
=S
4]

eEtembe

;4 TASK

A551§t teachers in asse€51ng students' readiness

to undertake 1ndepende study in math.

Purchase the new texts w1th study guides.

i

!egln training of teachers in conducting indepen-

gent study, with empnasis on teaching students
mus/%eeded skills,

Train students T% skills of 1ndependent study,

using methods in Blake approach, as modified fon

local use.

Continue training of students. Decide which
students are now ready for the program of
1ndependent study as shown by their progress’
in training.

Hold two-week workshop to train teachers in
skills required in cinducting the program of
independent study.

RSN

 i—

Continue training and supervision of teachers
in conducting independent study.

Contlnue student training in conduct of

‘1ndepc'dent study.

Ou

KEY PERSONS

Math Chairﬁan,
Assoc. Sup't.

Assoc. Sup‘t.,
Math Chairman

Math Chairman

Math Teachers,‘
Math Chairman

Math Teachers,
Math Chairnan

*ath Chairman,
Math Teachers

Math Chairman

Math Teachers

)

D
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SUMMARY

Objective 5 has covered the requirements to be met in-designing and
implementing a plan to improve the conduct of é local educational program.
The ﬁlanning process has been presented ip three step;:

1. Selecting the components to be included in the improvement program

2. Blueprinting the improvement.progrdm .

3., Planning procedures for implementing th \mprovement program

This training unit ends at this point. The ideal followsup would be
for you to test your grasp of what the unit has coyered by actually providing
leadership in strengthening the implementation of a local educational program

in the situ?tion where you work or in a schood -district where you can offer

consultant help.
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Unit 9 -~ 94
POST-ASSESSMENT EXERCISE - DNIT 9

Planning to Remedy Shortcomings in a Program's Implementation

. 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
estimates of mastery of the items on the Pre-Assessment Exercise (page 8);
you need do only those items on the Post-Assessment Exercise where you
judged your Pre-Assessiient answers were not adequate. Check your answers
with the Pre- and Post-Assessment Exercise - Answer Key.

1]

1.,From the following description, write down a list of the features of the .
MIGS program to be implementgd in the Franklin Intermediate School.

Methods of Inquiry in General Science (MIGS) is a new commercial science,
course for intermediate schools. The two-semester course contains 100 .

0 separate project units, each consisting of a study guide, a set of reading
booklets, and a 1ist of materials, equipment, etc. to be provided by the
school. There are 20 projects each in mechanics, electricity, chemistry,
plants, and animals. Each student receives a copy of the Inquiry Methods
Handbook as a guide in planning projects and preparing project reports.

The science lab is to be divided into 5 learning stations, one for each

of the project areas; and a library center housing reading materials. Each
learning station is to be equipped with what is required to perform the
projects in its area and is to provide work space for 10 students, while

the library center is to provide study space for 15 students. (These figures
assume a class of 40 students or less.)

area, two or three independently, and the others with a fellow student.

Each student can do as many additional projects as time permits. The student
¢ elects each project with the instructor's approval. Not more than one stu-

dent or student pair can work on a given project at a given time. The

instructor assists students individually or in pairs. Students present oral

or written reports on all of their projects as the instructor's main basis

for evaluating their work. Both instructor and student keep an up-to-date

record of projects performed and their level of accomplishment.

. During each semester, each student is required to do one project in each

List of program feitures (Be brief. You may or may not need all the numbers.)

&+
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LY ] ? .
2. How would you obtain data on whether.the Franklin I.S. chose to modify
’ its version of MIGS in any way from what has been described?

[Y

3. Assume 3 science teachers each has four classes in MIGS. What plan would
you use to assess how weil the following procedures were employed in the
12 classes? (Assume that you gather your data just after a semester has ended.)

a. Students elect projects in conference with the instructor.

e @

b. Each student does projects in each area each semester, two or three
. individually and the others with another student;

4, List aspects of the‘classroom setup for MIGS where it is 1ikely that
shortcomings of implementation will be found.

99
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5. Assume that Teacher A made extensive yse of whole-class lectures and
discussions rather than teaching MIGS on an individual basis. What are
a number of 1ikely causes of this faulty implementation and how would you
get data on them? .

o 3
- -

6. Assume you found that one major cause of Teacher A'S failure to follow
the required procedure was a 1atk of understanding of how o individual-
fze instruction. What are typgs of sources you would turn to in seeking
information on ways of overcoming this failure?

,y

7. Outline a plan for remedying the shortcoming in Teacher A's instruction
and state reasons for your choice.

. ‘ (Continue on back if you necd more space.)

« . 100
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e

PRE- AND. POST ASSESSMENT EXERCISE - ANSWER KEY -

Explanation: The answers given below, except for the answer to Question 1,
are meant to offer you a basis for judging the adequacy 0f the answers
you have given rather than presenting the only correct answers. You
could correctly have offered different answers. You should judge your
answers in terms of whether they show an understandjng of the planning
process that compares with that represented by the<answers given here.

Q. 1. List of program features

Materials for two-semester course available - 100'projects, etc.

L-3

5 learning stations provided, each with work space for 10 students

A library center with space for 15 students

PN

Student does one project in each of 5 areas, 2 or 3 1ndependent1y,
2 or 3 with 2 fellow student

Stqdents do as many additional projects as their time permits
Only one student or pair of students works on a given project at a time

. The instructor offers assistance to individual‘students or pairs

D~ o,

. The instructor evaluates students' work on basis of oral-or written
reports

-

9. The instructor keeps a record of each student's performance and level
of advancement

10. The student keeps a record of his/her performqnce and level of work

<

Q. 2. Obtaining data on whether Franklin I1.S. modified the MIGS program

The aﬂswer to this question could be obtained by interviewing the person
responsible for introducing the MIGS program - perhaps the associate
superintendent for instruction, perhaps the department chairman in science.

Q. 3a. Evidence that students elect projects in conference with the instructor

Evidence on this)feature could be obtained by interviewing teachers or
students, by observing the planning process, or by examining records kept

of teacher/student planning. Cbservation would be the most dependable method.

Q. 3b. Evidence that each student does 5 projects a semester, one in each
area, 2 or 3 Individually and the others with a fellew student
Here the dependable evidence would come from examining records of projects .
performed as kept by teachers and students.
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Q. 4. List aspects of the c]assroom setup for MIGS where shortcomings 0f
Tﬁg}ementat1on are apt to occur. .

' Two aspects of the classroom arrangements need to be checked: whether
. ... there are five learning stations, one for each of the five project types,
" and each capable of handling 10 students; and whether the 1ibrary center
houses the required materials and can accommodate 15 sthdents.

Q. 5. . Reasons why Teacher A fails to teach MIGS on an individual basis

Here are some likely reasons for Teacher A's use of whole~class methods:
- A preference for teaching groups rather than individual students
- The lack of training for conducting the individualized approach

- Students' lack of skills in using the project approach

Q. 6. Types of sources of information on 1mpr0v1ng one's understand1ng
of individualized Instruction.

L

Consult leaders in school systems that emp]oy the MIGS program. o

’ Consult an education information center, if one is availabie.
Turn to the ERIC file for references describing individuslization.
» Use the Education Index or other guide to the 1iterature on individualization.
i ) Consult university faculty members on teacher education for individualization.
. Consult staff members of the state education department.

;. 7. Plan for remedying Teacher A's lack of understand1ng of individual~-
12Ing 1nstruct1on g

L

The pian you offEr in answer to this question is your own. For this’
reason, this answer key can only indicate types of provisions your plan
should include. .

Your plan should outline the in-service training Teacher A is to receive:
what should the training include, how should the training be given, who
would conduct it, and when would it occur?

Some what components of training would be work on planning students’
projects, tutoring individual students or pairs, teaching students to
conduct their projects on their own, and budget1ng instructional time.

Some reasonable how aspects of the training would be selected readings
about the conduct of individualized prOJect work, observing other -
teachers conduct individualized instruction, and coaching by someone
who know the MIGS program well.

The who probably would need to be the chairman of the science department
or a system-level science coordinator. o~

The when would mainly be during the school day but also cou]d include
‘ . after-school study and consultation. .
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Training for Leadership in Local
Educational Improvement Programs

UNIT EVALUATION FORM

Program
Evaluatidon by ‘ ] ) , Date

Position 5 L OFganization

Please give your reactions to this unit by gpeckiug and writing in. your
opinions and recommendations. Returning this form to Research for Better
Schools, 1700 Market St., Philadelphia, Pa. 19103 (Attention: Glen Heathers)
will help us judge the value of the unit as well as aiding in its revision.

B, Your judgment of the quaiity of the introductory section of the unit.

A. Your judgment on the importance of a unit on this topic as training for
leadership in local educational imgrovement programs. i

Check: Very High High Moderate, Low Very Low :
Your comments :

Check: Very High High Moderate Low - Very Low
Your comments: .

€. Your judgment of the adequacy of the set of unit objectives. \
Check: ¥ery High High ___ Moderate Low Very Low

L.
1

What objectives do you recommend omitting? why?

What objectives do you recemiend adding? Why?
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D. Your judgment on the quality of the Unit conte#ts. el 9.“ 1.90 _
Check: Yery High __  High____ "Maderate low Very Low_ .
?ourgmhents: . ) .. . N
2 . .

E. Your judgment on the quality of the init exercises.

Check: Very Righ_  HRigh____ Moderate Low__. Very Low -,

Your comments:

I_:. Your judgmen£ on the c{uality of the init pre- and post-assessments.
Check: Very High. High Moderate - Low Very Low
Your comments: __ . ’ - -

<

G. About how many hours did yeu take to complete this unit?- -

H. How valuable do yB—u judge this unit to be for training each of the follb;.'ing
categorles of educational leaders? Please enter the appropriate syabol.
Highly valuable. M = Mnderate1! valuable. L - Low value

____ School system central admmstrators B

. Bui'ldjng principals

—_ Curriculum coordinators

___ Field consultants of state education departments .
Graduate students in administrat.ion or supervision

_____ Othen:
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