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DearDr. Reynolds:

. ,

September 13,,1976

The Merrimack Education Center is pleaded to submit to
you and the Advisory Council the Evaluation kepot for the
1975-1976 Title III projects.

In the Executive SumAary, six 'recommendations are made
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! Thiz Executive Summaty outtknez 15kndtngz.oli thk one :-year
TM 'evaluation o Title, III, ESEA innovatee pto.jectz ,coveting the

peniod July 1975 thAough June 1976. The Mettimack Education
Centet'z,,evatua4on o b Title III ptojectz ,6ocuAed upon the 15otma-
tive,4tagea 19,6 evaluation viewed boom twotpetApective4:\

How did the ptolectz denLve ztategiez
iot .implementation o b objective4-de6ined
in the-LA. ptopozatz?

What ptgeezz did project ditectotiollow
\ in attempting to biting about'thange in

thei?L tezpective communitiez?

Thiz ExecutiVe Summaty pettaina diAectty to theziquettionz
and /4edentz bindinga, impticatioq, and tecommendation4. The
epott\which ioltow4 ptezentz a compilation inzightz and inliot-
ation gatheted .through the expeitiencez ol5 a -;,,ix'-membet evaluation
am utitizing mailed queztionnaitez, on-zite inteoiewz, and beed-

bdck zezziOnz.

The undetlying i66ue.6.15ot innovation irt 1446achuzett4 ate
ext emety complex, involving az they do the tAanzition
6tom FedeiLat to, Local 6upport. Thiz iz.ezpeciatty true, tho4e
ptoje tz 6undedduting FY 76 zince they were one7yeat pitojectz.
The ot.entation ob thi_o evatuatian deb rg addtezzed
izzuez a4ng but 'e ptojectzlwhetheic th y be Title IV-C, oh; zpee,&p.t
project to iffipto4e education 'in the Com onweatth.

e s

Two zupptementdAy AepoAtz are availab e with thiz Executive
Summary which pertain ditectty, to the izzue . Theze .include:

A Aummaity ob the teAutt4 ob intetview4
with 32 project ditectotz which were conducted
by evaluation team membet4.6tom February to,'
April ol5 1976.

The anat,y4i
/

4 o6 Autvey data collected itom
que6.4onnaiAe6 des-igned.and. adm.inizteted by
AtthUt D. Little, Inc.

-,

Them are two Aztated.ap pendiqz: 'The TtainingvSezzion agend44,
and a Technical Appendix whieh contain4 queztionnatAez and osutvey
-in4ttumen406 utitized. The Techkicat Appendik contai4 an index by
Aubject and title all pujectzand all project ptopozatz ate
avadble on Xic4oliiche.

4
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R MVENDATIONSE

1.

,

1. We recommend thit tkaining be liocuzect on4the emek.ging
tqte. Oi the project ditectot a4 diti4etent itom ttadi7
tkonat kote.4 in education. .

1>

2. We keaommend that,tka4ing- 'Sok project management
Titte 1V-C ptoject4 4ocu4 on the ptobtem oi ovettoad
and how it ,might be atreviatal. ThZ4 wilt tequit:e24
tiview o6 4pAcieictote liunctions bon the project
dkectot.

.

3. We recommend that,tkainin4 604 Titte IV-C pkosiect

dikectok4 &eat with management'oli complex 4y4tem6
through a pkoce44 oliOanned change.

4. Tkaining don project dikectok4 4houtd inctude the
devetopment o.6 4tkategie4 that pkevent the project
6kom,being kept *i4otated and apakt likom the 4y4tem.

5. We recommend that the Titte IV pkoject4 outtine eakty

in the imptementation 4tage4 projected Bong -hangs ptan4,

co4t4 and .1110.4.C.11..tiOnA 604 LEA con:tinuation of the
innovation.

6. We recommend hat di66u4ion 6und4 be made avaitabte
at,the State Levet to a44i4t zutae44iut ptoject4 in
theit di66u4ion e66okt4 a4 pant o6 the vatOation
pkoce441

t
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A. OVERVIEW

1
t rr-

Ori Obtober 1,' 1975, Dr, Richard J. Layin-stbmitted a proposal ''

on behalf of the Merrimack Education Center to the Curriculum
Services Bureau within the-dAssachusetts Department of Education.
The prOposal outlined a proleess for evaluating 32 state-wide,

_ .
Title III, ESEA projects funded by the,dep4rtment in_1975-76. k
By using a variety of,4techniques, both formative' and°summative
'evaluations were to be undertaken-with an immediate view to eh-
-hancing the success of Title III projects in their beginning .

,stages.

I -.
J-1-

.

/.
,

/
The ptrposelbr oitle III of the Elementary andSecondary

Educatibn Act ,was o'prombte 'innovation and change in education.
Tbetask of the evaluation team was to conduct an evaluation of
the projects. including their management and their impact. The 1

evaluation proposal was developed ,from assumptions that there
were daily administrative probleMs.in addition to problems in __,---/
'continuing the projects and in disseminating the projects to

,

others., When administrative problems catld-be defined and oVer-
come, the prospects of success would be Amproved.

A primary purpose of this evaluative effort was to assist
-e project directors in maximizing the, success of thei-projects

through a systematic application of problem solving and management
, skills. A secondary goal was to'obtain insights into the prob-
lems experienced= by this group of projects and to transiatp these
insights into a $et of specific recommendations to the State re-
garding the upcoming implementation of Title IV -C:

A

OBJECTIVES. OF THE STUDY,

In the origihal propo41,to the Massachusetts Department of
Education, Curriculum and Instruction Division, the general purpOse
of the evaluation was the improvemerit of prbject management,

.especially to assure better use of the hirman and the Material
resources available for innovation-. The'following objectives'
guided the activities carried out during AgLyear:

To'Condgct a liotmative evatuatZon by examining.
Title IIIooject outcome4.i4 tight of project
objtctive4'and Titte III expettancieA

To a6,4i4tptojec.t dinecto4.41in meeting goa14s
and expettation6 -through lieetibaCk 4e64i0114

(
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To ltnoOide a Aummative Aepoitt orthe et5Sec.ve--.
ne.6.6o1 Titte ff-I --SEA. piLogitamA.wi,th'itecom-
meAda0 tionA So4,15u4the4 oticy devetooment

o To zug9eAt a pign son. iAzemination ol5 TZtte.
III, pitoject outcomea th4ough inciLeaAed tinkageA
with educationat

L

Feedback sessions developed into Training Seminars which
utilized the activities of data collection and analysis. The
general'purpose of this survey-feedback process waS two-told:

'ToiRdentiSy pitobtemA encoy.hteited by the
p4oject.6-Ln oltde4 .to p4ovideieed-

.

back to" plioject.diltectox4
,

To detelunine,Aow wee, Imoject diltApto44 coped
'with the unanticipated balutie4A/cunA.titaintA,
and .to document th4ough a pLogite.64ive-
evatuation,,

These activities and procedures are further described in
the next section: "The Process of the Study."

V

4,

k
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B. *THE .Pft0ESS -4")4;4TUDY '
o!'3- t.

,

, .

lime
iy..,A -.

To this.'pdint we ha e been r vigwing the' proposa;andits
intent. i This Section of ou'r report outlines the activities e
engaged' in by the study teat.' The'folloWing tasks and activi-,
ties ,were colldUcted:'' .

.

* de.60ign intetview initinmenft

4ehedtite,-on-Aite

cool:dinate oiqueationndixt.6

conduct Training Peminatz

Ooyidt 6401:thet data Cottectioh at Ticcaning
Semina4.62

f

_
.1 .

FIELD INTERVIEW INST44,14ENT

.

1

.

e,

.

,

.

One phase,of the evaluation inv.olvedcollecting data.by,
interviewing all project directors 'between-JanyaryAnd At)ril,' ---"

1976. A group exploratory interview was held with one project
director and three eValudtion team members present. The - ..

questionnaire was revised accordingly-Tbllowing'thiS interview.,
. and then administered in On=site interviews. EaWprojebt.
Je director was 4sked thize series of questions and responses

were organized so that clusionla might be drawn. The scope .,:..

\ of the interview was limited by the face-Ipat-thp projects ,were
funded for one year

4
-

Int6tview.

Each project spelled out, in detail its Objectivesand'its
"innovative" strategies'in.the applicationtto the Massachusetts
Department of EduCation for Title III funds. "BefOre visiting a
project director the six evaluation team membersfreviewed the
'project application documents. _Each site visit consisted of a,
two-hour interview by an evaluation team:Amber. . .

projects funded in the 1976 fisc4year have completed,
their operationsfras. redera4lysuPported programs. Title III,will
be continued in Title IV-C Of the new legiSIation 93 -380)

as it is sonplidated with six other programs.

A

ti

I
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The interview focused on eeveralkey fa9torg:

""AtagO.A oli the ptobtem74otving.modet
.

no vislatajeCt ditectot4 , . -
.,.

,

petceaeil outcOmeA cord achievement oli dpfectiveA

4ocaL Auppott andcdmmitment (continuation
Auppott), .

. .
.

diAAemination and dililiuAign .

_ 4 0

.
The interviewer attempted to identify factort ili- , '.

,.

`t tatted or impede4 the development- of an innovative program: The-:
interviewer' made judgmentsbased upon the questionnair,e,and the
on-site interview.., A technique used in the interview was probing,
whigh'usually motivated the prOlect direg"t:or.:to goMMUhicate-fula
to Arzlaise_on,'ilackfy,,and explain ,,the reasons beh!nd a'responsT.
However, iiktervAewers obtained.solietpartial'anwers,,and others
thael4thebe considered "irrelevant and uncleal.

1
4., .- ,

- %

Project directors' aiswers wererecorded on the question-*
naire'..2 'Each of the four intetieWers used a Si, milar-foimat to

,

.
. gather .the information.3

,
. 4,

-
,

-1

2. DO CO.LEC71Ns010..iffV5H,4AiLED'ALSJIONNAIRE3

Questionnairs were -sent to project directors and similar
%forms were sent to administrative personnel associated with the ,
proje'cts.. A majo pirpose. for these questionnaiie5 has' to identify
any potential constraints limiting,possibilities ofibpriSidct develop-
ment,. The questionnaires were- designed and anaryZed-13 the staff
of Arthur D. Little, fnc." Three major topics were,analyzed -and
reported .by the 'ADL team:

4 The anatoiA o6rvioject objective4 4-

'o The con4ttaints and, pbAtacteA encoUnte4ed
. 4

The coping ..,ta.eti0 and AttategieA dt&igned
to_ovetcome corAtiaint4

.

2The questi4ire is located in the Technical Appendix.

3Selferal 'interview's were' taped. The tapes are available 'at
the Merrimack Education Center.'

datea analysis and summary prepared by ADL can be
obtairied from:,the Merrimack Education Centet. 't%

dk

t3
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Subsequently; the MOL stafftondut0-two workghops to .-

discuss the findings andimplications from the questionnaire
.dada. The first feedback session focused.,oWa review of ,

-
project objectives and-analysis of the value of these objectiys
as toor-fot establisAing priorities. and solving problems. The
Secoffd'session centered,on a review of the obstacles to success

had be ehoountered :during the year and the tactics,, that 4
been devised' to offset or remove the obstacles': /

',/.

.3. DATACOLLECTION AT TRAINING SEMINAR
P \

,

need
o change strategies imposed a progressive

need for feedback of information' &id data concerning achievemet
Of project gbals. Projebt directors were surveyed with Sev'et4L
questionnaires regarding the implementation process it each of .

six-monthly Trainineminars, Many of the questions were e-.

,signed to elicit feedback enab 4pl2ngvaluatbrs to. query, prof t

directors about planning, organizing and carrying out.activi ies
designed to enhance goal achieveMent. -...

. -,.. L.

,
.

4. CONPUCYING TRAINING"SEMINARS ;

Specific management concerns w ere addreSgbd through a series.
:of, Training'SeMinars Which placed emphasiq, upon successive stages
of innovation.' Training Seminars initiated dialogi5L, intieraction
through self7study and observation between and among project staffs,
Title III.,ESEA,staff, and evaluation. team. Training Seminars

.,,became a means through, which'issues could be'xplored including a
perspective on- the role of the innovator, an identification of'
alternative soluf.ions, ,and coping tactics: Feedback at each
succeeding4raining Selninar helpedto detect the results of sug-
gested corrective action. - ,-1..

.
.

. \.,

Project directors were encouraged to consider their objectives
in-light of more commonly recognized educational objectives for-
theAsystem and the.broader State goals. The'recognifion of these
relaonships in a hierarchy Of objectives strongly affelts the
ability of the project director to get others to apply project
results or encourage support fof the continuation of a project.

- 'Agendas for Training Seminars can be found with the Technical
Appendix accompanying this Executive Summary.

7

14.
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In addition to information about the project's goals, a
major function of the training Seminars was the identification
Of actual or potential constraints to the possibilities of
change. Through feedbackipspvided during the formatfVe itades,
Project directors receiVed informaeion enabling them to reflect
upon Alecessary corrections, and adjustments while'the project
was still in operat4en.

The evaluation occurred during-the sequence of decision
points while. project directOrs,paved a path of impleMentation...
Figure 1 represents a ProjebtPlanning Sequence illustrating.major
events, in the evaluation time-line. Tfle,,evaluatorsgathered infor-
mation reflecting the progress and character of the Title III programs'
as they were implemented over the oneyearof Federal funding.

' The procedures and activities utilized during these fo'rfflativ,e
stages supplied data, plus lessons learned, that could. be.used
to modify the designiof existing programs or to draw implications
and recommendations for future programs.

The time restrictions itposed on most projects was a for-
midable constraint.6 In the span of, one year project directors
were expected. to conduct a-small sdale' R&D program, establish
innovative approaches to education, evaluate their effectiveness
and disseminate information about their projects., This expecta-
tion, given what we'know about the evolutionary development of
innovations, was too optimistic.

t.

6The presence of a termination point,: when the EA assumes
full responsibility for funding the Title III project, created
preseure'upon the project participants to'conduct an innovative.
proCess in a constricted time period.

15
I .
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C. 'CONCLUSIONS AND RECOMMENDAilONS
.

1'
Thii,Section outlines findings'bf%the i.raluat on of Ti tle

III, ESEA projects and pres nts several cec mmenda ions. In
order to arrive at findings implications,. nd rec mmendations-
the evaluation team reviewe the insights and information gathered
from ,,the field interviews, the questionnaires administered, and
the feedback elicited at Training SeminarS This Section focuses

' upon factors deemed important bylthe evaluation team and identi-
fied as critical variables` by other innovation stidies nationally.,
These factors are considered in the topic !sectionrbelow:

Y1 ute-o6 the mojeet dirce'eton'!

2. IvLobtem zotying

ovelecoming izotation

4. diztemination and diktuzion
.

5. attocationoli itezouttez

..

r. ROLE OF THE PROJECT DIRECTOR :'

, .

The role of the project direCtor is'central'to the chances
that exidt for successful implementation, completion, and dfs-
Semination of a project. Day-'to-day responsibility for financial
management, staff and student participation,-etfectiVe communica-:v4
tion with school and community, fulfillment of Stake reporting
requirements, 'problem, solving of many kinds-:-these are just a few.!.
of the concerns efthe project director, The.tasks of maintaining
and eventually disseminating a'project are staggering.

, . s
Wequeried project directors to o&tain their-perceptions of

theirroles: as Ubject matter specialists,'as managers, as
l 1acilitators, or ome combinatidn of the above. In a summary of

° the fieldintervi ws, Ronald-Havelock has reviewed the role of the
`project-director and the organizational surrounUingd in which the
projects functioned. Five role patterns, emerged from the inter-
view sessions conducted byt.he, evaluations gam:

manage4,

.e liacititato&

.communicato4

vteap4
1. .

"cro-att"

4.

1 S
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Administrators, curriculum coordinators, classroom teachers,
and school guidance counselors ar4frequently called upon to
direct an',innoyative.project. Rarely have, they received training

' for-a specialty-in providing project leadership as it relates"'
to educational-change. It is not surprising that most local
innovative ptogxams reveal various types Of shortcomings.

We teeommend that*thaini4g be 6ocu4ed on the
emetging tote t6.the pvoject diteccot a4

,diejetent,etom.t4aditionat tote4 in education.

We. would sugget that any, data- gathering efforts '13hdertaken
with the Title IV -C. projects next year focus immediately. on the
project director's perceptions df his/her .1.7n teeds andatrengths
as a manager: SOme of the specific issues that should be raise&
are:

elgecti,Ve uls&pkobjAtiVe4 az toots Got
pn.oject evatuation and management

.de4ign aAd u4e.oe ptoject 4tatu4 icepotti.
kot identi6icat.i.on,o6'opetationat ptobamz

detetMination o6 vatioui,ettOtit don. the
4itection okatteviative cege4e4 oi
creative actin ''

coping with Aepetcu44ion4,which commonty
'swhen,an "iAnovatioe batpductd" ,

We,teCommend that ttain.i,ng eot ptoject'mahage-
ment oe Titte ptoject4 eocu4 on the
ptobtemoS oven.Load and how it might be
atteviated. wilt tequite'a.tevi-ew c),6
4pecieic toie eunction4'eot the toject
ditectot. ,

*

Havelock has reported thd great work demand- (Overload) one r

the educational 'innovator as ell as the 'precariousness of being,
the' go- ,between or the middleman between the,innovative and the
"traditiohal.:- The summary of 'field interviews prepared .by Havelock,
can -be. obtaihed fiom the Merrimack gducation Center. This summary

,,has practical import for understanding, the projecedirector'S task.
and activities and how he/she provides for. the implementation-of
project objectives.

.

A. 9

O

O
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2. PROBLEM. SOCVING AND THE PROCESS OF -CHANGE'
f

A model proposed for the evaluation and Training Seminars
as a point of referehce was that 'contained in'Havelock's

. .to Innovation in Education, a six-stage model of "rationaT.7"--
problem solving beginning with the establishment of a'relation-.
.ship between chap4e agent and client; -proceeding to diagnosis
of the real-educational need; a search for resources relevant
to solutions to, that need; the building and choice among
alternative solutions; the gaining of accdptanoe'for choen
solutionsough.a more widespread social diffusion effott;
and finally, the implementation'and. long-term maintenance of the
agreed -upon, solution, leading optimally to an internal capacity
foT problem solving on other'ducational problems which is self-
renewing, , '

Because innovation'is a process rather' than a decision point,
support capability must be establiShed for project directors to
implement this process. In'adapting the model to fit the Title
III situation, one important consideration was the Life-cycle
of )the typical proOect.- The-one-year funded cycle is'a com -'

*presSion of the problemLsolving cycle. Eoth'relationshipt and
needs were established long before projects iaere funded and even
search and choice, among solutions hook place either during or
prior to the proposal writing process.,

f

Needz'Akaty6i6.

. A survey feedback approach was employed to reveal problems
encountered and assist in identifying successful' solutions.
'This problem solving focus was designed to assist.project directors '

as they responded to complex environments.

. Ase,a project develops there are critical issues that arise
leading to a new set*.t questions (i.e., needs) and the prOject
director,must return to the 'beginning step.and work ithrough
again. The needs may have changed; the resources Avai able may
have altered, or new solution possibilities may have eme ed.

.

.

Problem analysis assists the ptbject director in identifying'
likely causes of incomplete implementation. This, leads him/her
to search much farther and much deeper for information and ideas,
and to develop, refine, And choose among solutions with far more
skill and imagination,

ti



Using the Rroblem solvi g model enable project,dire ors
to,arry problem analySis,,th ough all phaseS of the innovative ,

project rather than merely as a "prey- assignment."

We xecommeAd that tkain'ng ,IioncTitte
pnoftet dikectot4-diaZ w'th management,o6
comptex 40tems .through a toce4A 0'6
planned change.

. '

r
. .1 k

\ Training for project directors hould,'focus, on these
priorities: needs assessment, dissemi ation, utilization of
resourcesalidation, and project co tinuation. Fiseure 2
dllustraps the concepts of the propos d training model._

7
.,

Title III proje6t directors reported their projects
went through the complex process of implementatiOn\: Once this
process has occurred, the effectiveness of\imidementation and

itial' student impact can' be exemihed: These later effects'
are more vitible during the second and third years of a project.

, However, the prOjebt director must make critical_ decisions in
the first year that affect,the potenpial ability to reap outcomes
in the .future. __._,

-
\..A i

%
.

p ,

'.c 3. 6VERCOM1W6 JSOLAT1ON e
v*,;,,. ,

. ,

inhovistiye projects, by definition, embody a departure from '
~procedures and concepts traditionally maintained £ti a'Sctiool
.50ptem. Unless a project director has some consistent tie with
the,admihistration, the pkoject will indeed be isolated..'A Work-
in4:1elations40 is needed that is sufficient 'to} keep the admin7- .,

istra10.40h,apprised of shifts in Projeot.emphasiaa well as /
.

political,or logiitical difficulties. .. ''
,

I 3 J if:.1./ t
One means of overcoming isolatiorrof-the project is to locate

discrepanciesbetween initial objectives and expectations held by
project direct8Y*Tand adMinistrators'of*fte local system. A close
fit-f objectives of the project to the school district's goals ,

must be found and frequently communicated. If goals clarificatiOn
is:part of th& developmental process, the project director.can,

, %'more easily determine low MUEFi energy and respurces-the district
.,

will commit to di4fuse'project methods to other schools in the
district. For o6ntinuatiOn,,of the project it must become ai
integral component of the system important enough to 'he district

, .to merit local support and-funding,

I,
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An early' training, seminar should redefine the purpose and
ultimate utility of the project goals and objectives. Ahsin-
creased demand for' specificity may haVe driven t.h.project
planner to trivialize the objectives. Objectives that are so
specific that they-amount to, a listing of activities, not to a
framework in which'activities may be designed, pedegigned and
executed systematically, are awl-y sli/htky useful as a tool for
project management. Failure to devise a logical structure of
objectives within the projqct's subsystems and the school district
envirdnment mill have important consequences for theproject.

Interorganizational linkages at the LEA level can prevent-4k:
isolation of projects by building ties with other agencies,
organizations, and groups. 'Interdepartmental linkages, although
difficult to establish, help to adhere the project to the more
traditional educational approachespaintained'in most schools.
Those project that remain "flexible" are ,likely to be-success-
fully perpetuated either in whole-or in part.

, -%
Ttaining lion ptoject ditectou 4houtd inctude .

the devetopment oi 4tnategie4 that pnevent
-the pnoi,ect ,nom being.kept i4otated and

d' .

apan.t litoth the:6y4tem.

many_kistances Title III project directors did not trant7
fer fiincticTs to the "clients" and projects were not geared to
,disengage. )A one-year ,periodfrof,time°was not adequate for,this -

to occur. Project directors should strive early on to determine
the,resourcecommitment of the LEA to the innovative projectr'w
A direct tie to inservice funds of theltocal district is often
helpful for the project director to in acceptance and support
within the.school(s) .where the project will be diffused.- By
examining the ihservice budget, the project director can set
long-range goals related to quantity and qualityof-staff develop-
ment for diffusion prospects.

Since the innovative project becomes changed during imple
mentation, as it is operatiOnalized, revised, and perfected
within the realities of the institutional setting, what the
project eventually looks like might not be what the loorel admin-
istrator thought he was "buying" and supporting in the beginning.
A whole 'new level of effort to win support-ig-needed.

4
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Isolation is further heightened by the fact that Title III
projects, during the path of implementation; -tend to concentrate'
on one subsistem gs a starting point.

\
A school may try to make limited ,impxovements in
its. teaching technology without attempting, to deal ,

with the accompanying changes in authority structure
and morale problems. Or it may focus on faculty-
morale and attitudes without dealing with the
environment 6r,fOrmal authority system.?

.Whdn the Title III project begins to make marginal improve7
ments in one area it,then must adjust for the repercussions in
other subsystems. These' adjustments and fine,tuning are the
responsibilities of the project directok and not all of these
can be set out In the application grant for funding. As each
new subsystem is wove into the complexity, the project director
Must anticipate constraints and barriers as well as "repercussions."

'4. DISEMINATION A-ND 'DIFFUSION

Current:diffusion approaches conceptualize issues either in
mechanical terms (hoW to disseminate -from the validated State or
national bank) or exclusively in terms of local self-help with
minimal focus on external resources available:, The mechaOstic
approacheis full of products but lacks the moticqpnal basii

' while the second approach is content -free and inbued with social-
psychological assumptions about the nature, of Innovation and
self-rehewal.' Neither strategy alone is' sufficient and an inte-

.,'gration of product and process is required using verified practices .

and a talent-pool of project directors.

Strategies identified by title III prtject directors-Tor
disseminating information about their:projects include the'follow-
ing items in Table 1.

7T. Deal and V. Bald'ridge.- "An Organizaeional "View of Educa-

tional Innovation." Stanford University: Center for Research 'IA

and Develppment, 1974.

°Susan Klein. "Tpward Coniensus on Milnimum Criteria for,
Educational Products." Washington, D. C.: 'National Institute of
Education,-1976.
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TABLE 1

E
COURSES/WORKSHOPS

. . .

CoUrses open toother school. systems

urriculum in' demand by
other distriipi

e Training.materiald located in
collaboratiVe cellters

.W6rkshopssponsored by districts for
other towns

Involvemeht of individuAls in training

PUBLICATIONS/PACKAGINn

Creative package which can be used by
dissemination centers

Handbooks development

Library f written currriculum mateirals
ac umulated

ublished curriculum!'

'Resource bank for'all schools in.district

Inventory listing,-of packages/materials

26
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flany times dirprovemekt.programs that are successful' in the
pilot tryout in a few'classr.Ooms or in ofie or two schools fail.
to spread- throughout the school-district. -School district

.offAcials geperally he crucialdecisions during the initiation/
support stages'of in Nation rather than later during implementa-
tionk, District admii: strators may be too busy and too remote to

,, become,involved in the, day-to-day implementation-of theloroject. .

School boards are reluctant' to budget money for innovative pro-
grams on a district-wide level'especially'when the program re-
quires considerable -expense izr1 inservice training or the Pilot ,
vaa-initially funded by outside sodrces.J.4.g., 'Title III- funds)
"but the school district_is_asked to pic up the tab for d'ffusion
.to other schools.

Incentives rhust'be found for the school district to concern
itself w±th diffusion of the federally, funded project and

:alternative sources for new fundirig (LEA ,and non-LEA) must be
found,. Project directors proved resourceful in their'sdarch

1for new funding and a list obtained from .the survey of Title III
projects is offered in Table 2.

L

TABLE 2

SOURCES OF FUNDING

GRANTS

Proposals - both Federal and

'Involva.'community resources

project for refunding
of,loarger project

-EX
lot

CHANGE ECONOMY

Ipitiate fee

asaSs partic
memberShip

Sell products
findings-

State

as 'part

for all .future workshops
. ,

.

ipatng syptemp for ,

using experi a and11;
..

do.

No

#r
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"Obviously, more alternatives must bd sought to enable
projects to continue after'Oessation of Federal funding.
Diff4ioh,ekpectations should be defined ty,the project
director and communicated to administrators in the school
district.'

. I
We recommend that the t'itte IV ptoject4
outtLne eantyiin the imptementation 4tage.6
ptOjected tong-;range ptako,'co4t4 and .4:Apti-
cation4 bon LEA continuation o6the innovation,.

1.

ALLOCATION,Of RESOURCESASta)te)

Title IV-C staff within the MDE,should undertake a thorough
review of project expenditures for each o; the Title IV-C proj-
ects in an effort to illustrate the concept of investment funds
and show relationships to expected returns at the local,.State,-
and national levels. Incentives should be investigated that

4 would examine the whole exportability question. An effort
analysis and analysisof funding shodld be:reported as part ofwe
the State's evaluation to the Title IV-C Advi ry Council.

. Aggregated information. from all Title IV -C pr 3 Sts can be re-
viewedloy the Advisoxy AOuncil to detOrmihe at areas are not
being emphasized by projects and the signifi ance of these
exclusions.

,

of how project directors are ass' n ng priority to objectives.
Evaluation af funds allocated within project provides ax

it
If this review were to take place du ,the` first year, the
project direct6i and the,,skaff from, itle IV-C could realistically

. project over three years what can be accomplishedyith the re-
sources-. To obtain greater returns from the investment of
Fdderallunds'the project could *be diffuSed to another district
using the projected costs rather than funding .the new district
the complete amount to " einiyent." the project:

_
recommendecommend that,di6iuziod 6und4 be Wade

avaitabte at. that State tevet to azziAst
Aucce.6.4ut pnoject4 in their, di66uoion
el56onthra4- ant the validation pnocet.o.

tiV
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The benefits of the Federal funds can 1e broadened and
increased through allocation of mini - grants for those districts
which choose to replicate a validated project in neighboring'
towns. This mini-grwit is preCisely for the purpose of diffu-
sion. In addition, we suggest that advisory council members be
assigned ad hoc to areas'where they desire to become more in-

, volved in thediffusionlo5 innovative projeCts and their
implementatidn strategies.

is
Figure 3 illustrates Havelock's findings suggesting the

coulex set of relationships necessary to diffuse'an innovative '
project. Groups of-people, organized or otherwise, appear in the
configuration with arrows representing key relationships. The,
multiple district pattern is oftenibonsiderably more complicated
and certainly more variable than the single district pattern.
Because' data were very limited, the arrows should:be viewed
speculatively.

Figure 3 also,illustrates the complexities'of the linkages
with other organizations and agencies. The accomplishments of
Title. III and Title.IV-C should encourage the State Department to
'begin to look at estashing-linkageS with internal (MDE) and
exterfti organizations. Through these channels

p
channels the

program
IV-C

validated practices can'be shared with other major rogram compo-

. mentsvof MOE. Not accomplishing these linkages can only lead to
duplication and reinvention of the same "innovations."

Tlitgreview process for continuation of Title IV-C projects
shou'ld'include examination of resource allocation patterns in the
individual prOjecios.. Continuation proposals should hiqmpiviewed
to determine the capability of the district to accompli0
objectives giVen the resources the LEA has committed. .The review
woceds for continuation should carefully look at results of
project. policies and plans with-continuation funding contingent
upon this review.

The award prodess for any ,new Title IV7C. pRojects should be
reviewed annually for possible policy revision, FA committee,
comprised of members of the advisory council and other individuals,
would examine the grant award process and make recommendations for
modifications inipblicy, baged-upon,data gathered from the ,forma-
tive evaluation. .

Ne
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FIGURE 3: THE MULTIPLE DISTRICT CONFIGURATION 4
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D. SUMMARY, FINAL OBSERVATIOINS'
0' . _

-s. .

.
..

it .

study has identified a series of----Cmendalons for
local and State policymakers derived from the 'impact of the fo.

final year-of Title III, ESEA funding: Our report only begins,
'to suggest the meshing of talents and resources needed to support
adaptation And transformation of innovative' projects for' the
diffusion of Successful accomplishment:

Without a high level, of support within the educational
system, it is unlikely that the proceSs of innovation could'be
maintained despite the merits of :the' individual projects. ThiS
suppOrt must be.more syptematically brought to bear on'the
diffusion/validation protedures identified fot Title IV -C.

If anjinno<Tation is validated in one school, it is assumed
that, the, district will want to bontinue part orall of the project
using- other sources of local fund And the innovation should be
available', with appibpriate incentives ptvided, for diffusion in .

the State.
-

' Through workshops -and the interviews conducted and, the
review of, informatiVe materials from Title III projects, price-'
less informatiomwas collected for future, use. A subsequent,'
concept paper will be available shortly on the training'implica-,
tionsffrom our, recent obserVations that can be utilized in the
progreSsive evaluation of Title IV -C projects. Work on diffusion'.
and, vaidation models will be given.a- More practical turn because

dof.this .evaluative study. -

;

1'
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'MASSACHUSETTS EDUCATIONAL INNOVATORS IN ACTION.:

THE PROCESS FOR THE PROM&

Ronald G. HaveZd'ck
Supported by the Staff of the

Merrimack Education Center '

1975-76 was the last year for Innovation Projects under Title III of the
Elementary and Secondary Education Act Of 1965. New legislation replaced it
but as the old law terminated, State Departments of Educationwelle forAd to
dole out funds for just one year ofeffort. What could .be-accomplished in one

year? After several years of three-year projects, this was quite a challenge.
For the evaluators, statewide, there was alSo a o011enge, not so Much to see
whaecbuld be done, because there would be few.v.rsible results within the'year,
but toHsee how it was done. How did project directors take hold of these
projects and steer them towards what tBey thought would be a worthwhile end?
We tried to find out through long structured interviews with each of the

-.Erectors of those projects which had won-the dompetition for the final year
of funds.

The State awarded thirty-three projects in the fihal.yea.e of 2'lb..1e III.

We got to talk to thirty-two of them as they were completing )heir work in

the eighth and ninth month of a twelve -month cycle. We asked them to describe
their projects, to explain what they hoped would-result from them in outcomes
for teachers, students, the community, and others; but we were most concerned
about how they did it, how they conceived it in the first place, how they
planhed, how they perceiv their own roles, how they developed relationships

with various peoplea groups_who would be important for suacess, hopithey
acquired resources, how hey so vedproblems, how they evaluated what they
were doing, and how they made sure that their efforts would last and would

spread to others.

Each interview took about two hours, some less, some a lot more., We felt
,,,

that in most of them we really got to know the people who were directing this -,:-.,

work andhthey got to know us. In fact, they could have gone longer and it often',

seemed that we had both learneda great deal: many expressed their apprecia- 4'

tion for such an opportunity to take a long reflective look at what happened
and especially how.it happended. -

The interviews were partly very open, partly structured (see the sample

schedule includstd in the appendix). Thus, they gave us an opportunity both to
appreciate the uniqueness of each and at the same time to compare some aspects

ross projects'. On content, there is little we can say eircept that the

variety IS mind-boggling as well as exciting. But thZte are similarities and

these bec9me obvious when we look at the process. This is what we. will try to

convey' to the reader in the following pages.
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We focused our study on the role and experience.of the project director
partly because of our own timed' and budgetary constraints. However, we
.reasoned that directors typically play the most vital role in innovation
project's. There it one responsible person; insiders and outsiders tend_to
look to .this person for information, reassurances and-97Ldance regarding most
aspects of a project from start to finish. For better or for worse-(we think
probably for better) the-project director, therefore, syMbolized and personi-
fled the project as a whole.

Given this fact, a second general finding ,is that all projects are
engaged in-a problem- solving effort for the'educational community. Iris other

words, there are some needs to which attention has been drawn, and an effort
is made to acquire resources, ides, facts, and solutions*relevant to these
needs and to apply these resourcet to the needs with expectations of positive
results.

,

A third conclusion is that this probiem-solving doesn't occur in one fixed
sequence; rather, there is a pa 'tern which repeats itself, sometimes many times
before a project is completed. In facb, the more capacity a project has for
recycling, up-to-a-point, the stronger the project, because there is mnrp
responsiveness to,chaAging needs, changing resources, and Changing perceptions
of what is possibM. All Erojects'go through at least one-problem-solving
cycle just in the process of preparing a proposal. Very often, at State insist-
ence, this proposal is written up a Second time requiring a secoAd year's Cycle
before final funding is made available. After'funding has terminated, there
are also probably many cycles but we obviously did not have a chance to look
at them.

A fourth conclusion of this,studv is.regarding the.tasks,of the director
himself (herself). There are at lease four principal functions which must be
performedi..the manager function, the facilitator7coordinator, the communieator,
and the-intellectual leader or creator (e.g., proposal and report writers)'.
Almost alitdirectors assumed at least two of these functions; many assumed all
four. We expected that there would be considerable role strain due to both
the heavy load of work and complexity of skills implied by:these functions --

and by the marginality and ambiguity associated with all new roles which don't
fit existing and tr ional stereotypes. On the surface, however, there-was
not-must evidence of sflch role stiain or at least of any undue suffering,
resulting from it.

Of all hit /her responsibilities probably the most crucial as the develop-
ment and maintenance of strong positive relationships between the,, project and
the rest of the system, most especially the superintendent and the school
board. Most project directors well appreciated this point but some failed to
inspire a sense of commitment, belonging, and ownership of the project in
these-significant areas.'

a



Ohfle-almost all recognized their projects as a form of schdol district
problem-solving, very few went very far,:in assessing and analyzing district
needs before advocating theirc7solutions," and none had a'satiSfactory pro-
cedure.for reassessing needson.a continuing basis. ,'4

Projects varied greatly in their willingness and ability to use 1

-edge and ,technical resources from various sources. There was a tendency to
think that what was needed for-the.project was either already in hand or
readily obtainable from -a particular source. Hence, most projects did not
engage in a'serious search effort anddid not tap a very wide range of leads
into the resource universe Of American education. , 4,

A crucial question for/most projects was survival beyond the one year ,

"funding period. It was clear that a very wide range of options exists for
_continuation both financial and other. Most projects sought continuation '

through the same Federal program and most also sought increases and commit-
ments from their local district. The results were mixed. Continued local
support depended on many factors, some of which were entirely outside the
control of the project director. Hoyever, relationship to the community,
to the board., to the superintendent and others was a crucial matter over
which he/she usually did have some control.

Projects also used a tremendous variety ofimedia to tell their story
both to their own district and to outsiders. Personal, group, print, and

. .

electronic media strategies were used, usually in combination. Local news-
papers are probably, the most common, most accessible medium for dissemination
and sometimes assisted in building political support for the prOject.

Finanyi.,it is very difficult to make a blanket judgment about the
"success" of the program, partly because evaluation efforts are generally
feeble and too narrowly focused to give a full and fair picture of all the
bad or the good things that actually happened and resulted., Our inclination
is to-believe that the over-all effort was overwhelmingly positive and very
much wor,thivh6ile.

)



Wa.

I. THE DIRECTOR'S ROLE AND ROLE PERCEPT

An important focus of this evaluation project was the role of the

project director. 4aining activities were undertaken Oh the assumption

that the role was often ill-defined and misunderstood by both role occupants

and the relevant others with whom the project-disactor had to relate.

One way to conceive the role was as,nother type of administrator

within the system or as another kind of teacher or,another kind of counselor.

These moricaditional, more fully accepted, and more fully understood roles

4

are likely to serve as models or referencepoints-for any new, emergent, or

fuzzy roles that the system now has to deal with. Furthermore, for many of

our projectlirectors, these were the roles from which they, themselves,. had

only recently emerged, and perhaps, the roles_to which they could or would re-

,turn when the.project was over for whatever reason.

. To explore the areas Of role functions and role self-perceptions, two

. questions were asked in the interviews. The first was simply: "How would you

define your role in the project?' The Second was a-listing of eleven role

functions which was handed to the director with the question: "What percentage

of your time is'spent on the following roles? " Respondents were remind%d that

the.total might add up to more than one hundred percent since the roles were

overlapping. They were also urged.)to provide fuller explpnations of what work

they'performed under each of the .headings. .To further check on the importance
_

of the role in the total work space of the.person, we asked what percentage of

rimiwas devatd to proiect.dutieseltogether. In response to this last ques-

tion, we found the following pattern:

'
38
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TABLE 1

TIME DEVOTED TO PROJECT

Time Dgvoted
to Project Number,

100% 10
90% 1

80% 1

75% 2

60% 2

50% 6

40% 2

35% 3

30% 2

20% 1

No codable response 2

.1'

Thus, roughly one-third are full-time and the other two-thirds cluster

around-fifty percent. In any Case, it As evident that the project director

di role is a serious part of,the work life of all the people who were interviewed.

Furthermore, for thany if not most it was a dominating Apd even all-consuming

"activity which swallowed up much more time than was actually budgeted.
4

Movfig nos.to the kinds of activities which were mentibned as a' pare of

the role, it is clear that prpject directors are called upon .6 perform a very

large array of'tasks. It will be convenient for clarity of presentation to

group the findings into five clustqcs and to discuss ,the open-ended question

andrthe eleven function list together. The five patterns which seem to emerge

from the analysis are as follows:

A. The,manager-----
B. The-facilitator

'C. The communicator

D. The creator ,

E. The "do -all"

-2-
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A. The manager

The largest category involved duties which traditionally are associated

with managing or'directing something, including making the key decisions and

telling people what to do; in short, the "boss". There were a total of,forty-

Seven mentions of activity which seemed to fit this category. Some bf these

corresponded exactly with the list which we later provided of eleven futictinns.
----------,

For these specified functions in-the tables below we will -also provide the

average percentage of time which project directors devote to the function.

TABLE,2

MANAGER ROLE DIMENSIONS

Average Per
centage of Time

20%

Spontaneous

Function Mentions,

Director .8

Budget-books-bills 7

37% Manager 5

Administrator 5 -

Planning 5

Staff recruitment 5

'urchasing-Ordering
matetials 3

Key Decision Maker 1 41r

Other functions which received mention and seemed to fit 'roughly into

thirategOy were: "riding herd d4 consultants", "'clear bureauca4",

"trouble shooter" '"logSstical.problems", and "safety".

Most project directors make i very der thht they feelsespn,nsible for

the project fiscally and in all Other ways. n a feW cases, this'id seen as

burden which was cast upon them by pn unkind fate orby Ismanagement and

shirking of responsibility further up the line, but more often it is or be-

comes a welcome challenge and a chance to Move up and out of tra4itionaT

et

sOppl roles,-

3

1
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' The Facilita

I

r

. 4

441116-
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Second in importance-is the role of "facilitator", a' term wh1Chwe

use to cover the various activities related to bridging people together and.
.. et

'helping them. to do whatever.it is'that they are to dip. For. some, this role

vaii parim "nt Ind preen ed functiolling as the decision -maker or. as, one 4
!.ism who diras others. How ver, f* the majority the "manages" and the "fabili-

tator" Titles either o pped orliad to be performe at different,stlages of

. the project. The following table tells Vert of t story.*

alp

.
,

4

t

'14F.L3_

FACTLITANI ROLE DIMENSIONS
.

Average 'Per- % ,'Spottaneolps

centage of Time , Function: Mentions

Coordinator 10

Scheduling 4
° 17% .6 Consultant 3

'Facilitator. , 2

.Problei Solver , 2

12% Catalyst

-

- Ale
Other functions which seemed to fit this.category were :."guiding gnd

paving.the.igay"; "orchestrating idees","generating

keep things together ", "working behind the scenes to

in defi ing the p tl "working with teachers and
.,

people to lgsues"- Altogether; there were

.,if frcations'whichfiEted this Category. isr

a teamm7"Zhirperson'to

smoillthingp", "assist

students", and :'forcing
,

33 spontan eous mentions

,C.. The Communicator c;)*

4

P

Anotheevery.important.set of res'ponsibflities related in one way*or

aelother to communication: firstly,within,the projeCt; secondly, betwcen the

4_ . project and the system; thirdly, betWeen prolifeet and the community; and

finally, in some .cases, between the project and a widericommunIty.of,interest

among educators in other/school dftiricts acrossthe state and beyond the state.

4
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It also appears that the communicatoerole becomes.more salientand changes

as the project progresses through the year. As the next table illustrates,',

the dimensions of this role arespOtenfially vast and extremely complexi e-
0

quiringa great variety of skills in using very-different media and 'messages

Orto best adVantage and in orchestration.

TABLE 4

COMMUNBCATOR ROLE DIMENSIONS

Average Per-6 41'

centage of Time
.

11%
IP

Function

Disseminator
Public Relations/
publicity

'Resource Linker i

NewspaperAartfcles/press
- reldWies 4

Links to state

Spontaneous
Mentions

6

2

Other activity descriptions which" seemed to fit this category were:
, . P\ ...4.

--\ "communicator", "salesman", "linking project inside and outside the system",

"brochae development",'"creating audio-4isual presentations on tile project",

"running workshopsd, "newsletter': and "keeping thevstaff tnarmed". Com-

,
municating activities were perhaps-even more important than tillWe figures

4 I
'1

9 V2
indicate, but we will reserba,puch of that discussion for the part of the re-

of

portItich deals with dispemination.as such. 'Altogether, there were thirty-%
s

'

,, r,

,sx spontaneous mentions of roleactivity in this category in resgofise to Te
4

,

.., opera -ended question-on role description, second only to the "m4hager7, category.

1,
;7 4firS itA

D. TheGreator 0/ .

. . s
/ i

lo..6.-' It wad` obvious from pany of tire interviews,thatthe projectedifect

viewed'him-or-herself as the prithe source of illeas for the project and

' one to whom others'imuld look for guidance and instruction,''as 'to what t as

alr about. There weft-eleven spontaneous'mentions which seemed to suggest

- 5 -

41?
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this in one way of'another. 'For exdMple, four stated that -they, were teadhers

or trainers of teachers in the basic sastance of the project, and this item,

_ was rated as receiving an average of 16% of the director's time. ,TWo'indi

tided that they were the "solution providers" and this category on the t:

was rated at 12f on the average by all project directors. Other spontaneous

mentions which seemed to.fit are: "i.nstigitor", "trainer-of-trainers", "con-

science", "visionary", and "guiding teachers tOthe solution".

..,:- , .0 .
, ,

4 ' .
1.

More cdmpelling evidence for the importance of this role comes from

the 'fact that about hal,O the project directors wrote the proposals for- the
.

,

preijects, many practically'alone. Even more are likely to have been involve

in writing the proposals for next 'follow-onfo/low-on activities. These facts

should be put togetbef-with other facts about the perception of the project

as "iftfiovative". Nearly half of those interviewed saw the project as "a very

new and unique- concept as far as I know" 414 of the '30 from whom responses to

this question.were obtained)., The other half (15 out 'of 30) saw the p jedt

As "new at least as favas py region or district is concerned". No one stated

-that hisher Project.was not idnoliattve and only one said that "it was only

new as far as the particular cliapt group was concerned". Thus, t is clear'

that project direciois are heavily involved in creating their projects and

see their nojects as cr4ativa. This may partly epxplain the very high 'sense

of'involvement, commitment to success, and commitmentto con-

kinuation that typify,their 'attitudes. ;

E. Other Roles
de

.0* 4 0
\I it

a 4,

-*In addition t2 the)6alient role dimeit\ nsions suggested above, there were

other functions which received signdficant mention and these are
.% o

in next table.
t

,*

6

43

identified
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TABLE 5

, OTHER DIMENSIONS OF THE DIRECTOR'S ROLE,i

Average Fer7
centage off. Time

.,.
Spontaneous

Function Mention,

- ' Internal evaluator
Look for/solicit funds

4

4

Develop'materialsimodulas_ 4

11% , Solution adapter - 1

11% Solution implementor 0

, 7% 0- Researcher 1

Other unclassifiable,responses were: "look for
0
new avenues" and "pro-

._

duction".

F. The "DA -All"

... ,

Lt would be misleading to say that we fou4dfoUr distinct "types" in

our analysis of roles, In fact, 4most all project directors had duties which
. .

covered several sets of- functions ipreadt thebetypes. 'A few were

so bold as to suggest that they did everything, lea ng usp,tO wander whether
.

the old fashioned ideas of division Of labor rind delegatiOi:Of athor-ity had

been discarded altogether. In reSkonse:tortle open-ended question, 'bow would

you define your ro1e?" we receivedan average Of 3.9 stpatete'functiona per
. ±

responaent. In'response to the more clo4bckLenda list" of eleven functions,

the average respondent checked.6.4 'functions as involviug him or her at.least
: .. %

5% of the time. Hehce, 10 is clearehatmoltproject directors are called

upon to play diverse roles and more of theitend'uplas "do-alIs"'thari are ,

willing to admit it. <.411

V: I

1 r L. ...4,.
IS...411

0
, p.

, - -1, .

, i 4.=

. Implications of Role Analysis e .,* ;tt 44

t : 4 .
I

1 1.4. ..
4 .

.

.

... ,Given the breadth, complexity, and sheer demand of this rolg, we might
.,..

Ask,two questions: first, is it possible for anyone to do it? and'secondly, if

AO- , I
.10.-

9.
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s, what,; of person is required? From our interviews, we have the

stroll 'impression th'atit ill-very possible. In fact, many people see to

approach.thkassignment with zest/and flair, even when the, assignment ie

thrust'upon them by others and not sought by deliberate choice. The second

question is more difficulty to answer. In terms df background, sex, age, or

othei obtiolimeasurea of that sort, we discern no pattern whatever. Many

project directors are former

various= evels; some are

fresh out of- university; two

the side'or taking time out

opportunitieS for new people

broaden their skill_ Mix,'and

teachers; many are former.admingptrators at

guidance counselors; afew are new professionals

/
or three are college professors doing this on .010

In sum, it is very clear that Title III creates

to doings they have never Arne before, to

to gain a great variety of new experiences rele-

Want in various ways toschools.
.1

On the other hand, it is no bed of roses. There-are severe role strains

.to be endured, and while most end up doing very well, there are many errors

made along the way whichresuit from lack of skills, lack of .training, or a

lack of realization until too late that a certain kind of activity was.re-'

quired which had not been a part.of the director's "bag of tricks" heretofore.

"Title III Project Director".is not a role, which hasany basis in the tradi-
.

.

iglir114 education .and it is `not well understood or even well appreciated by

most' educators, even those who administer Title III at the federaliand-4ate

level. The prokems which loom the 1p-gest can probably be/summarized beNt

by the two words: "ambiguity" and "overload -'.'

4

Ambiguity:

c

It is rarely clear-to a person entering this role what will be-required

in terms ofactivities,and respoasibilties. There are few clearly defineda

limits'and few if any sources one can go to to get even suggestiOns of thg

best way to-define those limits for oneself; hence, there aresgreat ambigui-

ties with respect to the task, itself. Seconily, there are ambiguities with ...-

8

4 5 -1,-/
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respeci to other especially fistatrli§hed roles in the system such at "prin-

cipal" and "teacher". These ambiguities often led to discomfort and some -'
. . ..

times open conflict with others in talese more ttaditional and more established

roles. Finally, there'is,utually.an ambiguity with regardi'to status and power

within the system. Most.project directors appear to have more 17eedom and

more opportunity for self-defiditfion
s
of Work space than traditional role

holders, but this is almost always bought at the price of security Further-

more, it is often under threaeby others who feel that their own-power or

status is being threatened. Often,those most threatened will also be in ,1

positions which. are marginal to the system in one way or, another-.

Overload: 44 ti
,

Our concern about overload derives more from logic than from the direct

evidence of the-interviews- Few complained specifically'abeut overload in

, spite of the obvious bustle of theii. work lives'. Then'why raise the question?,'

For three reasons: first of all, it is obvious that the variety'of role de-
.

.
mends will lead, people to over- extend themselyes, perhaps even without knowing

it. Second, it is likely tha many project directors put the best face on it

when they in erviewed by an o tsidei; it is simply not Icosher to admit

' flilures and in equacies to str gers*, especially when they, may have an in-

fluence

-,-

on your future. thirdly, we suspect that the "do -all" syndromf is

ultimately unhealthy, not just because mistakes get made°and jobs don't get

done well, but also because not enoughjpeople get into the act.that way and

others aren't being trained to take on parts of the role when and if the'pro-
,

.
ject directOr drops-out of sight for.whatever eason.

.
There seems to be some evidence chat the long interviews, coupled with

0-

the training sessions at which project directors could discuss and compare

their roles had some sort of therapeutic effect, even though it came very

late in the prOject year. .,Project director have had few;chances to see the

role 1.4 -perspectivi and to work on filling'out or upgrading their skill reper-

toire. We feel that there is a need to expand and strengthen the special

,

9-
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culture of pigject directart through train g experiences and through con-
. ,,.. _../ ,.

tinning opportunities to dialogue with each other and with experts on various

aspects qf pid:ject management.

ST. BUILDING AND MAINTAINING RELATIONSHIPS Cy H,KEY PEOPLE AND GROUPS

It is evident that the success o'f,a project at.all stages depends'upon-

the good will and, to Some extent, the involvement of persons in various key

positions in the district and sometimes beyond the, district. Hence, one of 4

the'questions in our interview dealt directly with relationship issues. The

question Was put as follows:

"Have you been able to build .telationships with people
in key positions? (Those who authorize, unlock doors to

funds., clients, etc.?)"

Four follow-up.questions sought more detail-: "who are they ?"; "what kinCloof

effort was heeded to acqurte these relationships?", "how do you maintain them?",

and "ate'there'any current problems where relationships could be improved?"

In answer to the general question, .7196-fr large majority of "yes"

answers, even in one or two cases where further probes revealed very serious

relationship failures. Twenty clea5,1Qclaimed success in establi ping key

relabionships and were able to present evidence of'this. On the other hand,

for five of the,prbjects, there were significant failures which hampered the

implementation of the projects in important ways; for the slit-other projects,

it was difficult to determine whether-or not key relationships had been es-

tablished4because dithe oblique or incomplete nature of the response. On

the other h d,-a majority of projects cited instances of problemd in rela-

tionships which occured at-one point or another; seventeen cited problems;

eleven claimed no problems; and the remaining four did not give a clear re-
,

sponse whichicould be codable one way or thp other.

cr.
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A. Relationsh : What are the 7

Title III projects usually .must fit Alt& of two basic social con-

figurations, sliMPly'stated as the Pdisetict confi ation" and the "multiple

distriCt configuration" (which might be ieglOnal or state-wide). The district
R.

configuration is by far the most common' and is remarkably constant, regardless

of the specific content of the project, the number of schools involved or the

level. It is illustrated in the figure below. Theleft-hand side of "the

figure shows the key roles within the 'district, representing individuals,

staff; or administrative hierarchies. Also represented are gioups of people,
4

organized or otherwise. Arrows represent the keysrelationships.

AI

Community ,.,/

Parents' J. /

/

....-- -- --
.. ...,

/ Outsiders:
/e.g. Consultants

\
Universities-

\

Private Agencies I

1 AsSociitions
''

Collaboraties /
Resource Organ?",
--- ....- .....

4

FIGURE 1: The District Configuration

s
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The most'constant elements in this configuration are probably the
4

relationship between the project aft4-61-e superintendent and the inter-
0 '

connected relationship of the superintendent Co `his school committee-and

is chairperson. Decision-making power in the system is very heavily con-

)centrat d at these two points, making their good will and support absolutely
I

esseni al, especially for long-term continuance. ,

The multiple district configuration is often (but not necessarily)tccon-

adderably'more complicated and certainly more variable.:, Thus, the diagram

below must be.view ed m910 more' tentatively. Furthermore, because our data is_

very limited, the arrows are drawn more-or-less speculatively,

" MiSC.
/ private

1 agencies,''A
resource

\organizationy

ft
\

\, r
\ /

\ / .

(.... /

\

A
./bnImersicies

Interest
Groupi of
parents,
citizens

'FIGURE 2: The Multiple District Configuration

- 12 -
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As Figure 2 suggests, it is vastly more important for multiple district

projects to build good relationships with associations of educators and con-,

-cerned citizens which cut across district lines. There will still'be impor-

tant relationships to maintain within districts, of cyursesbat these will be

necessarily mote limited with the posiible exception of thei"hose district,

if there is one, i.e., the district which provides ,a base for the staffand

for various activities and services. This may well bethe district in which

the project originate4 in a previous year. Because of the nebulous character

of many of the associations 'to which the project must relate, it may,actually
4,

find itself in the business of creating an ad hoc organizatApn or association

of its own to serve as a membership focus for those who would like to be

volVed. Indeed, many of the educational collaboratives which are now thriving

within the State' of Massachusetts have sich an origin.'

GiVen the above didtinction between project types, who do wee find identi-

fied by the project directors themselves as the key people? The following

table summarizes the findings.

TABLE 6

HOW PROJECTS RELATE TO KEY PEOPLE

Key RIA1e/Group Solid

RelationShip
Problematic Total

Superintendent 9 3

,Principal(s) 12 2 14'

School Committee 9 2 it

Admin. Staff (e.g. ,pupil
personnel, spec. ed. dir.,
dep. sup., cum directors) 18 2 20

Teachers* (inc. dept. heads) 10 3 13

State Title.'1II Stiff,' 3,/
.1

4

Parent Gr'Yups* (advisory) 3 0 3

Students* (1) (1) (2)

4

4

- 13 -
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. In addition to the above) two projects noted relations to. University

people, in one case adequate, in the other problematic. One project noted

a very goad relationship (interest, involvement) With the mayor of the city;

another noted relatiOng- With-selectmen. School psychologist, guidance Per-,

and,counselors were each .motioned once as solid relationships. In

one case, there was difficulty relating adequately to the chief project con-

sultant who had originally developed and written the proposal.

B. Quality of Relationships

In some cases, it seemed evident after a good deal of probing that a

"gdod" relationship with a powerful person or group wasn't necessarily good

for very. much. For example; onp director first claimed that relation% with

the superintendent were quite good, but 1ter informed us that ttieupetinten-
.

dent had been unwilling, to recommend confinuaiion'of the,, project to the schaol

committee in the absence of continued state funding. This and other-examples

of a similar kind suggeit that project directors sometimes take too muct,torM
gtanted: if there is an important gatekeeper whose stroni endorsement is

necessary, it may be 'la good idea totest the strength of the relationship and

to indulge in intenSiye communication beyond the-point at which154nal'en-

dorse nt has been secured.-

C.' What were the Problems?

,We w re ableito identify six classss of problems connected to building

:telationshi , and of these, at least five had to do directly or indirectly

with power.

A."

4

(1) Turfishness: in at least two instances, the project seemed to

represent a threat to the authority or the "turf" of other people

in the system: in one of these cases the project director had

attempted to by-pass the authority.of another administrative'person,

attempting to build a,firm relationship with the superintendent;

14 -

51



when the latter stuck 'to the chain of,coqmand, the project came

under mugh tighter control and surveillance by tAb unsympathetic

intermediary. In the other case, a multiple district Configuration,

key relationships. with universitu people failed because of inter-
_

institutional suspicions and concern to maintain-traditional

perogatives.

(2) Passivity: some important People simply chose to remain aloof

from project activity by delegating excessively:to others or 1SY

playing hard-to-get. Sometimes the lack of contact was deliberately

manipulated by an intermediary. For example, it is common practice

in some-districts for the superintendent to block access to the school

committee'or to filter it excessively so that there is no real chance

for the project to display its wares to the people who will make the

decisions on its fate.

°(3) Over-control: in one instance, the project director Claimed that

the'essential goals of a project were completely thwarted by a con-

servative principal who "chaifs everything and everybody". In another

case, project staff found that they were being held "accountable" by

an impossible number of p'etty bureaucrats.

(4) Low power association: in one instance, the persons-to whom the
4

project related most closely had very little power to affect change

in their own organizations. It is important for project directors to
,

make a distinction between the people it is serving as clients; many

of whom_are necessarily and by definition in low-power positips, and

those to whom it must relate Por adMinistrative and fiscal survival.-

op Pre-occupation of, key persons: in Te case, the merits of a pro--

ject could not be appreciated because the school committee was locked

in a re-election struggle. In other,,cases, people were for various

o

15
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reasons just too busy or overb9oked to give the'project the attention
A

that it needed.

(6) Finally, there were a few instances 9f simple resistance to change.
.

In two eases, department heads refused to concede that `newer approaches

werelmorth even minimal investments, of staff time or attent4-077:-- In

another case, asuperintendent was unwilling to'take any risks on be-'

half.of change after an incident of inappropriate behavio on a field

trip early in the project.'

This listing of problems should be placed in the perspective of all

the projects in which no problems were reported and those in.'Which prqblems

were confronted and overcome with.relative ease. the overall -record seems.

remarkably good. 'Certainly there islittle 'evidence that there is any massive

resistance to educational innovation within the State of Massachusetts.

4
Lk How Are Relation ilt and Maintained?

Because the inte?view did not permit the tracing of actions with re-

spect to any one-key person in any detail, we are not able t6 report as much

as we would like to about how relationships developed over.time and what types

of istrategieS and tactics were employed. It is clear, however, that personal

face-to:face contact has no substitute at the early-stages.. The most success-

. ful project directors seemed to be very foirceful and 'hold in this regard, some

of them meticulously making the rounds to every school in their distriCt more

than once: first to explain everything to the principal, later, with the

principal's blessing, to-fEe staff. Sueil a-thorough personal approachrseems

to pay off. More passive approaches using brochures or\letters or reports

'and memos did not seem to work well except aclupplementp to timegOie direct

personal approach. If this is thecase, it follows that project directors

must make very shrewd ju dgments as,.to who the "key" people really are for
*-

their projects since it will not be possible to make effective personal_con-

tact with all the school personnel who are pottutiallyvrelevant in the dis-

trict. This is even more obviously true. for the multiple district tonfig-

urations.

-'16 -
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4)Alications

,
Building relationships and maintaining them is erharis the most

critical. as ect of-thmanageMent of all innovative Projects. Hea6e,fit

would appear obvious that project directors have:some amount of training

or.orientation regarding relationship issues, problems, and strategies '

-

prior to entry on-their mission. In fact, there are at lease four entry
V

situations: the first and easiest is the "old hand" in the familiarsittia-

Ilion: A few of our respondents indicated that relationships were not a prob-
.

lem because they already had positions in'the system Which commanded power

and respect and had known allthe key people for years. The secondentry

situation is the person Who has been with the system for Some time in a
,

4
relatively low status, usually teacher; sometimes guidance counselor, who

now takes on a dramatically new role with greatly enhanced -but ambiguous
, .

status; a third type is the newcomer who starts his/her experience in this

R

district with this project even though he/she might have had some other-edu-,
- \

cational role in the past. klast entry point is the outsiaer,'4.e., the
. , 4

person whose home base and professional identity are reallygoutside the

district. For the last threLentry positions, training.and/or sophistication

in relationship build/hg are critical.

:Mere are at lgast three are in which some sort of raining Would be

beneficial: (1)_the Sociometlir of a district (or region or state); (2) inter-

,personaI relating; and (3),group organizing and leadership. Regarding the

first, we have already noted the basic configurations which must be understood;

within those configurations, project,' irectorsrmust become adept at identifying

those persons and groups whOge"active support is mostessential. s'Regarding

kftterpersonal relationships, it is clear that project directorsmdst b'eco'me

skilled ex relating to power figures o1r a one-to-one'besis without being either

intimidated or offensive. With 'respect to group leadership, project directors

4

'-need to know how to organik groups of parents, dwomunity membe48, or edecators-
-

to -provide adequate linkage, support, advice, ansif'necessary, buffering from

Potentially-threatening interestg; thus, specific orientation and.help onthe
. _ 11
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.recrn tmerite managemeng, and utilltation o advisory groups of various

ki is in orddr,.

.

1-1.A.'PROJETS AS PPOBLZM<OLVING

/I satt 4 . .

,A major argument' behind this approach to valuation has been a con-

illeeption of./Itle III'yrojecte as educational problem - solving efforts. Th

model which was proposed Ara point of reference Was that contained in Have-,

1Qck's Gt4de to innovationisZE n l, a six-stage model of "rational"

problem 1 ngbeitniling wittr7th ablishment of,a rdlationship between,
.44 , , \

4` .change agent and client, proceeding to &gnosis of the real 406ational

' meeft-v. search: _d,v.it arch for resources relevant -to solutions-To that need, the building
. .

,

4t-

and choice amonualternativesoluations,
eji

the, gaining of acceptance for 'chosen'
,-1

. .
solutions" through a more widespread social fusion effort, and finally the

'=-implementation and Iongtentmaintenance of t agreed-upon solution, leading
-- . f i--';.=,optimaliy tO'an internal andself-reneing capacity for problem-salving oill 141.

other educati 1 pro4ems. idapzing.tilis.model V) fit the Title III
. 1,f: .4 -

sit ation, certar I
-modifications are in order:'Onelimportant Consideration

is the life cycle, of the twiCal project. It is never the case that the one-
..

, *
ypar funded cycle -iS,,a triiI,Lcomplete-koblem-soiving Cycle; in fadt,' it is ,..40

,.

- Only a part of one., indeed often a fair]. small part. In other words, booth
.

A

Ilkdiation s andeneeds were establi daong before and even search and choice
)

samong ons'took place ei6ler during, or prior. to the posal-writing pro-
,, , A.

ceplIF.At the her.erteof ihe cycle, it is also obvious that many aspectsof-
, -

maintenance and self-renewal
,

are yob, sittled months or even years after fund-
, .

ilig. has
.

been terminated. Figure 3 'bight suggest this situation diagrammatically.

4, periods' of timp'aZe suggested; of these only two or at, the most four are .

sty

,conducted within tha official' "funder ,cycle, namely T6 and T7 and possible
' -

T8
If..

and T9. We,would
.
prefer to argue, loweve , that a project does not,

involve just one cycle of problem so'l'ving, bu .at leas;.two
'4 ,dar

414

.1tonild G: Havelock he Change Agent's Guide to InnovatCon in Educition."
Eduojetanal Technology, Publication's, Englewood Cliffs, New Jersey, 1973.
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,and probably many more. In other words, it does not AffIce to consider a
al

N

need at one point'in time and then forget about it or assume that it stays
r e

the same; equivalent reasoning shAld apply to the-eqearcti and sqlutipn 5hases',,, s . ,,,

of a projectlience, wecan conc ve.of a pre-fundirig cycl; and.a,post.:
4,.

funding' cycle as diagrammed in Fi ure 4.

t '..

a

.4

t
(1,
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There ire at least three reassons.why Figure 4 represents what- should

bhppen in a project rather thap Figure 3. 'The first is time'lag.' The

.situatiol'at the beitining of .the funded cycle' is freqUently pdt the same

, as it was _in the .very early' stages of project conception. The teed may have

changed: the resources available may have altered, or new solutdon possibili
,

'ties may have emerged: Secondly, with. the funding should code a greatly

increased capacity to work throUghth4 prOblemsolving steps so that it

' Should'now be pos/tible to do a muchmore thorough job of needs'assessment,

to'search much farther and much desper fo information and ideas, and-to

develop, refine, and choose among solutions with fa ore skill and imagtha-

:' tion. Thirdly, after the proposal is funded, w: a ealing with a changed,
,

emodt always enlarged, social situation.' More fe e are involved at more

levels; it cannot therefore'be assumed that-what was-perceived as the' need or

the most appropriate solution by one or two individuals writing the proposal

1 be perceived ex ctlY lha Same way by the larger circle. If norms of

participation and democratic decision making are upheld, thenlipere is a

necessiv, ofproce,ding through many of the problem-solving pteps once more

wit larger group. (The same logic, of course, applies with even greater
;

force at the diffusion stage where the social circle expands enormously.)

. .

Following the above reasoning, we askeelproject directors to tell us

.

:Arhat.steiSs they went through to assess needs and search for resources and c

solutfoialternatives, both before and after'projects were funded. The ,

4_ .

te
findings are a bit disheartening, suggesting that the Figure 3 model is

Much 'more common thin thed the. Figure 4 model. A umber of intervie es-

tions atempted'to get atperceptions/Of the project as a problem-soiving

process.' f irst and. most obviodscethese qUeseiOns yielded the slimmest',
'../

0

r '"Do' you see your project as an example of problem ;solving? can

.you explain-what Yob mean .by, this:MI Almost all respondents mistook the intent

of this question, answering that their projects represented solutions to the

i:mso!of this or th*Client group, usually students. What they missed was
. _ . I .

t the notion of a process of problem solving which was imfied in the question;

t
,

. .

%

-
.- . '

.

. * ..
...

.- .
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It seemed that the focus was very much,on,the solution and not the problem

or the need from which the problem might'have been'formulated. Most prO--

jest directors perceived the need as fairly obvious and the soltipdbas,

soiething they were Committedto and thoroughly convinced of the appro-
.. -

priateness.

A number of other questions addressed tIpmselves to more specific

aspects of liobleml%A.IzIng. Two questions eoncerned diagnosis and needs

assessment; two concerned financial fesources; one concerned acquisition of

information, products andmaferials; and, a set of four questions asked about

4the solution choosing and adaptation process.4
Ae,

Diagnosis and Needs Assessment
.e

One item simply asked respondents to rate the,amount of effort which

went into "diagnosis and needs assessment." The results were as follows;

TABLE 7

T OE EFFORW APPLIED' TO

DIAGNOSIS OR NEEDS ASSESSMENT

"None"' 0

"Minimal" .4

"Reasonable. Amount" 13

"fatge2Amou"ne 9

"Extremely large amount" 3

No Response 2

In most cases, the assessment referred,,to took place before the project was

funded and in many cases, the process was described as "informal",

The 04Fe revealing question was worded as follows: "How well have

you continued to assess' and diagnose needs and problems ?" Most of the

- 21 -:
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responses seemed to fit under "evaluation' rather than needs assessment.

For example, seven mentioned student tests of bne kind'of snorter; usualti
referrecrto as "pre - test's ". Five others mentioned teachers' ratings of

stlents. Two mentioned: ';feedback" from ,students: in one case xia4a speCial.

form, in thei other "constant". One mentioned very specific'outcomes such ,as
. .r

-"the number of boats bui4, issues of the magazine actually published." In

one case, the project revolved around very intensive diagnos'titcse studies /A
of individual children withbspecial,,needs. The project director in this case

ti

indixated that the assessment,process could not be geqpralized; it had to_ be

viewed case 'by-Case. Altogether, Sateen project qitectors men oned some

sort of data 'from or by or on students, themselves, es -a major 4art of the

.

diagnosis.

Data on teac ers' self-assessments'
No
were cited four times, and rtguilT

meetings or'vlsits-"With teachers, three tinies. Letter requests to parents

;and parent meetings were each cited once.' In three cases, workshop reactionsA-.^ ,..,

were elicited; one said' that "eadtactivity-his-its own instrument ". One in-

(nested that assessments were-by personal visitations which were "carefully'
... . , 4 4

,documented ". w.

Five stated little more than that the process was "informars_one saying

that the need was "obvioue, another indicating that he/she spends a lot of

time trying to anticiiate problems ". -,

One director perhaps stated what was implicit-n some other responses,.

that this'needs assessment step was done "just for proposals".

. -

Onevroject actually hired an .outside consultant to come in on a weekly

basis to examine how the,project was going and'how the project team meMbeTs

were'relatirrito each other sod 'to:relevant .othvs. This project wag ohe of

the feW which claimed to have rather serlbus'relationship dtfficultiei.

- 22 -
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In summary, tie feel-t4iat_the-needs assessment process is treated
n .

generally in a very inforplal and Perfunctory manner. Assessmdrits are

.rarely usid to'redirect or refocus project objectives or activities in a-
.

significant way. There also seems to be a confusiot between (a), needs

assesiment, (b) needs adpalysis and interpretation, (c) formative evaluation,

.(d) sUmmative evaluation, and (e) student testing: We willAreturn to some

of these issues later in this report in discussing.what respondents said

abbut " evaluating benefits ". .1

There seems to be a need for a more satisfactory orientation 'to the.

subject ofneeds assessment or diagnosis by potential project directors.

It is noteworthy that scant mention was made of national, state, or.local

educational prioiities and one wonders whether these have any real meaning
4.

. 'or visibility to the average educator. There is also. perh4u a deartk of

1 appropriate tools to assess a range of needs in some way which alidWs.mean-

ingful options to emerge and rational choices,to be made: Finally, it would.

appear that whatever needs assessment is made it the proposal stage stands

for the entire project. It may well be that state guidplines_should encourage

some form of reassessment of needs prior to implementation of the projkt es

specified in the proposal.

B. Searchligg for and Acquiring Reources 9
re%

4..

Most directors indicated that they had made an extensive Search for.

res urces, in terms. of products, materials, and to a Lesaar,eXtent,
r.

.

tants. however, some also indicated that they needed to make-no `search'\,cause "Lalready had it in Ty head." We find this latter r
'5

ponse,dis-
' '

tressing since -it was fairly common and seemed to represent,some lack of
4

.

openness tO new and different ideas and approaches. ., ..----'...`

t
. . ,
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'Iliany projects take it upon themselves to develop their.Own dateriaIS,

'handbooks, etc., expiessing dissatisfaction,or lack of awareness of what

presently fists. 1
.

Three-projects mentioned .universities or university-based consultants

as resources; other human resources mentioned were a"people bank" of 25

resource linker§ and private consultants.- Two:projects mentioned other

kinds of resource centers, The State's Regional Centers and`the several

,collhboratives did netireceive.explicit mention in=this context. Only two

projects gave explicit credit to'packaged materials develope4 elsewhere.

We alsp asked directors what problems or difficulties' they light have

encountered r-ying to get, materials. In a few cases, delays were en-

countered because,of school committee objections or simply ina tion, but'

most indicated that there were no real problems here. In one se, the

project director hgld a regional center responsible for a block ge. In,

three cases; directors indicated that they or their stairwe too_over-

extended and tied'io a tight prOjecttimeline which allowed little time to '

_expend pffortin this direction. One project cited resentent in the district

caused by tod much innovation: "Inbovation on top of innovabkon beyond the

tolerance pdint."

Implications

As wi,11 needs assessment there does not appear to be a cOnsistentor

coherent strategy of information-materials search in'any of,these projects.

In spite of the claim by many that they expend effort in this direction;*

theie is little evidence for this from what, they report. Furthermore,

there is little. evidence of imagination in the search process, such as it

is.. Almost' no 'Use seems to' be made of the vast information resource repre-

sented by ERIC; collaboratives. are underutilized; the Stati's resources are

underutilized; there is. little search,fOr pait TitleIII projects which

,
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might h4ve tried similar kinds of things, which might also have 'developed

suitable materials, whichmight havea great deal of experience and techni-

cal know-hoto passoon. This lack of outreach to a very rich resource

universe should also to contrasted with'the strong claims these projects'

make to be original and "innovative". It is doubtful thatthese claims to

originality could be justified if more extensive searches had been under-

taken; on the other liand,the quality and sophistication of projeplus, and

`furthermore, their genuine innovativeness could be enhaiced by such a search.

It wouldkappear that a more thorough, rientation and training would be justi-4 ,

--to- fied in this area also, tagether,perhaps with more explicit encouragement by

the State for Suc isooptch activities after the prOjecthas been funded.

IL
r

C. Cpnsideration of Alternative Solutions

--.

Another interview'question was phrased as follows: "Have you con-%
, .

sidered or developed alternative solutions for the project objectives dif-

firAnt from those erprossed at the start of your-project? -- -and, it.so,

hoW'did these alt'ernat'ives emerge?" The typical answer was "Yes" (13 "yes",

3 "no", orthose answers which weretlearly codable*). On the-otherhandr

most of these "alternatives"oreprefented minor shifts in procedure or scop.

Two projects indicated that they had shifted from an individual approach to:

a "systems" approach. Otheis indicated a shifting, expand g, or narrowlng.

of the primary target group.' One project to develop "alte atiVe schools"
.

founGLA good deal of resistance to such a global.concept, angithus-reOriented

'itself to themore modest-sounding objectives of developing a resource center

and technical assistance for "non-traditional" programs.

*BecauSt of great length the interview, some sectionl were marked as
lower priority than others, meaning thatiif the interviewer were running
short on time,he/she might pass over them to others. The reason why these
items were deemed lower In prioftty is not their general importance for
project management but the fact that we were Interviewing late in the
project cycle when little could be done to alter the situation based an

our findings'or reflections.
r
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'The sources of influence,for seeking alterkatives were almost al ays

negative, e.g., resistance by a particular group of teachers, feedback from
t

students and teachers, or mandate from the superintendent. In one case, a.,

superintendent would not allow implementation of analternative solution,

requiring that the project stick to the original objectives in spite of what

the project director viewed as clear evidence of their inappropri4eness.

OP
;Naditional question asked what process was used (if any) to adapt

Or test the solution chosen before implementation?" This quistion elicited '

very few responses and it seems evident that most directors feel there is no

* time for such testing within a one-year cycle. Those projects which represent

either replications or diffusion of past successful projects are.bbviousirin

good shape on this question. For example, the Watertown Reading ResourCe Center

. was a concept already well test& by EDCO in.-20 Boston schools before being .-

tried in .Watertown. Similar advantages applied in the case of the "Adventurt"

projects. For a few projects, initialYrejection of a proposal leads,

toga rethinking, redevelopment and resubmission on a following year.' It at

les_Stpne instance (Saugus, ACT ItI) the result seems to hive been Very satis-
1:7 .

fabtory. A few projects do.rePort major redevelopment-within0
the project cycle:

in one case, the original apt,roach'Met with considerable objections and re-

sistance by stUdents (an i ividualized learning program), workloads which were

deemed,unfairly heavy and inability or unwillingness of students to take come

pletely self-gUided ac ions regarding course of study. The project dir

ector felt compelled to provide more structure and admitted: "I'm more authorit-

arian yith the students than before. They need to be _told to be here'and'to do

the work:"

We regret that we have only these few scraps of evidence .to piovide on
4

01 the 'process Of adaptation which has been suggested as critical by many expert'si

in, the field ; ihnovation. Evaluatiods bf project management in-fist4ie years

should explore this area more thoroughly.
A
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IV. AprQUACY OF FUNDS

. A

It was a genuine surprise to find that/projects were unif is-
.

fled with the level of fun4-14kwhich they had been.awarded under

The question was put as follOws: "To what extent are your satisfied with

the financial-support the projeethas received thus fair The stc gested

alternatives with tabulated responses appears in Table 8.

s.
TABLE 8

. Adequacy of Funding

1/

"Not Enough" 0

) "Adequate Funds" .25

"Money Lett Over" 3

No.codable re-
sponse 3.

1 :
1

In all three cases mhete.it ufas predicted that money would be left over, tfie, .

amounts were small. ,Only three of those who said it was adequate offered

qualifiers: one would have needed more if they had notstarteelate since-
.

they had far more participahts than they thought would subscribe; a second

said they suceeded-only because of volunteer helpers supported under another

federal program; a-third simply indicated that it was "tight ". We view'ihis

satisfaction with project fupdi with mixed.feelings, the ope Fiend it seems

. ,to indicate

ceiling out
-

'in light of

great wisdom` (or generosity) on the part of the state in par-

the funds. On the other hand, from our point of view el3pecially

the findings teported,,in this section, the projects would have
4

- _
been more truly beneficial-problem-solving activities if they'had invested

,mare time, and inevitably more expense in such activities astmeds assessment,
?

resou search,,'careful selection of a solution from among alternatives, and

ada on and "redevelopment of the solution to meet the special needs of-the

0
1

rr

I
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1,e. STABILIZING THE INNOVATION:
0 9

, 7

At the time of our Interviews, the issue which was beginning to Mom

lalge for many-projec as continuation into the following year. Obviously,

it is a matter of greatimpo tance for the project director and his/her staff

since their Sobs' may well be on the line. More importantly for many of them,

.tbgir emotional investment in an idea and an ideal is on the line. For the

federal and state people who fund such projects on a short-term basis, it is

also a crucial matter to see.that the investment is not plowed under when the

first leaves turn. -Therefore, we explored-e-number of aspectsof.projeet con-
,:

.tinuation plans in our interviews.,) The lead questions concirned funding, of

course. We asked: "Do you, anticipate acquiring adequate financial resources ,

to. continue the projeCt?" and them "What kinds of activities did you employ
.

to meet this,neeir In response, three simply said "No", one indicating that

they might do something later under "766"; a second that such was not necessary;

and a third that continuation of the project was undesirable in-its present

form since it. was going "downhill": '

k7,

1
CONTINUANCE

16

Most projects indicated that they had submitted proposals under 'Title IV-Q,

the continuation of the Title III progranuand.mogt seemed. hopeful Of. funding:

via this route, although in fact the state was to fund only a handful of these
=

projects for another round:. Beyond this, many projects seemed' lost& Six pro-
.

jects indicated that they had proposals in for various federal programs (all

diffbrent!). Thosetcited wetl: the National Endowment for the Arts,

U. S. Office of Education-Bureaq of Education for the Handicapped; Elementary

ana Secondary $ducation Aet; National Institute of EducatiOn,;and the

National Defense Education Act.

Of thege, at least three'Were either assured or in hand. Private foundations

were sought.n at least four instances. . In one'of these, support is assured

(in addition to supporttrom IV-C) and in two others it is possible.

The assured case is instructive': the project director searched a foundation

directory for several who seemed like they might be interested'4n his kind of
4141N.

project; wrote off several letters explaining his needs and got, ague responses

of interest from three. These he pursuedwith vigor, receiving a further

vague response frovone. Continued pursuit of this only finally yielded a

grant; thus} the 'energy and persistence of the director paid off.

--28 -



Even though'it is possible to extend some projects for many years

on state, federal or private grants, sustained improvements in education

eventually must be sustained at the'l'ocal level, backed up by'local tax

dollars. Therefbre, the most important long-term route to continuance is

through the local administration, the school committee, and soiletimes.

ultimately the electorate. It-is'clear that many Title. III projects have

rough going at this point. Theoretically, there are five ways a school

committee can cope with the renewal of a project: (1) it cat increase' the

level of effort (not an illogical proposition, given the fact that most'

projects are initially funded as "pilots" in some sense); (2) it can keep

it going at the same level of effort: (3),:it can reduced the level of effort

significantly while maintaining the essential aspects; (4) it can reduce the
t

level of effort subitantially, eltminating essential aspects; or (5) it can

Atop supportaltogether. It appears, however, that only the last three of

these five options are real as far as school committees are concerned;.

.there,are no instances of _the first two,options among our projects. Fifty

percent probably on the generous side f8r LEA funding relative to state:

federal, and it is usually a struggle to get long-term commitment to more

than one new Rwition. 'go.

Continued financing can be a gloomy topic for.itnovators, but the pic-

ture need not be so dark, is usually /painted. In'fact, there are several

,alternative ways to approach the problem and many examples emerged from out

interviews. Above all, it is important for project directdi-s to be diverse

in their thinking about future funding. A, frontal approach tO the superin-

tendent and the school committee is.only one,,apprbach that is Worth trying.

Even with the frontal approach, however, it is important to proceed strate-

gically. The relationship to the superintendent is the most crucial, 'followed

closely by the relationship to the board. The latter relationship may

evolve ei,ther'directly or through the superintendent;

-29-



it is.sometimes even posSible.to by -pass a negative or passive
-

superintendent...if solid relationships have i)een..developed with key board

members, although we do not advise such a strategy. The relationship to
- ,

'key power figures has to.be developed in such a way that. there is no Pre-
.

"nature closure.on their decision making. As noted earlier,. one proje t

director who claimed to` have strong eupporr from 'above also said that fund7

`ing"tArough the school committee would-not.be proposed for next year: evi-

dently "support" was onething,but "priorities" was another. The true test

of. support is the willingness of those in authoritc,to re-examine their

priorities and, in tight budget situations, to make a choice for the new

over the old. 'If a project has proven itself ab a major.contribution to
1 a ,

'the' the educational process in the district, it has earned the right to displace

other activities that have been going longer and therefore, should not'be viewed

as an "extra" or, as one tespondent put it, "frosting on the cake". It is

up to the project 'director and more importantly the state and its repreden-
.

tatives to point out these things to the district.

. ,

With or ;.4thout direct support from the district, there are many funding

options which need to. die exPtv2g3. Among these are defining and subdivAdIng

some elements of the project which might be separa.tely fundable in diffelkent

days or under differept categories of the school budget, exploring non-cost
V
`options such as the use of idle equipMent, empty or un erutilizedspace and

fdtilities, parent or student volunteers, community reso eons outside

the schools, volunta contributions, and fee - for - service or fee- for - product

arrangementV. We fold some examples of each'of these .options in one of

another project.

We'were especially intrigued by some of the examples we found of what

might be .called "exchange economies": For example, a theatre arts project

in Boston was successful enough to,&evelop its own company whilh could put

on productions and sell tickets'to generate revenue. Two other projects '

were able to gerierate additional revenue hrough the sale of- materials they

had developed. The highly inventive "MATS" projeipt; only in its planning

.:. 30,
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year, has already found several ways to reduce cost (through dpnations and

use of idle equipment, volunteers from various se ents of the community etc:)

and to generate small but meaningful amoun revenue by selling the various

products of its enterpritiet such as b.perstickers which-promote agriculture'

in Massachusetts and, of course) its agricultural produce. This prOject -f

,,pTolidses not onlyto provide integrated academic and real life experiences

of high value to students but to be self - supporting #n doing so!

The general point whidh'should tie made to conclude this section is to

recognize that innovative projects which provide significant benefits ought

to be salable in one way or another, but'project directors probably need

help in exploring viable alternatives. We can see from our interviews tfiat

thereirfmanyalternativesbut these alternqtives are not equally perceived

by all project directors.

We should not ignore the fact thatrhere are norl-financial aspects

to contintanCe which we might put under the general headineof "institutionali-

zation." We can,identifi many of these, sctivities under,the headings of (1)

training;A2) materials development; (3) facilities development or reorganization;

and 01) administrative restructuring. The most commonly cited of these was

training; five Projects indicated that tpey did some sPecial training of

trainers or- specially designated staffpeisons who could carry on the basic

activities of t'he project, passing them an to other-trainers, as a resultof

such training, presumably ad inffhitUm. Three projects indicated that they

felt their devi.epment of :Materials which would last and could, be passed on

to orheis represented a kind of insurance that the project would have longer

term Impact.. Howeyer, the means by which such4materials would, be diffused

and put .to good, use were'not well thought out. There were other instances

of the development of laboratories or resource centers which hfve an obvious

physical reality which lives on after the paid staff are gOne,but in op& '
. instance the director expressed stroi doubts as to whether her carefully,

constructed and assembled resource roam could be effective without some full-
,

tithe person who was resOonsible and trained to keep it together, keeping
A

track of items loaned, replenishing stocks, and maintaining activeawareness

- 31 -
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ago

11

among' teachers..

O
-

Finallyi'with.regard to dUministratiNe restructuring there are usuilly;%

* several types ,of options, all of which need toAhe.worlithd out wit1 key poWer

figures, but matey of which can. be accomplished' ithout obviously affecting

the school budget and hence without disturbing the schoo committee, Ofie
. *

steplAIS awarding official recognition to the project as apart of the 'regular
P

schodl program. Another is the changing of job descriptions tnd pe aps the

awarding Of newly vacant slots to members of the Title III project there-was.

one,example which clearly titre this pattern)' and changing the title ofothe,

position. A third-approach is the fusion of projects or parts of projects with '

0 existing ongoing and 1.011-accepted'services. In this latter case, of course,

.the project director may feel that the essentialTurpose of, the innovation

Will be subN4erted when'this iwdone, a sentiment expressed by at least one

..tespondent:

DISSEMINATION ,

4
4

Title III projects' .can be judged ccessful on three grounds: first, on
1 . 4

direct, effects; i.e., the nefits that they produce foe students or othe/s during
.

the lifetime of the federa// tate funding. Second,-through!theif continuation
. ./

and integr.ti.on .into the ongoing activity of 4chools in,subsequencyears,,and

third, through their dissemination or diffusion to other schools; other school

distridts across the state, and perhaps gven to othilt. states. This last measure ..

.....bc

ey

of success isfat the same time the most enticing and the most tenuous since it
.0- ' ......

raises the possibility,of enormous educatilal tins and.4despread influenCe
.

resulting from relaffvgly modest initkel investments. For this .reason, we
',.

...-

Were eagev to examine the various ways in which projects twere.engagingin dis-
. 4

.gamination activities. Foe most part, it seemed that diSSemiitatiOa was.%

not a very salient gial at the time of our intsiviews in comparlgbn to fasees
.

elr, ,
.0

.. of continuancetm implementation.' Nevertheless, a ost.all.projec?s had el gaged
% .

,

in some kinds o sominatiop well beyond.their,initfak target grevp,(ire.,t
.,

. -
. 4

- ... t ...' ' ' '
k I',

V

t

. 0
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the clients designated as the primary beneficiaries of the projects'activi-,

ties or services). .and and many.had quite mbitioys plans espread dis-

semination
1 .

, .

,

in the last stages of the OTeet.-

i 4
I s

some using a great number. We counted at least 25 diStinne

strategies" which could be classi!ied'as follows:

. A
Almost all project used more than one medium to get the mess

f

.Personalized:

WorkShops: cited by nine p is as an explicit diSseminatiOn strategy;

five of these for disseminati beYond the diStrict, four for dissemination'

toOother schools or other.populatIOns within the district. Workshops
and training events of various sorts were also mentioned in othercon-

. texts by at least 10 other projects, many of thlSe undoubtedly resulting

in fairly-*widespreaa dissemination.

Course Teaching: explicitly mentioned as a disseminjIghbn strategy by
only one pro4ect,but clearly an important medium for dissemination

for ,several others.

ge across,

ofrdedia or

. .

Visitation-out: two projects indicated that they Would disseminate by
. .

making personal visits to other schools, in one case inside the dis-

trict, in the other outside. Another regretted that there was not
*A

enough time fer'such visits,

. S -9

*Visits-in: only,one project made explicit mention of inviting outsiders
in to visit, discuss, and observe what was .going on. We wonder why this

obvious roach was not more-popular.
e

P

.
, ..

. .

Demonstrations: only mentioned once explicitly. :Again, this seems a

' bit strange. It may be (a) thlt most of these projects were,not very, .

demonstrable in qiS sense, or ,(b) thltthis.particular word is, out

fashion. Many of the activities that fall under the category A.
"workshop" might equally fit a loose definition of "demonstriftion". .1,

Using capaborafves:
setts is the presen6e
which criss-cross the
o/ Such a strategy, a

a' speciaopportunity in the State of Massachu-
of several Voluntary educati4na llaboratives

state. Onlyone project mad explicit mention

nother considered'it:
,

Building oz. tapping into existing-networks of educators: explicitly

Mentioned by only two projects: one said they made use of i ormal'

teacher coffee hours (115-district dissemination)`, the other%mentioned

the Regional Centers. Again, fo 4iany othersAhis:Was an implicilf.

strategy but nbt articulated in'response to our survey:

vo.
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Radio:
4

used. by one, planned by another; indirect eviience'suggests
however-, that several..other,projects received minor publicity from

this medium (see belbw).
- 4If

Television: cited by five projects, two commerical, one educational,
one' cable, one closed -citcydit*Ns:'

,T
1 M.

Consulting: one project director indicated that she was considering
disseminating the process she had developed through private con-

,
sultin to otherdistricts on-a fee basis.

-

Print Media
AD

Newspapercoverage: explicitly mentioned in 15 projects, this was
clearly the` 'most popular single medium for dissemination. Usually
coverages was in the local community newspaper but regional 'news-
papers were also commonly used It was almost neVer difficult to
get coverage, and stories and press releases were usually accepted
by such papers. Cordial and even close relationships,with editors .1

or education waiters were sometimes cited as well. A few projects -
also received coveragq.in.the large metropolitan dailies, but in
these casestthe project had considerably lesi control oftr content.
'As noted earlier inadiscussing the director's role,,man'directors
soon learn to become adept at dealing with tAe local press.

Newsletters-school: mentioned by three projects, obviouslyfor
intra-district dissemination. ! ...

Newsletters-eduAtionallong project mentioned using the North Shore

- Collaborative's newsleiter; another mentioned "professional'news-

letter''.
,

I

, 4

Jo

.
,

Newsletter-roject: three:projects cited their own newsittters'as-,
,a prime 'dissemination' vehicle; two others mentioned such g news-

letter as a. planned activity.

_Journal articles: threb:"mentions.

'N4A-1Print,Media: J

3

. - ,-
Print Materials:' '

le Packages-kits:::thre% developing,' one planning.
1 ,

'

a . .

4 ,
.

'
.

. r -
.

Handbooks-manuals: five mentions; severaj others. '

.

..

.

,... iroglaureq-pamAlpts: five developed, Cme,planned;ipresumably several
oIhers had .developed brochures but did not report them in terms of a

I. disSeAnapion strategy. .
.

, .

4,

,
I
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44, . . :A
Reports: actually mentIon d by,only

.

one project as part of their

dissemination plan. k
e. .

I

.

,B04ergstickers:
%

as noted ear er, one project generated, some rekenue
through the_sale of bumper stickers which promoted agriculture in
Massachuaefits ("Support Mass. Growers"):. ,At the same time, in smaller

print, the stickers-adveatispd the project. ,

.;st

Non -Print Material's:

Slide-tape presentations: mentionePby four projects.

Videotapes three mentions.

Film: one mention.

Photo essay: one mention.

4

Other Dissemination Strategies:

'

Exchange with other projects: two mentions.
*

, .

.

,

, .
...

v..,

TxpavSitn: one mention. e .. .
.:' ,,..

.
i ..

. .'' . .

u.I. noE6. rInst.take the whole show elseahere": Icine-mention.

.

.,

: . t
,

'

The abolre'Aisting is impressIve 111
..

its variety, but the exp

are probahl4oss undere.dtimatesof actual use4.ri most cases,' At
_.

'

. is the impression.Wh4h we got from group ldiscussfong of disliaina

4

- '

,

fit mentions 4
.

ast this

on whioli P

were held atworkshop meetings in April. Nearly all participants inthese

, groups indicated
t

use of local newspapers on several occasions, and about-half

noted some experience w\th ,either radio or television. What we are most con-,

cerned about, however, is the absence of any coherent and deli4rately-planned

. strategy o£ diffusion pri nearly allthe projects. Ittle thought was given to

the kinds of audiences that should be targeted. the use deopinionleaders, and

t erse of several media in concert to produce synergisic
I
effects. 'We feel ,,

hat it would be Worthwhile providing orientation°sessions'and training in
..t%

,

theUse ol,various mA.a% the development of dissemination matermaterials,, anc,'
, ,) 3

.
Bove all, the design and itplementation O f overall diSseminatfon strategies.

t .*

The few group discOssions whiCh were held did reveal a considerable amount

of sophistication b some directors and a lot of wisdom wort,sharitIg. For,

4 ,4

.;
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example, the following pointb.came out of a.brief exchange on TV coverage:

"-You have to pressure them". "You need to"give them a.'news' angle: what

is the story? When is it going to happen ?" One projectourged four of its

students at different times to make presentations on Byston's Ch'annel 4 Speak-Out

program. All four were accepted with a resultingdeluge of calls for more

information. The discussion went.on to' raise points about how to handle

radio coverage, the use of aCards as publicizing "rents ", distortion effects
7'

that can,come from miscommunication with reporters and so forth. We only re- c:

gret that(a) there were not more opportdhities fO,such discdSsions, and that
f

(b) we were .upt able to tapture_pOre of the experience foi inclus ion in thin

report. sql&arly, alsomore probing and.extehdea interview questions on .the

disseminaltioh experience of different projects.sholp be .undertaken

,sequerrt years.

/
EVALUATION

4
f'

las questio. in .the interview asked HH9w,are you evaluating the

benefit or outdomek the'.Project-Thilr'in response', we found a variety of

prgoedures followed a

11

,a

p

*

arized in T e 9.

s

b

, .
..... , : .#,

d a ' 1
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TABLE 9 .

'PROCEDURES 1JSED FOR PROJECT EVALUATION ,

.
.

Procedures Respondenti No. of Prcifects-\.,

QUestionnaires . 12

Teachers (8)

Stydents
,

(4)

Administrators ",(2),

Parents ' . (1)

Interviews 6

Teachers' (3)
_ ,

St ts (2)

-Adstrators Y

Parents '
,

(2)

(1)

Tests,
Teadhers '' . (1)

Students (6)
, ,

Feedback ''
' A

- , 4

4

Teachers ..3. (3)

Parents' , (

Counts (e.g. number participating) 41 ..

4,

Observations: (e:g.clasgroom)

Written Evaluations (by teachers)

2

2

"Subjctive" (by project director 2 .

_ * . in one casefby parents
1

in another).
-,...

Records., -

Documentatfon:,_
. .1

"Informal" 1

, None (Noe relevant-needs tc) be.at

it longer)

Uncoda le-Noresponse
4 *A

4

.
37-

6

k
4



Two clarificatons heed to be made regarding this table' First, most of

those not responding to ,this question had'coveredthe toglc ofev.aluation
...-

in discussing tht earlier question on needs assessment. As noted fn that
0 ,

section, many of the responses such as "pre and post tests" seemed to fl

better under' evaluation. Secondly, since many project's mentioned more than.

one type of respondent and more Vhim one type of procedure, the totals in

the table ov,erlap considerably.

.
It isifair to say that evaluation was dot a very salient aspect of 'most

rojects.and yery few were thought of or designed ,as "exiiterimentsw- No men-
,

t o(li n was made of "control groups~', "sampling", "randomization( ",-"hypothesis
-

1

,
testing" or any-of various possible statistical tests or analyses. Undoubtedly

. 0
such matt- would have come up, fram'verious projects in more extensive prob-

ing; t that _they were not mentioned spontaneously.
.

. Perceptions of the "Success"of the Project

AWe did not leel that it, as possible.1 to collect quantitative, data from'

-projects on their degree of stress in any way that could be meaningfully

Fomtared, grouped, or summated, but we did ask each director a subjective

question near the beginning of the interview which probality tells us some-i

thillgAout ttr overall impact of tht Title III Program. The question was
.

1:11ow i§ ur project going. at this 'point ?" Responses-can be grouped

in Table 10. ,

Ity
TABLE 1.

THE PROJECT iS "GOING" AT T'
TIME OF THE INTERVIEW

t,

. Unqualified success 7

-Very. well-soMe.problems. 8

OK-no prOblpms 5

3K- some, 2pblpms 6

SVuge;ing-not OK._

Ailing - 2 ,

4

'

.
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Some examples from each group light add meaning to these numbers;
11

°'11nqualified success:

"Proposal ell-conceived; project follows it Closely.pmeeally good
feedback, high workshop attendance; nothing hut praise for materials
and lots, of teachers use materials ithbut telling us."

"Fabulous! Thirty people have attended the 15 planned sessions

regularly."

"Excellent. Positive feedback from teachers and students; the
prograM is accepted and is effective. The community'is supportive%

All activities -went off without problems."

Very well-some problems:
4

"it works! We have the endurance, to put up with bureaucracy; we

,don't quite' fit in. The best part that we have merged schopl

and community.",

"Absolutely great-7-nothing,but positive-feedback. Teachers really

excitedover workshC)p. Principals very supportive. Problems of

,,proximity, not enough materials, funding for next year."

"Very successful project but Regionl Centers aren't promoting

it; It nedi state support." ,

bk-10-pl-obleps: ,

-4

"Appeals directly to special interest groups-; Becadse it is on

116 volunteer basis, tlIere is commitmeitw
d

'

"'Stated close to the project as written."

"Good progreis:'

OK-some problems/'

: "Basically 'pleased* We came with *a different concept of school; ,

t re was resistance and confusion -which'led to redesign and

c arification.by vs. No*, the teachers are saying, 'we're be-

ginning,to see what they!,reabout'."

"Very successful in providing ervice and irk getting people to

work with us but unsuccessful in getting the'system to pick it up."

,O
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Struggling: t'

"Too MUch for one year; participants felt no support, overload.
Program is seen (by administration) as a panacea and is supported
without any knowledge."

.

Fajj.allg:

"Ill-conceived; prihIpal is very conservative; chairs everything
and everyhody,"

"Downhill! Breakdown of cbmmuncation. Regular teachers resent
involvement in 'special.ed'; difficult teacher'union negotiations;
confused perception of objectives by all groups."

These quote(should giveoa good flavor of the -types and range of

responses received. They do not, however,'representa true evaluation of

). what was going 9_In some 'Cases, our own judgments would be more harsh,
\

based on what was said,, subsequently, in Some cases more lenient. Neverthd-

less, our overall impression of the Title III program,as a whole for 1975-76

was that it was remarkably successful in providing the stimulus for change in

a wide variety of ways in p wide variety of situations. The precise.measure-
.

ment of the benefits probably has to be done on a project-by-project basis and

many projects will_yield data of th4s sort. We would guess; however, that

,many of the eizaluations will underestimate true impact. As one director

noted,ftany use and benefit Without reporting back, and'much of the benefit

in'terms of Improved atmosphere, attitudes toward school by students and

parerta, increased options for learnine, and so forth will go completely un-
0

measured, either, because they are "intangible" and unmeasurable or simply

because they were not part of the evaluation design; i:e., not intended or

stated objectives.

1= 40 -



Our evaluation thropgh these interviews,doeS,highlIght one impodtant

fact: very diverse projects with diverge objectives do have a lot of things

in, common when it comes to the management of innovatioti. They all experi-

enceevery similar challenges in buildingoiplationships,'assessing nets,,

Searching for And implementing solutions, and evaluating outcomes. Particu-

larlylarly when it 'came to continuance and dissemination, they experienced very

similar lands of difficulties., We hope therefore, that future evaluations

will again focus on the project6anagement process and provide some formative

evaluation data 'as well as orientation and training and experience-sharing

sessions for those who are engaged *this important enterprise.

*
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SUMMARY

lip coordination with Merrimack Education Center, under'a contract-with
the Massachusetts Department of Education, Title III, Arthur D..Little,
Inc. (ADL) has performed a formative evaluation of ESEA Title III pro-
jects begun in September, 1975.

The primary purpose of ADL's evaluative efforts has been to assist
'Project Directors in maximizing the success of their projecti through
a systeniatic application of problem-solving and management skills.

A secondary goal of our work haa'been to obtain insights into the
problems experienced by this group/of projects and to translate these
insights into a set of specific recommendations to the State regarding
the uptoming'implementation of Tille ivp.

To meet these two goals, we engaged project Directors in.& intcess of

self-evaluation and problem-identification. The first step was the "

design and distribution of two. questionnaires -- one for Project.
Directors and the other for school administrators who were associated
with the projecti and instrumental in decisios to tUnd and/or dissem-'

inate them neXt'year. Subsequently, two workshops were conducted.

. The first focused on a reit.iew of project objectives and analysis of
the value of these objectives as tools for establishinvpriorities
and solving problems. The second workshop cantered on a review of-:

the obstacles to success that had been encountered during the year,
and the tactics that had been devised to offset or remove the obstacles.

Ofir principle findings and)recommendatfons gained throUgh analysis of
data obtained from the questionnaires, and from olzrvations made atr -

the workshops, are as.follows: /

1.' There is a need for clarification and definition
of the roles to be played in innovative education
projects by each-of the major actors involved
(State, school system or eommunity,'Project Director).

2. Project Directors need additional guidance.inrdeveioping
themanagement skills required,lo bring about change,
ensure success in their projects, ;nd enhance the like-
lihood of dissemination of'their work.

3. Useful involvement by gthool administrators is currently -

rare. Greater emphasis should be put upon the need for
strong and consistent administratip support of projects,
throughout their entire life in'a system. .

.

ilr

I

( .

Arthur 11,Littlwipc
I .
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Background

I. INTRODUCTION

b .

As part of an evaluation by Merrimack Education Center (KEC)-of one -
year innovative ed4cation.projects-funded under Title III during
1975-1976, Arthur-D. Little, Inc. XADL) undertook a program of activi-
ties designed:to.assist project leaders and yield insights into.projectfl-,
planning and management. This:effort began in October of 1975, and has
continued .to the present time, culminating in this final report.

The problem-that ADL has addressed existed attwo levels. First, there
was an immediAte need to obtain, information that would enable this
years Title in projects to maximize their chalices of success. The
.exceptionally short, funding yeriod for/these T.5ojeCts,clearly allowed
for very little trial,- and - error. Therefore, our Orimary challenge was
to identify any potential obstacles to success that the projects may
have faced, and to feed back all useful data to MEC and to the Directors
of the projects themselves. Nhete4OSsible-, corrective-action could
then be taken to uffset or avert the prbblems identified. At the least
some legitimatejearning could be;expectedto occur that would'benefit
both State and project personnel; Results would thus serve as a partial
formative evaluation.-

The second part of the problem was-only slightly less pressine:,the
State's needgteo define an4optimal approach to the implemen ation of

Title IVC, auspices under whichPinany innovative educati projects

will be conrittedinjthe future. The necessary adminirratil.T- transitiln
from Title III to Title IV, combined With the peculiar circumita ces'
whicH engendered 'thirty -two projects that were funded for only o yaar,_

provided the Department of,; Education With an exceptionalopportudit
,*-

to review its policies, guidelines and procedures. ADL's task, ins this'`

context, was to examine the nature and source major roblemi or
obstaclessencoudtered by this year's Title III ojecrs, and to suggest.
ways in which the. development ofinnovative education projects under.

Title IVC might be'fac1Yitated: The outcome of our da';$-gathering
and Analysis, togqher with MEWs in-depth avaivation bteach of the
Tit-le III projects can thusprovide input to decislo011khat ate still
to be made regarding the nature of the gdidellnes and practices to t>e
instituted with Title IVC, next yeAr.

1The value we seefine formative evaluation of projects such ,as these,,
lies in the potential for improvement of projActs as they develop.
By allowing project staff to scrutinize their objectives, performance,
and prOblems as they proceed with project'management, the State can
vastly enhance the chance of suocdss among :those projects it.supports
finanCially. alb

10.-

- /

Arthur D little, Inc



a.

Approach To The Problem

ADL's approach to thistwptaid problem has been to initiate a p'rocess . ,

of self-tvaluation,and dialgtue among all thirty-two of the Tilple III
projects begun,in September, 1975.. three major topics were introduced ;

to prOvide a focus fcr the inquiry:

the adequacy of stated cOectives of each project.
(as defined in the application for funding);

constraints or obstacles that cOulA affect the chances
of successful realization of each,project's objectives;

the possibility of developing specific taCtlics through'
ihic'h to cope with the obstacles to succeps'identified.

A directed examination of projects focused the attention of project
leaders. singly and collectively on the .t ee major topics. This
'examination occurred in three phases and lded data,that, along
with group discussions of project prbgres , provide the basis for our
conclusions. First, we designed two questionnaires (to be described
in detail later in this rpliert) that were to be sent to the Directors-
of the projects, and to adenistrative personnel associated with each
,project. (These questionnaires have provided the hard data presented
in this report.2)'

epiestionnaires, directions, and appropriate materials necessary for
instruient administration were compiled by the ADL team and shipptd
to the MEC office for distribution to the projects. The evaluation
team distributed all questionnaires to each, project_ and retrieved-the
questionnaires folloWin&completian by participants. 4?

.
.

t, :41, .
,

A feW weeks following the mailing.of 4uestionnairesp, a workshop was
held in which the process of self-evaluation and reflection begun with

. the questionnaires was-continued and extended. Early resultsia- the
questiolieeire were presented to the Project Directors in attendance;

,'.
open discussion of common problems and cOneerns was encouraged, and
additiOnal data were gathered in a specially designed exercise. Although
discussion ranged over a wide variet*cf topics, the principle focus of .

this first worksho

)
was on the utility and appropriateness of project

objectives in the rOce4s of project management. t,
.

. o

A second, meeting fts held in Tate May, after a series of,workshops
.fovsing on techniques and problems-,of innovation had been conducted
by C. %Our purpose, n this final meeting_was to gather,, insights from

2
In addition to specific information about, individual projects that
was obtainedthrough the questionnaire, we have included observations
and suggestions based upon our personal contacts with project personnel..

.et

.

+An
-2-

11

Arthur D tattle, Ina,
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114 .

Pioject Directors fegarding khe anticfpated'outcomes, of their
S rojects, the problems4pleyiLhadjaca4 and the suPeeds of tactics they..111

. had devised to .cops with Arse problems. , A:

The results of,this entire effort are summarized in the.remainder of
Cs rtport:, In order to'establish a cfear context 'for OUT final
lkysis of the data, a detailed descrj.ptiori is iftcludedof the types

of information we solicited, and+of the reasoning thatotarlds behind,
our selection of certtin-approaches to the task.3 .

. . ,

The data themselvesare present0 as appqndicessieport.

Finally, we have preseged our inttFpretation of he facts and, some
recommendations regarding efte upcoming mplementa.ion of Title IVC.
In doing so,.we have linkited-ouriforament e issues add problems we
believe to be central to Eke job of fostering nstructive"innavation
in educationAnd...we have, above'all; tried 15) provide
tAtt tie consider practicaAbak

it

%OP
CS:

4
Ap,

41O . r,

t.

z

r

V
bY 4111k

1,

suggestiong

_ at

A .

o
03
Where appr'Vriate,,a
(ciOestionligire,g6ntqL

/' 1.1-1::th.e descriptive 4W

4 .

rationale specific aspeces.of,our approach
t, 'focus of,Jrivesiigation, etc.) 'is incorporated
-0.ons.of the report.

114
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DIRECTED INQUIRY01

4. The,most immediate p4rpose of MEC's
.

evaluation of Title III projects
was the generation of information which would-be helpful to the projects

.10 themseiyes during their first, critical yeaeof exisence..In pine with
this objective, ADI,,,.used the staadiobjectives 651, each 'project as a,..-

. basis otfoial point "for As.investiations'.
\t,

it
k f '

4 6 qt.
. .

re mere two major reasons for our -,decision to use the prOject Objec-
es as a central ingredient of the'-questionnaires anSI exercises we

designed. First, the objectives provided' n basis for discussion and
examination of each.of the projects being-evaluated. EVery project had

4 ,a set of, stated dbiective* ,Those objectives p i e us, With a way of
I posing general questions to elf the project's iCh coul be answered

in specific terms relevant to individual projects. .'

gill--
, .

-,A Second reason for our use of th"ohjectivesyas based on-out hyPOthesis
. ,

that th objectives could eventually be pied as tools,for ,project man:-
. -

agement,and project, evaluation. It must be emphasized that we did not
Assue that the objectiveSprepared in the proposal stage ,of a,projolees

.

"lift were to be deLinitIvedescriptions of the projects nature anc
,orpurikpose. By extension; therefore,-we understoarthat other-measures

and criteria for evaluating the success ofprojects wodid,haVe to be
devised as time went on. Nonethelegs, the original prdject objectives
were, we felt., one ba,iis upon which Project Directors(or anyone else) ,

could measure progress and/on success, and focus onoproblems of projct "
--

implementation or administration that posed obstacles to suceeds.
4,,r

a

IP,

-yr

sr.
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, Keeping the limits of their significance in mind, we-used the project
,

objectiveb,as the central ingredient for two questionnaires, cne aimed,
At ProjecP Directors, the otherrat schbol'adminietratiVe personnel
associated with the projects. The two' instrumdnts differ somewhat,
mate in degree of specificity than in content. _But they were designed
witA,one general, purpose in mind: to deterTine-the extent to which

,

-Project Directors and, school administrators (tifth whom project
'support would pres0ably come) shAed an understanding'of the :purpose
of the r Title III project, 'and of the thancef .end reasons' -- for
sudce or' fallureof the-project. : ,

nnaire for P Qt 15A-ectors-

The Pro
with a

4

!we's divided into three parts, each.

' '

PartfI -

Vinctpall , tWs section
4'attent1on n the-barriers
theqsucce sfurdompletion

t

:i
df,-the questionnaire was 4esigned to focus
that Project: Directors'ofould'see impeding.

of their projects, and ,to anticipate the,

4-

-4-(7-7--7
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.. identification of ways OT Urping with theseliarriers. The ability to
identify' existing or potential obstacles and the abilityto plan way!'
to cope with .those obstacles are, we' believe; skills;that 4te,centtal'. '4 ',"

to tine process of project management. ,. ., ,

J
.....

k list of twelve common. con,straints formed the cgire of Part I of the
questionnaire.4 Derived from a far longer list.of problems complied ,
by Project Directors at the Title III valuation orientation meeting i

held in October, this,list contained Ummary descriptions of the midst
frequently cited obstacles encounters byProject DirectOrs early inw,
the year. .To complete Part I of thequestionflaire, the Project
,Dirgctors were asked"firs to.add to the base list any difficulties'
they could seejn their ownsituation. The goal-was to presest a
complete picture,of their proj,ect's position. .Second.,Oy were to
indipate the relativesimportante of all those constraints that affected.

,

,their awn project.(i.e., any of the base-list of twelve obstacles that
werePresent in their situation, as wellas any other problems that
'were added to, the list)..

11,. ,

. 1

,

Of all the twelve problems described,.flor were ptntioned with out-
'standing frequfney:5

'Competition Ott tpachet time.

Need far sui5pdit af kly:aaraniSiratIV-ai-pers-Oriiiei -;-1;

/

Resistance to curricultim ittnovation.

Naq0 for school and community commitment to Xisk-taking.
t.)

Looking at these common problems,/a connection Steins to emerge: each

. ,

constraint is. probably symptomaticf ilack.of.unifdrm administrative
414. -

:support within the broad confexi'o the school system'and/or community.

,Asamplinftom the list of additional constraints
Project Directors proylaes examples that reinforce

.

,

Unclear authority Of ptojett staff
fi

Forted._ change in aheduie

Lacks of
;

projtpt tMe-

Lack , of m61'1041'4 -implesitntat ion

oaplgy in hiring roject-divector
- .

.fr
4W

*. SeeAppendix B
e
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Scheduling conflicts ,)

e ,

,

r .

*. Unclear understanding of .objectives

.
..

We do not suggest fhat'these constraints are typical of the problems
encountered by mostoofitbe projects. Each proct existed in its own,
partidular context; the obstacles laced by ind idual ProjeCt DirectoF4, Jt .

SteTe,thereford, substantively different. Nonetheie4s,'each individual,
,,

prObleqlisted here probably stems in part from a lack of codrdination,
of administrative and project staff efforts to establish and maintain

, the projects. The significance of these observations regarding the

0
limitations and obstacles faced by Project Directors will only be cleat
when sees in th0 broader context of our-other findings._ These data
alone simply suggest -- but dO not confirm -- the existence of a fairly

ycomniqn concern among Project Directors regardigg the degree of support
and admini§trative assistance they,received from their. schools and
communities. ,

Part II !Expectations

1 Part, II of. the queslionnaire required the respondents to do' fodr things:.
4

to match the constraints they had identified with specific
project objective,s'that woad be difficult ta-achieVe
unless the obstacle were removed;

to desCribe the action needed toensuresuctessfuf accom-
p4shment of the project objectives;

,_

e to estimate the; degree of success achieved to date-in
meeting each pr%ject objective; ''

IL
lip .

. .

i to to esti.mare"the-degtee ofocceanticipated in meeting.
each 'objective by the end of the school' year. ''.

. .4:

The first.operati n cal.14.for -- matching obstacles with objective§ --
..

was' designed' pri arily 'Pto enable roject Directors to.evaluate the'
importance of ,,t .cOnstrdints they.faced,relative to-their' long-range
project objeciiv s. -We-belieVe that "this is one efficient way to
;optimize chances of a project's ultimate.succeseful completion. If

problems could-be associated with'spedgiciproject objectives, and
- prorities assigned o- those4hieiobjectives, tildn it would be possiblik
to devise it systematic plan for dealing with operational constraints. '

The ptoble& that Vore most heavily on the. ost important.project A
goats 'would, by extension, iv the problems that required most immediate
attention. poking first a the questionnaires, then picking.uP or

1 . this approach to problem ana is in a:subsequent,workshop, we'discoVered''
.Nat many Projedt Directores had difficulty making tlear connections
..between the'Problems they faced day-to7day, ancrthe original objectives

.--------*, ,

4,
.' .*' 7","\
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,of, the project. On the questionnaire's thempfVes, thiiplacked.clear
association was' indicated Wseveral imtomplete; or apparently super-
ficial attempts to provide.the data,required% ,'

t .
r -

-
. . . .

., . ,.

The fact nhatmany Project Qireetors had difficulty matching the con-
straints they had identified 'to the-objectiVes prepared for their'.
project is difficult o -interpFet coriclusivelt:, We would Speculate
tha' the chief'diffic tY.stemmed from the project objettives., It

_seems likely that many,PIoject Directors found a disparity betwee tkeil-

own'perception of theirproject'S purpbse and procedural goals, end The
descr4ption of their, project that was imalicit 'in the original. -Project

objectives.6 If that was the case, it follows that thesyrOjct
ipirect wou ave ounld h fd it very difficult to link,constraynts with
objectlks'in any useful or realistic way.

- 4 '
I a,

The second part of this section of the-queattannaire cal d for des-
criptions of.the actions needed to ensure successful:as omplishment
of the project objectives. Somewliat predictably, the responses in
this section were also rather, spotty and inconclusive., Here, as,in

first part of this section, many people seemed to have difficulty

,

. co ecting their original project objectiveW with dai-to-day problems-
and tactical solutions., Tdihen,remedial acttvons were suggested, they

were frequently vague and open-ended. In many cases, considerable
emphasis was placed Pnthe need for administrative ar community par-
ticiation that was,not currently being offered.

.; On the basis of our interpretation of the data obtained fro this

pditiori of the Project'Directors' questionnaires, and on thriptrength '

t

1pf conversatrona b6tweON many of these Directors andthe ADL team ;'
. die suggest that current aelempti.to strengthen eproject management

s1 ills Projett Directors.Ee continu amplified. Specifically,
we suggest the institution by the 5ta dminiptY,htors of Title'IVC)

of weskshops on'problem7solving end to iquel for enlisting and 4
maintainin4vschool administratiCn 'suppOrt. ,

7

.)', ,1/4 i,

the last two portions of Part II provided More substanti41 dati'than,
,

the 'first two sections. Primarily, we have used the' Project Directors4
if.

estimates of success in combination with the AdMinietretors' response,s
to the same questions. 7 A discussion of the data and our interpreta
tions of it are included in the section describing the questionnaire A,
for Administrators. _.

. /4. -''. I

an

,.
104/-,

t .

-4..

6Wecannot provide printed data to support this supposition, but the
ADL team did hear frequent comments on the'inapplicabiliOy.Or appro-
priateness ofthe original objecitives for several projeCts.

. o. ,

41'
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'However; there is one important observatio,tole made regarding this
part of 'th'e questiAnaire. It seems to have beApliuch less difficult ,,

, .)

for Project Directors' to.Astimate,the extent to which pr ject objec-
t. *tives had beengior would be realtzed:tha9 it was 'for them o establish_,

,.

the relationships:between oheacles and obSettives thatI , e calltd
.

for by the ptevious parts of the exercise.
, )

Any interpretation of this'fact must be tentativd. But it is consistent
with pthet findings to assume that in many cases, the apparent ease with
which Project Directors forecast their expectations of successful accom-
plishment of objectives says more bout t1e degree of importance they
attached to the objeetives than it does Abut the validity of t4' objec-
ives themselves,. We feel-that it Ls likely that demandS for specificity

Ol,objectives on the State's pati forced e trivialization of p ;oject
".-objectives which, in turn,foiledattempts to use the objeatives con-

struceively as tools for problem-solVing in iid -year. If this is true,
ugsuggest thit the State couldAlargely avert similarazrems in the
al,urebS7 revising the,guidelines for proposal prepay n. Iftthe
project objectives were Initially designed'fovultiMate use as project
managementtools, both Proiect,Directors and theState would gain'an:
extre;ely variable -set of objective standards through which e ly,

measures bf project success coufd,be obtained.,
,

Part III - Project Objectives
.

--
.

Part III of the questionnaire was also,constrUced`around the project
objectives. Here, Igein, we#used the date.frob this exercise inCombine-

: tion with data fromaft identical exercise from the administrators'
questionnaire.8 Simply stated, this finalgiction of the questionnaire.
called ,for two operations. First, the project objectives were to be
assigned a tank order Indicating their relative.importance at the time
they were written. (For lgibje'tt.Dirctors whOdhad,been hired after

- their project had been. funde this rank otdei-couid reflect the relative,
. importance of objectives w n t were first encountered.) The,second
. 4. step' called for another,r - ordering of the same objectives L: this one

reflecting the' relative im.,rtance of the objective as.they, 'Were pie's-

dntly understdod (i.e., ii Laid project, whensmolt of the questionnaires
were

.

..
.

As with some of the exercis.eslim'Part Lf, we did.nyexpect these
rankings to be accurate in any, absolute sense..., ga her', we wished to.. .

,.disoover two more k.eneral.typespf inform 7ation:
,.'; , , ..'

How had the'Directors' old' perceptions of their project
objectives (and/or projects) Changed.since.the-beginning
of the 'year?

AL

8 ,

See Appendix G and'H
, .
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To *hat extent wag there a reement between Project

. Directors and the administrators who had some,presti(med s
interest in and involvement with,the projectI?

,..
,

'
. .

The vast maj\ ority of Project Directors indicated'some'change in the
'410ority they placed on the stated project objectifies. This, fn itself,
is not,surprising indeed, it is-expected and desi-eigke.

.
I *

Whatwas:strikidt here the number of questionnaires and the frequent
personal comments) which indicated a:great reluctance AnMany Directors ,

to assign any rank order totheir objectives. "They all-are impottant,"
was one common complaint; another "They don't describe our real
priorities".

We do not wish to fault those who struggled with this exercise and' ,

fina/ly either gave up or compromised, assigning all nOjectives equal
weight. It is ivortant to note, tiowever,.that the responses in this
section did much to confirm our.sutpiclon that there is widespread
lack of clarity concerning the purpose a d nature of the objectives

VPwritten to define Title III projectg. ever, as subsequent portions
of this report will shoi$; this lack of claiity seems to exist at many
levels, not just among the project staff.

.

.

. ,

. .

Questionnaire for Administrators

At, the same time as qpestionnaires were pent to the Directors of each
project, similar (buelsomewhat truncated) Aprms were sentto adminis-
trative personnel assaciated 'with the projects: In.'most cases,_these
imre school Principals or 5uperintendents'whose names were provided
by Project Directors at the first, Title III Evaluation,oriettatiab
meeting.

/
-

Theoretically, eact of thete administrators was'in a position to affect
the op ration of,a Project and, ultimately,' to be instrumental in

attempts to fund dr disseminate the project ithefuture. Many .cif '

thi'administtators who received'questiondaires'were nO't, in fact,
particularly familiar with tfie on-going activities of the Title III
projects in q,estion. ,A common cause for confusion, we bgaieve, was ,

heProject Directors' lack Of established and deliberate contact with
administrative personnel on whose assistance.and'Support the Project

D r tors could rely.
. .

-

-9-
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established and deliberate contact with key administrative personnel
on whose,apsistance and support the Project.Directors could rely.

.
,. l' .

A few months later, several Project Directors said they Could Identify
-t -, more appropriate recipients for the asIminiStrators' qitestionnsire.

By'that time, for the most part, our attempts to get the administratots'
responses were complete. Tberefore, the data wefiave mus be used
cautiously, since we know, that many of the responses are, r less than.
fully infOrmed. However, the limitations of the data are offset by the
observation that so weak an understanding. existed of the addinistrative,
structure that supports most Title III projects. We recognize that
this is'an-organizationalprobleop,srather th'an an individual one.

. Forthermorew as the. concluding s 16.011S of this report point out,, we
believe that, with guidance fro the State, projects.can form more
useful linkages with the admi istrations of their School-Contexts.

The' following escirPtion of the administrators' questionnaire will
, highlight not otrly the data supplied by, administrators. themselves,
butalso the comparison at those data with the Project Directors'
responses' to the sane questions. (A.

Part; I - Expectations

# a

This section of the questionnaireasked Administrators to provide three
_sets of iniormatioll:. 0-

.

\1
the actions they felt were needed to ensure successful
accomplishment of each of the project objectiV'es,

,their estimations of the 'degree of success alirevly'achleved
,in meeting each objective,

a

their' 'estimations of the extent to which each objective
would be realized 4y July (project end).

On'the first point,
questionnaires were
responsibility squar

Estimates of,, success

t

actions needed to ensure'success, the administrators'
generally Vague% tending to place much of the
ely oft) the project siaff. "

.
. .

.to date and expectedisuccesi by July'V.Terk.pare
,

revealing of .useful inscghts, especially when compared lAth the figuies
' given by the project Directious:4- f .

.-.

. We have calculated averages'of these.:estimactes as follows:
:OP :

A .

Average of Project Directors'
.-

. . . ,

, . A . .
AvefageEsbim

%

ated SUcteis Average,tstimated Success
,

- .

Average.of,Admimistrators"

4

to Date (%)
. .

rfr

4

'

$

Date. (%)
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Average of Project Directors'

Average Estimated Successby,_

July (%)

74

V

Average of Administrators'

Average Estimated Success 137

July (%).

68

The.difference between these two Sets of f,iguies is slight, indicating
no drastic disagreement between the two groups -- Project Directors

ftnd Administrato?rs.

* 'a

)'
1

'-But a comparison of individual average estimatess(Project Director NS.
Administrator) points Up some,rather more noticeable -discrepancies.
Almost half of the matched sets of data'wa pave Show at least 20
percentage points difference, bets ken one or 1both,of the Directors'

and Administrators', eltiMates. ' ..,

,

Ultimately, the only clear conclusion that can be drawn from these

figures is that there is a difference-in the perspectives of many
Project DireCtors and Administrators over the,projects for which they .

share responsibility. This differencp could be a direct result ifi
variations in level of involvement, sr it tould manifest *serious
lack of c-ommunicati-en, -'In, 44-therc.zeli., we wouldisuggest hat a gap

,exists which,-if it is not acknowledged and bridged in so way, Could
seriously undermine the' credibility of Title III (or next yearA.Title
IVC) projects within schools and communities.

Part II Project Objectives Or J

The second part of the Administrators' questionnaire was identical
'to Part III of the questionnaire for Project Directors,. )Both Projec
irectors and -Administrators were asked to rank order the project'

objectives twice. One rank 'ordering reflected the respondents' 1
perception of the relative impartance-of,.the.bbjectives as were

first conceived during the project design phase. The second rank
ordering was to indicate, the respondents' current perception of the
objectives' relative importance. Thus each questionnaire Contain
two-:sets of rank orderings fin which numerical values (1,2,3,4,5---),
are assigned to each project objective.

..0 ,

COmparisons among these rank orderings enabled us'to assess two issues.

ao first; we wished to deterialne where therewere changes in indivi- .

dual respondents' perceptlips of the order of importanCe of objectives
..(order "then" vs. order 'nth') and, if there were changes, how great

they were. We wished also to determine whether PrOjOect Directors and
AdmihIstrators changed -it a similar 'or different manner. reduce.,

-''the rank orc4r comparisons to a single valte we calculated the

9bee appendices G 'and )H fbr correlation data.
.

re -11 %
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statistic, Rho, or rank-order correlation. -Values 'of Rho range frogs
+1.00 to -1..00 and-provide an indication of the similarity between&
two sets of rankings. Correlations close to '0 indicate little or ffo

r, similarity while values approaching +1.00 indicate a very high degree
- of similarity between two sets of ranks. Negative-values indicate the
degree of inverse relationship or the extent to 'which an important

-objective on one ranking is associated with low importance in the other '

ranking. "A completely inverse relationship is indicated.by a Rho of
-1.00. 4 t

b. Further, we wished to assess the extent of agreemeht between,the,
individual perceptions of the relative importance of objectives on the
part,,of Project Directors and Administrators concerned with the,same
project. Again we used the tank-order correlation statistic, Rho, to
re4ect egree of agreement between two sets of rankings. We
expe in us ng this statistic, to find high positive values where
Proj ectors'and AdministratOrs arc in full or near-complete
agre nt and very low Values (0 to -1,00) where there is nooagreement
or fete disagreetent.

.?.

rning now to the results of our evaluation of changes over time in
he perceived relative importance of objectives,. we find, that as a.

group, Project Directors' rankings of objectives as understood at the
beginning of the project aresimilat to their rankings of the objec-
tives as perceived. later. The median correlfttion (representative '
value of the 29 correlations of Project DfreetOr eankings "then" and
"now") is more than +.90. This indicates that there was little change
in the way P'65-tft Directors judged the relative,impottance of
objectives originally and at a,later date.

The administrators' rankings of objectives as perceived at the
beginning of the project are also very sirilar to their rankings
reflecting later perceptionsOf the import' eiof objectives. The
median Ca'relatiOn (reprasintative value'o 9' 2'3 cerrtlations. of

AdMinistratorY! rankings "theri"'vs, "now") also over +.9p. This
indicates that Administrators' perceptions, ike the Project Directors,.
changed very little over 'time. .

i The high degree of consistency over time in indiiTidu4s' perception of
the relative importAce of objectives could imply good communication
between Project 'Directots and Administrators assOciated with the same
project. But this would'be the case only if there were substantial
agreement between. Project Directors and. AdmInisttatore associated-with
the same project in their assessment of ,the importance of that
project's objectives. Our correlation data ShoWhat there is not

.e. substantial agreement. Comparisortbet*ten the Project Director's
And Administrator's'' initial perceptions of the relative iMportance Of.
'objectives show thaf there is substantial but far from complete
.agreement. The median correlation of 21 Project Directors' and

INN

A
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Administrators' rankings (to show original importance of objectives)
is +.71.

Of even greater interest, than this value is the median correlation +.38 ,;
between rankings by Project Directors and Administrators to indicate
later perceptions of the importance, Of objectives. It would appear
thaithe level of agreement between Project Directors and Administrators
over the relative importande of objecti4es decreased over time. Had
there been a close relationship between the Project Directors and
Administrators questioned one would expect, if not complete agreement,
at least some substantial increase ifi the level of agreement between'
-members of the two groups. Such an increase in level of agreement
would have been indicated by a median correlation higher than +:71,
not a value .33 lower.

This finding is fullyconsistent with observations derived from work-
shop discussiohs, in which Project Directors ev4led a feeling that
more.close Association between project and administrative staff was
Yne%ded. (Further disoussion of this point is-given in the description
of1Workshop #2, page 15.)

ti

if

P FEEDBACK OF DATA

.40

.. Wo4shon,#1 Objectives vs. Goals
-.,. .. V' )f t - t . _.,

A,few weeks after the questionnai s wertse orkshop was
held for alOrojectbirectors iariy. su 'from destionnairea
were presented, and then two type f a 1:74.ties were in oduced. The

purpose of both types was to buil n ,problem7-Solving approach.4intro- .1

duced40J1 the questionnaires: iden ifi ion arobstales. followed by . 4

prioritization of oViect4ves4 cul 'nett g in the design, of coping
tactics to offset the most ,signii cant problems blocking success-.

se . 1 ,,.

'Theifirststep was to decide on three.br four topics -- each on ,a
common problem area -- which then became' the basis for small-grpiip , -A.,

discussion. Groups were formed according to the participants' concerns
2ver the varidus issues selected. Their goal was to share relevant

. tcpAriences and to try' to devise,tactics for,dealing wfth the- obstacles
they- bad in, common.. The outcome of this activity,- while debcribable in

t
I
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individual terms, was difficult to meastire'in the aggregate. Never-
theless, some very valuable insights were gained.

One group shared its problems easily enough, but failed to emerge, with '

any suggested solutions. Also, we observed that many of the Project
,,Directors present at the workshop had difficulty divorcing themselvds

from their own immediate needs and concerns long enough to obtain a
di general perspective -and approach to problem- solving. As with the

questionnaire exercise that called fof a match between project objec-
tives and the obstacles that affected each objective; this small-group
discussion technique left-the Project Directors bogged down in immediate
issues, apparently without recourse either to adequate objective sten- 4

/
itrds, or to longer -term project goals., This suggevts,to us that many '

'the Project'Directors we e approaching their responsibilities without
the managerial and basic p oblem-solving skills they needed in order
to manage their projects efficiently. Clearly, there are potential
benefits to be obtained throdgh helping,Pfoject Directors in the,devel- .

opment of such managerial skills.

,The second activity introduced at the worishoP'revealed similar problems.
The participants were asked to complete ematrix thdt showed the,applica-
bility of'theii own project objectivet to a set of much broader, Stae
goals. The purpose of the exercise was twofold:

d

to help participants to progress fur er, toward a

prioritization of their objectives,

AND
-

to help participants differentiate 'between long-term
goals and specific, measurable objectives that define;
'step-by-step the activities requirel,to meet such goals.'

Do we'expect Title III, projects to tie in directly with the broad
concepts expressed in the State goals? No, not'necebsarily. 'These
goals were used in the matrix to represent the, types pf ,institutional
aims with which' specific project pbjtCtivds frequently Mbst be
reconciled or dovetailed. Our belief was that it should be possible'

.for1:400ject Directors who have'a clear grasp 'b£_ their Project objectives
to derdonstrate the importance and leasibility of their effort in the
broader context of a sch9ol or-community. This is.only !Possible,
hoWever, whert the distinction between goals and objectives that.
describe activity is perfectly clear.* And it soon emerge that many
of,)the Project Directors pregent at this first workshop were resis-

%tent to or confused by phis distinction between goals and objectives.

4e had hoped that -the process of relating project objectives to More
general educational goals would'help Project Directors planlortiie
extension and disseminatiOn of successfulractices. But diffienities

pin xelating*objectives to goals, and the perceived artificiality if
the goals reported above more than discussing

4
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and demonstrating the need to express project goals that are supported
. by dose in .3 position to provide support-for adoption of new practices.
Ak were Persuaded, however, that many,Project Directors will fail to
communicate their successes unless they can rationalize and communicate.
relationships between project. and institutional objectives., To the

--extent that the Project Directors participating in this evaluatiOfi were
typical, future groject'Directors will benefit from gUidance and.training

.
in doing so. .

-Workshop #2 - Review of Problems and Coping Tactics .

.

, .

The final workshop. conducted by 47),DL was held in late Mai .-. Since' this

was'fo be attended on a completely voluntary basis, the rather light
turnout of PrOject Directors we had Was to be exppcted. Capitalizing
on the Small groups present, we held informdl sessiona,*geared mainly v 4
to sharing year -end, impressions and experiences, ,and to summarizing

the 'probleis and'coping strategies that had been witnessed during the

4

year.

.The Outcome of this discussion, is incorporated, in large part, in'the.
following section dealing with our conclusions and recommendations,

*--Summarized brieflt here, the concensuS' reached.indicates.thap thdire )

.is, very definitely, a role for school administeation'to
. project management. Further, it was generally agreed that projects

need,helP in establishing and maintaining a useful connection between
preMectsand the administration-of the schools (or communities) in
'whith the projects exist.

,-. .

many
.

It appears that mny administrators -- especially Superintendents and, ft

Pripcipals:7,- tend:to be heavily involved with innovative,projects

.
Only through"the planning' stages. .Once a. project*has been acCepted, .. OF.

and funded, the tendency is for-the schoOl administration to. .shift
its attention to other business, leaving the project, to be run by i. ,

newly appointed Director. In the ease of newly conceived projects
(and especailly those funded for onlyisiyear) this tendency is especially l',- .

debilitating. The Project Director is often a person with-little or-no
,,-

, 4 ., .

'management experience. In his or her inexperienced hands is, placed the
full burdin of administration and coordination,;a'theduling, money .

-'1,

management, personnel problems, parent-school relations, anci so on:
Referring to the leonstraints and obstacles to success identified by
Project Directors in their questionnaires, one,sees quitkly that many
projectseXperienced difficulty with administrative issues of the types'
we have just Sentioned. Thecpcceptiollal DirectOr.in.the exceptional
organization will be able to leggle these responsibilities. confidently, k

going alter-the' assistance and support he or she needs to make the .'

project creed.
. ,

,

,-.

1Y

.1
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III. CONCLUSIIONS AND RECOMMENDATION§

s 4

, ,..,

In the following pages we will`utline a set of -recommendations for
'changes that could be made in the existing system through which inno-

J votive eaaation projects as.desiknedl funded, implemented-and Y

evaluated. Considered together, .the'changes we4Oropose constitute ,

-

an ajtion plan that- ould involve the State Administratots of Title IVC,1,,_4,

the teachers involve in specific projects,
1

- fi6And members of the admplis- .

trations of the sCho is in which ..the'projects. are cpnActed. Therefore, ..

We'have presented our recommendations in -three Sections., The first
I # I.

section deals with the State's role:- . ,

Recommendation* the State
,

r '' 0 ,a I90

On the strength of ouf,recent evaluation f Title.III-projecis, we feel-,
VA

-strongly that it is(time.for the State to amplifyits relationship
with-the innovative projecut it helps to support. In, effect, we advo-
cate the'adopiion of a mote active roie,,and the degIgn-ofguidelines
that will help particularly to ensure effective,, consistent,' and
informed project 'management. Specific- suggestions as toy howl these',

chan&s might be made, follocorcit '

l; Projects should be selectea,in art, on the (basis of Strong
evidence 4hat each fral - -tor can win -- acceptanCe and Support

-I

Within_the school land community in WhiCh it will be located.
,,, : '6

,

,

ti
. , i

This statement ig neat meant totAilly.that the State is currently
manyheedless of this need., However°, as we hale already indicated, manY

0

of this yea'r's Title III.ErojIct Directors have encountered severe
difficulties in this,vea.'

0
,;

IL:Innovative edUcatiOn projects, byidefinition, embodya departure from .

4111
procedures and concepts traditionally, A tainedin a school.'System.

'
..

.-, But we feel that 'the State must' -be. care
T

to determine the nature'o
anyresistance that may hive been raised against proposed plans ior'
innovative projects, and should ,be prepared to anticipate the likeli-

_ - hood th'at some objections 5ay intensify, rather than diminish,,if,a pro-

dect is funded. If the Director and ,Staff of a project ,.calt' recogniie

negative attitudes or resistance tO41nnovation early in the project's ., ...

life, they can concentrate their cdmmunication efforts to obtain A-
. .

maxiinum" understanding, and acceptance, ... ,

4 /......,

1,
,' ,

, ,
- 1 ...i *, iii.,-

... 1 - ,

2. State guidelines)for the planning and development of innovative p t.

:projects should. stipulate that an Ogoing relationsbta4e formerly '-- 1

between each 'pet mid some member 4of ihe,"parent" sdlOo1,05.0tem
,

ot,

administration. ,

,

Unless a ProjeCt Director has,sonie'consistent contact withg membtr. _ .

..-the-administfatiOn, the. Pro he or she is trying to run'cwill..Jord4d-
I

- *r.

.

.--147 -
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be isolated. Day -to -day reporting is not neoessarY. A working r6la-0
tionship is needed that is sdfficient to keep the administration
apprised shifts in project emphasis, political or logistical diffi-
culties, monetary problems, etc. Ideally, this administrative lkaison
should also have enough authority ,to intervene on behalf of the project
in aVariety of contexts - -,the school itself, the.cotmunity, 'CT even
the State.

;.

A

3; State guidelines should also be devised that redefine the purpose
and ultimate utflityof the objeCtives to be prepared for each '

project.

In the past, an increased demand for specificity has driven many project
plannets to trivialize their objectives. Objectives that are so specific
that they amount to a list Of activiiiies; not` to a framework ,in which

activities may be desgne0, redesieedand executed syq,tematicilly are
onlyslightly useful as a tool forprbjec management. And surely, that
is what project objeCtiAres should ultimately be: en effective tool for
measurement of achievementand.plannin'g for project development.

Our final recommendatiOn-fs, in our view, a logical and kgs able out-
,

growth of the evalUation'efits that the State has solicite this year.

4. To ensure clear understanding of the educational and Manag dent
guidelines promulgated for projects funded under Title.IV-C, we
strongly recommend, that two types of assistance be provided
.fornewly-funded projeicts.

a) As the project is started, (preferably before the
beginning ofthe school yeai) a seminar should be
conducted which would present the fundamental principles
of effective project management. This seminar, should be
attended by the Directors of each project, and at
least one person representing the school's administrative
system6) in which theftoject is to operate.

I

b) Workshops -Should be heldlip which specific techniqued
for solving specific problems ale presented:',' Topics for
these workshops -could easily be deNtised on the basis of
this year's evaluation of-Title III projects, and addi-
tional infOrmation obtainable through on -going self-
evaluation by project staff 4n4 their Administrative
liaisont,

,As we have jointed out earlier in ,this report, Project Directors are,
often, inexperienced in management. It is our contention that the
Sthte has a basic responsibility to IlioVide teese Dirktors with some
form of guidance :inethe practice's required by their jobs for which they
have no prior training. furthermore, it will be to the State's own
advantage if it can back its investment in innovative projects at
leaist to .this extent. We belielie that- if some help is given in rthe

4
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first yaar of a project's life,, far better chances exist that the
project will succeed, gain wider acceptance, and ultimately represent
the,type of educational advancement that the original investment'of
-State funds was meant toengender.

the responsibility r innovative education projects cannot andidoes
not logically lie ifely with the administrator% of Nide Iv.
Indeed, our observations during the course of this evaluation have
uncovered several areas.df concern in the approacil of school systems
and the projects themselves to the eonceptand process of innovation.
Following are recommendations for the further definition of respOnsi-

.
bilitiesand roles'to be maintained by school'systema in which inno-
vative projects are u dertaken, and by the projects themselves.

,

Recommended Role of-School Administration

0ne of the, mostwidespread problems we have unzbveredlis the lack of
administrative supporelexperienced by many of this Year's

. - projects. The causes for this lack are not entirely clear in some .

cases. It is safe to assube that' fop every school syStem that .is
remisg inn its responsitUtties to a project, there is a Project Director
whb has failed to articulate,his or her feeds for administrative support.

. In this context, we would suggest that the following, goals be set for
administrative involvement'in projects funded under Title 'IVC:

1. The first responsibility of tke sc*ol system should be
the selectfot of the Proje,X director who is qualified
to handle the wide range of demands that his or her job
entails. .Where possible, someone experienced in project
management shOuld be selected. We recognize that teachers
with fully-developed management skills are rare. If

experience is lacking, demonstrated capability for leader-
ship, sound decision-making skills, and a capacity for
delegation of authority are vital.. Above all, it must be
understOod by all those involved in the choice of a Project
Director that the-person selected will almost invariably
need help in the project's first year developing the
management and communication skills needed to foster and
disseminate a successful effort.

2. At least one individual should e assigned to at as
liaisoRbetween the project a the.school system as a
whole:" ThiS might be a cur culum coordinator in the
faculty department most clo ly associated with the

, project, or it could be a aculty member or an adminis-
tratorwith acknowledged alents in project administration.
It should not be a p so whose other responsibilities are so
compelling that thin ro will consistently be ohscdred by

, other presdures.

14

A

3.0 Projects that involve more than one school or school system could need
,more than one admintstrative,liaison. .

:`
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3. Whetever possible, schools ,should be required to review
the basis on which innovative projects are planned and
supported.

We,recognize that in many systems, few clear, long-range
edutational goals exist.. However, if projects are'to be
successfully perpetuated and'disseminated, they must sooner
or latet be accepted as adjuncts to the more traditional
educational.approaches maintained, in most schools. It is

desirable, therefore, that protects be selected that will
complement, enhaice, or provide constructive,alternatives
toy a school's basic curriculum. We believe that the more
`schools can be urged (through the State guideines for
Title IVC) to design projects with an eye to gaining broad
acceptance by faculty, administration and parents, the
better the chances of projectsuccess and dissemination
will be. '

This is ndt to say that projects must conform tli'curritu-
.It has been true in the past, and it will continue

to be that many programs will be diametrically opposite
in their purpose and-conduct to the more "traditional"
context in which they.dsre developed. These contrasts are
healthy; but they shcliild not be attempted despite the
system.

Recommended Role for Project Directors

,The role of the Project Director is certainly-central to the chances'
that exist for successful implementation, completion, and dissemination
of a project. Day-to-day responsibility for financial management, staff
and'student attendance, effective communication. with school and community,
fulfillment of-State reporting requirements, problem- solving of many
kinds -7. these are just a few of the concerns Of the Project Direalhor.
Even for an experienced manager this would be a challenging and difficult

t job. And for a teacher whose managerig experience is,probably extremely
limited, at best, the task of maintaining (and eventually disseminating)'
a prpject is staggering. The following recommendations are meant, to
reflect our belief'that the role of the Project Director must'be defined
(and limited to some extent) if the people who fill this pasition'inthe

future are dot to be forced to spread theii)skills,and,energies too thin'.

1. Regardless of action'that may be taken by State or school,
the director of any project should establish a'constructive

. and clear relationship with s member of the school aamin-
. istration or faculty who can be of genuine assistance. As

a source of feedback, advice, and help, such a ireletiorv.

ship is an invaluable adjunct to.the Diredtor's own skills
and the support of his/her own staff.

-n-
Arthur I) Little Inc
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2. The Project Director is an agent for Change. Inthrt role
he or she must striveto communicate the nature and rpose
of practices used in project implementation,to relat= these
praCtices to institutional goals, and'to seek their dOption
by the iyttem directly and forcefully.

1. The quarterly reports,ubmitted to State supervisors by
the Project Directors should include reviews of the it ginal
project objectiyes.and of the actions and activities
contribute to the realization of those objectives. t ny

time duting the development of the project (and espe i lly ,

in cases where a Director is selected after_ the obje t es

and goals for a project have been estabished), it uId

be the Director's right to question, re-phrase, or e
redefine objectives if he Or she feels that is d nec ary
and responsible action.

4-

CONCLUSION

Given the unusually shore duration of the projects evaluated, the
limits involved in the eValuation'itself, and the limitations we
already identified in the data we have ,obtained, we are justified in, L
drawing,inly tentative conclusions front the work described in thi

. repot. .11 : With that set of restrictions in mind we are still prepared
to ttate unequivocally our-conviction that some re-evaluation of guide-
lines, requirements sand procedures shoUla be qrformed by the Department
-"of Education before' Title IVC is ,fully implemented.,

0 ,

In the course ofdurformative evalua4ion of this yearks projects, we,,,
have found the Project Directors to hd, communicative, responsiye, and,
in general, open to suggestion as to how their performance could be
improved. We have also found that, in many cases, their various approaches-
to the complex problebs Ofptoject management lacked focus, and mpre,
importantly, the aaministrative support that makes good project fanagement

.possible. * . 7
l

4

Innovation is,hard 4.6 accompli h, even under ideal conditions. Unless
An innovative project is Fidel understood and accepted it cannot possibly
succeed. The respontibility for creatinglkuch'Understanding and accept-

, -tame must,-finally, be shared y all the najor actors in the project
developmeneiprocesa. The el&n to which each of these actors can support.
and complement the others' eqo ts_is, we believe,.the extent to which any.

'itinnovative iducation wi 1 sacceed.., .
, ..

f

11We would suggest at any data :athering efforts undertaken next year.
focus immediately on the Projec Directo ' perceptions of their own

\ needs and strengths as managers -nd admin stratort.. Some of the spe-
cific issues that should be.rats d, are: effective use of objectives as
tools for. project evaluaticiti and anagement, useful forms of interaction
with school and administrations, 'lanning for dissemination, and p(roblems
commonly asdnciatedwith thnovati

7 :201
0 Arthur D littie Inc
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To facilitate the interaction and learning processes that woUld, make
possible such a coopprative'approaCh to project development, we suggest
that,the State continue to foster the 'cOmmunication.with and support of.
projects that were begun this year. Specifically, we, strongly urge the
development of an on-going evalnatikre process, to be condicted by te
State Administrators af- Title IVC'and,by the projects funded under

.4

Title IVC. To r n

%..h

force this approach, workshops should be offered, *
starting early in e school dear, which enable Project Directors to
examine closely, pr,lems of project management'and suitable techniqueS

. for removing or offsetting obstacles Co project success.

/ . . .

The outcome of the State's continued examination and support of inno-
vative education projectsishould be a significant improvement in the
relations between the projects thetselves and.the traditional educa-
tionaltional system4'in which the projects exist- . If *is relationship is ..

/ strengthened and efforts are made to enhance the management skills of
the individuals placed in charge of projects, there is every're4on
to egpect strong and lasting accomplishments in the development of
innovative edueational,teChniques.

c

I

) )

.
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gSEA TITLE III-PROJECT EVALUATION

QuestionnaiiN for Project Leaders

INTRODUCTION

I

_ -

Ap part 'of the evaluation of-ESEA Title III projects, your cooperation
is needed to compile some background information about the development,
and implementation of Title III programs across the State.

To complete this - questionnaire., you will need consider several
pspects of your project:,

- the original objectives fo r the project;

any obstacles or constraints that have been'encountered
or are anticipated;

coping tactics that have been or shopld.be eveloPed to
Offset any obOtacles or constraints;

-1

your expectatiOns of success in meetingthe original
objectives for the 'project.

Your response to this questionnaire will be incorporated into a body
of information to be shared'in the workshops that will take place
early, in 1976. So its importaht that you give some careful thought
to the qutstionp raisda here;-tbe pabre you but into your response .now,
the more yop'ana other project leaders will benefit from this Phase

' of the evaluation process.

'Please complete .the quekeibrinaire 1416out consulting other project.
staff or school administration personnel. There are-no right or wrong
answers to the questions raised here, so even-if you feeI that your
perspective on some problems may bte limited, there skasuld be, no_peeil
,for you to collaborate on your response. Your indeperlikent assessment
is the most valuable contribution you can make.

Please-be sure to read all instruttions'carefully. If you have any
questions or problems, ,feel free' "o call 'for assistance. The person'
-administering this phase'of the valuation is Susan 41liams of
Arthur 11, Littler Inc., Acorn Park, Cambridge, Mass. .1he may be

reached at (617) 864-5770, Ext. 318 'or 3195.

a'
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'PART I

CONSTRAINTS

,Purpose: To help you to identify the constraints Aoroblems or circumstances)

that affect yoUr project, and'to evaluate the'relatiVe importance .

Note:

4'

of those donstrai ts.
, r

4

The list of constraints that appears in the following exercise

[(Column (a) Items 1-12)]s4as'derived from a listing of problems !

identified by .partiCipants in the Title III Evaluation orientation

meetings held, in'early December. Those project leaders who attended

an orientation meeting (in either Natick or Springfield) will remem-

ber contributing to that preliminary list of constraints.

0,

This exercise takes the process of identifying constraints a step

urther. It requires that you continue to think about the problems

you%have'to deal with in managing your project until you have iden-

,tified all he major constraints you f ce.

I

f
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CONSTRAINTS

. 4

1.-
Please complete FORM'A, "RelatiVe ortance of Constraints%as follows;

A. Review "the list of donstraints in Column (a) of FORM A (opposite).. Decide'

llhich (if any)'of these constraints are present in yciprSituction:'

f .,

,B. Add to, the list of constraints in Column,(a)-as necessary, until yoi are ,

,
,

.satisfied that all of the major constraints yoUface are shown on the table.
,

me..

C. In Column V)); numerically rank oniy the constraints in Column.(a) that

fie your situation, indicating their relative itgificance to.your project.

Do not rank any of constraints 1 - 12 that are not present ip your sit- C
uation, Let 1 = the mo st significant constraint yousface, and so on.

(The, significance of a constraint is equivalent; in this context, to the

extent to which that /constraint threatens the successful accomplisVment

..of project objectives.)

D. In Column (c): numerically rank only those constraints among items 1 - 12

in Column (a) that fit your situation, indicating their relativeitignificance

to your project. Do not rank any of constraints 1 - 12 that do not Apply

and do not rank any of the constraints you may have added to the list. Once

again, ,let 1 = the most` significant constraint, and. so on.

105
I*
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FORM A

RELATIVE IMPORTANCE OF CONSTRAINTS

Project Name:

r. (b) '(g)

Ralik-an of-
. .

, .
%

. ,,

Constraints ,

Rank-all constraints
that fit your'situation

constraints 1-12 that
fit your situation

. . ,

1. Ldck of available/adequate colitacatime,with students
.

,
,

.
"--

i
.

.

2. Difficulty in *ommunication with school board (school system ) .

, . . .

9ompetition for teachers' time3.

,
. .

4. Difficulty maintaining student interest /participation
.

*

5. Lack of control over allocation ofTuilds for tpecific purposes.
s

'

. .

6. Students slow to adjustto'non-tradillio al situation .

.
. -

7. Need for support of ke' administrative personnel
\

.

8. Aed!for school and community commitment toto risk-taking.,
...._ c .

.

.

9. Di fiCulty planning_ ,

..

_ '

. . Res stance to curriculum innAration among faculty
,

1. Tiff cnity in disseminaticO4f information, about prdject
.

q .

. I

. . Isolation of innovation ,school /community`

Additional constraints:
,

1

.3.

,
..

I ... 10
. .

.
. . .

.

1
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PART ZI

EXVCTATIONS

.. . .fr
f

.4
...... ,i

.41
.t.

,

Purpose: fohelp you to define and.axticulate your eipdctations regarding the
P

chances of successful 'accomplishment of your pr6ject's *original
A.

,

. objectives. ,

.
.

..
. .,

. A 4

,

_

I
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PART ;I .

i EXPECTATIONS,

Pleaae complete FORM B, "Expectations of Success ", asfolldka:

1 -

A. In Column of FORM B, opposite, the Original obSectives for your project ire"

_ 1
listed. Please"ieview this list ofobjeCtives ttoroughli.

I

. Is

B. ,'To' fill in Coll., (b).. of FORM B yopwill need to refer,to

dri FORM A, CoiumiW(a).
, V,.

' In Column (b) of FORK B, write the number,(taken-from.FORM.A) of each constraint

that.your,feel affects 4he011ance of adcceSsful atcomplisinnenewof each objective,
sfie,

listed in Column (a)., Where more than one Constraint 'Efects an objective; more

than one number.should appear opposite that-objective.

onstrainti

,

Q. -In Column (c): please summarize briefly any action which, if taken, would offset

the tonstraints identified ,4n Column (b). Do not reirain.from,suggesting an

11,-
action whick,-'though technically poSsible, you feel is ngtilagly to be taken,"

,

,

In.Column (d) of,FORA : indicate the extent.(expressedas a percentage) to

01- which each projeCt objective, has already been accomplished. (flat is,,if an

objective has already been full} realized, write "00"IrrOolutan 00, opposite
t

.Objective. ,
If little progreep has been made on -an objective,'enter-ajow

4.

th
percentage figure, such as 15' or 20.,)/
In Column,(e): estimate, the chances itkqoo (expressed as a percentage), of

, .

successful accopplishment of eacti project objective by Jul/ 1976 6roject.;4tald.
,fter



EXPECTATIONS OF SUCCESS
.

Project Name:

f
(a)'

1

Pro ect Ob ectives

(b) (c). (d) (0,
,

,

t
. Chances,

Constraints ActionftNeOded (or taken) Success to (in 100) of
Affectin: Ob ectives to e With Constraints. Date %) Success b' Jul
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PART III

PROJECT OBJECTIVES

:
Purpose: To help you crarify the relative importance Of sbur .project's

- .

original obiectives.

e'

112



PART III`

PROJECT OBJECTIVES

Please complete FORMC, "Ranking of Project Objectives", as follows:

A.. Reread theoriginal project objectitesIsted in Column (a) of the table

oppOsite.

B. In Columfr(b): indicate nbidericallythe relative iMportane,of each

objective as understood when.the objectives were first defined. (Let L

stand for the most important, i.e., the objectiVe which, if met, does

Bost to Otify the-whole prbject.) '

ow

In Column4): ,without referring to what you have put in Column .65,

indicate the relative importance of each objective as you perceive it',

now, part way through the project. (Again, let_l ....most important.)

,NOTE: The figures in Coluin (c) need not be the same akthose,in

Column (b).-

.CP
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Project Name:

(a)

Objectives
#

1

.1.4

41..

I

)

FORM C-

RANKING OF PROJECT OBJECTIVES

4

(b)

Original Importance
(0, = most impgrtant)

,14 Ift

4

4

(c)

Lmpoitance Now .

(1 = most irldrtaut)
4

a

l'



r

INTRODUCTION

ESEA TITLE III PROJECT EVALUATION
- , .

Questionnaire for Administrators
. t

. .

As part of the evaluation of ESEA Title III projects, your assistance is
needed to compile some background information About the,deveIopment and .

implementation of Title III programs across the State;
. ,

) .

TO complete this questionhaire,.yo0 will need lo consider various aspects
of the Title III project with which you are associated:

)

- the original objectives 'for the project; '
..

.

- your expectations regarding the chancrs4:f sdetessful
accomplishment of the project objectives;

.

. ,

- . any changes in approach that might be required to -make
possible accomplishment of the project objectives.

Your TespOnse, to this questionnaire will be incorporated in a body of infor-
mation to-be shared in a series of workshops for Title III Project Directors
early in 1976. So it is important that you. give careful thought to,the
questions, raised here; your.efforts at this stage will benefit the entire
project and its staff in the months aheAd.

Please complete the questionnaire without consulting project staff or pther,
school administration personnel. There are no right wrong answers to the
questions raised here, so even if you feel that your 'perspective oNsome
issues is limited, there should'be no need for you to collaborate on-Nour

_,IfespOnse. Your independent. assessment of the project Is the most valuAble
-contribution you can make.

, Pledse be sure.to read all instructions carefully.. If you have any,questions
or problems, feel free to call for assistance. The person administering

' this phase of the"evaluation,is Susan Williams of Arthur D. Little, Inc.,
Acorn Park, Cambridge, Mass.' She may be reachediat (617) 864-5770, Ext. 5180
or 3195.

4
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1-. t. -Purpose: To assiSt you in defining and articulating your 'expectations
1

, -, .

. regarding the chances oeisuccessful accomplishment of the proje
/ original objectives,

.

PART L

'EXPECTATIONS

A

r
.

410



' PART I

EXPECTATIONS

Please complete EORM A, 'Expectations of Success", as follows:

A. Review the priginal project objectives listed in COlumn (a) of the

table opposite.

B. In\C lame(b): opposite each objective in Column (a), write a word

phr se that ilentifies clearly action - which, if taken, would ensu

the successful accomtilishment of that obfective. Do not refrain fry

suggesting an action which, though technically possible, you feel is

..., .0.
,

likely to,be taken. . , .

C. In Column (c): indicate the extent (expressed as a percentage) to
,

each project objective has already been accompliskied. (That is, if

.objettive has,already been Tully realized, write"100" in Column (c)

opposit that objective. If little progress has been txle on an obj

Ittive, e er a,low perdentage figure, such as 15 or 20.) 1

0

D. In Column (d): estimate the chances in lop (expressed as a-percenta

of successful accomplishment of each project objective by'July, 1976

(project end). The figures you come'up with should reflect your se

of the likelihood of success, nothing tore preci6e:
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FORM A

EXPECTATIONS OF SUCCESS

Project Name:-

a

(a)

Pro ect Ob ective

a

4

119

(b)

Actions Needed
to Ensure Success

Nc.

(c)

Success to
Date (%)

(d)

Chances (in 100)
of Succesik by July,

1;_.0

V
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$ART II

RANKING PROJECT OBJECTIVES

Purpose: To assist you in clarifying the relative.importanoe of the"P/rojects4

original objectives.

it

e

-e

$1.

I

16-'1
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Please complete FORM B,

A.. Review the

6

. PAT- II.

RANKING PROJECT OB.ieCTIVES

"Ranking Project Objectivea", as follows:

. 4

OrigUIZI project objectives lista in Column (a).

B. In Columb(b): aicate numerically the relative impoKtance,of aach-_

first defjOed. 1Let 1

met, would do most to

objective as understood when.the objeetivea were

the most important, -i.e. the pbjective which, -if,

justify the -whole lrject.)

0! ,

C. In.Column (c): indicate numerically the relative importance of each .

4

ti

objective as understood IDOW, part way through the project.'- Again, let 1

most importan.

' ,NOTE: The figures in Column (C)neet.not be the:Mime

1.

122
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FORM B

RANKING PROJECT OBJECTIVES

.

p

Project Name:

(a)

?",
Project,ObjectiAs

ss.

23 .
4,

a

57.

(1;) (c)

Original Importanbe
(lAr most` important)

4

Importance Now
Xl 7 most important)

4

II

. 4

124
4





APPENDIX B

PROJECT LEADER
RESPONSES' FROM 'PART I, FORM A

. .M

f
No. oUtimes
ConstraAnt cited

.....

Commofi Constraints Affecting Accomplishment as applicable/by

of Project Objectives Projitct Lga.der '

/ . .

1. Lack of available/adequate contact time

with students '6
, -

2. Difficulty in communication with school

board (school- systemf 11-

3. Competition for teaChase tffne. 25,

4. Difficulty maintaining student interest /'

participatiOn 6

9

5

}9

14

5. Lack of Control over allocat ion

for specific purposes

of funds

6. Students slow to adjust to non-traditional

situation

7. Need for support, of key administrative

personnel

8. Need for school and community commitment

for risk-taking

.

9. "Difficulty planning carriculum

10. Resistance to curriculum innovation among

faculty, 16

10

11. Difficulty in disseminatiOn, of information

about project

12. Isolitiop of, innovation id shoal/.,

community

I

13

4

400
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APPENDIX, C

PROJECT LEADER
RESPONSES FROM PART I, FORM A

Additional Constraints Cited By Project eaders

1;1 Lick of ,money for implementation

2. Time of project

3. Time required for approval ofproject funds.

4. Too many teachers wishing involvement\

' 5. Lack of staffing in specific subjeCt area

6, °Delay in hiring project director

7. Too many. non-traditional edupdtional needs t. meet

8. Novelty of progct - no track record

O. ,Inadequate selectibn of.Board,of Drtecprs

10# Lack of necessary transportation,

11.'' Scheduling Conflicts

12. Teacher-contract restrictions on inservice me'

13., Teacher ieluctanceto work across education 1 levels

14. Lack cof protect time

15. Lack of equipment

16.- Lack of needed materialq

17. Suptivisor (power conflict)

18. Educational Pfioriies'of school administf tion

19. Lack.of pprbpriate space
; I

20, Lack of technical skill amone'decision-mak rs
4

21. Forced change in schedule '
- 4

22.. Unclear authority of project staff

23. Lack of'alternatives

.14. 'Lack of motivation

25. Lick of leadership

26. ',United sense of responsibility (staff)

'Unclear understanding ofobjectives

28., Inability to
.0

Structure tasks
.

4'

C-1
2 ?..S

11.

r



29. Lack of time to coTmunicate wit other administratots

'30. Lack of staff

31. Restrictions due to 'consulti Status in school,

'32. Low student entollme t

33. Activities overload °6#?'

34. InabilitY/unwillingn ss t Work'for change

2'35. Lack of contiol over im emehtatiou of objectives in LEA

36. Inabilitytooperate w, hin power structure of institutions

37. .Uncertainty of futur: roject existence

1

S

(.3

C-2

A

/ 4
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APPENDIX D

PROJECT LEADER
RESPONSES FROM PART II, FORM B

Actions Needed (Taken) Cited-By Project Leaders

1. Insei'vicetime for workshops

2. Funding,

3. .Administrative support (change)

4. Priority - Project (staff)

5. More - specialists for project (staffing)

6. . More project (operating),time

7. Administrative involvement incplanning

8.- Personal contact with resource people,

9. Legal follow -up to release dollars

10. Adjust to individual schedules

11. Credit toward contracted an- service time for teachers

12. Negotiate with unit for support of voluntary participation

110: In-service broker for'each level
, ,

14. Establish separate in-service options for HS teathers

15. More project staff meeting, time

16. Disseminate i tion

17. More eollabor onAtiOr'#

18. Training forAdministrators

19. Training for Teachers
1

)" 20. Re-evaluate Teacher/Administrator hiring procedure

21. Re-evaluate system education priorities

22. More priority - project (Admin.)

23. Deyeloppanageable programmatic stepsor Teachers

24. Involve more teachers in shOrl-term tasks

25. Identify educational leadership - Staff devel.

4 26. Modify` schedule

27. Teacher in...tervl'ce piograms and teacher participation

28. Consolidate curriculum

29. Involve students in independent activities (tasks)

30. Deve ]4p new activities to address student needs
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APPENDIX E

PROJECT LEADERS' ESTIMATION OF SUCCESS

.
,f ,

Average Average I

PROJECT NAME

Success Success
to Date- by July

% r %

.55 .83

:48 t ,. .62

.39 .92
.

%78

.82' .95

.45 .68

..83 .91

.57
l

.60

-51 ,.94

.51 .91

.96 .86

.66' .89

.38 .69

.76 -.84

.08 ,.12

.37
.

. .66

Watertown - Inservice

Middle Grades - Hadley

"Breaking the 'Barriers'""
. ..

Diagnostic/Prescriptive .50

Project Renewal 1
,

.

LaboratOry fOf.Living

Project .Exploration

Action Learning Project'

' Amherst Mgm. Training Piog. for Ed.

Ipswich Env. & Civic Action Project

Diagnostic Classroom .'

Project Ifttersetv

Lexington1Teacher Training Pfogram

Project 4.C.T.,
,

0.P.U.S:

Watertown Reading

133.
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APPENDIX. E

PROJECT LEABERS' ESTIMATION OF SUCCESS

Average
Success
by July_

PROJECT NAME

(cont'd)

Average
Succesp
to Date

do.

Act III .24
*

.40

North Shore Alt. Education ;78 t 1.00

Driver Education - Handicapped .31 .69

Peer Group Teaching Inc. 1.00

Community 'Family Life Ed. ' .61 .80

Project Open r .15 45

Math. Labs/ wjMetric Inservice .50 .90

Marlboro Energy Cons. Corps .71 . -° 1.00

Boston theater Arts Project 1.00 1.00

Project Eight .80 : 1.00

,

Student Leadership Training --

Individualizing in Stages .63 .66

Teachers Center (Project .27 .33

r

Management Training Center
4

,
.36 .72

Project Appraisal -- --'
. ..., ,

Gloudester Museum Project .57 94
4 .

1.3,1





PROJECT NAME

Waterwn - Inservice

M1,,dd1e Grades - Hadley

"Breaking the Barriers"

. Diagnostic/Prfscriptive

Project Renewal .

Laboratory for Living

Project Expldration

Action Learning Project

Amherst ,Mgm. Training Gag. for Ed.

Ipswich' Env. & Ctvit Action Project

Diagnostic Classroom

Project Interserv

APPENDIX F.

1

ADMINISTRATORS' ,ESTIMATION OF SUCCESS-

Lexington Teacher Training Program

'Project A.C.T.

0.P.U.S.

Watertown Reading

4

136

Avdrage
Success
to Date

,

....-

.

Average
Success,

by July

4 .

.23 .75

.69 .77

.33 .97

.82
.. 1 1.6

.28 .68

;85 1-90

54, .64

r- -

.45

. 48

62
.00

. 69

.00 ,

. 37

4

83

.70-

./7 44

.00,

.9,6°

.oi
404
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APPENDIX

ADMINISTAPEOW ESTIMATION OF SUCCESS

.

,North Shore Alt. Education

I. Dever Ecludation'=, Handicap eslOr

Peer Group Tedching

ComMunityFami Life Ed.

iProjeft. Open -

Math. Labs/ wiMetr;.c Inservice ,'

Marlboro EnergY-Cons.teorps

?Bos.ton Theater Arts.froject
.1 I4

Project Eight

Student Leadership Training'

Individualizing in Stages

Te,achS Center Project

MAnagement4treinint Center

Pr ect Appr.

°Glouc 14 eXProjeci,
.

.

r
e-

Oj

;01

Lcont'd)

Average
Success
to Date

.38

1.00
I

.125
,

.72
0..47

:60

.7/

--.79

..0: .84

41.

#4.

13
A.

.4

e

'Average
_Succes

..,11$Y Jul

2

1;00

.35-

.83

.92

st

.93

.27

.95

.71,





APPENDIX G

4

CORRELATION OF'PROJECT DIRECTORS' AND ADMINNTRATORS:.
RANKING OF' OBJECTIVES (RHO)

Correlation of Correlation
Project Directors', AdminiArat
Rank Ordering Of Rank Orderi
Objectives Objectives.

PROJEUNAME ...(Imp. Then vs: Now) I . Then
. . .

Watertown. - Inservice
.^9

.5b ,. .504
_...--__:

-Middle Grades - Hadley .90 .83
d .

: ./"Breaking the Barriers"
. 1.00 .54'

.`, 0,0 .DiSgnostic/Brescriptive .40' --1

I...,

ProjectRenewal 1.00 1.00
L4oratory for Living 1.00 '..80,

PrOjedt Exploration .95' 1.00
....__

i Action LearRing Project .92
-

)

t,
Training. Amherst Mgm. P rog. for-Ed.

.
- r-

'.Ipswich Env1E, Civic Action Project .97 -.98.
: Diagnostic Classroom AI .77 ......

i ) 4.-.)
Project Intersery . 4 .96. . .67

.

LexingtOn Teacher Trlining Pr9gram , 4, .50 1.00
,

. .. Project A.C1T. ,../-
, A .99 .96

I
O.P.U.S. 1.00 1.00

.i, Watertown Reading 1.00 1.00

\

0

1:39



PROJECT NAME

APPENDIX G

CORRELATION OF PROJECT DIRECTORS' AND ADMINISTRATORS'
RANKING OF OBJECTIVES (RHO)

(cont'd)

Act III

North Shore Alt. Education

Driver Education - Hanaicapped

Peer Group Teaching

Community Family Life Ed.

Project Open

Math. Labs/ w/MetriC.Inseririce

Marlboro Energy Cons. Corps

Boston Theater Arti, Project

Project Eight

Student Leaders4ip Traiting

IndividualizinginStages

Teachers thiter Project.

Management Training Ceritei-

PrOject Appraisal

Gloucester Museum Project.)

-Correlation of Correlation
Project Directors' Administrat
Rank Ordering of .Rank Orderi
Objectives Objectives
(Imp. Then vs. Now) Im ..Then

. 69

. 60

4. .33

1.00

.64

10.
1.50

1,.00

.14t.

.20

*:90.40e7r7",..N

100

k

d

1.00

..46

.91

io

I

. 99

.6Q

1.00

. fo

1.00

.20

- .20

1.00
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PROJECT NAME

4

Watertown,- Inservice

Middle Grades - Hadley

"Breaking the Barriers"

Diagnostic/Pres6riptive

Project'Renewal

Laboratory for Living

Project Exploration

Action Learning Project

I

F

APPENDI

1.

X H

,CORRELATION OF PROJECT'DIRECTOZ AND ADMINISTRATORS' .

RANKING OF OBJECTIVES (RHO)

.Amherst Mgm. Training Prog. for Ed.

Ipswich Env. & Civic Abtion Projea

Diagnostic Classroom

Project Intersery

Lexington Telther Training Program

Project A.C.T.

0.P.U.S.

Watertown Reading

Rank Order
Correlation
Importance

---"\Rank*Ord
Correlat
Importan

Then Now

a .0:05
It

1.00, .55

Nor

1.00 , - 1.00

.02 .e4

0.10 - 0.3

.16 .36

--

/ .94

.11ww/b

$ .59

.85 .87

.07 .07

1.00 1:00

111



4

'APPENDIX 6

CORRELATION OF PROJECT DIRECTORS' AND ADMINISTWaRS'
RANKING OF OBJECTIVES (RHO)

(cont'd)

Rank _Order Rank Or

Correlation Correia

.

. Importance Import

PROJECT NAME 'Then - Now

Act III .04
4

.08

r
North Shore Alt. Education .95 .80

...

Driver_ Education - Handicapped ' .34 .36
. . --Peer Group Teaching

Community... Family Life Education '.83'

Project Open .01

,
Math. Labs/ w /Metr Inservice 1.00

Marlboro Energy Conservation Corps '.06
. 4

....0aton-theater Arts Project 1.06-

Project Eight

Student Leadership Training

Individualizing in Stages

. Teacheri Center Project
. ,

Management Training thter.

Project Appraisal

Gloucester Museum Project

Asp

.55 4-,

- _

143
44"
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TRAINING SEMINARS

-INTRODUCTION
.

This Training Summary accompanies a series of reports as
part of the Formative Evaluation of Title III in Massachusetts

- curing 1975-16. The primary' purpose of the training program,
Was to train project directors for planning and conducting
local educational change programs funded by Title III ESEA.
The formative-evaluation was distinctive in its emphasis on
evaluative input into the formative processes through the
Training'Seminars and feedback sessions.

In-concept and design, the Training Seminars reflected the
guidance and recommendations of leading researchers who have
studied the.process of change and the strategies of problerri
solving. It has been possible to'draw on extensive literature
concerned with innovation and change:in educational systems and
relate the results of pers6nal experiences with developments. in,

...MassachusOttS. The emphasis of the training and EormaAive
evaluation was on a framework considering process and product, ,
and more importantly, the-interrelatedness of'thetwo. ,

(,..

This Training Summary is designed to assist workShop lea is
in conddcting training seminars for the Title IVTC project II.

directors *in future years. The evaluation team Ras tested these
materials in training.the project directors to plan and conduct
their lqdal innovative projects. The training materials will be
further tested during the'fAll semester of 1976 tobuild a graduate
level course directed by Dr. ichard J. Lavin of the Merrimack .

Education Center.
,

t
.

Training was provided directly to the identified needs of. .

the project leaders: Through a set of evaluation procedures
data was gathered to assesslexisting support capabilities for
follow-on training to the project directors. The Training_
Seminars were d4signed to elicit information enabling project
directors o analyze problems and, implement program modificatioks
based upon valuative fe

Specific management cerns were addressed through the
Seminars. Emphasis was placed upon successive stages of inno-

.

vation ana,sustaining efforts when funding phases down.. Project
directors participated in self-study and reflection through data .

collection. Through-a problem analysis, the project director
was,a0le to identify where efforts would yield the greatest
payoff.' t.

1 .1
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Threejnajor purposes for this type of gaining are:
.

1,. Ugeoveting the pniticiptes undettying a succest6ut
ptogtam, and shatiAg 'these ptinciptes.

2. Exptoting:techniqua -got incteased ptogtam e6Sective-
nuts and adapting these techniquts to. unique ptejects.

3. Imptoving meanS ol5 attaining objectives thkougfi
better management techniques and improved dissemina-
tion ptactices.

The issues raipsed in the s sequent training sessions
related:to specific areas of the p oject director's imple-
mentatiomactivitie4.

t. Building and maintaining 4.156ective tetationships.

2. Ptobtem-sotving and 6indinglittetnative sotutions;
ptobtem anatysis.

3. Funding and using tesomnces.

4. Project continuance.

5., Di44emnation and di66uhion.

SCHEDULE OF TRAINING

The training sessions were scfteduled to enable project'
directors to participate in the iterative process to identify
problems and examinelalternatives. Figure I illustrates the
time, schedule, location, and site of the traiming: Figure 2
illustrates conteht.of the Training Seminars.

1

115
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ES.EA TITLE III

MEETING DATES ipt PROJECT DIRECTORS

41'

10.

Location Time' Resource

PHASE I,
February 24 (Tuesday)

(East)

February 27 (Friday)
'(West)

March 9 (Tuesday
(East)

March 11 -(Thursday)
Vest)

March 23 ('Tuesday)
(East)

March 25

PHASiII
April 27

(East)

APVIisP

(Thursday)

(Tuesday)

(Friday)

May 25 (Tuesday)
(East)

May 28 (Friday)
(West)

Marriott
lieWton, MA

Ramada Inn

Springfield-, MA

9:30.1,4:00
(full day)1

, its

NEC and ADL

Marribtt

Yankee Drummer
,Aubufn, MA j_

oliday,Inn.

Newton, MA

9:30 12:00
(half day)

NEC and Ron
Havelock

Yankee Drumme'r

Marriott

Ramada Inn

Marriott

Yankee Drummer

9:30 --4-:00

(full day)

rr rr

9:3G - 12:00* MEC and Ron
(half day) Havelock

ri

9:30 - 12:00
(half day)

MEC and ADL

rl

FIGURE 1

**Orientation conferences were held for the Titje III staff on
December 29 and 30, 1975 at the Merrimack Education Centei.

14 9
I a,

4
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00'
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OUTLINE OFTRAINING SESSIONS

TITLE III ESEA, 1975-1976

`(Each Training Sessions is, offered on to dates in two locations--east aati west:)

9:30 - 12:00
A

. ,t,,,

1:00 - 3:00

....-
.

DAY 1

i V

Overview of. Evaluation
Process

'Constraints and Barriers

.

DAY 2

.

,

Problem-Solving Model
Six-Stage Model
Interview Data and On-site

Visitations

Change Agent's Guide to
40. Innovation

..

t

DAY 3
Objectives andand Goals

Questionnaire Findings

-

.

.

Constraints *and Barriers

- -i

CopineTactics
,

Personal Ouiline Plan
\

DAY 4p

.

,

p.

,

'Questionnaire Survey
' Results

.....4,

Simulation Exercise
. , li .

.

.

,

.

''

,

DAY 5 ,

-1...

.

How'to Sel1 your Project

.

How to Describe the
Benefits of your
Projeot

.

.

A

. .
.

.

-

, ,

I .... ,

.

.

DAY-DAY 6

........

.

A

Review of data collection

and

Explanation of findihgs

.

',

w

. .

4'

.

: .

FIGURE 2

I

4



o

y A a

re. ,

r

4

DECEMBER SESSION

The roblem-solving process involves a wide r e of
skili? including the ability to,deyelop iltAginatiyewayb of

:idealing'With problems. 'Projeo4;direCtOrs,, as a group; r-
form relativel weakly on the Zimensrons%of problem pia ygis

., and this in e feres sigmifTbantly wi,th their ability` to make,
. decisions.

auertise in thelareas'relates tp'evaluat ing,local.,
resources an contraints astey conducting ,ttie
localpro6t throligh the process a implemntation-and.r1$

'diffusion.;

kui

the first introductory wprkthop altodified
AD9abecq procedure-was used to identify pon traints and barriers.
Vkainstormingjn-theiesbion.alto-stimulated idea production
and expression. .The-Ri3rpose.of .thin activity, was to obtainlas
many ideas related to .the problde at hand as. possible. The-
tom shown in Fagure 3 was used 1 r-egOI person to.compiete.)

he re is of the total of lnd IdUal ConStraints and
are shawh in fokm in Table

e'%

,

''
. he nstr- al4s,i nei i;arriers ,

.

e're.
- iat
#
on tea and Ailizad latet.#8eyelop in,g

r
a qubyeStthioe nvv-

di

r e

,. .
to be mailed t9, all projedt.4radtors. See the stkplementary

.., report by AM, Ina. for sample of the gueStionnalire and analy.,
,

Pis al .the data, I

., , I*
. -

.4
,, The force-tCl method is often usedkpri r to the s stert'

,.....
.

. Analysis method c4ith the sole-purpose of (identifying theIrp Lem.

of,ght ,,the ch ng
4 list of restraining forces is thus er yea --those-cons raints
that-inhibit the attainm goal. Any one ofsthe,
conStra,4nts4genekated froni-the problem a alysft can be used a

- 'the 'issue to .be aOpiied,-in the Sysrems analySis cycle.

EIJ, ,
1,6Z: ; ip

.

(
,

A

4



TITLE III "PROJECT DIRECTORS', MEETING

December 11, 197:5'.

14-

N h
Treadway MotqFfrul '
Springfield, Mass.,

''f

I. INTRODUCTION, -- Jack Reynolds
04os )

MEC - OVERVIEW of EiALUATIbN PROJECT

'III. DATA COLLECTIONOROCESS

. a. Questionnaire

b. Interview

PROJECT DIkEdtOR TRAINING

a. Change fielkix

,

V. bISSEMINATION/ritct steps .9.

11h

r

t

.10

11 Ilb%.
.4

I

9.

4 '

0

-
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. FIGU4E
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. .-----

,ESEA,TZTE III EVALUATION 4

.4
---.4..4 PRdBLEM IDENTIFICATION

.-*-
.

.
,

., .

.

*
What-problems haveyou encountered as you have implis
mented the objecti.,ve of your_ project?

.,

v

5,

_...-..

5.--,

. STUDENT
. .

INSTRUCTIONAL STAFF,

..-
ORGANIZATION
SCHOOL STAFF)

.

:..-
A

o

,

.

. ,

-

,

.. .

4
. '

.
.. .
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. , ,
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,
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TABLE 3.: UNEDITED ,SUMMARY OF CONSTRAINTS AND BARRIERS

-N
Students

1. (5) Contact time.- project (sheduling)

Priorities - (Student, enrollment)

(3) Recruitment )

,2.

3.

%
4. '(2) ReadineAsikreparation troles)

5. (5) 4* 'Dissemination-awareness

6. Homogeneous--7 (peer models) splepiing students .

.., .

7. (3) Student input and participation in deiign (process)

8.
s

(2) Target groups - Secohdary scheduling --voluntary
,

.

1
9. (8) Maintaining student- participation

.

10. (1) Transportatiop (field)

11;

4.

15.

i6.

_(§)

;(2)

Adjusting to ew atuation (non-traditional)

Curriculum a tnient (ovelpmd - elpecta):

(1) Maintaining balance; gals and interests

(7) Special needs gealt, objectives (Selectinvappropriate)
.

,

(1)
/

Student's time and assignments (tonflicts).

"' (6) , Student motivation/interest

.(8) Time constraints (participants)

. 18. ,-(1). .Attitudes towards'testing; testing materials
41

)

1
s

1.54 6 ar
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N

1. (5)

0 - 9 a-

.

ORGANIZATIONAL

.0ohnurlication 7 with ppoject
"with system

2. (4) Commitment to risk-taking

41. c

$truetute of bureaucracy,
1r over coming constraints

4. (3) Implementation deipys (control)

.

(introducing change)

-5. 4 (1) ' 'Toldrance for change (level; competition) '
-----4. .,

6. (1) Communication - decision making (for continuation)
. funding for future

(1) Organizational structure (changes over time)
,

8. (2) Objectives - realistic for time and resources available
.

.
.. . --,

P. (11
Long-range goals,.objectives, activities, etc.
+(planning, cross-district) '--

10.' ( ) Distribution/dissetaination(aggregate market) (see 119).

11. (1) Priorities/commitments (alter over time3

12. ,(1) Combining innovation to reinforce curriculum (basic skills, etc.)

_13. ( ) Disseminating basic values of innoyativeprojects, (validity
of curriculum and skills, etc.) '

I .-

14. (2) Confused roles /responsibilities project within parameters

,15. (1)LEA-basedbudget (in- kind, etc.) local contributions

16. .(7) _Communications - horizontal.
(misinterpretations) - vertical

-sperceptions of various groups regarding projeCt objectives

A

'11. (7) Support_ of key,personnelqadministration, etc.)
..-

.18. (3) Attitudes - pep#reMent chairpersons, involvement

19; (3) Apathy
4'

ov .

. .

20. (6) Communic fas to school board, information and support

el

,

, ,

4.
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ORGANIZATIOgAL (continued)

-. -

21. (2) PtinCipalis attitudes (positive and negative)

Budgets - allocate to project

Continuaig - allocate.- contfol of resources
.. A

Complementarity - objective and system,

22: (3)

(1):* Process in diverse systems

24. , (1) Local interpretation'of 766.

c

I

4

a

1

0

- 4

LI

'30

,4
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INSTRUCTIONAL STAFF

N
.

(6) Time - released time (negotiations)

a.

2. (1). 'Educational plans - 'special needs (managing).

3. (4) Inservice -.attendance (Competition for time)

4.- (5)- Team, teaching - xesistance; resistance to`change '(curriculum)

5. (3) Time - int4disciplInary planning-

6. (2) Preparation time- "add -on"

7.- (4) DAsSeminlng bulletins to all participants (communication).
.i

.

.... . .

8. ( ) TiMe- recruiting, selecting, etc.

ir
9. ( ) Allocating time

.
.

.
1

10. (2) Logistics for-geitings
..... -.

11. (1) Time during sch9o1 day
J -

4t '

r° 12.- (6) Staff-motiAtion; 'inertia - esistance o.chan
, .

13. (1) Process and prObleM-sowing (tasks)

14. : (3) -New resources; identify and utilize- if(

1$. (1)' After - school workshops; time - scheduling

-16., (1) Participants - (extra) selecting representarivegsample
disseminatihg to others oversubscribed workshops

17. (1) Alternatives within sy'.tam; schedules-;conhittin%

18. 7(1) Recruiting core facUltyas Paricipants.(full-time faculty)

19. (4) Developing curriculum

20. (5) Training fieeds; peideptions of teachers (format for sessions, etc..).

21. (5) Reach others Who may need programs
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.

INSTRUCTIONAL STAFF (Continued)

440.

22. (2) ,Priorities Gtjectivesieonflict of. time

23. (5) Competition for time, interest, attention

24:' (2) Anticipating and assessing 'needs (for retraining)

.0
25. (2) Add-on to gther duties competing objectives

. " dmo .

(4) Time for planning, etc. Money and time for Inserviee (after
school, etc.) .

4
.

.

(3) Commitment - resistance, isolation of innovation ..

28. .(2)
.

-Cross-district or school (diversiiiIiffo'r implementation
'diverse policies)

29.
s " f

(2) Generating optimism (maintaining)

(1) . Project elements - allocate' resources (priorities)

tl

4

If

1r,
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-"TRAINING SEMINAR FORTITLE STAFF

.Dr. Ronald Havelock led a two-day trainingseminar for
Title III:staff,in late. December, 1975. The purpose of this
seminar was to present a general conceptual basis for innovation
Utilising the "problemwsolving model." The following topics
were highlighted:

.

op fkitatLon 66 theco.a oi/change to tocat innovation
, Change Atitategie4 ketated to theolty o6 change

Cahe 4tudie4 o6 change pxojecto

Dr. Havelock presented a general problem-solving-model (40,th
kinking strategies) and.provided several case studies of. the
ievelogment-and introduction of the innovative projects into local
school districts.- .

f

PRO,60-SOLVING MOVTi

Havelock has .uggested four-primary ways in which individuals
can act, as change agents: as a catalyst, a solutioh giver, a
process helper, or a resource linker. (See Figure 4.) A process
help-et provides assistance in showing the client how'to recognize
and define needs,,to diagnose problems, to set objectives", acquire
relevant resources, to select or create solutions, to adopt and
ipstall soluLons'and to evaluate and determine if they are satis-
fying need-S-. Howeyer,'effectivp problem- solving also requires ,

bringing together. needs and resources; the resource linker may be
Ailefined as the person who plays jot role -and helps clients find
and make the best use of resourc nside and'outside,their, own
systems:

These roles are;pot mutually exclusive and indeed are comple-
mentary. (See Table '2.) Problem-solving studies are not solely
at the process level. Project leaders play these roles in.the
overall planning'and installation of innovations. Activities
are comprised of the six problem- solving stages:

1. 'Scalding a ketation4hip
2. Uiagno4ing the pkobtem
3, Acquiking ketevant ke4aukce4
4. Choo44ng the 4otution
g. Gaining acceptance

Stabitizing te innovation

el

1 E/
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This process may be undertaken for change prbjec = Of .ny
scale, from tystem-wid4skorganization of a school to ntro-
duction of specific materials,or procedures'in the classroom.

.

TYPES OF CHANGE PROJECTS

Inttoducing a new inzttvice §ta66 tt.a4ning ptogtam
Inttoducing a new pattern ion otganizing bust/cacti°
Inttoducingta new knzttUctionat zotem
Tnttcducing a ptogtam, to zetve,a apeciai putppze on
4peciat Atudent group

Changing the cunticutum in one on mote atm&

.

I

0

I

0

9,

#
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"SEA TITLE III SESSION

onday, 12/29/1975

A. Introductions/ purposes

B. Discussion of-Change Agent Guide

C. Use Of Checklists to AccoMpaqy Guide
=

D. Planning and-Diffusing Innovation Game'

Simulation

Tuesday 12/30/1975

A. Applicatidn of Change,Agent Skills to *Sample Project

1. Relationship, Diagnosis,'AcqUisition,Skills ,

2.. Choosing:, AiceptinceSelf Renewal'Skills

3. Strategies and Techniquei

B. Establishing Agenda rgr Training Sessions

Timeline

e

1 (i 1

4.

I;
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FIGURE 4

FOUR WAYS TO BE A CHANGE AGENT

I

4.,

-ar

N,

t

f
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TABLE

ROLES OF THE CHANGE AGENT*

1. A CATALYST. . .is needed to overcome inertia, tol.prod rid

pr ssure the system to start working on
prob solving. This role is often taken'by
etudent concerned parents, or school board
members. The change agent as a catalyst can:
energize the problem-solving process to get
things started.

(

r ,

2. %A._SOLUTION GIVER, . .has definite ideas aboUt whap the change
should be. This person has solutions and would
like to have others adopt those solutions.
The solution giver has to know when.and,how
te*offer it and has to know enough about it
to 'help the school system adapt it to local
needs.

3. A PROCESS hELPEp. . .is skilled in the:varioub stages of,
.1 problem-solving. This person provides Valuable

stssietarrCe in assisting the 'client system in
recognizing and definingipeeds; diagnosing
problems; setting objectives; acquiring idle-:
want resources; selecting or creating solutions;'
adapting and installing solutions; and, evalua-_
tihg solutions to determine if they are'iitti:-

, fying needs.

4. A RESOURCE LINKER. ^, .is the linker "or "'broker" of n eds/
resources. Resources consist of peopl w.fith

time, energy, and motivation, to help as well as
materials and information. The "linker" brings
people togethei, and helps clients find and
make the best use of resource's.

(See TechniCal Appendix for Innovative Guide Checklists #6-9.)

*Excerpted froth
Innovation in Education
Technology Publications

S

is

.
..

Havelock, The Change Agefit's Guide to
. .Englewood Cliffs, New Jersey: Educational
i 1973. .

,.., ..r ..

41-
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CONTNTS AND-COPIWG TACTICS

At the February';4th Sessi e lifts of constraints ob-
ained from the mailed questionn re were displayed.

-.Coping tactics were discussec\ related to the constraints.
To *prove problem-solving skills it would be impdtant for
leadership personnel to concentrate on imprdcring management re-
sources, planning and using time, making adequate use of staff,
and delegating items thers as well as management monitoring
and control. The brainstorming session was intended to get. into
these areas of concern.'

Table '3 presents the listing of constraints and coping
'tactics derived. Figure 5 outlines the agenda Of the day. '

GOAL CLARIFICATION

Project directors need competence in analyzing the relation-
ships between major educational aims (State and local goals) and
the procedures they are using to Ster innovation in the schools.
A sense of 'relative kmpoe

flb

tance of objectives_ and how they relate
to district goals' is useful in communicating the utility of the
results to those influencing decisions, about continuation of the
project. ° ',;-

.
,

, -:
. 1k

k hierarchy of objectives facilitates ,the translation of
'organizational objectives into, group and individual goal possi-
bilities. Failure to devise a logical structure of objectives
,:within the educational systeS has important Consequences foNr the'

-
project.

.
.

An. order to measure thee'eppreciation:of differences in itpor.T

were utilized. While the central theme entails attention to
67tancs, among project objectives, the quegtionnaires in.Figure

jectives as a means for improving the effectiveness of,leadership
the activities are' sherply focused on practical applications. .

%

The goal of these' activities is the imp'rovement,of project
management, and ultimately, better utilization of the humaxi and

"s. material resources available fort innovation. Consequently, the
seminars designed to help project leaders and to elicit informa-
tion through data collection, include exercises and discussions
that enable participants to apply newlearning;to pi-oject
management.

40
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Additionally, with th guestiovaires, we.havaencouragedJ-
.' .project leaders t conside, project objectives in the light of

more ,commonly redbgnized = ducational objectivesthe broader
State goals. _The,abilit to .do this strongly:affects the .

1.
4' ability ot.the.project 1 -ceder td' get others tt apply project -

results or enco4rage su port'for the continuation Of the Prpject. .

The data collectionint oduced a procedure for gstablishing
relai'Ve'importance amog project objectives and.reguired the
project leader to exprcilly examiA the relationshlps between /

project objectives and educational goals. . le
r f . '

. s

t

The success of. is prodedureds demonstrated through the
ability to commu_nicat'= to) administrative' boards and those the .
project .sevygs: Anot er aim of this undertaking is the,Skill
"development and use .° objectives as a part pf the management
process. This inte retortion reflects,a comprehensive approach,
and makes explicit i the process the potential educational
impact of theprojec . The data collection process provided a

** useful way of.thinki g. about projects end stimulated the project
eaclers to relate ir'work more effectii:rely to current and
future goals.
s .

4 . , Or p,
'4

Administration of an objectives guestkonnaire anal" rankin
46.* by project directors of, the pri city of objectives. and percei

cliff) lty iof attainng them wa a4sejor data collection item.
.(Se Data Analysis and Summary ort by Arthur D. Little, inc.)

'

The 'focus on progra objectives assisted projpct directors

44
1.. Iden.fiiying the Aetativeimpontarice o

.-

'2. Undenztanding how th4 data abbe la
Otoject management:

T
"

.

.3. Applying delta to the mdfaggignt o ploject.
141

,
4. EiptAkng techntvAst. 604 ..nctecoin ptogivam

,-, eiliectiven-06. and adapting them fehnique6 to
a pnoject .6e.i

j
.ng.

i't

ctivez.

1

5. 1144.oming m an.6' emptoyed 6.0 attar, ng objective6
.thnough better manag.ement,Ampnoved d.izzem4.nation---P,

. . . a

putatice4, etc.
.',

,
# ,

'Reduction discrepancies between initiaL objectives. and
expectatiOnA albhg the'devel.opment oVtacticS to cope with'

---7---\constraints led.foireyise4 plans with impToved recognition of
short-term and.long7range aspects of prOjeet activities./.

it

4

,
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FIGORE'5

Project Directors' Meeting Agenda

Old Meeting House Room"

9:30 10:00.

10:45

1:30

12:00

,

Introduction

)

4
Review of Evaluatiap*PrO ct to Date

10:45 Review.of;Questionnaire Findings

.11:30k Exercige Relating Objectives to Goals

12:00 ' Discussion / Implications

Luncheon

1:15 - 1:45

"Minuteman Room"

0

4

DisPiy Constraints/ Select Areas for Discussion

1:45 2d45,- Form Small Groups / Develop Coping Tactics

2;45 - 3:00 . Report Genbral Conclusions and Prescriptiaps

r
' 3:00 - 3:45 Develop, Personal Outline Plan'

(Strategies to Overccle Barrers).

3:05

Jr

Plans collected to be Critiqued

4:00 Closing Comments

.4
-1?

a
a

11-

9

C,-
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TABLE 3

/--- - ,
a ,'-CONSTRAINTS AND COPING TACTICS

* -

.-, .

- i.e.,(

1., Lack of contact,time wit students - constraint strategies
initiated .:

.

a. 4tequ±red student involvement
bs More project time
c.. Modify schedule
at. Involve students in'independen't activities
e. Assigh'higher piiority to project

'Communication with school board.

a. More administrative support
b. Presentation to School committee -

C. More information dissemination .-

d. More_fgroefui projedt leader

. .

3.' Competion,for teachers'. time 4
I, . *.

, ,

a. leA-evaluate syPtem education priorities .

b.. Identify' school, educational leadership
.',c: Negotiate with union for, support of voluntary

participetfOn - - '

',Al., Zidjust to individual schedules , <

I, 7 ,e. Credit 4pward contracted inservice time foil-
"i; teacher . - .

-
, . ,. It

4,- Difficulty keeping student interest/Par tAFPation
,2

a. ,Parent meetings
. i .

b.- Better SclIpduliatA ,

0
:

-

- c.- Develop nM,activities to'address.studeritneeds.
d. Consolidate curriculum,
e.'-Involve students in ,independent activities

. 4
"

5.. Zack of control over project funds (aIloOation)

S
.

- ,
Legal.to,ilow7up to release dollars

""b% Administrative involvement ....
6. .Presentation to school commiltte4'.
d. Define roles and responsibilities

.

11

/ .

a; 11-

. c

J.

so

;
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4:.N
et

-BtudePts-sloW ta'adjust.to nontraditional situation
.%

A. Information dissmihAion
b.' Parent meetings
c. -Training.forteackeis
d., Develop new adtivI.Ipies to address, student needs
e. Secemd year implementation r,

ti

f. Better materials

7. Need for support 1A-'17 administrative personne

a. Training for administrators
b. More infomation,dissetination. . , k

c. Administrat4ve invblvement,ip planning
,

d. Feedback by. participants
e. Define roles and responsibilities, .;..p , 4, , *.

\ .
/

.

: \
. .

8. Need for 'school and community commitment toIkrisX=etakirtg
4" ',

. .
.4 4,, .

a.- Parent Meetings'
..:-

: b. Involve' key .stalfL
.

C.:°More'ihformation dissemination.
d. Invelve more teachers in shori-7Ierm tasks
e. ..Re-evaluate system edubation priorities
:f.. Involve cammuhity -, .

g. :Presentation to school board
- ,- 41

.

9. Difficulty planning'curriculum 7,

.- -1"- 'a. AdmiAistrative 4nvolVement in ,planning
b. -Identify educational.leadership
c. InVolve key staff ,; 7 ,4

Ne0

d. Re-ev'aluate thystem education priorities
:e. More ieproject staffmeting time - .

.

.410

j
10. Resistance to innovation (Faculty, etc.)

;A. More EtrcefUl projeCt lqader
. b. More inYormation 'dissemination

c: More Collaboration .
, 7 f

.

d. Trainin4'tor teachers/administrators,?
,..,

e. 'WbrkShops
,

4

J )f. Involve key staff .
8.

g. Mor roject'staff 'meeting iMe

Is

,

cos

e

Pf

C.

ac;

r ,
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Ji

11. Difficulty in disSemination of ptoje'ct'infdrmation

a. Administrative support
b. Involve community
c. ,More collaboration
d. Parent meetings a

12. Isolation of innovation in school/coMmullktir-

a. Administrative -support,
J). Involve community
c. 'A Workshops

, .

' Parent. ent meetings
r'''

. ...'
7

0,_

e. More project time- ., .

.

of.. Re- revaluate system ,eduCation piorities
g. 'Trainirig for teachers/administrators

'

I

i
.1'T 0,

4. 0

o

.0'

4

r

4

p

/ ;

re,
,

--r

r.

! I.

.

br
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RELATIONSW OF PROJECT OBJECTIVES TO EDJCATIONAL GOALS
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KEY . ,

1 .. Much

2 Little
3 Nothing

--..--
. '

'.

s
P SAVFLE baircrnms

- ,

1. 79 develop a broad program of adapted physical education (hereinafter ..

zeferre4;1 to as A?Z) chat will' meet the needs, interests and abilities of special
-reeds childreS atter.ding pp li schools in -Walpole, Massachusetts. The program '
will ir.dividualized.-in a rdance with those activities /experiences deemed
t:.1 to each Tartici)bant. . .
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2-. .? favelap, CI program that will include (a) Activity (b) Leisure
ed-Lica tion, (b) Therapeutrb-AP-; and (d) APE experiences. .
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3
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' 4. . .

. ..a '3. Todeffelop iianseer of' lear o settings diffefent (e.g., classroo,
and bone) -from thosein which Zear g is conducted (e.g., gymnasibM)

, -
.-

i
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.°
. .

4 '-

.

..

.

1
, 2

3 !
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.4. To ascertain if .an inlividualizcd, person-centered, diagnostic-
. 6.prescripti.ve An prc,;;:am caS effict the growth and develgpment of children with

s.p'ecial,nfreda in the following areas: (a) Intelligence: lb) Perceptual-Motor!
(c) Social maturity: (d) Personality: (a) Behavibral; 'and (i) Achievement.

,

, .
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.
S. To Jaske a ,positive impact op the l'olloWing foe!'" facets oil the lige

of a child with vpecial needs: (a) Medicill (b) Educatfbnaly (c) Psycho :nice!!
. (d) Se.:ay.to.i.11.
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*Consult Figure 7 fbr definitions.
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FIGURE 7 lir

'EDUCATIONAL GOALS - DEFINITIONS

1.. PHYSICAI, AND EMOTIONAL WELL-BEING

. Education should contribute to the
and emotional especially to
worth -and to a. capacity for influencing

2. BASIC COMMUNICATION SKILLS

learner's physical
a sense of personal
one's own destiny.

Education shduld develop in each learner the, basic-
* skills needed for communication, perception, evaluation,

and conceptualization of ideas. Among the most important
. are reading, writing, speaking, lis,tening, visual and

computational.skills.

3.,
/

INSERVICE EDUCATION'

Off& professional development activity for teachers
based Ilion identified needs and designed to build instuc--
io... -tnal -Coppet4encies. :

.,

N. .

- A/ARTS AND HUMANITIES
*

5.

Education, for..ech learne, provideS access to manes
datural, heritage inte-rwown wiEIr existing curriculum
structure, enhances the teaching and learning of the
humanities._

.

CHAPTER 622

Improving equality of educational opportunities and
'meting: the need% of learners performance ,of effeCtive.
sc obi programs that ire nondiscriminatory.

6. RESPECT FOR THE COMMUNITY OF MAN.'

Education shdufd provide each learne w.tyt knowledge and
experience which contribute to an understanding of hman

anddifferencesgand which advance mutual respect
for humanity and for the dignity of the,individual.'

A

I

A
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a

7. 'OCCUPATIONAL COMPETENCE 0,

,

Education should provide the learner with the, skills,"
experience and attitudes, and the guidance for initial job
placement; it is equally important fqr the learner to develop
a capacity to,adapt to changing conditions.

;8. UNDERSTANDING OF THE ENVIRONMENT'

Education should. provide each learner with knowledge ,

and understanding of. the social., physical, and biological
worlds and the balance between man and his environment and
should develop attitudes and behavior leading to intelligent
use of the environment.

. INDIVIDUAL VALUES AND ATTITUDES

Education should expand and advande the humane dimehsions
of all learners, especially by helping them to identify and
cultivate their own4qiritual, moral, and ethical values and
attitudes.

16. CREATIVE INTERESTS AND TAtENTS

Education should provide each learner with varied .oppor-
tunities to ,nurture interests4 td"discover and to develop
natural talents, and to express values and feelings.through
various media.

,11. CHATTER /66
1

,r 7 Provide for a flexible and uniform system of special
,education program opportunities for all children requiring
sp'cial education; flexibleand noncliscriminatory'system
foreidentifying and evaluating the individual needs of
children requiting_ pecial educatidn.
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MARSH 9th SESSION'

As we have indicated, the data collection strand through
-questionnaire's and the training strand offering seminars Were
conducted concurrently. The -major forms of this training qstrand was to help project leaders w1Th planning and con-
ducting local educational change projects.

The questionnaires administered through the mail were used
to assist project directors to:

:identify the relati-ve importance of
objectives

ami
,

xexamine irgporSance data and bw it
. can be used in,project management

apply importance data to the management
of innovation.

40.

Project directors -were provided the Change Agent!s
Guide to Innovation in Education 'and the problem-solving
model fon.planned change was presented.at the session on
March 9th. -The content of the training session was g general_
conceptual basis of problem - solving with suggested ways,of
applying it to the design and implementation of innovation
locally. This was similar to the two-day session held for
Title III,Staff during the Holiday recess in December.

A slide tape devqloped at the University of Michigan,
Center for Research and Utilization of? Scientific Knowledge,
Institute for Sdcial Research, Ann Arbor , Michigan , provided
the focus for discussion of the problem-soliing model.
Exmples from Title III projects visited by the evaluation
team were also }used for illustrative purposes.

i
'
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E.S.E;A. TITLE III EVALUATIOII

PROJECT DIRECTOR'S MEETING

AGENDA.

FIGURE 8

Marriott - Newton March 9, 1976

Salon A 9:30 - Noon

I. OVERVIEW 9:30 - 10:00

A. Purpose of Session

B. Explanation of Model

C. Background of publication' (CHANGE
AGENT'S GUIDE).

II. SLIDE-TAPE PRESENTATION 10:00

Six-Stage Model - Review Havelock's
six stages

4 Relatioriship

o Diagnosis

to Acquisition

o Choosing_

o Acceptanc

o Self-Renewal
1

III. DISCOSSION,AND OBSERVATIONS

co Relationships

o Acceptance/Diffusion

o Self-Renewal

Th

IV. DEVELOPMENT OF ACTION STRATEGIES

Complete Form

Small Group discussion of action
:trategies.

V. SESSION WRAP-UP

10:4Y

11:55

11$

Distribute materials

o Change Agent.Guide

o Questionnaire

REFERENCES: Slide tape presentation developed by thet,University Of Michigan Center
for Research and Utilization of ScientificiKnmledge (Lipsitt, et. al.) Review four

ri
.-- roles and stages of-implementation.
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DIFFUSION*SESSIOIT.

SIMULATION AS A TRAINING DEVICE

As a research, training, and teaching device, simukation has-
had many and varied uses: In the social sciences it has served
a wide variety of purposes: designing new sy ems, increasing ir
knowledge of individual and 'group behavior, tr ining 'participants
in fulfilling certain roles, and teaching pa icipantsabout
decision-making. processes. It has been des ribed as the most
'promising, currently available, single inn vation in administrator
preparation.

1/

One entire seminar was devoted /to simulating the diffusion
process using a simulation game. (See agenda in t'igure 9.) A,

simulation training exercise was designed to involve.paricipants
in the problems that supervisors, 'administrator, and project
leaders might encounter in real life while implemehting aeTitle
III inriovatian!. -The simulation exercise required'actionon the
part of the participants. Procedures focused on the practices ,.

related to group activity. While the contentof the game is conr
cerned mainly with problem solving and decision making, the theory
for the game is based upon the Havelock madel of dissemination/
'diffusion and offers some suggestions on the use of the model as
a 'source of data,for solving.problems.

Because most of the real life experiences of a project leader
entail inter-personal activity, small group activities served as
the vehicle for. conducting 'the game. The setting was designed
to provide a typical example of an innovation and much can be
gained by analyzing it in terms of the forces, to constraints
and barriers, that bear on the school system and\the diffusion
of innovations in that environment. Some questions were put to
the participants and are raised here for conjecture:_

g '

Witect does th-is Otoject impty eon inseAvice ttaining?
.

2. What aite the e'litiects the enviAbnment (Commdnity)
on the extent oli'innovation, pkogAaM devetopm.ent?

.b
Ide the constAaints (timiting liacioAs) that
any pAoject teadeA-might expect.

4(Simatation game is tocatei in Technical. Appendix.).
, .

kit)

40'
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FIGURE 9

ESEA TITLE III

PROJECT DIRECTORS' MEETINGb

" 4
ASENDA

4
Haiday Inn

JABULATtON RESULTS (4 -STAGS QUESIIONNAIREY

A.JFFoRT INVESTED TO DATE/SUCCESS SO FAR

B! LISTING OF :FUNCTIONS AND ACTIVITIES.

II. SIMULATION EXERCISE

A. INTR .QDUCTION AND sENAF3ro,

B. 40Q DAYS 2000 VOTES
(SMALL GROUPS).

III. DEBRIEFING AND APPLICATION

IV. OUTLINE OF PHASE II.OPTIbNAL SAPSIONS.-

".1

APRI4eAND MAY Or

z

4
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Participants were scored .on both' the number of activities'
andthe number of stages selected or referenced: Anticipating
barAers and defining precaut4nary measures-added Further
"bonus "' points for the coppIng teams. Anticipating constraints(-
can clA,project losses and conjectured infermation is often worth'
knowing.

Project,participants were aided through the gamet.data- f

,'gathpring and, ection of, informatioli'about opinio4 leaders .\
in their "s. ulated community." The project,directOrt invested
time and resources in testing out strategies, collecting infor-
mation, and sequencing the steps so that ultimate decisions would
have'payoff (i.e., project success). In real life, one often
si5ends-time.in convincing the administrator of project success
only to find that the influence and power for continuation rests
with the school board,and certain people on the board.

/1

Endorsement of the school community as essential for the
simulation game* and types of influences igh, medium, low,.

11negative, neutral, positive, etc.) were e etents of change. The
real test of the simulation game, of course, is in the application.
of both.the understandings olotages and of diffusion strategies'
in the remaining days of theyrroject duration. "200 Days-4,000
Votes,"'the title of the game, is specifically set forth to provide
the realities of project management, There is only so much time
in.which to allocate priorities and imoves by ,fast,

got

4

*R. Ravelocic?, 1973; partially adapted from ,£. Rogers, 1976. See
Technical Appendix for ."Players Rules. '

1'

$
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At Ille April 2 7th session, eaqh project director was asked
.

40 outli e briefly a plan for successfulcompletion and extension
-.of his/her project. Small groups adiessed priority dbcisions
an shared experience's andlgiaPproaches to the accomplithment of
o ectivet. ,

, - 9. ,

4

, .
. .

i . '1- , __.
, . k

/,9/ AiThe emphasis, as in allthe.sessionS, was '5n gaining.a?.
giedier,under4tanding of thepucedurbs and steps4An the iterative

iplaniij.ng dycle. .

', Figtre 10 pro4ides the agenda for.the_morp g's training
session.eiqure 11-fdasused"as survey ipstrument to collect
the Most salient aspect's;of:tA ipprects at the end of the'
funding cycle. .9 IVi,

,

* :,

The theme of
,

was-the.Training SeminF wa how-to "get moreMar
out of,y4Aue'pxdject." .T.tmealwislimited'for'the'one-year Al

.
prOjects, reources were%running out as' the school year .9
ApproaC)ld nit conclusion. -* 4

"1

,

-. N additional topic was "how to sell your p-roject' which-
) featdred4utilizingme ia,-prepaTing briefOgs and Weparts,

and communicating 10,' h'opinion leaders and advisory-committees.
'"" t was evidepced b the questiohnaires.that-prbject directors
fo. S owed weaOlpOlitidal" behavior and dit not considdr the power

. sIcture and/resour of'tWschoolp or the community which
Aimig t aid them 11 ing decisdikOn't.

6. '.4 4. .9-

tp
I

-

.r

ft'

d.
,

, ei;'1

'4
,re

sob,

4 .. .

V'

t.

41.

lugh'aug, B.-'Keeping tpeybblic Inform
Denver, th)1(55do: -Irge Cooperative

Reference: Betti
on Accountability
Tafroct, 197t;13

.4'9 it *ri.

AIR

,

Ilr

Accent
AicountabilitY' s

S'

;
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FIGURE 10'

4

. ESEA TITLE I I I EVALUAT,4 ON WORKSHO

0

R.

,

eft

4

i ;

41

THE FOLLOWING OPTIONZIESSIONS HAVE ER SCHEDULED FOk'TITLE-ILI.7t
PROJECT D I RECtORS RON HAVELOCK AND DICK LAV I Nd WILL LEAD INFORMAL
DISCUSS 1.0 N S

IV% ,

EAST
101 ak

tN '16

WEST

TUESDAY, APR IL 27,- 1976

9:30 A m, TO NOON 4

,LOCATION: MARRIOTT

(NEWTON) ,

-
,sr;

FRIDAY, APRIL 30;.
.

1976

9:50. A .M. TO 400N

LOCATION: RAMADA INN:

(CHIDOrEE) ,

r

' .

AGENDA ITEMS ..
: -

TO , SELL YOUR PRO,41EcT, MEET,' 14.S, WORKSHOPS

ANDl*RIEFING'S

LOCI` I NG NETWORKS FOR EMINAT ION AND DIFFUSION

IN THE STAYE

4

ANEF S ITcrDESCR-di 4.HE'13ENEF F.TS OF .YOUit

PROJECT

4

I

.4
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EVALUATION QUESTIONNAIRE

ESEA Title III - PROJECT:

-
Director 'or Representative .('i .. 4 ' .

Instructions: List osio or three specific activities
.

-under each heading.
/ .

1. Build and maintain good relationships with key per-
_

sons and groups.

Done, or doing:

Date
4

Circle one in each cfpl-

umn for each category. A

. EffOrf, inves-

ted to date.

SUccess
so far.

:Plsnnedk,

.4.

2. Develop widespread acceptance/adoption of project
outside the original, primary target grdup,®

4.4 Done or doing:

Planned:

3, Borsue alternative strategiesfor continued financing
.of project activities.

Dane or dolio:

Planned:.

. Deste1Op;prOcedures in ad,dition to financing' for incorporating
project activities in on -going program and insuring self-renewal.

Mine or"toing:

HI .MED LO

4

HI MED LO.

HI MED LO

S.

.Planned:

HI MED

,

HI MED f'LO

I.

NY

'T

HI MED LO

HI MED LO

itir

HI ._MED LO

JR

Additiontrspace.for comments:
-

4

't
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!MAY 25th SESSION

The firial session for:.the year concentk d on the deci-
sions central inithe support stage which are redominatel.y
institttionaland budgetary. The project directors had isolated
principle'barriers end coping strategies they had used in
tarlier.sessiong. This session was to

;

determine if they had
proved successful. . .'

,

,..4 .41';
4.

The incorporatlon stage represents the most "serious" ,

. commitment on the part of thediStrict,,as Federal "seed money'
is withdrawn a-nd decisions must be made about:mot only. whether
but also what, ,components of and on, what sol/e a project should
be incorporated into, standard district pr:petice. FeW innovations
will be ifttor4oratedas a district "Add-dh," but will constitute
budgetary and pedagogical trade-offe. 1

i= . ,

4r

I. t'he i May 25th session -provided feedback on the data collectiom
performed by ADL:

1

O

-.'s poiojecti_ont oli'alievement o6 objectives

among objectives
,

s'''coristvtairfts'and 'c.003.64tttaedies Zdenti6i*e

The.nrbj ect directlrs'were asked to refleCt% upon how objectives
re,late to the%school*d.istrict4pbjectiveS. They were asked to
'identify the planning and supwt'neecis for future projects.-

Figure 12 presents titageAda for the May session. Figure,1-3"
. ;

A 'illust,;Jatts a' questionnaire designed to,analiqe.4tbe steps the
.

project director's took, in the process of olanned Change. and 6.Sks
the-project director o rat% his/her efforts pn.a_scalgof 0-3.
Figure 14, another s i:vey instrument utilized, asks the proj6ct
director' to briefly ummarize the -most salient aspects of his/her

. prOject nearthe en of thefUnding cycle. '

A' summary of the Training/ Seminars and Foimative-Evaluation
is ,depicted, in Figure 15. ..-,,

;
i to,.

r

ie

Ft
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FIGI,IRE 12

4

ESEA EVALUATION

. .'..,
. ' k

V. , -
a

May 2, 10'6 r"--. 0- Mah/Liott; Newton, MA,.
,,,,59: 30.d.m'.

. to" 12:80 -noon \ ' Oa Meetinghouae Room.4
I ..

) e

' ir$
4.

4

t-

AGENDA.

I. PRESENTATION OF "DATA, SO FAR".

PROJECTED. .,ACHIEVEMENT OF OBJECTIVES

.-PRIORITIES AMONG .OBJECTI VES
.41w-

/

d

*II, SUMMARIZE COPING STRATEGIES

1,IFE CYCLE 9F INNOM,TIVE PROJECTS

,1

t

,

A

DON MEALS, ADL

4.

PLANNING AND SUPPORT NEE

IV WRAP-,UP

1/4

-

0-

nit

DICK LAVIN, AEC

4 I

-
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. ,(1) Coupleta.Column I for ail item 9n, bc.fN pages using 'the scale: .':\,.,

r _

"

. FI Uk.E 13,
A

.
3 = High; 2 = Ilioderate; 1 = tQW; 0 = none;

. ,

? = no informaition; unclear \ 1
.

11

imp

a
i a

,.
1!1,'- .

. '.plete remainifIg columns
.

\
(IIiiIIi, & ft) for all items

d'

,lieored either 2 Or 3 in Colwmn -I.

,411.
4

(3) Please lisf-treProtett--T-i-t4-e--errniciteme.-.of,.-1)$#ecto'r'''or
/

Repr ntative

I

(4) Mailform back to Merrima'd1TducatiOn Center I

1101'1,1111 Road
..

Nlmsfard MA O'M.2k. , , , )

AttentIon: Defuse Periclleiarj

°

1

7 -
t 174'

I

I

'at

U

4

.4

,;
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TITLE' III- PROJECTS : FROM oructl,t TO MEWAI

-(Key: 3, = H gh; 2,=zModerate; i =, bow; 0,4=

1. Establishing good relations with key people.
2. Establishing goo relations' with diStriet

superintendent
3. EstabItShing good _relations with school board

members
4. Establishing .good, relaLns with teachers' in

direct target group
5. Establishing good' relations with other

teachers in the district
6. EStablishing goodjelations with, students--

'. Establishing good relations with parents,

eyeloping understanding of target as socia1
system (leadership; norms, roles, subgroups)

2. Detailed anal:,.sis of the needs of' target. sy's
3. ,Analysis of the target ,system's resistance t

innovation or change

tops i th i'rocess of Changze'-..
? = no info;, unclear)
I r II III IV

Imp once Atense
for cess effort-c

5,,ucces. Co d
so far 14. more

x;

r.

XXXX XX,X;4::::>i XX X:XX:i_t:-,--.-: XI,A., . XX'.:- X Y-X.".Y):X XX

--,-::

- 1.., -

,x1
:xt
XI
xi

. oi--.-*----
XXXXXXXXX.:_s:VcjY.Y_XX X XX :'.%*Y..".*. X.:;XX:'.. -",\';'...".Y.:"

.

xl-1. Seereh f.oriand --use-of educatiohal research -and
develop7ent literature

2. Search for- and use, of lexpart Consultants .,
3.. Search for and use of experience practitioners

from outside the district
4. Seared for and use of materials from other

,-sources relevant to .the project
5. Actiy...-sQlicitation and use of materials and/or -

ideas and, practices from tartet group itself

141

x w

XXXXXX-X XX X X .. ... :

1: Serious cons ilieratI.cns of a-Sternal, lye ways to
meet the rieed,hefore settling on o.-e

2. kdaptatiOn fbf- procedurCs, ele7efits of, the. ,

in ovation to fit- the targe_t's.'situation
3 4Mart i ation by ,r,e7lbers or he target groti-, in
s creati g or sh ;ping aspect.E', of the innovatign
4. Careful and detailed, Manning of. hc the pro-

ject ag t o .be it ple;-entod
5. Revisio

of n
of'pro'ject,based ongospg,eva-luati on

ds and out-ones (recycl,ing,
XX XXX X>: X X XXX % IN'L .' l % V% '. \ ::'s ...>::<.:C.' '.Y... ..

1.4-e.

it.150 Oil disCubssion and ranning of`how to expand xi

. ,project beyond d'iret tkrget group ,

A

', xl
ed"

f.1

t; 41 .:-.1
I, ::

' , .!.,A...

xl:

r. ,

Enuig in discussions or mezotations
per ons renr.ding such.dif fusion idea-,

3; Condt et vorksehops for ilk ffuc;iot'i of, project
be and oriOnni tcrp,OT r,Toup , .

4 prep ceinaterials, guides, stc.
; 5. hiss abo've sr,rint i btyond ta ge t

ing ,paper covvr.4:;e or project
7. Gai ing. or :eltiscion coverage,

.. ..



1. 7ifle IV proposal to extend-broaden proje'ct'
2.-fxplore possibilities of cooperation with

. other. projects and/or educational collabs.
34 PropoSals-discussions. to increase !chop'

district share of project costs
4. Search-solicitation of lunds frdm other

sources-Federal, State, rivate_
(not Title Ilk)'

5. :Exploration-experimentation with Iee-for-
service or fee -for- product arrangements

6. Explore-consider cost-cutting alternatiows
7.?Explord-consider noncost.options-pare

volunteers
8. Explore- consider noncost options-u used.

space, equipment zr-

9. Explore- donsider noncost options-under-
:- utilird resource's persons in school

and cona'unity

I

Importance
for Success

A.

II III .IV 0.

Intense
effort.

Slicess4ouid
so faro .t. o more

Tj
1:4

x

rbcogniEio of, projeck as

'tont uing part of sch'dol district prograin

2. Spec' 1 sssions.to train trainers whdfcan
rr the eS-sential,functions.--

3. .Change tradit4.on4 job descriptions toI-I

reflect acceptance of ne:: functionS
'IA1SiMplifying 'and streamlining of, project

Fusicin of project with existing A4,1a

*, ongoing servites and functions
6. 'Gain dcceptance of ne7 roleg% positions,

as regular part of school program
7. Gain acceptance of space,allot:ant to

adequately acco = podate project-loneterff

>4x
XXXXXXXXXXthX=XXXXXY2v"vv\Y

x
t- >4

yX

i

XX>AXAAAX\

Litxplcre-discuss alternative suryival-

: extension plans a7ong project staff
OiscuissiOns of the 'above with gatekeepers

and other .key pee fitlures.'and groups0

TITLE III PROJECT:
. ,

t DI'RECT'OR OR REPRESENTATIVE.

4.:1-
x,
,x1

XXX XXXX!J.XX X: :X , ::::::: V X .1 '".. \'' v t NiV

-f

7 $

1



11/1/ WrEMITRIP .111/ 111111 "BIM MI" 11111 111111 °NMI% lir
NAME:

DATE: 'COMPLETING THE TITLE III PROJECT

. .

A

. The four-areas listed below are usually the most salient aspects of a project near the end of the yearly cycle.
Please indicate how you feel about.your;project now on eachof these dimensions.

.

- -

.
.

1

.

Have had cony-

spicuous success
in this area

i

.

Have done an
adegbate job
in this, area

Still having
some problems
in this area

...

Have seridus

,problems 0

in this area

e '

Destribe nature of 'problem
or success in 4 or 5 words

. .
.

-

EVALUATION PROCESS
(Measuring results,
successes and ,

shortcomings)

, .

.

...

,

:

'

.

.

.

.

-

. .

.

.

.

.

DISSEMINATION
(Widening the circle,
of awareness,

f
interest ,, acceptance'

and adoption) '

.

.

.

,

1.

.

.

1

.

..

.

PLANNING FOR NEXT YEAR
(Inl.tiatipg processes
that 'c-ap the

essenti aspects of
---th-e--pre-c-t oing

and /pr expandi c

. .
.

.

.

.

,

. 4

.

.

.

Pt

,

.

.

,

.

.

.

FUNDING ORI4EXT YEAR '
AND aliOND .

(Exploration and
utilization of .

multiple bases of

,
supportwhich will
be ongoing)

.

, 4

.

. ,

.

.

ay

r, -

7,

.

.

.

,

.

,

. .

....._\.

.

.
a .

, .

*,

a
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7IGURE 15

SUI1ARY OF THE EVALUATION/TRAINING PROCESS .

/
.

PROJECT MANAGEMENT
I INTERIM AND

jFINAL REPORTMERRIMACK- EDUCATION
CENTER

JOINT MEETINGS

STATE TITLE I I I -

PROJECT DESIGN

INTRODUCED

TASKS, AND

RESPONSIBILITIES'

IgV

REVIEW
EXPECTATIONS,

ti

O

INSTRUMENT
.DESIGN

OBJECT I VES,

tf C HAN G.E PROCESS,

",$, /AM - Arthur D. Little Consultant Okesearch Assocrate'sY
I.`

... .

.116. Havelock 4- Author of "Eilucation Chapie Agentg, ModUl4s apci 'Materials" .'

(Will be the traiaeriln t se scheduled '4 ions

-..-;/

..
. A. -3 i

X i

i .

4

f,

41%
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.400 DAYS- -2000,VOTES.

A SIMULATION TRAINING ,EXERCISE
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1
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Merrimack Educatioh'CerAer
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,
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'br, Ronajd HaVelCCR
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I

You are'newly-4ppOinted staff mem9frs in a suburban school district of

very' mixed ethnic, social, and economic composition. You have been assigned_

the task of directing a State fundedone-year project tioeteate a.piogram to
more adequately service the- "special. needs" children of the cfistrict. The pro-

400 DAYS 2,- 2506 VOTES

Tech-2

\ (R. Havelock,
Mardi 1976)

. -oesal for this. grant was ratker vaguely written by it project dj.rector who
_ .

.
.

..
'resigned. to 'take another job just at the point at which the project is ,unexpectr

'a
.-1*.edly funded. This former project director was a creative genius who had many ..

ideas about dealing? witilopecial needs -
of children,and a/igo had a charismatic effect ,:.

,..

7 On teachers, paTents, and school bOards. It was con
. the strength of her paSt

,

. , .
record that the project was funded. Furthermpre, hei charisma led her to
promise in her proposal that she Wild not only launch a successfIll pilot
program but would :assure continuance, of the, program by taking itLoathe vote

referencitim arcing for permanent funding and district-wide adoption. The. refe

endtim will come...in conjunctiot with. the next school hoard election which is
. . A' exactly 400 days away .

)

1 *. ':

,,. . .

Unfortunately, you are not aucreati genius, as Tar- a.,S you know, nor do you

have any charisma. In fact, you are ent rely new- to .ihe district and you 'don't.,..
. 1-

, reallyknow,what makes it tick. Yoli don't know.whoge who, nor what issues count
.., 1

_,.--lb with what people. All you have is some energy, partly born of fear for where 'il ,-
,

,you will get next year's bread because the sup intendOnt hal: assured you that
. .

. . -.
if ,the referendum fails you're out of_a job.

0
You Just 'happened to have metttheprevious director- as she Was walking out

, 01'6 do,Oi and 5tou had exp-ressed 'anguish and despair nyer yoni lot. t'Don't
.,

worry!" she said, "Just read this green book-and follow it. You'see, I'm not
really a genius and I didn't have any charisma eith'e'r, but on my' last assignment

.#

und this book and everything began to happen for me. ' "Ok," yOu said', "but
. . . .

/
- isn't there anythimgvelse.,yoU _can offer me to get ,me going?". 'Ilie-1-11'.not much, ' A.

but keep in mind pliat about 4,000 pe4le will vOte in that election. You° need
' )

to persuade at least- 2,000 that you've kot a project good enough for themto

pay fra out of their' own pockets, ard tefOre you do that you haVe to'haysra'

good program. It won't ,be an easy task but might help you to know that there
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l .2 2 -

are ten balic influence groups,in this town. Leadership is oyerlapping and

somegroups are much more important than others. `I'll] it to you to
1

figure out the rest. I could tell ydt, but then it'wouldn't be'such a learning

experience 'for you, would it?" and the door closed behind her.

Now, alone, you pick up the big tattered green volume and consider the

message on the cover: "The Change Agent's Guide to Inno-vation,in Educeition,".

it says. What does it mean?. Do we have time to read books? All we've got

is 400.days!

4

e

I

F

$
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PLAYERig" RULES

Tech -4 .
(R. Have ck, 1976; partially,

adapted rom E.M. Rogers,

1970.)

YOU-are a change agent tie with 400 work da/9. Your oWectii.re is to plan'

and pilot test an innovation and obtain approval for district-wide adoption for

which 2,01,00'votes are needed. Community members who have been persuaded to vote

for, the innovation will sometimes be'deicribe'd 1 "adopters."

/
The Change agent team straird also appoint its own scorekeeper to fill out

and keep a running total of. days actually expended as they are spent. 'This team

scorekeeper.should periodically rewind his/her team of the daYs they have left.

$

1

.!

c
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Tech -5

PILOT PROJECT PHASE (10 minutes- - real'time):

On the basisof your current knowledge of the process of project development
and management, List the specific procedures that you, would want to follow

to complete the pilot project. This should be a joint list if you are working

at a tem. therefore, the group must reach a collective decision or agreement
on each item:- Each activity you list will cost.20 days. Thus, you should be
careful not to list too many activities, otherwise you will have very few days
remaining for diffusion. However, if you spend Very few days on the pilot project
you may not have an innovation which is eithei.effective or credible to the

community. Thus, there is a trade-of in which Somewhere betwegn 6 and 12 specific
tivities are optimal.

Activity #1

Activity #2

Activity #3

Cost 20 days

Cost 20 days

I Cost 20 days

Activirty '#4
-0 I

Cost 20 days

.A.Otivity #5. Cost 20 days

AatiVity #6

Activity #7

Cost ,20 days

Cott 20 days

Activity #8 CoSt 20 days

Activity #9 -
Cost. 20 days

0

Activity #10 Codt' 2days

Activity #11 Cost 20 days

Activity #12 Cost, 20 days

/ ,
Activity #13' cost

Activity

Activity

Activity

Activity

Activity

20 days

#14 Cost 20 days

015 'Cost 20 days

4616 Cost. 20 days

Cost 20 days

#18 Cost 20 ,days,

Circle4and add for total pilot days

1 , )

s.
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DIFFUSIONS PLANNING PHAS': (20 minutes: 2 minutes to read rules, 5 minutes to

list possible'diffusion activities.

To carry out a successful program to gain acceptance for innovations, it is
sometimes necessary to collect information about communication patterns and
'behavior of potential adopters and to plan a diffusion strategy accordingly.
Your team will have 5 minutes to discuss a joint strategy and to select
informatiOn.

4

1. Two kinds* of activities are available to, ou: (1) obtaining information
about the social structure and communication habits of the, community; and
(2) selecting appropriate diffusion strategies to encourage citizens to
vote for adoption of your project. The information and diffusion strategies
available to you, and the time you must spend on each, are provided on
page 9. You are free Co spend any proportion of your remaining time

on each of these two major types of strategies.

2. Each time you take an information step or a diffusion strategy, the cost is
subtracted from %be work days which you have left for diffusion after the
pilot project.

3. The'decision as to how much information your team should buy before you take
a diffusion step is entirely up to you. Thus, your team may take a diffusion
step immediately after asking for a specific piece of information (e.g.,
asking inforMation about an opinion leader, and then taking a diffusion step
.which involved that opinion leader) or the players may first ask fOr as much
information as they want about the community and school system (like opinion
leadership, radio exposure, literacy, eta.) and then take a number of diffu-
sion steps!'

4. Selection of diffusion strategy: #10 must be preceeded by diffusion strategy
#1; i.e., you much talk about the innovation with an opinion leader before
he will agree to hosting a demonstration in the district. 'Eath opinion
leader can be used only once for each strategy.

5. Each diffusion strategy has some value In terms of the number 4
of voters who

will be persuaded to Vote favorably as a result of that step. There are a;ko
cumulative effects; -.Choosing one diffusion step early may affect the
number of adopters" for another.diff6sion step 1606r. 9
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C.

PRECAUTIONS WHICH SHOULD BE TAKEN WHEN USING SPECIFIC DIFFUSION STRATEGIES:
(10 minute'group brainstorm: team can use this list later to negotiate bonuses
and penalties on chance catds.).

- 6 -

4a4

1. When seeking endorsement of opinion leaders:

'a. (example) Don't try/to discuss the Project at his/her dinner hour.

b. .

4 l 14;

c.

.d.

e.

f,

2. When preparing for and using demonstrations/workshops or meetings:

A. (example) Don't arrange a meeting place too di.fficult to find.

, b.

c.

d.

e.

f.

3. When preparing for and using media:

a. (example) Don't prepare a'presentation which' is too, long for the
attention 'span of your audience.

b.

a.

e.

d.

f.

A

(

ird

4
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- 7'-

OPINION LEADERS: POTENTIAL AND ACTUAL

,

. . .

' l 4

host
to find
Influence

w
To gain
endorsement ''

.

Used to host
Demonkratton:

Influ-
ence

Cost, in

bays,
Cost in
Days

Superintendent , 5 20

*

60

School Board Chairman 5 '

4
30 60

.

.

Local Paper Editor 5 0 2o,
. .,

'50

i High SchOol Yrincipal -

,

5

5

.

10

10
1

50

50
Jr.

,

High School FootballCoach
,

School Board Member' .

' 5 ,

0' 20 60 ,

Local Bank President
' . 5

..,

.

30 ..
.

60 .

.

PTA Chairman S 5 10'
. 50

.

.

Teachers Uniou Leader 5 10 30

Newsletter Editor 10 . 30 '

PersonnelDirector, Pupil Personnel SerVices 5 , 10 40

Youngteattitr -. 5 10 .3Cr

.
.

Older Teacher A - . 5
10 40

Older Teacher'B 5 ,

10 - 40

"-
. .

Psychiatrist
.

5
30

.

6Q
(

Three of the above have large influence.

'Three have ,medium influence. 4

. 'Four have relatively 10.7 influence even though they are opinion leaders.

Four have no followingS'in the.community,whatsoever, although they are registered
voters.

.
One person actually-h 'nbgative influence; this person `s association with the project.,

will'cost you votes.
.1 .-

Five days are charged to fin0 out the relative influence of each perSon on this list
(Large; Medium, Small, Noie; Negative). i v

,. . .

'Yoy may use a perton from this list without selecting such a card. .There is. some'.

gommon sense correspondence between titles and influence but it's not perfect
'and there' are 'few surprises. - ,

.
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THE DIFFUSION PHASE (20 Minutes):
a

Carry out-your diffusion program by asking the scorekeeper for cha nce carday
corretponding to each strategy one at a time. You may revise your diffusion pro-
gram at any time without cost aria, you may ask 'for additional information steps as
you feel you need them. .d

4

1. Various chance events affect your success. These events, represented by the
chance cards, correspond to reality and may be to your advantage or disad-
a You,siust draw and settle a chance card every time you %elect a .

diffusion strategy. The way in which you aettlela chance event is indicated-
od the.7chance card,;(e.g.; demonstration fails = -20 work days). Do not draw
chance cards for informtion)stepa.

2. Items which you have listed on page 6 as "precautions" can give you bonus days
ifsthey roughly correspond to items on the chance eards.

3.- Each opinion leader can be used only once for an'endorsement and once for a
workshopdemonstration. Endorsement mUaeprecedeliworkshop.

Any time during the play.at_the cost'of 0 days your change agent team may
as or feedback from the scorekeeper eo know how many votes are now favdwrable.

5. This simulation exercise is terminated when you have used all of your 400 work
days or when the time allotted by the moderator has expired. The scoring
system allows greater success to the players who process and use pertinent
ipforMation about the district by more wisely ChoOsing among-the diffusion
strategies. ,,Obtain a post mortem of your choices of strategies from the
moderator.

, . )
. .

,. .

p

I-

'



DIFFUSION STRATEGIES AND INFORMATION STEPS

.INFORMATION STEPS DIFPUSION STRATEGIES.

A%, Actual influence of a potential
opinion leader.

B._ Community Newspaper Circujation.

C. School Newsletter Circulation.

D. Radio Talk Show average audieriCe).

E. PTA average meting attendance.

=
F. Open School oard-Meteting - average

attendance.

G. Cable TV audience

(

H. Specially-called.meeting attendance for
demonsera ions, workshops, etc.

N
. $

I. Average audience or participation for 11..
additio al media.whichiyour team Your own
might' ropose.

i additional 12. . .10 days
4, -ideas . t ,

\."
10 /rays

.
1.3. 0

14. 10 days

5 cram

5 days

5 days .

5 days

5,days

,

5 days

5 days

5 days

,'

1. Public enderbebent by potential opinio
leaders.

2. Community Nek spaper Story.

3. -School Nbwsletter Story.
PA

4. Radio -Talk Show.

PTA Pre sentation

6. School Board Briefing

7.: Film at PTA Meeting

8. Film discussion an Cable TV

9. Dimonstiation Workshop

10. Dem6nstration Workshop hosted by
potential opinion leader

J

COST '1\"'V"'

Variable

days

16 cLast.s(/

10-dayS,

26 days

10 dapil,

30 days

30 days ;-

40 days

a Variable

.

10 days

7

FEEDBACK: Straw ppll test of number
Of voters who,haveitmen persuaded so
far: Ask scofekeepex-,lost 10 days

I
201
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- 1W- -MULTIPLIER

Tech-11

. , . 111.' TOTAL° TOTAL;

a ADOPTERS-'
(cu;...0 I a t i v...4

. DAYS.
';',.;17C1:: 53:2? I

/
'tIFFUSIC)!; S'I'i7.1 s .

1, VENT4

E? I ,, COST Iit i COST 1Chts'iCE COST

- 114 DAY-Sit .1 AI'. I IN DAYS 1,',. (.1,11tI IN DAYd

I L'14,SE R OF
I

ADOPTERS . i Pilot
Project
Total

k
.

. i ,
..

(Scorekeeper ;.
Only)

. 1
11 ;'-.'

.

1 II.
4

I 11

,

.

.-

li I,
.

.
.

.. .

1

II I

. .
_

p i 1" 1

Ii' I .

.

1

.

.

li I I.
.

.

,
i-,

1

7

.

I 111.
.

. II '.

,

' , or I .1
.

1

.
.

.

I.

. .

,...

1 1

.

.

.

.
. .

la 4

I

.

.

_ ..
I

.

I

I . ,
.,

. I

.

II
. .

_

.

1 I .

_.i

.

11
.

I

I I I

.
.

I l .

II .
_

-1 Il
li

ItII .

1.....---..,

: II t .
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. . INPATION GUIDE CHECY1IST #6 . i,00,-

AitAltNESS 'AND RETRIEVAL OF INFORMATION RESOURCES_

(GUIDE Stage 111,, pp. 77-82 and 87-95 - and ,

Appendix B and Cl

r
. . o .

1. ve you considered the task of acquiring.appr4ppriate.information resourcei?

1

2. Have you -read through "Stage.111" of the GUIDE?
. ,

o 1 Z
..... ....

_,

3. Have you scanned the different sections of Appendix B (Major Information
- Sources)? .

4: Hie you evolved an inforation acquisition strategy?

.5. :Have you viewed lnformatio, Resources in relation tO the full cycle of problem
solving?

416.

,

Seven Major Purposts
of Resource Acquisi-
Lion (GUIDE p. 78-
79)-

I have

thought
abdut
this

aspect

I have

aware-
nes?
of "1 Rig

pn this
aspect

.1 have
acquired
IR's*on

this

aspect Briefly list IR's

,.

'

.

.

/ -'

I have
adequate
grasp

of this
aspect

Diagnosis

,

.

.

,

,

.
--1

-

.

.

.

.

bareness
.

.

.
.

. ,

\
.

,

,

,

.

. .

,

.

.

_A .
..-

.

riial
s

.

-
.-
.._

. .

.
.

,

1r

Evaluation-
after -Trial

A'

_

+

i
...-- ..----

.

.T. ,

..-.. - --. ---,...
A

Ins.tal la-

Lion

.

r

.
.

,

.

.

.
.

____ _
.

A

. _

.

_

, .

.

--

_

liain-teniance

4t

.,
-

.

r
V,- .

4111R - information ResOurces]
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Checklist #6, continued
J

,Access to Information Source Types

. .

Tech-13.

'. List: ..

.

,

INottav,ilire
. of atiy."?'-
source of
this type

Th'Is°,type
J."-i'Ourde
not -

relevant

Maks yype
of 56urce--
not
accessible

This
L

NowtNot

type
is

of puce
accessible

I .

I Used
Used

Yet
1

PRINT SOURCE
_

._ .

4
.

.

-

.

. - ..
..

P:

_
1

l'
I

I

1

...1

.

CTYPES

!Odor Texts ory
Reviews 9f the
Subject rea'
of this tnno-
liation

. 4
I'

A. I JO
,

I

Newsletters:

.

,.II le.

r
° A

I

-r

...I ..

. - I

. i .
Il Informatibn

Services
ERIC.:
OTHER:

.I ..

. p.

.. .

I

, ...-

,
, I

.

5- I
. I '

.

Libraries --'

lipiret)tories &.
Indi,ces

. .

.

41
t . ).

.
. ,

_

. . , ../-

. . 4
.

I
.

.

'Reference
'Ark s

,

.

.
.

.
. . -

' l
- I . .

... ,,,ett
t,

.

,
1

. ,

Other Print
Sources

I ,
. ,

.

.

i . -
,

k-
-

. t I

. .
.

.

I

, . .
....

. .
,

I . ' I .

cif t



checkust , con ti nued
C

Tech -14.

p.

.

11

.
.

a A

,
,

List:

.

'

:

.

:

-

.

.

.

'

Not aware
of any
source of
this type

This type
of soare
not ,

relevant

This
,

type

Of
riot'riot' .

accessible

,This type of 'source

1

.
s accessible

Not Used j .

Yet. I Used

it ERSON SOURCE
.

.
,

.
.

. .

.

,

,

-.-:-

A

.

- -

, .

,

. ,
A

.

.

. .

i

', - 1-

)

,

4

.

YPES

gonsb 1 t Ng' '

raan Lza ti ons
. .

-,

.

. . - -
.

.
1

.

,

.. .

'Individual
:

'Individual
Con sli 1 tants
. v

. .

.

.

r

..
,

...
.

*0 . .
...

j

I

.

Academic .

'institutions

.
. 1

,
.

. '. .
1-

1 l-
, ,

- . .

,
.

. .

.

.

_
I

, ' t iv 1 . S

'midi vtdua 1.

11Psrofessors;

chcol airs,

Researchers

' ,..

- '1

..i . -

,

.

. -7
1

.

r
`

:
1

.

..

.

'Federal'Federal
Government

IlAgenci-es

.
.

---,

.

.
1 ' .

- . 1.

. 1

.
. .

.

.

, v.v
,--

1'

(
rofess lona 14 4

Associations
.

.

.

. , 1

.

.. . .

.

.

.

/

t

I,

t
i

1 . -. I .,..

; .

Other_ - . .

chool

Systems

.

1 !*

,
.

.
. .

.
. J 1.

Other Indivi-
:duals in my
"School ,

"System

. -

y t

t

. ,

.
. 1.

f 1.

. . .
.

,
. f ..

, *
7. . Have you t.ised an adequate variety of resqurces?

, I-
. ---. 0:. .

8. Hive you spent eleugh tilltei.s'e mg, for 4.1-gsources? 1

9.. Nave. you spent enough time reading, 1 i'stening to; or observing the re-
,

sources you haye acquined?
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INNOVAT,ION.GME CrIECKLIST 117

. CHOCKING THE SOLUTION

(,GUIDE Stage .19., pp. 97-109]

1

.
Tech-1$

1. 'Have yoze-b' een able. 'to identify some r esearch findings 2.,Zevani to -the chance
projct?,

Relevant to:

-
:

. .
ei

.

Pip sea rc1. made`
-:

.
,

'

the ci ler: it

andLOon-,,
text

%

the manifest
problem:

the under-
/lying
cause(s)

._

the change
process

- . .
..

Search made:, no f i gild i ngs .
_

7? -3/

-

Findirigi idegt4fied and-col 1 ected

'Ili'

.

., .'
Findings summarized

. g i
. f

I. .

impl nations` discussed', by change team

.

'

.

*Inv) 'gat ions discussed with ,

client sysiem .

.

. (..i .

.

, ,-

ImOli'cadllips listed r ,

-
1

I

i!
.

.

-4

LIstof Implicatioct. from-Research Findinis,

1.

2.

3.

4.'
4_11,

'5.
.

7.

8.

io.

;201)

Relevant to:

,k-

1;1110111111
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Checklist #7, continued

'/
IP-

2. Have you generated a rdnge of soluti6ns and solution Idoas?

a. ..Have-you tapped an adequate number of idea sources?

f

(1) ftom research
(2) from change team

brainstorming
(3) from brainstorming

with clients

(4), from outside experts.

(5) from students

fr411 teachers

(7) from community

Tech-16

Not
Relevant

Relevant,.

bUt not
'solicited

No

Ideas

Ideas

Hdard

. ,

Ideas

listed

id4fars,fildeas

summa-
rized

synthe-
sized

..

.

,
.

.
.

. .

.

iL

. ,

.

.

.

.

* '

_
.

, .

, .

.

.C.

b. .{that are the major alternatives for actUoM (List)

:11)

(2)

(4)

o r

S

44



Checklist:#7; continued

7.

3. Peasibility,Testing: Listing, Analysis, and Rating

1.1STING.OP CONSEQUENCES,
O

ALTERN

4xTept.r.17

IVES

#1 #2 #3

a. .Benefits: Short term
-

,

.

.

_

.

,

.

.

.

.

.

b. Benefits: long term
. .

.
...

, ..
.

r .

,

/
.

4,

.
.

.

.

.

.

.

-

.

.

.

c. Costs (financial and human): Short 'term

.

.

.

,

-.e..e .

.

.

d. Costs (flnanZial and human) :Long term

,

.

.

.
, .

.

r 5 '''

. .

1

*4
.

.

.

.

e. Diffusibility Problems forseen -

,

.

'....

,.,
,

.

:

II

V
-

.

.

,

..._

.

f

.

,,

. Other Potential Problems forseen

--1 _..

. . ,

.
.

. .

.

.

.

:

.

.

.

..

.

.
,

.

.

..

//
.2.0
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(
Checklist #7, continued

3. Fecisibility Testing (continued)

Tech-18

Alternative Rating !lodes
(Rank order: "I*--5" scale or use "Ki"-"K-sti- J

°
, .. .

-Revised, \
, Combined,.

40 Original Adapted

Analysis and Rating Dimensions - Alternatives Al ternatives
.

.. . 1 2 3.

a. Potential BENEFIT _

.(1) Number of people helped
(2) How long i t w ial 1 help _

.

(3) How much w i l l it help on di agnot-ed problem
(14) How much positive slide effects .

. ,-

..(5) Negative effects i f 'I t works '-, . .

(6)', Negative effec if (t fai 1 s tatwork
(7) Over -all benef

t\S-

i t w . . .
.

b. WORKABILITY ..

(1) Evidence4ohat the innovation will del iver
as hoped ', .

-----C-' i) Evidence °Fee 1,i abii 1 i ty of performanice
,(3) The cl ientaan afford financial cot
/ (a) for trial

(b) for initial purchase & installation .

(c) for maintenance over long haul a.

(4) The client can afford the _human_ i nvest- .

ment and, cost -,.. ,. .

-.).
. , -

.(a) for trial
(b) for initial ou-rchase & installation ._

(c) for maintenance over Long haul .

(5) 'Mere is a good cos t'-to-berief i t ratio
.

-(6) Client -has the necessary staff 1

..t

, U) Innovation_ is adequately developed .
,

, (see GUIDE p. 118 "2f") .

. (8) Ove rw-a-I 1 wo rikab i 1 i ty ., 7$ . ,
.

.

.

c. DIFFUSIBILITY
Or Congruent with client values . . L
(2) Can be demonstrated easi iy-conver ,ently

*-(3) Can be \.(i ed out by client on i i ni .._.' d basis 1

(4) Adequately _packaged and label led ,

r
I

(5)' Over-all _di f fusibi'l i ty .

Are

4



Checklist #7, tinned

4, Adaptation

Is, a trial hase planned?

Tech-19

,

Is. a trial component of the proposed change going to be tested before the
whole program is tried? c .

.

Is a trial group within the client system going to try out the change before
.all of the syitem tries?

Will there be evaluation of the trial effort?

the proposed chahge be seriously reconsidered after results of trial
are iny

will efforts be made to change the innovation 'as a result of trial experience,
(e.g., adding more elementsrbetter packaging, combining, eliminating
elements.I ,

Will more than one innovation idea be tried out?

WM they be tried out in such a way that their impact can be compared?

S

I I

44
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jNONTION GME,CHECKLIST #8

CODING ACCEPTANCE

[GUIDE Stage V; 111'-132I.

Preparati5m-

a. Ilave-}iou developeda pl,an for gaining acceptance?

b. 44S the plan been specrfied'in activities?
--persons to be contacted?
...steps in ,Sequenct?

Tech-20

I, 0

e. Has the plan beenihared, critique..0,, and revisgd 'by all the members'of:*-
.

.

the change team?

, d. Does the plan take adecivate account of the norms,-values, characteristics

'of .6e client system? .
.

. ,

. : -
.

.

I
* ,

e. Do you have ways to, evaluate the ',success of your strategy as it goes along?.
,

4

f. Will you 'be able to alter- your strategy if it is not working?

g.' What specific steps; have you taken to'pTepaTe'for the following?

(I) Prpriotionr (to buLld awareness)

0 ...

'-... ,Nl'
.

'
.

(2) Informing (to build interest and to satisfy information seeking) 1

. ,,
..

4

(3) DeMonstration(to allow, pre-trial evaluation),

46.

* .

(4) Training (tci.help insure successful trial and adoption)

1r2
-

(5) Servicing (to help adoption and integration)

t

(6) Nurturing, conSUlAing and psychological support to help:0:egratiOn



E"

i kt #8' .ec.nli piped -

-

V

Progress Record

Key

Members
luStepping
Sories"
4)f, ;

--System

1

I

J

Tech-21.,
. -

,
1 .

, . . .
...
..- .

Evaluation
1

. areness.Interest (indicate +/ ) 'Trial Adopt ion .ntegration
--, _,

Innovators . . .

. ..

Res istors . ''
\

a ,
re nna 1 Leaders
Administrators ,.

.

EleCted Officials ., .

Informal Leaders . , - . .
.

Of . i.nion in .
.

t tie rlun i ty . . .
,

. .

'... i n the schools .
.

. .

.
.

.

. .

4.,,

...

The ichool, . ..
,

'Staff as a
.

Who ,
..

Compun i t4 as I .
a Who'le.

. . ,

:g)
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( 4'
Checklist continued

Diagnosing

II.

'

the Forces For and AgaInst the l,nnovat ion

Characteristics
of the I nno)ia7

tion
,

FORCES FAVORING
.

Lis't

Ronk of
Importance ) Lust

, , , ,

Tech-22

FORCES OPPOSING
Rank of
Importance

r

Norms

k

Key People

,

Othen Factors

What can be done to reduce, redirect or el iminate the impact of ,thie most

important opposing force's?,

Ij

,
What c'ari be done to enhance and/or maximize use of the favoring forces?

4
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INNOVATION GUIDE CHECKLIST N9

INSURING CONTINUANCE

(GU -DE Stage VI, pp. 133-136]

.,,Bewards,Continuing Over Time

Tedh- 2 3

For Whom What rewards ,

.

.

.

How
much

How
constant
over time

visible
ovdr

,

Administration

_

.

,

.

Teachers and Staff

-

.

%
.

i

Students .
.

.

t
ke*

....)

.

,.

Community

/4

.

.

. .

.

,

.

2. Practice and Routinization
..

,

a. ,Has a continuing program of in-service 4ralkning relevant to the innovation

been instituted?

/
b. Are new users continuing to be introduced to the innovation.?"

c. Are users givena chance to.practice n they OA without heavy surveillance -.

and ri6k of public censure? k.

.
A

Do users now accept the innovation as,a regular part of their work?

3. 'Structural Integration'

a, fs the innovation now accep ed as a regplar part of the-school budget?

b.' Have 'schedules been eiarra ged permanently to make provision for the

innovation? ,.c -`

c. Have staff and /-student work loads -been adjusted to make way for the

innovation?

d. Holt there. been official recognition that the innovation is here to stay?'

:214



Check i -contJ

4. CO tinuin Ev'aluation\\

a. Has a continuing enoluation procedure, been instituted?

b. Is_there adequate bUdget far evaluation?

) c. Are there staff on board with adequate skills for continuing evaluation?

d. eva4dation recognized and accepted by users as necessary and useful?

Tech -24

e. Are evaluations read: and,.and attended to by users?

\administrators?. .

Is evalu4ion fed back to the developers of the innovation to.improve, tts
long ter ,effectiveness?

5. Maintenance 1

a. Are r event materials (if any) and other consumable supplies maidfained
'at-adequate levels?-

b. Is related lquipment- (if any) kept in ;good repair? '

c. Are users regularly given help and- advice when thdy encounter difficul,
. *(

;
ties?

. Is feedback from evaluation used regularly to help users improve their
utilizations?

6. Continuing Adaptation ttpqbility

a. ; Are users able to adapt the innovation to fit their special circumstances?

b. Is feedback from evaluation and from users (staff or students) used to
reshape the innovation?

c. Is adoption of the'inr;ovation regularly reviewed'to sec if it'' is still

the.most suitable and effectiVe product or practice of its type
available?

.



NZRRIMACK EDUCATION CEITER,

TITLE III ESEA EVALUATION

Interview Q stiOnnaire

The purpose of this interview Is to get'you (Project Director) views on

how the project is id-ing up to now and perhap to explore,aspects oT,

project management which y tvf might be impro d the short time

remaining between now and Jun

There a$e three objectives to these fielchvisits we are making now.. .The

first, and perhaps most important, is to determine ways in which we might

help out with the concluding phases of the project, especially with issues

,ofiliong-terea maintenance and dissemination. Secondly, we want to get

some information from each of the projects which we can use -later iii the

workshop sessions we have remaining. 4he,Ithird- is to collect information

for the State on the problemS and progress'of this fast year of Title III

which will help the Title III staff do a better job next year.

Do you have any questions at this point before we begin?

'A

1. -Would you desc:ibe your project to me?

A

2. How is yourdproject going at this point? (Interviewer Will need to

ask leading questions to move response from yes/no)

Tech -25

111
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-2-

)

3:a)Who.are the people that your project series directly?

a

% Tech-26

3.b)Are there oth",who'also receive benefits? Who are they and what
benefits do they receive?

' S

9 o.
4% Given .the choices on this card, how would you describe your project?

a.
a) It is a very new and unique concept as far as. you know..

r-Vi- -It is new At least as far as-your regidn4oi distct is concerned.
% .

c) It is new at least for-the particular,client group you are
working with,'"

d) It is not really innovative at all. .

5 -. If-you consider your project innovative, will you explain what yod view
asthe most innovative aspects? (After the' initial response .ask- -Can
you think. of ady other innovative ,aspects of your project?)

4

.

t



.

,..y.

) +
6. Do.you see your project as an example ofproblem solving?. Can yod

.
explain what you mean by 'this? , %

IR

r.

, .

) wo),414 define.your, role in the project? \I11bvt..

4.

,7.b)What percentage of your total time is speri on prpject duties?
f 4

7.c)Whatsort. of work d6 you perform in addit .&on to this project?

1s

.Tech-27

4

. , .



s

.1114
4

- A zr

.
,

. .
.

II.' There are a number of different termsthat various people use to describe
the roles they fill ot Title III projects, act usually someone defined ''

formally as ItIrdirector. fills many of thearroles simultaneously or
consecutively,. I would like tc give' you a list of the roles and ask, ,..

you to bake a rough guess as to the percent.4e of your total project
time you" devote to each of them. (only Toles yen, fdel you spend .time in)

'

,

irovide interviewee the following of'rolet:1
.

4
1 * r

st)What percentage of your time spent*Oh tUb following roles: : Note: Do
a t

.... .

not need to add up to4007.)

r.) a) manager/administratot of the proje'ct'

/lb

4

4 key decisipn-maker

c) researcher
ti

d) trainer-teacher

e)', disseminator
4

0 catalyst (bomeone who incites Othersto-action.and to articulate'
their needs)

g) eonsultant (helping others' to help themselves)

h) solution provider (offering explanation and ablutions)

,
i)" solution adapter (someone who takbs innovations or innovative -

ideas developed elsewhere and reshapes them in some joy to fit
,.., .

the local scene)

j) solution intolementer

k) resource linker (ask respondent to indicate what resources he

is thinking 'of)
6 k

b)(After examining the percentageA of time spent on varionsdroles, ask the
prolect director to give a brief description of what is 'meant. by each of
the roles that take up the rargest percentage his/her time)

b

.

4

'Note: If project directortspendsless then of Ilis/her time on project,_,

theriAave-twd people, present, i.e.., the,one>wh6 is doing the work:

)

. .

44,
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9. Timespan and Timeline of Project Stages

We would irw like to get some perspective on the major steps or stages

in this project; simply from the point cifyiew of when they happened and

how long they lasted. In responding here, I would like you to think not

just of the activities as specified in your proposal but to look at tt1.

project in thT largerfenie which probably started much further back and

will extend into the future, perhaps well beyond- this summer. I am going

torprovide you-a chart with'12 possible stages that might have taken place.

If you cannot pinpoint or identify some of these for your project,, that is

quite understandable. Otherwise, try togive a date roughly to the nearest

month if possible.

(Refer to Timeline of Project Stages)

10. Have yoll been able to build relationships with people in key positions?
(Those who authorize, unlock doors to funds, clients, etc.?),

,Who are they?

C3 '

b) What *and ofeffart was needed to acquire these relationships?

How do you maintain these relationships?

4

d) Are there any current problems in areas where the relationships
could be improved? [If yes,, then probe rot- barriers%]

t

41

I
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Tech- O

'11. Hbw well have you-continued to- assess and diagnose needs and problems?
Can you explain your answer further?

s

12. How much effort has gone into assessment and/diagnosis?' (Use card)

none

minimal

reasonable amount

large amount

extremely large amount

13. To what extent are you satisfied with the financial support the project
has received thus ear? (use card)

money left over (how muchll'.

edequate_funds

not enough (how much more
?would-you need to adequately
complete your objective? )

14. Do you-anticiperi'eac4Uiring adequate financial resogrces to continue
the project? Whit 'kinds of activities did you employ (or contemplate),,,
to meet the need of adequote,funding?

15.a)What is the amount oi effore and degYep of success so far in searching
for and acquiring inforthatJon and/or products and materials for the
project? (give card)

a

.

,
k

4

rd



Tech-13.1

15.0)Can you explain including types: of activities, PrObfems and difficulties

encountered?

.

. 16-.a)Haye you considered or devPloped alternative solution§ for project
..,

.
' objectivee different from thole expressed at the. start of your project?

a

16.b)If so, how did the alternatives edbrge?

to

.,4r.

16.01Ave any new alternatives emergedsincethe project was funded?

.

U

, .

16.d)Whit process was used (if anya to adapt or test the solution chosen

before implemantation?

4 4

'



- 8
4

,,17.a)Do you halkplans for Jiff ion of this project or its findings?

\`

4

17.b)What activities are contemplated ?;

17.c)How will they be supported?

V

^41

4'.

4Tech -32

41,

1.8.a)Have sOcific steps been taken to insure the continuance of the project
after July? What are they?

I

.4-
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18.b)Have_-_steps been taken to insure the durability o

of the project. after July? What are they?

r

Tech-33

the accipplishments

It

19., How are you evaluating the benefits (outcomes) of the project? [What
';criteria?, Qualitative or quantitative meAus?' Can you provide this"

to us?]

20. f. Can think of any questions 'we should havd asked but didn't/.

6., V

Os

$

t
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NM 1111E me.
- ,

-.
.

..

Not
Sure

1973 or

earlier

1975 rojecte

Jan.

1974 Feb.

Mar.

Ail.

May July
Au.

Sept.

Oct.

Nov.

Dec.

Jan%

Feb.

r.

Ap
May
June

July'

or letel

L. Whend4i thelticAt!eas be ind. the project i

originaTe?

.

.14'

.

. When did the project origins e? ) r
.

t. When did you first establish relationships with'
key persbna?'

,

.

.
.

. When did,you establish relati ships%yith the direct

clients of the project,with pelple in key power posi-
tions with respect to the p?Ojzct, those who author-
ize, who unleclf the doors tofu ds, resources,
clients, etc.? . ,

,
. .

.

...i

... .

-

.

.

)

.
,

)

. When did you establish relationships with-the'in-
direct clients of the projeCt?

)..

.

.

.,'

.

...

.
.

,

. When did you become aware of the problem described

in your project?

,

.-

.

.

--1
. When did you complete the initial needs assessment? *I, , -

-

. When did you begin the reassessment or ongoing

need definition?

4
) i /

.
)

.
.

1 When were objectives first established?

r .

. Have ycur objectives been alteted? If so, when?
.

.

.

Aen were lou notified of officAlgroval of
project fuAdigg? - . .

%

.

.:.WhOn did-you initiate a resource sevarch? When

did you seek out resources? 11°'
4 , c

. e

,

. When did, you getually begin implementation of

your project? .

p

.

, ,

. Have you' conducted diffusion activiets? if so,

when did 'you begin? .

_...

4

J. When were ot4comes of the project evaluated or

benefits assessed in any formal sense?
.

.

.

,

)) , -, r

,-....4; ..)

.

2 2 6
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. APPENDICES

PROJECT INDEX
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INCLUDED IN THIS,PACKENXRE:
I

THE TRAINING AGENDA APPENDIX

THE TECHNICAL APPENDIX

PROJECT INDEX

BIBLIOGRAPHY
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_ T3-75-76-01

T3-75-76702

T3-75-76703

T3-75-76-04

T3175-76-05

T3-75-76-06

T3-75-76-07

T3-75-76-08

T3-75-76-09

T3-75-76-10

T3 -75- 76 -11

13-75-761.12

T3-75-76713

4_T3-75-16-14

e.T3- -75-76-15

T3-75-76-16

SUMMARY SECTION
a - , ,

MANAGEMENT TRAINING PROGRAM FOR EDUCATIONAL LEADERSHIP
Hampshire Educational Oollaborative/Amhergt Public Schools

I

PROJECT INTERSERV
Attleboro School, Department

PROJECT EIGHT .

Quabbin Regional Juninr/Senior High School; Barre,,Ma:

COMMUNITY FAMILY LIFE EDUCATION
Billerica Public Schools

1

AN INSERVICE PROGRAM TO TRAIN JUNIOR HIGH SCHOOL REGULAR .CLASS-.

ROOM TEACHERS TO EVALUATE AND ASSIST CHILDREN WITH SPECIAL NXEDS
Watertown Public Schools in collaboration with BdstOn University

1E 4

S'T'UDENT LEADERSHIP.TRAINIVG FOR MULTI-ETHNIC SETTINGS

Boston Public Schools

- BOSTON THEATRE ARTS PROGRAM
Boston Publtc,Schools

CURRICULUM DEVELOPMENT PROJECT AROUND THE NEEDS OF LOW-INCOME YOUTH
Cambridge SchoOl Department/The Group School, Cambridge

THE DIAGNOSTIC C SROOM PROJECT AND PUBLISHED TESTS SUPPLEMENT
Educational Collab rative of Greater Boston (EDCO)

$

IPSWICH ENVIRONMENTAL AND CIVICACTION PROJECT
Ipsiich Public Schools .

THACTION LEARNING PROJECT OF HAMPSHIRE REGIONAL HIGH SCHOOL
Hampshire Regional School pietrict; Easthampton

PROJECT OPEN,'

Fall River POlic Schools
ti

I

PEER GROUP TEACHING, OF THE METRIC SYSTEM
Everett Public Schools

PROJECT'' RENEWAL

,Everett Public Schools

A MIDDLE GRADES INTERDISCIPLINARY PROGRAM IN ENVIRONMENTAL EDUCATION
.Hadley Public Scho6ls

'GLOUCESTER MUSEUM PROJECT "HOW GLOUCESTERAORKS"
Gloucester Public Schools



t SECTION -2

3-70-76-17

T3-75-76-14

T3=75-76-19

T3=75-76-26

T3-75-76=21

.

T3- 75 -76 -22

T3-75-76-723

T3-75-764.24

T3-75-76-25

T3-75-76-26

T3 -7

DRIVER EDUCATION AND TRAINING PROGRAM FOR THE PHYSICALLY AND
'MULTIPLY HANDICAPPER
Worcester Vocational School Departient/Easter Seal Society

PROJECT ACT: ACTION CURkICULUM TRAINING . ,

Hampden-Wilbraham:Regional School District, Minnechaug

WATgRTOWN READING RESOURCE ROOM AND DROP-IN CENTER'
Watertown Public. Sch,00ls/EDCO.

A DIAGNOSTIC-.PRESCRIPTNE ADAETED PHYSICAL EDUCION PROGRAM
FOR CHILDREN WITH SPECIAL NEEDS
Walpole Public Schools .

OCCUPATIONAL PROGRAM A'A UNIVERSAL SETTI4G
Gill-Montague Regional-School District, Turner Falls'

PROJECT EXPLORATION
North,Middlesex Regional' School District, Townsend-

.

A TEACHERS CENTER: PROFESSIONAL RESPONSIBILITY IN STAFF DEVELOP-
MENT THROUGH THE COOPERATIVE EFFORTS OF SUDBURY, LINCOLN-SUDBURY,
LINCOLN, ,ACTION, MAYNARD, AND CARLISLE TEACHERS
Sudbury PublicSchoo s

LABORATORY FOR LI NG
Shrewsbury Sc Department

ACT III; ART FOR CHILDREN AND TEACHERS/PHOTOGRAPHY, MOVEMENT
AND 'DRAMA

Saugus-Public Schools

THE DEVE
'PeMbr
,

PROJ
Fox

OPMENT OF MATH TABORATORIES WITH METRIC AND INSERVICE'
Public Schools

I

76-27 CT APPRAISAL
oro Public SchooWProject,SPOKE

T3-75-7 2&,

T3-75-76-

Norton, 'Mk.

IVIDUALIZING IN STAGES: EVOLUTIONARY EDUCATIONAL CHANGE
orthbridge Public.Schools

NORTH SHORE ALTERNATIVE EDUCATION PROGRAM .

Mascdhomet Regional SchoolAistrict (Boxford) in collaboration
with the North Shore Commin.lity College ,

f



SUMMARY,SECTION -3

T4-75-76-3O

T3-75776-31

T3-75-76-32

.'/
P.L. /66 - THE IMPETUS OF MAINSTREAMING -- BREAKING THE BARRIERS,
BRIDGING THE GAP
Melrose Public Schools

MARLBOROUGH ENERGY.CONSERVATIQN CORPS
Marlborough Public Schodls

LEXINGTON_TEACHER TRAINING PROG0
Lexington Public Schools

1 ( )

I
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SUBJECT INDEX

ACTION-ORIENTED CURRICULUM

4k4

?""

Actiiinn Learning Project of Hampshire Regional High School.- Hampshire Regional

School District. (Easthampton.). 55p. T3-75-76-11. The program inte-
grates real-world experiences into classroom courses and conducts week-
end vacation adventure programs to increase student awareness of
recreational and social resources available to them.

A Midge Grades Interdisciplinary Program in Environmental Education ThrlIgh a

Hadley Environmental Laboratory Project. Hadley Public Schools. 72p.

T3-75-76-15., An action - oriented problem-solving environmental program
to serve as a community catalyst in developing environmentalSethics and
as a model for implementation by-.other schools.

-Project ACT: Action Curriculum Training.. Hampden-Wilbraham Regional School.
Disttict-(Minnechaug). 100p: T3-75-76-18. Through the use of high'

stress physical challenges and experiential curriculum, thqfproject
will foster growth in student self- esteem, increased sense of mastery,
acceptance and trust in diverse peers, decision-making skills and
enthusiasm for learning.

Project Exploration. North Middlesex Regional School District (Townsend). 54p.

T3-75-76-22. Project Exploration is designed to beea learning -by -doing
program dealing with both cognitive and affective learning.

dr

ADAPTED PHYSICAL EDUCATION

A Diagnosis-Presalptive Adapted Physical Education Program for Children with
Special Needs.' Walpole Public Schools. 53p. T3- 75- 76 -20. To develop

'and conduct Et demonstration diagnostic-prescriptive adaptive physical
educatiOn program for special needs children in grades K-12.

*7/

wt.

,AFFECTIVE EDUCATION
.

. *Laboratory for Living. Shrewsbury Public Schools. 42p. T3-75-76-24. A
;...

.

project orieted toward affective needs of ninth graders in a medium-
sized subur an system. '

7-

kAGRICULTURAL EDUCATION

.4.

Occupational Program in a Universal Setting (O.P.U.S.). Gill- Montague Regional

School District (Turner Falls). 80p. T3-75-76-21. A planning grant
to develop'an agricultural laboratory focusing on the general students,
special needs students, and vocationalay-oriented studenfs.

4



SUBJECT INDEX -2

_ALTERNATIVE EDUCATION

Curriculum Development Project around the Needs of Low-Income Youth. Cambridge

School Department; The Group School (Cambridge). 95p. T3-75-76-08
Relevant classroom materials are provided for secondary teachers in thg
areas of ethnic and class issues,,sex role issues, and work issues
dealing with low-income youths.

North Stiore Alternative Education program. Masconemft Regional School District

. (Boxford) in collaboration with North Shore Community-College: 150p. i

T3-75-76-29. The objectives.or the program are (1) to develop'a resource
center, (2). to provide technical services, (3) to offer courses and
training units, (4) to'prepare a manual fore assessment, and (5) to
establish a service-learning component for 100 youth, ekes 14-21.

ART EDUCATION

.
,

ACT III -- Arts for Children and Teachers: Ph graphy, Movement, and Drama.

Saugus Public Schobls. 45p. T3-.75-76- 5. Activities in photography,

movement and drama for all elementary' pupils including special needs-4
children will take place in all subject matter areas and will be pre-
sented to the children by4hoth specialists and classroom teachers. .,

Boston Theatre Arts Project. Boston School Department* -98p. T3-75-76-07.
A prograi that will pilot a cuiriculum for students as well as a teacher
trainingcomponent to disseminate techniques of theatre arts for,class-

room use.

DIAGNOSTIC PROGRAMS/EVALUATION'

The Diagnostic Classroom Project and pub4shed Tests Supplement. EducaVOli

Collaborative for Greater Boston [EDC0j, (Cambridge). 189p.
a(

T3-75-76-09. The goals of the project are (1), the development of a
diagnostic classroom to design, develop and select instrfttional and
testing materials, and (2> model sine implementation, teacher prepara-
tion, student referral, and reVlication.

E 4

A Diagnostic-Prescriptive Adapted Physical Education Program for Children
with Special Needs. Walpole Public Schools. 53p., T3-75776-20:

. Develop and conduct a demonstration diagnostic-prescriptive adaptive

physical education program for special needs children in grades K-12.

Project Appraisal. ,Fbxborough Public School's /Project SPOKE, 98p. T3-275-76-27.

gsystematic Approach to evaluation to assess the'effectiveness of
special needs programs and to comply with mandates under Chapter 766.

f
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DiatiNOSTIC. PROG

et,

s.

ATION 41iontinued)
6

Project ewal. Everett Public Schools. -94p. T3.-75-764-14,1 Tralns 12

eachers in grades 2 and 4,-,ko individualize instruction in readingagd

.
math through criterion reference tests and the,uSe and 4rreation of

.instructional materials.
. .. i /.

lb*

ER EDUCATION
.

. I. /
,

Driver Education'and Training Program for-the Ph0Aptily Mnititly Handicapped.'

'Worcester Vocational School Department/Massachuset d. Easter Seal,tSoctety.

180pi11-75-76-17. 'Fifty physically and multipl handicapped student

.
dryers,are"tipained to become safeieigenseddrivers.

... -;,

ENVIRONMENTAL EDUCATION/0U DOOR EDUCATION .

Io

:

Actibn Learning Project of mpshire Regional High Schools Hampshire Regional.
,

w .

School District (Easthampton). 55p. .T3-75776=11. The program inte-

: - grates real-world ekperiencds into classroom courses and conducts week,-

e

f
d vacation adventecre programs to increase student awareness of.recrea--

t anal and social 'resources available to themi. .oes.
,

. 4.s
.

, . -

w Ipswich Environmenta and Civic Action ProjeCt. Ipswich,Public SchoolS. 75p..
.

.'Provides,opportunities for higlietchool students\to under.:

stand and Actively deal with issues of nata,e,leconomics and politics, i

s. in their awn community. ,

-.
-I j

Arlibereugh Energy Conjervation Carps. Marlborough Public-Schogipli 64p.
6

T3-75-76-31. v.Rtcgrateinvolving up to 25 high school juniors
,

and/Qr =.homores Cibssrage,teaching, research, publication: town.

affairs, . blem s luing., and material development as regards AIL
borough's re to ,the energy, crisis. - .

\. , . -- 4 i

'

A Middle Grades InterdiscirdinaryProgram in Environmental. Education Through a
,-=,4 a
Hadley Environmental Laboratory }voject. 'Hadley Publid Schools. ..g.

it' N
T31-75-76715. .An action - oriented problem-isolVing envlYonmental program-
to serve as a community catalyst in developing environmental ethics ,-,

and as a model for Implementation by other schools.
. -

,

, Project exploration. NorthAiiddlese*-Regional School District (Townsend) . *..

*54p. T3- '75- 76 -22. Project Ekploration'is designe to be a learning- ,

.. ..-

byTdding program cleaning with both cognitilike andtaffective learaint.

- -
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.SUBJECT INDEX -4

Awl

,-FAMILY LIFE EDUCATIONS
.

(

c

Community FemilyLi fe,Edu cation. Billerica Petlic Schools. 49p: T375-76704.
The program ptoposes group workskops and individual' eounseling to meet
student - centered needs, involving the entire community in the- process.

*
HISTORY

'10
, ,

, . . -

GloUcester Museum Project: "How Gloucester Works." 0.oucester Public Schools.
.

80p. T4-75-76716. An iiition style museum aimed primarily at high school

student's which will conakt oral history archives, house craft classes,
cOnduct touts and studied oftilloucester'sq4story, and serve as a tbrum

.'
"foxfor display and discussion of 1Roucester's development.

**

INDIVIDUALI2ED INSTRUCTION

IndividnalAzing in Stages: Itvolutionarrfqducational Chtnge. Northbridge

Publit'Sktobls. 71p. T3-75-76-28. A project designed to assist

teachers in individualizing i truction.in arithmetic and toraise

elementary students' abhievem r scores in arithmetic.

Project Renewal. Everett Public

it 'grade 2 and 4 to indigi,\
through criterion referent
^tional'Ohterials.

.
INSERVICE-EDUCATION:,

I

oolb. 94p; T3-75-76-14. T ains 12-teachers
ualize.insfruction in,readi and' math

tests and the use and creation ofinstruc-

a

The DevelopmenE of Math Laboratories with Metric and Inservice. Pemkroke . .

School Department.' 51p. sr3-75-76 26. A comprehensive, program to.teacfis ./

thametric system to School and community.

An-Inservice Program to Traill Junior N1gh SahOol Regtilar Classroom Teachefv;to ''.,

Evaivate and Assist SLifldren#ith Special -NeOsilk IiiiMertown Public-

. Schools, fm.col/abbriffion.with Boston Uniyersity.* 52p., T3-75-r74;05.

,
Strengthen the capacity of 14 regular classroom teachers in'thar West

Junior High School fo'meet needs of special needs /students in therri

*46,diassrooms.
.

'

.

Lexington Teacher Tiaining Program. Lixingtog.PublicItchoo14. 87p. :T3-75-76 2.

'Theeproject. proposed to use, (tapes and booklets on integrati
Children with specialneeas'into the, regular c4ssrdop that were devel-'

.

oped in 1972 -74) for teacher education and to evaluate their effectiveness.

2 :3 4 Qy

OP

a

.

r

If

0



a

SUBJECT INDEX -5

INSERVICE EDUCATION (continued)

Management,Training Program for Educational Leadership. Hampshire Educational

4* Collaborative (Amherst). 70p. T3-75-76-01. A project designed to

address the need' for inservice education and renewal of educational

, leaders among the 13 school districts in 2; towns and cities in

Hampshire COunty,

PL 766; The Impetus for Mainstreaming: "Breaking the Barriers, Bridging the,

Melvse Public Schools. 125p. 43-75-76-30. Bringing, together

community people, students,-and teachers to have them khare their con- '

cerns and come to understand special' needs students with ixperts ip the
'field; develop materials4for special needs Students; and become trainers

.,of other community ptisons.

Project Interserv. Attleboro Public Schools. 100p. X3-75-76-02. A system-

wide'teacher center program for the sharing of teaching skills through
individualized "interservice,"° a.term used to,emphasize that teachers
themselves design, implement and evaluate the program,

Project OPEN.' Fall River Public Schools. 123p.- 1(3-75-76-1-2. '4 project to

prepare,teackers for +a a-smooth transition from self-Contained classrooms

to an open spice high school designed for, comprehensive education.
/t 76

A Teachers Center: Professional Responsibility in Staff Dev

Renewal. 'Sudbury Public Schools. 85p. T3-75-76-23

together to involve and-utilize Ake talents of teac

4i
development/kelf-renewal procedi7

.
Waterton pil-oding Resource Rbomond Drop-InCenter. W ertown Public, Schools.

1.-

1499. T3-75-16-19. A center which provides p ents and teachers with

skills ani'materals in woreng with youngstejs.

i
.

i,

opment'and Self-
Bringing teachers

ers in staff

-INTERDISCIPLINARVAPPROACH ;/.
Action Learning Project Of Hampshire Regional Hig*chool..' Hampshire

0
Reg

. 'School District (Ea§thamplon). 55p. T3-75-7.6-11., The program in

- grates real-world experiences into:glassIvom courses and condUcts weeks,
.

e vacation adventure programs 10 increase student awareness of
recxtional and social resources- available to them. ,

. . IL
,-

, ,

`A Middle -Grades*Tnterdisciplinarz Program in Environibental Education Through a
Hadley Environmental Laboratory Project. -'Hadleypublic Schools. 72p.

T3-7-76-15.,..An aetion-oAented problem4solvingenvironmental program
to serYe as a community catalyst in developing environmental ethics and

as a model for implementation by,other Schools.

nal

4
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SUBJECT INDEX -6

r
' MATHEMATICS

The Development df Math Labnratories with Mectic and Inservice. .Pembroke

School Department. 51p. T3-75-76-26. A comprehensive program to

4 teach the metric system to schbol and community., ,

'Individualizing in Stages: Evblutibnary Educational Change. Northbridge Public,

Schools. 71p. T3-75-76-28. A project designed.to assist teachers in
individualizing instruction in arithmetic and to raise elementary
students' achievement scores in arithmetic.

44
-

Peer Teaching of the Metric System. Everett Public Schools. 75p.* T3-75-76-13.

Introduces the metrlc system _to K-6 students, by usling'high school and

junior' high school 4bdents.

;Project Renewal, Everett'Public Schools. 94p. T3-75-:76-14. Trains 12 teachers

,in-grades 2 and 4 to.individbalize instruction in reading and math
through criterion -reference tests.and the use and creation of instruc-

tional materials.

MINI COURSES
'5

Project EIGHT. Quabbin Regional High School (Barre)'.40p. T3-75776-03. Mini

courses for 7th graders in the following areas:"breativity, business,
career awareness, health, music, industrial artS,,hathe.economiA,

,

self-School/learning. ,
*.401.1.s4,

-

111411111.... v.'
PEER TEACHING/CROSS-AGE TEACHING

Peer Teaching of the Metric System. Rverett Public. Schools. -746. 'T3-75-76-13.

Introduces the'metric system to 'K-6studentS bytising high school and,

juniot'high school students.

Marlborough Energy Conserviationiorps: 8Maeibbrbugh Schbol Department, 64p.

T3-75-7,6-31. A pilrit program involving np,to 25 high - school juniors

and/or sophomores in cross -age teaching,'rAkearch,-Tublication,'towd
'affairs, problem solving and material' development es regards Marl-

borough's respanse,to the energy.crisis. 0

OPEN ,PLAN SCHOOLS
44

IP

,

W
Er

6
.

,..

Project OPEN; Pall River Public Schools. 123p. T3r75-76-12. A-projec o

prepare 'teachers for.a smooth transition film-self-contained classy oms

to an open space high school designed for cothprehensive educativn.
AO-

.10,3

9
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ING

Project ReneWal- Everett Public Schools. 94p. Tj-75-76-14. Trains 12
teachersi'in grades 2 and 4 to individualize instruction in leading
and math through criterion reference tests and the use and creation
of instructional materials.

Watertown ReAding-Reapurce Room and Drop-In Center. Watertown Public Schools.
145p.. T3-754716-19. A center which provides.parlents and teachers with

skills and materials in worki with youngsters.

SPECIAL EDUCATION

The Diagnostic Classroom Project And Publiffed Tests Supplement.jEducation'
Collaborative for GreiterBoston [EDC0], (Cambridge). 1:10p.*--T1,5 76-09e.

The goals,of the project are-(1) the-development of 'a diagnostic class-.

room to design, develop and select instructional and testing- glaterial.S
and (2) model site implementation/teacher preparation, student referral
Ind plicatio

A, Diagnostic-Prescriptive Adapted Physical Education Program for Children'with
Special Needs. Walpole Public.SchoOls. 53p. T3-75-76-20.' Develop and
conduct a demonstration diagnostic-prescriptive adoptive physical educe-
tion prOgram for spedial needs children in grades K-12.

Driver Education and Training Program, foi the Physically and Multiply Handi-
capped. .Worcester Vocational School Department/Massachusetts Easter Seal

-Society:- 180p. 4T3- 75- 76 -17. Fifty physically and multiply handicapped

' student driVers arerained to become safe licensed drivers:
I 4*

PL 766; The Impetys for Mainstreaiing: "Breaking the Barriers,. Bridging the .

Gap." Melrcise Public Schools.' 125p. )3-75-76-30. Brihging togethbv
community people, students, and teachers co-h.ave Chem share their con-

. cerns and come to understand special needs students with experts i the

field; develop materials for specW needs students; and become trainer;
of other community persons.

0
An Inservice PrOgram to Train Juniof High Schbol Regular Classroom Teachers to

EvaluateWand Assist Children with Special Needs. Watertown) Public

Schools in collaboration with Boston University. 52p. T3-75-76-05.
Strengthen the capacity of 14 regular classroom teachers in%the West
Junior high School to meet peas of special needs students in their
classroom.

Lexington Teacher Training Program. Lexington Public Schools. 87p. dr3-75-76-12.

The.projeof proposes to use materials (tapes and booklets on integrating.
children with special needs into the regular classroom developed in
1972-74) for teacher education and togevaluate their effectiveness.

AS

116
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SUBJECT INDEX -8

SPECIAL ;DUCATION .(continfied)

Project Appraisal... Foxborough Publid Schools/Project SPOKE. 98p. T3-75-76-27.
A systematic approach to evaluation towassess the effectivene'ss.of
sptcial needs progriftkand to cOMply, with mandates under ,Chapter 766.'

(ai

I

STUDENT LEADERSHIP

Student' Leadership Training for Multi-Ethnic Settings.- Boston Public Schools.
35p. T3- 75- 76 -06. Train core group of students in leadership and
awareness skills to function as peer group leaders.

,1

,..

i
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INDEX BY SCHOOL SYSTEM/AGENCY

AMHERST PUBLIC SCHOOLS (HEC) --.141enagement Treining -Progrard [T1-75746-01]
At

ATTLEBORO SCHOOL DEPARTMENT -- Project [T3-75-76-,0*

BARRE (QUABBIN REGIONAL JUNIOR /SEND HIGH SCHOOL) -- Project Eight_[T3-75-76703]

BILLERICA PUBLIC SCHOOLS

BOSTON.PUBLIC SCHOOLS --
...

BOSTON PUBLIC SCHOOLS --
[T3-75-76-061

Community Family Life Education [T3- 75- 76 -04]

Boston Theatre Arts Program-[F3 -75-76-07]

Student Leadership Training for Multi-Ethnic Setting

BOSTON UNIVERSITY/WATERTOWN PUBLIC SCHOOLS -- An Inservice Program to Train
Junior High School Regular Classroom Teachers to Evaluate and Assist

IR Children with Special Needs [T3-75-7605

BUFORD 4MASCONOMET ugioNAL SCHOOL DISTRICT), in collaboration with North
Shore Community College North Shore Alternate Educatian.Program
[T3- 75- 76-29]

CAMBRIDGE SCHOOL DEPARTMENT, in collaboration with The Group School --
Currittflum 'Development Project Around the,Needs of Low-Income Youth

[T3-75-76-08]

EASTER SEAL SOCIETY, in collaboration with Worcester Vocational School Depart-

ment -- Driver Educatio* and Training Program for the Physically and

Multiply Handicapped [T3 -75- 76-17]

EASTHAMPTON (Hampshire Regional School District) -- Action Learning Project

[T3-45-76111]

EDCO (EducaiiOnal Collaborative for Greater Boston)',-- The Diagnostic Classroom

Project and Published Tests Supplement [T3-75-76-09]

EDC0,, in collaboration willikWatertown Public schools -- Readini,Resource Room

and [T3-75-76-19]

EVERETT PUBLIC SCH OLS -- Peer Teaching of the Metric. System [T3-75-76-13]

EVERiTT PUBLIC SCHOOLS -- Project Renewal [T3-75-76-14]

FALL RIVER PUBLIC gCHOOLS -- Project dpen [T3-75-76-12]

FOXBOROUGH PUBLIC,'SCHOOLS, in collaboration with Project SPOKE, Norton, MA. --

Project ApPraisal [T3.75-76-27]
1

:17

2:39
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_INDEX BY SCHOOL SYSTEM/AGENCY -2

GILL-MONTAGUE REGIONAL SCHOOL DISTRICT ( TURNER FALLS, MA.) -- Occupational
Picigram in a Universal Setting (0.R.U.S.) [T3 -,5 -76 -21]

°

GLOUCESTER PUBLIC SCHOOLS -- Gloucester Museum Pro' eA 4How Gloucester Works"

ET3-75-76-i6F

GROUP SCHOOL, THE (CAMBRIDGE), in collaboration with Cambridge School Depart-
. ment--- Curzelculum Development Project, ArOund the Needs of)Low-Income

Youth [T1-75-76-08]

HADLEY PUBLIC SCHOOLS -- Middle Grakdes Interdisciplinary Program in Znvitonmental

Education [T3-75-76-15]

HAMPDEN-WILBRAHAM REGIONAL SCHOOL DISTRICT (MINNECHAUG REGIONAL HIGH -SCHOOL) --

'Project ACJI: Action Curriculum Training.[T3 -75 -76 -181
.,,

HAMPSHIRE EDUCATIONAL COLLABORATIVE (AMHERST) -- Management Training Progra for
Educational Leadership [T3-75-76-011

----

HAMPSHIRE REGIONAL SCHOOL DISTRICT (EASTHAMPTON) -- The Action Learning Project
[T3-75-76-11] at

111

41
SWICH PUBLIC SCHOOLS --,Environmental and Civic Action Proj ct [T3-75-76-

. 4...

LEXINGTON PUBLIC SCHOOLS -- Teacher Training Program [T3-757 6.-32]

MARLBOROUGH SCHOOL DEPARTMENT -- Marlborough Anergy Conservat n Corps
[T3-75-76-31]

MASCONOMET.REGIONAL KHOO
Community College

-

RICT (BOXFORD), in collaboiation with North Shore'
orth Shore Alternative Education Program [T3-75-76-29]

4

'MELROSE PUBLIC SCIJOOLS P.L. 766: The Impetus fdr Malgistreaming: Breaking the
Barriers, Bridging the Gap [T3-75-76-30] '

MINNECHAUG REGIONAL HIGH SCHOOL (HAMPDEN-WILBRAHAM REGIONAL SCHOOL DISTRICT) --
Project ACT:. Action Curriculum Training [T3-75-76-18]

NORTH MIDDLESEX REGIONAL SCHOOL DISTRIFT (TOWNSEND, MA.) -- Project Exploration
[T3-75-76-22]

NORTH SHORE C 4MUNITY COLLEGE/MASCONOMET4EGIONAL.SCHOOL DISTRICT (BOXFORD), - -

North S re Alternative Education Program'[T3 -75 -76 -29]

NORTHBROGE RUBLI SCHOOLS -- Individualizing in Stages: Evolutionary Educational
Change [T3- -76-281

PEMBROKE PU§LIC SCHOOLS -- The, Development of Math Laboratories with Metric and
"Inservice [T3-75-76-26]
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INDEX BY SCHOOL SYSTEM/AGENCY -3

:NABBIN REGIONAL JUNIOR/SENIOR HIGH SCHOOL (BARRE, MA.) -- Project Eight

[T3-75-76-03]
k.

/

SAUGUS PUBLIC. SCHOOLS -- ACT Arts for Children and Teachers/Photography,
Movement and Drama [T3-75-76-253,

SPOKE-(NORTON, MA.), in collaboration with Foxboro Public Schools -- Project
'Appraisal [T3-75-76-27]

,,SHREWSBURY PUBLIC SCHOOLS -- Laboratory for -Living [T3-75-76724]-

SUDBURY PUBAIC SCHOOLS, in collaboration-with the-towns of Lincoln, Sudbury,
LindIn, Action, Maynard, and Carlisle -- A Teachers Center: Professional
Respcinsibility in'Staff Development [13-75-76-23]

TOWNSEND 4NORTH MIDDLESEX REGIONAL SCHOOL DISTRICT) -- Project Exploration

[T3-25-76-'22]

,TURNER'FALLS, MA. (GILL-MONTAGUE REGIONAL SCHOOL DISTRICT) -- OcCupational
Program in'a Universal Setting (O.P.U.S.) 1T3-75-76-21]

,WALPOLE PUBLIC SCHOOLS - A Diagnostic - Prescriptive Adapted Physical Education
Program pr Children with Special Ne.eds [T3-7576-20]

, WATERTOWN PUBLIC SCHOOLS (in collaboration with Boston University) -- An ,

Inssrvice Program to Train Junior High School Regular Classroom.
Teachers to Evaluate and Assist Children with Special Needs [r3775-77.051

WATERTOWN PUBLIC SCHOOLS (in collaboration with EDCO) -- Reading Resource Room

, ,and-Drol;7In Center [T3-75-76-19]

'WORCESTER VOCATIONAL SCHOOL; DEPARTMENT (in collaboration with Easter Seal
Society) -- Drivei Education and Training Program for the Physically
and Multiply Handicapped [T3-75-76-17]

..ar

)

t



INDEX BY SCHOOL SYSTEM/AGENCY -3

QUABBIN REGIONAL JUNIOR/SENIOR HIGH SCHOOL (BARRE, MA.) -- Project Eight

[T3-75-76-03]

SAUGUS PUBLIC SCHOOLS -- Arts for Children and Teacheri/Photography,
Movement "and Drama [T3-75-76-25]

SPOKE (NORTON, MA.), in collaboration swith Foxboro Public Schools -- P oject
Appraisal [T3-75-76-27]

SHREWSBURY PUBLIC SCHOOLS -- Laboratory for Living [T1775-76-24]

SUDBURY PUBLIC SCHOOLS, in collabotation:with the towns of Lincoln, Sudbury,
_Lincoln, Action, Maynatd, and Carlisle -- A Teachers,Centeri' Professional
Responsibility in Staff Development [T3-75776723]

TOWNSEND (NORTH MIDDLESEX REGIONAL SCHOOL DIST90) Project,Eiplration
[T3-75-76-22]

TURNER 'ALLS, MA. (GILL-MONTAGUE REGI(bAL SCHOOL DISTRICT) -- Occupational.
PrOgram in a Universal Setting '(O.P.U.S.) [T3-75-76-21]-

WALPOLE PUBLIC SCHOOLS - A Diagnostic-PrescrfPtive Adapted PhySical Education
Ptogram for Children with 'Special Needs. [T3- `75- 76 =2O]

WATERTOWN PUBLIC SCHOOLS (in collaboiation with Boston University) -- An
%service Program'tcl Train-Junior High Sdhool Regular Classroom
Teachers to Evaluate and Altist Children with Special Needs [T3-75-76-05]

WATERTOWN PUBLIC SCHOOLS (A collaboration with EDCO) Readfmg Resource Room

, and Drop-In Center [T3-75-7649]

..WONCESTER VOCATIONAL SCHOOL DEPARTMENT (in collaboration with Easter Seal
Society) -- Driver Education and Training Program Tor the Physically
and Multip0, Handicapped [T3-75-76-17].

) 4 )
.1 4,
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REGIONAL INDEX

1. PITTSFIELD REGION - Albert J. Trocchi, Chairperson

a

Gill-Montague Regional School District (Turner Falls) -- "OccupatiOnal
Program in a Universal Setting (0.P.U.S.)",T3-75-76-21

Hampshire Regional School District (Easthampton) -- "Action Learning
Project" T3-75-76-11

SPRINGFIELD REGION- Albert J. Trocchi,.ChairOson

Hadley - "Middle Grades Interdisciplinary Program in Environmental
Education" T3-75-76-15

Hampden-Wilbraham Regional School District --"Project ACT: Action.

Curriculum Training"- TS-75-76-18
. .

Hampshire Educational Collaborative (Amherst) -- "Management Training
Program for Educational Leadership".' T3-75-76701

WORCESTER REGION - Charles G. Radlo, Chairperson

..11.

*

Marlborough -- "Marlborough Energy Conservation Cor0" 1-75-76-31

Northbridge -- "IndivIdualizing in Stages: Evolutionary Educational

Change" T3515-76-28

/01 ---

Quabbin Regional School District (Bre, Hardwick, Rubbardston,
Oakham) -- "Project Eight" T)-75-76-O3

Shrewsbury -- "Laboratory for Liying" T3-75-76-24

Wotcester Vocational School DepaJtment (Easter Seal Society) --
'trvr Eduction and Training Program for the Physically and

y Handicapped" T3-75-76-17

, SOUTHEAST REGIQN - Roselyn Frank, Ch erson

Atl-leboro-- "Project Interserv" T3-75-76,02,

-,

Fail River ==_IProject Open" T3-75-76-12

Foxboro "Project Appraisar! T3-75-76-27

Pembroke -- "The Development of Math ,Laboratories with Metric and
Inservice" T3-75-76-26

'

4;
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REGIONAt INDEX -2 6

GREATER 430STON REGION - Judith Dortz, Chairperson -/

.
, ., . k

.

Boston -- "Student Leadership Training for Multi-Ethnic. Settings"

T3-75=76-06

Boston -- l'theatre-Arts Program" T3- 75 -76 -07

Cambridge -- "Curriculum Development Project Around the Needs of

LoW,Income Youth" T3-75-76-08

EDCO (Cambridge) -- "The Diagauxic Classroom Project and Published

Tests Supplement" T3 -75 -76-09

Everett -- "Peer Teaching of the MetricS>em" T3-75-76-11

Everett -- "Project Renewal" T3-75-76-14

Lexington --"Teacher Training Program" T3-75-76-12

MeArrose "P.L. 766;_ The Impetus for'Main*streaming -7 Breaking the

Barriers, Bridging the Gap" T3-75-76-30

Sudbury -- "A Teachers Center: Professional Responsibility in St ff

Development" T3-75-76-23

Walpole -- "A'Diagnostic-Prescriptive Adapted Physical-Education
Program, for Children with Special Needs" T3- 75 -76 -20

- Watertown (in collaboration with Boston Uriiversity) --"An Inservice

- Program to Train Junior High SChool Regular Classroom Teachers

to Evaluate and AssistChildren with Special Needs" T3-75-76-05

Watertown '(EDCO) --"Reading'Resource Room and Drop-In Center" T3-75-76-19

4

NORTHEAST REGION - Maria Grasso, Chairperson

Billerica -- "Community Family Life Education" T3=75-76,04

Gloucester -- "Gloucester Museum Project -- How Gloucester Works"

T3-75-76-16

Ipswich -- "Environmental and Civic Action Project" T3-75-76-10

Maeconomet, Regional School District (Boxford) -- "North Shore Alternative

Education Program" T3-75-76-29

North Middlesex Regional School District (Townsend) -- "Project

Exploration" T3-75-76-22

Saugus "ACT'III: Arts for Children ana Teachers/Photography,
Movement and Drama" T3-75-76-25

_ -

40
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PROJECT DI RECTORS

AMHERST, MA. 01002
Mr. Bill Allen.
Management Training Center (HEC)
1001 South East Street
(413) 25644869 T3-75-7641

ANTLEBORD, MA... 02703
Ails. Louise Truael

.project Intersery
Attleboro School Department
222-5180 T5-75-76-02

BARRE, MA? 01005
Mr. Paul F. ,Allen, ASSOC. Principal
Project EIGHT
'Quabbin Regional Junior/Senior
,;High School

135-4651 T3-75-76-03

-BEVERLY, MA. 01915
Mrs. Ingrid Swanson
North Shore Alternative

Education Project
North Shore Community ColPegle
927-4404 T3-75=76-29

BILLERICA, MA. 01821
Mr. Richard Bloom
Human Services Coordinator
Community Family Life Project
Billerica ?ublid Schools
667-4566 T3-75-76-04-

POSTON, MA. 02110
Ms. Liz Cody
Theatre Arts Project
Educational Planning Assoptes
54 Lewis Wharf
227-4582 . T3- 75- 76 -07'

BOSTON, MA. 02108
Ms. Dorothy.Cash, Director
Student Leadership Training
gOstOnTublic Schools
15 Beacon Street
742-7400 T3-75-76-06

CAMBRIDGE, MA. 02139
Mr. Larry Aaronson
The Group School.
Curriculum Development Project
iranklin Street
491-4884 T3-75-76-08

CAMBUDGE,'MA. 02139
Ms. Judy Sandler
Diagnostic Classroom project
EDCO - 186 Hampshire,Street
868-2100 T3-75-76-09"

EASTHAMPTON, MA. 01027'.
Mr. David Whitmarsh
Action Leathrig'Project (ALP)
tHampshire-Ragional High School.
(413) 586-3960 T3-75-76-11,

and
EVERETT, 02149
Mr. Ri ed B. Walley
Dizec or;--..Zeer Group Teaching

Everett Pqbat--Scbactla.
54813ro away
389-.795 Ext. 242 T3-75-76-13

`.

..1 5

EVERETT MA. 02149
Mr. W. oiles,Director
Project Renewal,
Everett Publp 'Schools
389 -7950 Ext. .242 'T5.-15-76-14'

FALL RIVER, MA. 0272Q '

Mr. Marcel Perry
Project OPEN
348 Rock Street
678-4571 Ext. 300 T3-75-76-42

FOXBORO/NORTON
Mr. Don Torres, Director
Project Appraisal
c /o.Project SPOKE

37 West Main Street
Norton, MA 02766
285-7766 T3(71-76-27

'

$



GLOUCESTER,-MA. 01930
Hi:ames Scheel
Gloucester Museum School
Gloircester Public Schools
'281-2870, Ext. 248 T3-75-76-16

'

BAILEY, MA. 01035e2)
Mr..GordOn Schimm
cHadley Environmentaljducation

Project
.Hopkins Academy ,

(413) 1i-1106 . T3-75-76-15

IP'
IPSWICH, MA. 01938

'4 Er. Thomas Metcalf
Ipswich EnvironMental and
Civic Action Project

Ipswich Pubfic_Schools
356-3137 , T3-75-76-10

LEXINGTON, MA. 02173
Mrs. Carol Dolan
Title III'Teacher Training Program
1557 Mass, Avenue
862-7500 Ext. 247' T3-75-76-32

MELROSE, MA. 02176
,Mr. Robert Farrell
Bridging the Gap .

235 W. Foster Street
662-2000. ,. T3-75=76-30

w

MARLBORO, MA.-01752
Ms. Hope Nesti
Marlboro Energy Conservation

Corps .
Marlboro Public Schools
Prospect-Street
485-8100 .T3-75-76-31

'NOR RIDGE
Ms. Rathlennessey_.,
Individualizing ages
Northbridge Public Schciols
Whitinsville, MA 0158,
234-6347 13-75-76-28

PEMBROKE, MA. Q2359
Mr. Peter Murray
Development of Math Labs

. Pembroke Schoolepartment
Hatch Building,,CintOr Street.
293-5411 ' T3-75-76-26

,

SAUGUS, MA. 0006
Ms. Joan Kaplan
Act III

i Saugus Public Schpols
233-9169 T3-75-76-25

SHREWSBURY, MA.%0p45
Mr. Robert J. Lemieux
Laboratory for Lying
Shrewsbury School Department
100 Maple Avenue
845-5721 T3-75-76-24

4
SUDBURY, MA. 01776
Mr. Martin Grassie
Teacher Center Project
c/o Horse Pond Road School
443-6041 H3-7-76-23

TOWNSEN D, MA. 01469 4
Mr. Paul McGowan .

Project Exploration
No. Middlesex Regional School District
5974817 , T345-76,42

TURNER FALLS, MA. 0137'6
Mr. Richard Byam
Project O.P.U.S.
Gill- Montague School District
Crocker Avenue
(413) 863-2311 T3-75-76-21

WALPOLE, MA. 02081,
Ms. Lee Walter:
Boyden 'School

iftagnostic- Prescriptive Project

k Welpole'Public Schools
:71vt, . -

T3-75-76-20"-w 648-1264

w
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whiulpwN
11s. Stepha ieNJohnpon

1inservice.Prograg for,
-4unioroHigh,School;Teahers
16 Nabbys Roint ,

_Ipswichx MA-01088:. r .

356-5176 '"a111,757,76-05 44,

I"
o

.

MATRIMIVe ,
,, . .,

. . Ms. Arlyn Hertz -:'
mi.

Reading Resourcelkoom Prtject'4,`,,,

c/o E9CO, . la...

o:'18.6 HamAhlre Sti et ,
,

.
...

1 dimbridgW, MA DA 4. ',.

,80-1110(1 ,... , -75-76-19 N., :it,

./
, ,r.-,,

/
.,.10. , 01.4

WILBRA4M, MA. 01095.

.

Mr.-llen Sentkow4ki ,

, ---4...: - .4
Piojeet ACT

3

.

, Janneohaug Regional High School
Main SmEeet '\:

4015Y 596-29011 $ i T3=45-76-18
'.,:.

4- WORCESTER, MA. 01608' 44'
,Mnflimpald Perry ; ilt

..

-,
,Ester Seals-Society
DiiverIdication..fon the 'Physically,

-and Multiply Handicapped. 4

ler

a

,'

3.7" Harvard Street

757%-2756; T3-7576-17
4
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. . . was established in 1968, MEC is a ptiblio,
Multi-purpose collabdrative of 21 Massachusetts
school districts.

.1mplement Individually Guided Education in
leagues of icipating schools.
. acts as an educational "broker" linking the
Schoot districts with resources,t the local, state,
lad national levels.

. . cond.ucts annual needs assessnient for
.member districts.

T LW

s

. cooperates- with Fitchburg _State College in
pre-service and in.ser'ice edUcation programs.
. . . serves as an educational inf0MatiOn center
and provides computerized searcheg of 'the ERIC
Data e.

assists local schools in -the planning and
evaluation of programs.

s

. . . serves oven 90,000 pUpils, over '7,500 .teach-'
ers and administratqrs, and over 100 school
committeemen in a i'egion where over $50 millions
annually are devoted to Kludatiorl.,
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