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Th)lmmcdmle purpose of this I port is to-reflect the concerns
and issues discussed at the three thectings of NSPER: 75. These
sessions (held at the O_Im') State, University, the University of
Oregon and Texas Christian Uuivcrsily) dealt with the topic
“Evaluating Administralive Peglorimance.” .

In a more general sense, it is huped that this rcpurl will bea |
useful resource to |yaclloners and theureticians who deal with the +!
problem of evaluating the performante of administrators.

e

Origin of NSPER ) .

The activities of NSPER (Nau()nal Sympus:mn for l’mlcssors ~
of Educational Researcly) began in the mid 1960’s when researchi
training prograins came under a great deal of scrutiny. Reports
such as the AERA-PDK Study Conmittee (Clark and ‘Warthen,
-1966) the Phi Delta Kappa Symposnuu on “The Training and
Nurture of Educational Researchers™ (Guba.and llam 1965) and
the. USOE project “Training for Educational Rescarch™ (Buswell,
etal., 1966) identificd a need for greater quality in the training oY,
ediicational researchers. With the advent of Title IV of the
Flememary and Secondary Educauon Act of 1965, substantial
suppon was provided for the preparation “of greater quantities of
researchers. While more and mdre universities were creafing {heir
own research training programs, the people assigned to teach
these programs frequently felt ill-prepared for the assignment. In
an atteinpt to remedy this growing problem, NSPER was creatfd
with two-objectives: l) to provide an opportunity for people who
teach about research and related skills to exchange information
about pmblcms materials and techniques in their instructional
assignments, and 2) to help these individuals obtain new
information from leaders in the ficld. :

Under the guidance of Phi Della’ Kappa, &il’lik offered its
first symposium in the fall of 1967 at the Uniyendity of Maryland
where it focused on alternative approuches for teaching the four
basic research areas: introduction to research, measurement,
statistics und advanced design. The 56 participants came from
universities in more that 30 states, Canada’ and England. Their
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enthusiasm to a sy’mposium'whcré they could share information’
abgut content, techuiques and resotrces uusctl NSPER to ofler
subscquent sessions on other rescarch topics vver theenext eiglit-=
years. \ ' . !

4
AN

( .
NSPER: 68 “Instructional Materials Development for Research
: * Instruction™
Held at the University of Colotado

NSPER: 69 ‘‘Rescarch Techmques from Selected Disciplines that
are Possibly Apphcablc to Educagion” :
Held at Univegsity of Chicago

NSPER: 70 “lutroductory Research Course: Content, Teclinique
§ and Rcsaurces
lleld at Wasllmglon Umversnly in St. Louis .
) Bccaum the growing intergst in the sumpusiums NSPE
offered three sessions in the fall of 1971, and has been offering at
feast tiirce sessions every year since thien.

< X b R
NSPER: 71 “Graduate_ Measurement inslr(ucm '
fleld +at Umvcrs:ly of Wiscousin-— Milwaukee, Uni-~
o versity of Hunda and University of)Anmua

NSPER: 72 “Siulilarilics and Differences in the Research and
Lvaluation Processes” press
tleld at Michigan State University, San franuscu al)d
University of Nofth Carolina
!
NSPER: 73 “Teaching About Evaluation”, ’ '
tleld at University of Wisconsin — Milwaukee,
- .SUNY — Albany, UCLA and Chicago . -
NSI’LR 74 “The Evaluation of Teaching”
‘Hleld in Denver, Seattle and-Atlanta "
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“iter NSPER: 74 many participants weie conccnkcd about
extending evaluation designs (0 exainiﬁc the area of administra-
tive performince. This then became the topic of the NSPER: 75
sessions which were planned around the follpwing thred broad
objectives: LUJ\

Parl:cx,,:mls will be exposed to, dlSCII$ and umquc

» prescnlalmns which delineite;

A. Thc scope and nature ol educational administration with -
a foeus 6n setting performance objectives.

B. The problems and issues in evalualmg admmlslmlwc .
pcrl'unuance -

C. Casc studies of ;plans or procedures that are\uixrrénlly
being used in educational institutions for cvalualmg
admlmslrauvc performan ¢

_D. Steps l'mmd.usel'ul in des:gnmg administrative_perform- .
ance cvaluation plans in the participants’ settings. >

2. Working in small groups the participants will- outline plans’
for designing and implementing evaluation of administrative

., performance at their educational level.

3. Participants will use each other as resources through the

exchange of information on problems encountered in a

. specific setting and on alternative resolutions that have

- e

been effective in other settings. '

The most ambitious NSPER yet, the 1975 symp(mum
generated six major presentations and showcased six case studics.
Each - session offercd a presgntation of "two original, papers > one
cuncem\ed with  “The Scupe and Nature .of - Administrative
Performance” and omre dealing with “I'roblcms and Issues in the /
Evaluation of Administrative Pcrl'opnance Morcover, each
session displayed an in-depth look at two tase studies where
educational admipistrative activity was examined in a regular,
Systematic and untque fashion. These case studics were discovered

< after a nationwide search turned up 21 model studies which were
then seduced to six (three pairs of contrasting cvalualum
melhodology) .
- 4
. T 8 . -
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All three sessions were identical in structijre. The fist day
featured g presentation of two niajor papers by, thers authors who
fielded (?\Q:slmns and responded to anmcqlé following their
teadings. Two case study presenters explainéd tlic workings of

. their systems designed o evaluate their local almmistrators, then
© answeied questions. A lectnie by, Bill Gephat, NSPER  co-

director, offéred engmeening as well as theoretical perspectives for
organizing the task ol developig an evaluation scheme. All this -

presentation activity was followed by small group discussions
where participants  gronped by similar  backgrounds  knitted
together their understandings of the evalwation proccss‘\tu solve
the task ol designing their own system of examining administra-
tive pesfopmance. The third day consisted of a general wrap-up
(I|Scussinn\ligl|Iigl|ting not only the gronp session products, but
also all the emerging concems and paspectives that had been
generated throughont the symposinm. '
Several major issues in condncting an evaluation of administra-
tive performance were continmaily raised by the participants at all
, sessions. These recurring questions and problems can be grouped
. .mto seven categories relevant to evalnation (SigiiTicange, lnputs,
Measurement, Scope, Confidentiality, Trast, ind Serendipity). It
was these seven categories, which were woven intricately throngh
all the papers presented and case studies discussed, that tied
all the effort and cunccms'logcﬂu?r into the central problem of
evaluating administrative performance.

Y . «
Significance ’ * . .

g ' N ) N .
Why undertake an evalation if it will liave go cffect on
continuing the administrator’s cmploymem/ or directly improve
his performance? If those in charge are not prepared to make a
. decision when the information indicates it, then why bother 10’
design an evaluationssystem to gather that doda? Can a system o
evaluate administfative performance be meaningful in situations
where there are no opportunities for reward such as promotions

\

<

or pay raises? 7 . d

inputs . . o

s .

. ’

Who decides on who will make the decision as to whom-will be
Q included in what type of evaluation of whom? Who will choose or

Aruitoxt provided by Eic:
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" stances; these arcas are rarely mdudcd it

s

determine the instruments and methods ol measuring admimnstra-
tive petformance? What shall be the aiterion of good or bad
administrative performance? Are job dcscnpuuns valid “ciitenion

Against which to measure someone’s practical perfonmance?

Should an “adomnistfator’s superordinates or his subordinates or
his peers or himseH or all of the above dctemunc what his goals
shiould be? '

Measurement .

N hand

Shoutd direct observations be included as a method alon with
the more conventiony) rating scales, questionnaires and sclf
reports? How valid and reliable are il thess devices? Does what
you are measuring hgve any [cyl'and direct purpose in supporting
the decision to be mad¢? Should already existing and refated
documents be used (such as school board minutes, attendance
recurds, reports to other agencies)? Are there any problemd m
lakmg inforination gathered lor one purpdse and using it to make
deuswns on another matter?

Scope =, .

Should we hnm evaluation 1o only arcas where we_have
reliable n‘easunng instruments? In an MBO system, what should *
happen if an administrator excells on threc stated objectives, but
fails nbiserable on 97 others,~ should he he fired? In selting your
ownwobjectives as an admm&t\mlor, how much of other peopled

pcrformanceusheuld—yotHndude46=y4men$efsmmlﬁb’ fvest——

How can we attemptfo evaluate admlmslral/c actions that fail in
the short-rup but which may have_great advantages in the Jong
run (or visa versa)" Is it posmble tolgvatuate administrators on
how they handlc uu[SIanncdsfor and Syddenly arising circum-* -
u\wy evaluation design,.
but yet often form the real reason administrators do or do not

"5 wirvive? Should the evaluation desigh include an appeal proce-

Confidentially

)
i

*

N

N
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If all information is made public then how ambiticus will
H . Y . r u‘ 3 =
. administrator be in selting his own goals, and how honest will a
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pcus)un ‘e in judging the perﬁ)rnmmc of another? But il
information is kept too scuellvc a person’s carcer may be
manipulated by data lie knows riothing about. »

i

Trust . . s . ‘>

How can an evaluator instill trust in his sccuracy, objectivity
“and fairness? Should he also try to reduce the anxiety in the
administrator being evaluated or is.anxiety an irremovable part oY
any real evaluation effort? Can anxiety be reduced by lrusl'

o 4 - . . »
Serendipity
’ . . . ;
Could it be that what occurs during the evaluation pruccss is v
even more unporlanl lhan the end poduct? - . /
\ : - AN
General Evaluation Desiggs B

.
<

Many of the group sessions resulted in a general design for
cvahtating administrative pcrfomunw These, effosts have been <
synthesized into the following two examiples.

' - .
’ First Example — ~ -
.’ B
s et r e == N T oY) = SR
., Step | Determine rurpose of Evaluation Efforf. (What 15l R

evaluation to accomplish?) - :

- Step 2 Traunslate This Purpose into Appropriate Criteria. (Per- ¢
T —sonal, admjnistrative or instructional goals.)

s

\ Step 3 Locate orDesign Instrumeyts to Gather Needed Inform-
, ation to Measure Against Criteria. . ,
‘ 1. gather] information” from- co-workers, subordmalcs .
superordinates and others
b. usc’a system of examining existing records
- C.use dr'rccl observation .

- L}

Slcp 4  Compare Gathered l)u!i Againsl Criterion.. . . al ) 1
EMC 7 B

» . - .
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Step 5 Use The bisights Gainied 10, \' ‘
a. write descriptive report of strenths, weaknesses or
. ' discrepanicies. . . -~
. b. make summative judgment mj worth of the pro-
gram dnd its administrator, ’i
. |
- ¢. recycle information back into #Tonuative process for
. - i - :
: . decision-making. < C

'Secon'd Example *

When admi;nislralivc pcrfnml?mcc is seen more as'a part of
total system,, then the .evaluator could begin by getting his
adnumslrauL to visualize wlml would be an “ideal systemn of
operating” given his resources. Once the administrator is able to
fantasize that, lle performs the second step where heé lists what  *
would be «necessary (sub-belmvmrs and events) for such ’:ll ideal
q " system 1o operate. In the third step, these sub. bclmvm\rs and .
events are compared to whuHsacluallylmppcnmg at present. The
final step 'is to design a System to !nuemcnlallymljusl the status
- . quo, continaally bnngmg it more in tine with the “nleal g(ml of ..

operations.” NN Lo
~ ‘
.
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*PART I °

THE SCOPE AND NATURE
OF
- ADMINISTRATIVE PERFORMANCE

Altfiough the three papers in this.section were writfen
simultaneously and’ apart from one another, cach reinforees the
ideas of the other two in the tagk of explicating the &ange of
performances on which an educational administrator can andfor
should be evalwated. In addition cach paper presents a unique
addition to the thedry on this subject.

In “The Evaluation of Administrative Performance,” Dr.
‘James Lipham, University of Wisconsin, sces evaluation as a
sub- system of administrative performance which, in lnm. is a

* sub-system of-the school itself.
. Dr. Alvin Gaynor, Boston University, focuses on the socio-
logical factors in his paper, “The Role of the School Administra-
tor: Perspectives for o Conference on Adminftrator Evaluation.”

By discussing~the diversity of perceptions that peo|‘-»lc Boldboth

lndlvidu,llly and collectively, about the role of a school adminis-
trator, he remmds us of the full scope of adnnmstr.mve
perfnrmancc : y
“Bvaluating School Admmislra(nrs The Scope and Nature of
‘Administrative quformancc. by Max Abdtt, University of
Oregon, warns of the need to keep-the role of administrative
"perforniance and the evaluation of it .as a manageable level. -

- -~ -
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4 «
THE EVALUATION OF ADMINISTRATIVE -
. PERFORMANCE

Jame:fx M. Lipham

. A
- ’ 14 e -~ \\ -
- Aflhough the evalm;t‘km of teachers and lcadnmh\crfommncc

has received syslemallc ‘.md sustained Mtention of lhcurcl:gans

. and practitioners in’ eduealwn (Gephart, Ingle, and Sarctsky

'1975), the attention given in our profession to the evaluation of

administrators and  administrative  perfotmance can only bhe

characterized as scattered and spasmodic. 1t is entircly

. appropriate, therefore, that under the auspices of Phi~.Delta

. Kappa, we are now attempting to map the dimensions of the

domain of administrative perforudiice, to  share extant

conceptualizations and current practices, an‘d lo ?h’url possd)ly
promising paths for the future. -

In this keynote paper, | will define :md delimit this dom.un by
setting -forth a model for the evaluation of administrative
performance which mdudes three basic and mlcﬁelalcd systems.

. First, at the mnérourgammllolml level of. .uralysi,s. one must
consider the performance of the total organization, whether 1
school or * school  district, through time. Next, at the
microorganizatfonal level of analysis, attention must be directed
to the scope and nattire of the_administrative performance
system. Third, also at the microorganizational level, is the . -

¢+ adwinistrative evaluation system.  Although the terminology,
mades of analysis, and operational prucedures in cach of the
. JAhrce systems may vary, il is necessary to describe their major
. constifuent clements and the pnmary interrclationships among
- them. The paper concludes with an enumeration of some cantions
and injunctions regarding theory and prauuc in the evaluation of”
administrative pctl'ormam,e. -
. 1

g : . - -The Organizational Performance System

N -

’ ’ As one school of organu.all’ona‘l‘ theorists has slrcsscd lﬁc most
basic consideration imwicwing organizations in’ any sociely ‘is the
globai macroscopic  analysis of the performince of the

. urgnnizalion as an cntity (Cyert and March 1963, 'I‘hompson
O s * . ° |

ERIC*.* "~ '14 —_—
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1967). Within this view, attention must be paid to the goals of
the epterprise, its articulations wilh society, its use of hunan and
material rgsources, its organizational structure and processes, and
ultimately the extent to which it is.productive in achieving its
assig,ne(rm presumed tasks as defined and perceived by both
cxternal observers and members of the organization.

.

" Typically, the overall performance of the oganization is
- s

assessed in terms of longrangé goals. and objectives it ought
ideally to achieve, and the. expectations for org:mi'}mimmf
performance are deliberately sct higher than present or actual
accomplishments to keep the organizagjoy “on the move.” As
Halpin“(1957) emphasized, however, it the performance of the
organization is to be assessed accurately, its achievements must be .
spelled out in terms of the changes that it seeks to induce in the
behavior, or the products of behavior, of its members. ‘_ .

As shown in Figure 1, in assessing the performance of the
organization, whether at time } or time u, onc miy view the
organization in terins of a basic systems model - its inputs,

processes, outputs, snd feedback mechanisms. This systents

. . . . ¢
Cschema is  pacticularly productive, lor analyses ‘made hy®

intraorganizational  participanfs., Those cxternal to, the
organization, -however, often tend to ~evaluate, its total
effectiveness on the basis of ‘circnmseribed, particnlaristic vari- -
ables. For egaple, citizens nxy complain about the costs of
schooling (inputs), adginistrative or teaching behavior (pro-
césses), and the achievement }cvcls of students (outputs) — some-
times simultancously. ¢t . '

Although a multitude of taxonomic schc:?’wlu have been
propounded for mugrm)rghnizallunul analysis, (wo dimensions
have withstood thestést of time, for evaluating organizational
perfommance. These are: organizational achievement and organiza-
tional maintenance (Barnard 1938, Cartwright and Zander 1953).
Organizational achicvement, of course, includey such variables as
productivity, cost per unit of gain, adoption ol imovative
programs and [;rocedurcs, and levels of achievement oblained.
Orginizational  maintenance includes stich variables as satiss
faction, belongingness, identification, ‘motivation, aud morale. As
shown in Figure 1, -the degree of change in organizational
achievement and the degree of change in organizational mainte-
nance are the primary indicators that must be used in assessing

N
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the performance of the organization at one poml as compared
with any other puml in time.

Embedded within the system ufmacmorg:muulimml perform-
ance arc several interrelated performance systems for each focal
role within the organization, such as the student perlormance
system, the teacher performance system, and the .ldullllllslr.{vc
perforinance system. Although thie nature and the relationships of
cach of these performance systems should be analysed. our
attention here is perfGree limited to considerafion of the scope
and nature of thgadministrative performance system.

»

The Administrative Performance System
N - [
The administrative performance system constitutes the sccond
basic clement of the model shown in Figure 1, and is at the .
microorganizational level of analysis. Within this level, attention

behavior in any administrative role.

Scope and Nature of Administrative Roles .

4 PN

EY

Regarding the scope and nature of admlmslrallvc rolcs within» -
the educational organization, literally dozens of taxonomics Imvc
been developed. In general, liowever, four conceptualizations
have been found fruitful: tie task: approacl, the pmu.s%
. approach, the theoretical approach, and the competency .|p-

proach to educattfongl administration (Lipham and Hoch I‘)74)
. The Task Approach. The task or functional approach ln

administration analyzes “what” it is°that administralors do and

typically groups these tasks according to the folfowing: (1) the
instructional progrant, (2) staff personnel, (3) student personnel,

@ 5 nancial and physical resources, (5) the administrative

orgamzal ' and (6) school-community relations (Campbell et al.

19711) .

Although the task appm.u.h to the dll.l|YSlS of adwministtative’
pctformum.e was for a time disparaged as being induly prcsmpA
uvc it remains that schopl organizations are still largely struc-

v tured o Tunctional basis, as are preparation programs for
s¢hool administrators. What one is expected to do and what s

T
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Figure 1, A Model for the Rvaluation of Adniinistrutive Performance
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ddeally one should do are the most basic ol considerations in the |

analysis of role behavior (Getzels und Guba 1957). Mucover, the
difference between actual performance and ideal performance is a
uselul, if only derived, measure of role elfectiveness.

The Process Appfoach. The process approach to analyszing the
scope and nature ol the adnunistrative role is concerned less with
“what” is done than with “how” it is done. Vlere again, several
taxonomies of the administrative process have been drawn
(Gulick 1937, Gregg 1957). Genenlly, the udu)inish:xgvc process
in education is seen as including the lollowing stages® planning,
decision  making, organizing, conmmnunicating, coordinating,
stimulating, and egaluaiing. 7

As with the task approach, ceitain shortcomings were noted
concering the process approach to administration, namely . that
it may be cyclical, that its stuges ‘are interrelated and not
necessarily sequential, that it can only be inferred, and that its
evaluation approaches the impossible (I\z‘nlpin 1958). Morcuver,
the process approach to administration has beeh undyly hamper-

“ed by some thewreticians and practitioners who scuc upon a
particular stage of the prmc‘i’ as centual and, " with missionary
seal, attempt to subsume gl functions, if not all progesses, within

it. Even so, it cannot be“denied that the pergeived processes

utitized by administrators forms much of the basis for the
_evaluation of their performance, both by sell and others.
The Theoretical Approach. The third and particulacly popular

approach to the analysis ol adwinistrative performance within the

past two decades is that of the theoretical, foundational, or

" behavioral science approach. Within this view, the goncem is not

so much with “what™ is done or “how’it is done, as it is with

“why” it is done. Derived largely from the administrative and

social sciences, the theoretical approach to the apalysis of

administeative behavior draws heavily upon the followinig founda-

tional bodies of theory: general systems theory, social systems
theory, values theory, organizational theory, role theory, person-

ality theory, decision theory, and leadership ticory (Llpham and

Hoeh 1974).

Although some have questioned the extent to which the
so-called theory movement in administration has lived up to its
carlier promise (}alpin 1969). the issue of whether or not the
lhcum:. are relevant lor research, practice, and training in

AN
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educ.m(mal administration h.lS been llrumnghly examined .md
’ answered: in the affirmative: (Cnlbertson et al. 1973). Parts or alf
. of ihe thedries continue to be widely utilized in both the tiining
of administrators and’llle’evalu.mun of administiative 'pcrlurm-
o ance. * . ' )
. . $he Cumpetem'y Approach. The cmnpelcncylpcrl'urnmncc-
’ bused approach to” flic scépe and nature of administrative
" performance re'presenls a significant new thrust on the American
educationalyscene. This approach draws upon the previous ones in
. + thes following «mqtlc ways: the lhcurctlgal “approach, in that
specific indicators of behavior or behavioral outcomes are =~
identified and analyled the process appruoach, in that process,
relalums are stressed more than are the product outcomes of
v behavwr' and the task approach, in that the role functions of
o specific admpinistrators are typically enumerated in some detail.
Thus, the competency-based approach identifies specific adminis-
- trative roles, such as superinlendem of schovls, central office
supervisor or coordinalor, or school principal, and, l}lroubln usgof
- a theory-process; theor§-task, or, more typically, a process-§isk
- grid, specifies both the competencies to_be attained and the
. indicators of their fulfillment. Within this approach, more work
has been done to date regarding the principal's pcrl'urm.uue than
has been done regarding other udministrative roles within lllc
educational urganization.... . ¢- p
The competency-bused approach is: designed to prcparc pCI'-
sons that are competent to perfarm in an administrative role. in
cducation because syslcm:mc attention has been given in their
trainjivg ¢ pcncmes lo: (N identilying trainingneeds and inputs; -
iffing the' domains of administrative role behavior and
|uril|es to them; (3) develupiug mcasurcs of Lompc-

o

stapdings, skills, and aluludes and (6) wmfymb competence to

© perform effectively (Lipham 1975). .©  * -
Alt ul' the ajor national associations in educational adminis-
trampx‘ have redently been, working at refinjng the competency-
‘ . . based’ approach Yo administration, as hiave some universities and
' .sduml Systems (Culbermm, lenson, and Morrison l‘)74f *Even
so, considerable oppusition 1o the competency-based appraach

. has been engendered. Some pmfcssurs and practitioners object
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Aruitoxt provided by Eic:




ElC o o
e

‘b ” .

phlluSop!mally to the emphasis_on consensus, orderliness, und
accountability; ofhers object 10 the content domains inguded or
excluded; 1)ll|cn ohject to the measurétiient llldlLdl(}DleIIIU.Cd‘
and still others object to fractionalization of the administrative
role. Without belab ring the, antisystems ppposition, sulfice it to
observe, that fhe c:%iﬁct‘cmy ‘bifsett appfoach takes inital and
continning cognizancewf the majos variables which condition and
alfect the role behavior bl theadministrator. .
‘

.
o

Variables Conditioning Administrative Behavior

l‘ R ,/ i
As shown in the boxes above and bek;}v the administrative
perfomuance system it Figure 1, two classes of variables
continually - condition admumistrative  behavior: ogganizational
variables and- pessonal variables. These “onditioning variables
affect cither total or specific aspects “of the behavior of the

.ulumuslmlor Since the pature of the organizational-individual

i

rel.mouslup has been documented in detail elsewhere (Getzels,

Lipham, and Canupbell 1968), Suflice it here to mention megely
some polent-examples of the content included in each domain,

Organizational. Variables. Two classes of organizational vari-
ables  continually n{l'ccl the “behaviog. of the administrator:
extraopganizational  variables and intraorganizational ‘variables
(Halpin 1957). Among the more powerful extraorganizational
forces, il not piessures, which impinge upon the administrator
are: values conllicts within the socieTy regarding such issues as
race, religion, technology, and other conditions of envirgnmental
uncertainty; differences in expectations held for the scﬁ)ol as an
institution; the nature and extent of financial supm}l of the
schools; and constitutional, Icglslahve judicial, admifistrative,
and other powerful political mandates on the school and its
administration,  * . ‘

The following are among the set of significant intravrganiza-
~tonal conditioning variables: ofganizationat goals, objectives, and
pnonllcs, organizational sizg: organizational structure, including
degree of centialization, communication, formalization, siratifica-
tion, and complexity; and urgam/allun.ll cohesiveness, adapta-
bility, and productivity (Lipham 1973a).

Personal Variables. Two classés of personal variables Jikewise
iuﬂueuce adwinistrative performance: interpersonal variables and
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intrapersonal variables. The inlcrpcrso‘liul variables mchude Jhe
< - . . g *, -~ .
extent ol intermember compafibility: vilues sinulanty . informal

\ " interaction; interpersonal communication. group cohesiveness.
and satisfaction. belongingness. and mujale 1o memtion only a
' few. «° ¢ &

The intrapersonal variables which alfect the behaviog of any
administrator inchide, in addition to age, race, sex, trming. and
experience, such factors as health, intelligence, vahies, interests,
attitudes, and other characteristics of the adininistrator as an
individual. ’ . .

Since the loregoing classes of variables inlluence the behavior .
of the administrator, they may be ulilized al cettain junctures in :
the adwinistrative evahiatjion system to define, analyze, under-
stand, predict, and. even evaliafe the “cffectiveness™ of the ,
administrator. > .

7

The Administrative Evaluation System

T ! % - . ., A\

The thitd -essential system, also at the microorganizational

level, is that which is utilized to evahiate the performance of

- . administrators. This- system is actually a subsystem in two

respects: first, it is a subset of both the organizational apd the

» administrative performance systems described carlier since qnly
) some, But by no means all, of the organizational and administra- ° -~
tive behaviors will be assessed. In yet a dillferent respect, the
", administrative evaluation system is fso a subset of the total +
personnel evahiation system of the schools. Iete, however, our
focus is not so much on the evahmtion of students or the
evahiation of teachers as it is on the evaluation of administrative

. 3
personnel. Although the evaluation of administrative persorfinel
T possesses much in terms of fugnulive and summaltive evalation
that is common to the evaluation of all mcmll)crs of the .
— Ay

organization, there are certain unigjuendsses in objectives,.proce-
dures, and vutcomes of the administrative evahiation system that
need to be explored (Lipham and Fruth 1976).

As shown in Figure I, the administrative evaluation system
consists of three sequential processes: plannmg for evaluation,
collecling infurnmlfon.und using information (Bolton 1973). -
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Planning for Evaluation .
* <t planing for the evahation of administrative performance,
. . ee?

four cohsiderations are essential: (1) the... pusposes. of the
evaluation, (2) the means !:(ir measuring. pcrfornn:}nc¢, (3) the
persons who will do lhe"jncusming, and (4) how often the
measures will Be takemn. The reasons for evaluating administrators’
may, of course, be legion,.but the Tollowing age typical: to change
goals or objectives; to ‘modify procedures, o implement pro-
grams, to hire or; promole persognely” to protect oganizational
participants, to change role assignments, to change ankimpruve
behavior, to terminate services, of to reward role perfbrmance.
An administrative evaluation system may be designed to serve any
or all of these purposes. In any cvent, in implementing an
« adwministrative evaluation system, it is absolutely essential that the
purposes for the evamation be .raised from an implicjt to the
¥ explicit level. In this regard, for example, one is reminded of the
., situation in a-major, urban American school system whercin a
Management by Objectives form of administrative evaluation was
“ssold™ to the principals by the supetintendent as a means for
improved personal and organizational . performance, only to
discover suhscqum}lly that -the “hidden agenda™ of both, the
superintendent and the school board wis that.of *merit pay” for
principals. Suffice it to observe, therefore, that the time at which
the inaugnration or revitalization of a system for cvaluating
-~ administrators is discussed, one must seriously question the overts
~_ and covert reasons for engaging in the -administrative evaluation
» process. v
‘ - Regarding the procedures for measuring administrative per-
formance, no entirely satisfactory method has yet been discover-
ed or devised. Questionnaires, checklists, interviews, observation
scales, videotaping, time sampling, critical incidents, and other
- direct and indirect _techniques for sampling, anuiyi.ing. and
, summarizing hcllugiof have all becn attempted with varying
degrees of success. lronically, however, such instruments and
proceduires typically assess only the frequency with whichcertain
administrative behaviors have been attempted, rather than the
potency or quality of the behaviors which have been accepted
and implemented (Lipham 1973Dh). Whichever devices are used
_ for assessing administrative performance, they mnst be viewed as
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refevanty valid, and rch.lblc by alt |).lrl|u|).uns m the evaluative

. prm.ess ' .
i Conceming the issue of who should participate in the
" evaluation of administrators, cuirent ‘suggestions range [rom $

-

including Snly the administrgtor’s orgaizational supcnm‘s lo
o including imyone and everyong who may “know{’ or “have a vight
to know” about an administrator’s performance. Within the
‘educational oiganization, however, .t feyst the ‘olluwmb should =
> be involved: inmmediate org,.ml/.nlmn.nl snpcrmrs immeddale orga-
nizational subordinates, and the .l(_llllllllsll-ll()l' heing evaluated.
Currently, pasticipation in administrative evaluation systems in
* education varics widely. Some school districts mandate pasticipa-
tion -by -the board of education;- others utilize “jmipartial®
extraorganizational consubtants; still others provide for peer -
evaluation or inclusion of an administrator’s bargaining unit; a
few include evaluations by such “lower™ orgavizational partici-
pants as students; and some ovccasionally seck evaluations by such
extraorgranizational reference groups s parents’ and citizens’
advisory” committees. Whether or not bm.ndchmg the base of
participants increases the relevance, validity, reliability, and
utility of the performance evaluation systent, however, 1emains to
be seen, since previous experience has shown that the correlations  *
both within and between the descriptions o administrative
behavior made by the several pussible reference ‘groups are neither .
entirely systematic nor necessarily predictive. 11 it is-ditficult to
g reach agrecment on. descriptions of actual administrative be-
havior, it is even more difficult to reach consensus on the
evaluations of that behavior (Halpin 1957).
: Regarding the_frequency of adwinistrative evaluatious, the
- typical incantation is that it must be a continuous process - day-
today, rather than once-a-year. Obviously, lonnative evahfations
are continuously made 1egarding the behavior of the adwinis-
trator in bath implementation evaluation and progress evaluation
(Alkin 1969). l.vcn so, an adequate administrative cvahmlmn .
. System will glve attention not only to formative but also to - _
summaﬂvc cv.nlualmn at specilied points in time so that ml'orm.l\
tion com.cmu)g the products or outcomes of behavior ‘can be
periodicilly collectéd and assessed. ¢
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Collecting Igformation

: . .

If one asswmes that adequate attention las previously been
éven to the purposes and objectives of the admmistrative
< evaluation program, the means for measuring performance, the
persons who will do the measwing, and the fiequency with which
the measures will be taken, then the process of data collection
- stioutd simply wivolve iwplementation” ofthe evaluation plan-
Lven so, attention in this phase must be directed toward the
apount, form, and flow of information resulting (rom the
__evaluative _process (Lipham 1974). Regarding the amount of
lnfomulmn. evaluative systems in education typically depend
upon un inadequate data base which <mn ‘be attacked from any
and all directions:- Emerging piactices in the evaluation of
admiuislr.llfvc*pcrfonnalicc therefore, pay particular attention to
the amassing of specilic dmlﬁuwlary evidence 1egarding cach
behavioral phenomenon to be assessed. ~.

’ Concerning form, evaluative information must be more than a
mere collection of disparate nbservations. it must be summarized
and organized if it is to be uscful. Increasingly, school systemg are
utilizing powerful mformation processing concepts, tools, and
techniques to increase the utility ul' information for informed
-deusmn making. :

" Concerning information flow, “the summarized data must be
.;v.ulal)lc to decision makers at times it is needed; otherwise it is
useless. Since all evaluation is time-bound, the'| nnporl.lme of this
variable is obvious, if the data are to be used.

Using the Information "

“The third |;roccss in the administrative evaluation system is
that of nsing the evaluative inforspation. If the amaunt, form, and
flow of evaluative information are adequate, then three additionial
steps reprain: interpreting the information, making evaluative

interpretation ol information is, of course, a highly personalistic
process. In fact, cach individual is surrounded by a unique
pc/«.cplual screen which is a composite of such variables as values,
intelligence, creativity, need-dispositions, abilitics, and interests
(Lipham *1974). Traiming, previous expericnces, and situational
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varidhlcs also influence the ways in which olle_cognizes, striie-”
tures, and acts in decision situations. At this crugial slagc"i:) the
performance cvaluation system, l!lcrgii)‘.re.é'l is™lten essential (o

' mqél. react, discuss, explain, and'i;vcﬁ justify-one’s interpretation
of evaluative data regarding an admigistrator’s performance. ’

. Thee next step in the gvaluative process is that of making,

" ¥ -decisions based un one’s interpretation of the datit. In administry

> tive evaluation systems this\gtep unfortudicly is ofien over.

simplified, such as by checkin nt oon a raling séale or
forming wm’ “either-or™ cvaluative judgment. Without detailing
subsequent steps in the 8&ision-muking'pro€css. suffice it o
observe that at this juncture the evaluative system ordinarily
becomes cyclical - one retums to tost, both the viabitity of the
initial "objectives, asvwell as the extent 1o which they have been
achicved. Morcover, in rendering Judgiental decisions, one
typically sceks for meaningful articulations between and-<mong

. the ad:iniuis’gralive evaluation system, the administrative performe
ance system,and the organizational performance system, )

° Even the “best “evaluative system is to no il if the .
information simply “sits around.” The primary purpose of the
evaluation system is to effect specific .changes in subsequent
adwinistrative behavior. An<adequate administrative evaluation
system, therefore, pays particulag, atténtion. to lollow-up and
-follow-through proceduges including:, the technigues for evaluy-

- tive feedback, which pasticipants in- the process receive wh
sfeedback, and what kinds of corregtive interventions may be
helpful. Traditionally, such follow-through ~has been largely

* accomplished through individual interviews und couferefices o
between the administrator and those doing the evaluat g

- Because such data‘are particularly potent, however, a recent tyen
> has developed to document evaluative decisions thoroughly to
allow for due process and gfevlanlcc procedures. Lvaluative forms

7, llleréfore, will ‘need to be developed, completed, reviewed, kept.

. secure, and-compiled to chart changes in_administrative behaviby
through time., " -

-

A/ final form of “follow-through relates to evaluation-of the
-« evalgative process itself, Since no pcrs(_mu_ewalualive system has
yel n perfected, .it is necessary to recycle and reexamine the

whing, iﬁ‘l‘onuatiuu collecting, and, informution utilization
processes so that the evaluative system may “continue o be

3 .
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‘renewed and refined.
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=

< lmproving the Evaluation of Administrative Performance
) ) |

Based on ghe model presented, several suggestions can be
offered which may enhance the evalnation of administrative
performance in {the future. These snggestions grow out.of certain
shortcomings that have been observed regarding present practices
in the evaluation of educational administrators.

- First and foremost, one must acknowledge that the articula-
tions between and among the three systeins previously gescribcd
are only dimly understood, and therefore frequently abused. On
the one hand cxists the fallacy of ascription -- blaming the
administrator for gnything and everything that happens, or fails
to happen, in the organization. Qn the other hand exists the
fallacy of avoidance - belicving that the effects of administrative
perlormance: perhaps may be known only to God. As we were
carlier cautioned (Halpin 1957), it may be impossible to get there
(assessing urg,.uu/.almn,ll achievement and nyintenance at time n)
lrom here (assessiig the variables, which condition administrative
bch.wmr at time 1). With surprising consistency, however, such
ascription errors are made, assuming that because the adminis-
trator ranks highly on a “friendliness” scale then the organization
is well maintained, or believing that beeause the administrator
scores highly on the “productivity” dimension of leadership then

“the_achievement of the organization will be greiit — ad nauseam.

(‘orrespnndmbly. such avoidance errors are mdde as blaming
students, teachers, parents, politicians, sucicty at large, or ad)QrE
other than thezudministrator, for conditions i the schools.
Alllluugll the ascription-avoidance issue can never be universally
resolved, -we st at least be aware of its dysfunctonality for
evaluating administrators and seck constantly to develop better
conceptwmlizitions  and  procedures  for  articulating  macro-
organizational and microorganizational analyses and evaluations.

A sccond typical tendency which must: be avetded exists
primarily within the administrative performance system. Untold,
fruitléssTelMorts of both scholars and practitioners in educational

. admmnlulmn have been directed toward “grmdmg, one’s favorite

E

?

axe” - focusing on a particulyr task, process, theory, or. compe-
lcmy as the sine qua non in administration. Actually, all four
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perspeclives of the scope and nature of administrative pcrfprm-
ance have essential uniquenesses to- contribute to our uudgr-
standing and analysis. We must, therctore, avoid cither theoretical
or practical parochialism by utilizing an eclectic approach o
analysis of the administrative role in education.

Within the administrative evaluation system a number of

pitfallssexist. First, regarding purposes, the tendency-exists to
view personnel evalnation as being done to, for, about, or by
someone, rather than being done with someone. Increasingly, we
must eniphasize the mutuality of the evaluator-evaluatee ielition-
“ship. Next is the tendency to confuse desceiptions of actual
behavior with those of idealized behavior. hn evaluating perform-

ance we musl keep our+ is's and our ** ou;,hﬁ slrai;,hl Thi

phenomena ob}ecuvcly Fullrlll. the tendency exists to view on
variable us an indicator of all others. Again, we are knowledgeable
about the “halo effect,” yet we ignore it in actuality. Fifth, is the
tendency toaccept the evaluations of only one reference group as
“gospel,” while at-the same time ignoring the formal and informgl
evaluy& ons made by other significant reference groups. Programs
[ evalualmg’ administrators tend particularly to give more
weight ta evaluations made by organizational superiors than those
-‘made-by peers and organizationil subordinates.” Finally within
llnsﬁfyslem. we must guard against the tendency to settle for
measurement of the possible as being an adequate substitute for .
measurement of cither the actual or the desirable. Proxy meusures
of effectiveness must always be viewed with Suspicion.

Finally, of-course, we mnust guard against the tendency to feel
that we have solved the problems existing in a complex domain
only because we have purtially described it. In this regard, it can
only be Impcd that the model proposed herein will not so
necessarily be applied as it will be revised in our future efforts to
improve the evaluation of ddmmlslra(lve performance.
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THE ROLE OF THE SCHOOL ADMINISTRATOR;
PERSPECTIVES FOR A’CONFERENCE ON
ADMINISTRATOR EVALUATION

Alan K. Gaynor . ,

“The role of the principal has changed rapidly -- and »
radically — in the lagl two decades. Among the most
“important aspects of these changes <are: (1) The
. principal’s responsibilitics now cmbrace the entire set
of . managerial and instructional functions, jand (2)
The principal is expected to cope in -spite of
ambiguity, conflict and diversity in expectations, ”~
power, and cxperience.” '
" Leon Lessinger (1975)
‘ . . .- .
The task I lhave been assigned as a participant in this
conlercnce is a seemingly simple one which is slmil,hll'mw.mlly‘,
related to the conference purposes and format. | am (o speak to
the role of the schoul admimslm(ur us a starting point for others
- who will then speak to the evaluation of the.performidnce of the
administrator in this role. The logic is clear and isrefutable. It is
certainly useful to know what a person. is expected (o do before
ong sels about assessing how well hefshe doesit.~ - L
*The problem for nie, however, was multifold. First, there are a
variely of roles in a school district which are lyplwlly classified as
administrative. These include the supennlemlcmy and other ‘
~. central office rales as well as the pritcipa ip and assistant
pnm.lpalshlp among possible others at the hlildmg level. The
. specifics of these roles are quite different dithough plainfy they
/ e, *  also share sil,ml' icant common elements. A qiiestion, then, was
which of tbese roles to speak to and how to do this in a briel and
usclul way.

\ The decision | finally wme to,wis lu c.huuse one of these roles
and defin€ it out of a conwpt al lnuhcwmk hroad enough to
relate, at least implicitly, to the other admimslmtlve roles as well.
For a variety of reasons, reasons which to e were compeHing, |
have chosen to_focus this’ paper upon the role of the building
pnnuml A wnlln@ explicit my reasons for this dcusmn fusthes
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on in the paper. - 8

A second aspect ol my problem was related to the obvions fact
Nhat school principals peiform roles which, althongh often similar
in many respects, also differ significantly among school districls
and even among attendance areas within school districts. It
secemed importmst, then, even at the risk ol seeming abstract or,
indecisive, 1o seek ways within, the paper o speak 1o some of the
major sources of role variation among principals.

A third aspect of my problem derived from an awareness of
the .immhtiplicity of sources of role definition for even a single
school principal with her/his dwn school district and school
altendance arca. Here, 100, 1 felt it was important-to incorporate
wilhin the paper some framewotk which might assist the
evaluation specialists in at least conceptualizing this bureaucratic
and political reality. ‘ *

In sum, then, and by way of introduction, it was the
complexity ol the problem of delining *‘the role of the school
administedor™ ih some simple and unambignous way which led
me 1o make # series of decisions which have, ultimately,
determined the Tormat and substance of this paper. 1t will deat,
then; with the role of the school principal and with those
variables which seem 1o account for much of the variation and
ambiguily in the principal’s role over time and place.

.
-

2 . Focus Upon The Principalship

The logic leading me 1o the school Jprinciﬁulship as the role o
focus upon as input Mo a conference on the evaluation of
administrator pcrformu& is simple and compelling. I scems
clear that the forces leading 1o a widening national concern for
administeator evaluation, and implicitly 1o this éonference, are
those forces known collectively as the nccounl:gh/ilily movement.

Of course, school superintendents Imvc,bc’cn ac’cmml:ible in
most localities for years, That, indeed, they have is gtiested to by
the statistics’ describing supcrinlcndc‘:pi‘lu[ng)ycs. The tenure of
superintendents has heen increpsingly short in recent years as
fiscal problems and conumyfi!y/ turmoil have emphasized the
degree of  political uccol&ﬁhilily inherent in this typically
untenured role position. -

y Thus, a1 least at this point in time, the accountability

s,
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movenient is not newly directed at school superintendenls. In
‘many -ways, lhe‘yﬁbavc always been accountable. Rather, the
pressure- for renewed and more systematic accountability has |
“been directed at the school district’stenured  professional
T personnel, those whose accountability is not so nuch pofitical as
it is burcaucratic. This pressure wasydirected first at teachers and
nofe recently it is being directed at bhitding principals, RN
. The conclusion | haye drawn is that the principalshipis, at this
¢ stage. of the accountability movement, the true target of that
T movement as it focuses upon the formal evaluation of school
administrators. *Thus, it Scems reasonable to assert that our’
z energies in this conference should be dirccted foward éxplicating
the role of the school principal and methods for evaluating the
performance, of individual school -prin@pals. TFortunately, these
insights should also have payofT-in addressing the evaluation of
olhi( school administrators. -

4

-

‘ e . Role As A Social Construct
- . ‘ N S~ ) [y -~
) ’ .The key slarting point, it scems to me, in thinking abowt |

evaluation of personnel, is that role is 2 social coustruct, a -
product of the institution as a social syslemgnd that although
role behavior is in’ part idiosyncratic, the rolg, itsclf, along with, -
- the limits. of variation in behavior it allows to individual
roleholders, is institutionally defined. Persons who transcend the
. limits of behavioral varoiyion are subject to sanction within or,
ultimately, expulsion frofh the social system,
The impona}ice of this understanding.is that the sources of
ariation in the mle of the principal are generic to the society in
_ . Al ofits cultural and political complexities whereas the degrec to -
which the individual is willing and able to confonn to this role is : |

. a product of (1)'the objective clarity and mutual counsistency of
. the role expectatjons transiitted to the individual by diverse role-
. senders.and (2) the-individual’s awn values, abilities, needs, and

. 'dispusitionsluacl {Kahn, et al.:l9(;4;(;etzcls,el al., 1968). - B

There have. been seveial major studies in education of -
adniinistrative role behavior, studies which”illustrate the social
definition of administrative roles in schools and the press on
administrators” to reconcile’ conflicting role expectations. Re-
search at the University of Chicago (Getzels, et'al., 1968) focused

»
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printarily upon the tensiom between the role expectafions of the
institution and the need-dispositions of individuals s rolcholders
in delermining role behaviar, tn another set of studies, Gioss, el
. (1958} developed and lested a theory to predict how
supcnnlcmlcnls would behave when [aced wilh incompatible role .
cxpccl.nlmn;. McCarly and Rammsey (1971), cousistent with the
conceptione of role as™a social construcl, lesled, in a third sct of
invesligations, the impact of differences in patterns of commu-
nity aid school board power structure upon the role belfavior of
school ghperintendents, ‘
It wight be noted with accuracy al this point that much of the
- research on administrative role behavior in education has largeled
upon the superinlendency. Somie researchers, however, have
focused their investigations upon the principalship. Sayan and
Charters (1970), for example, replicated on principals the Gross |
. sludy ofirole conllict resolution among superintendents (Gross, el
I, I‘)SS) Foskelt (1967) survuycd cducators in order to describe, -
mml.nl patterns of .lusk expectations for school principals and
Gaynor (1975) more recently has been validating an instrynent
for use in analyzing discrepancies among members of the role set
in the task expectations held for school principals.! Thus, lI}ch
have been some empirical stndies of the role of the school
principal i addition to the prescriptive offerings put forth in at
least iy, yc}nrs of textbooks on administration and supervision.

(S

'
" Two Bimensions of Role: Task and Style
¢ 8
. .

Belore moving o discussion of the sources of their variation,.

il seems useful to identify, at leasl in broad 5)ullinc, the modal

: “population of role expeclations typically held for school princi-
pals. The role of the school principal, like any role, can be
conceplualized in terms of two prinary companents,. The task
componeiit of the role defines what the, principal is expected to
do. The style component of the role defines Jigw the principal is

4 —

Y ite School Prncipads Tusk Inventory (SIPFE (1ED)., PRELIM) is a 46 item

. P - -
questivmnatre which scores respundents on len lasketactors and” 1wo over
1nII dimentsions of "M.nnluu.mc\. .u)d *Leadership™ orientations.
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) expected to perform these fasks in a social comtext. Lvaluation
| ‘ designs will probably need 6 facilitate desciiption and analysis of
role behavior on both of these dimensions.

«
-

The Task Dimension
-
Findings 4nd prescriptions describing the modal tasks of

school administrators have been generally consistent over time. In

a book on general school administration wiitten 50 years ago, a .

book focusing upon the role of the superintendent, Stayer, et al., ;
*(1925), identificd, amoung others, the following tusks of the

school admisistrator: :
nllsilleSS\Adl‘llilliSIruﬁ()n of Schools
School Publicity - :
Buildings and Equipment
Census and Attendance
Classification andProgress of School Children '
Supervision of Instruction
Curricula and Courses of Study

Rcc(?ds and Reports A "
’ . Exteh-curricular Aclivities . ’ :

Personstel Management -
Inja similar book published 13 years ago, (Campbell et al., j
1962)\listed essentially the same administrative functions:
K thool-Community’ Relations - ’
- e Airriculini Development
. Pupil_Personnel
; . Staft Personnel ‘ !
Physical Facilities : -
«  Finance and Business Management
Organization and Structure \ !
In i book .on the principalship published just two years ago -
(Jacobson, ct al., 1973) identificd, among others, the following .
tasks of the school principal: . .
Making a School Schedule -0, )
" Instructional Leadership .
Educational Diagnosis
Evaluating Stadent Progress ' i
Guidance, - ‘ ~
Pupil Persounel Concerns .
Q ' e
« . ~ .
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< © T« 7 Managing Extra-curricular Agtivities .
Teacher Personnel Problems ‘
Records and Reports
s Supervising Non-instructional P'ersonnel
e The Principal in the Community
- Although the specific pllrases differ, it seems that despite 50
years difference in time and' despite some shift in focus from
adisinistration at the districy level to administration at the
building level, the functigns presmbed by the textbook wrilers
“ are remarkably consistent.
My own data produced ten factors which, although different
< in some respects, remain generally similar to the Textbook writers
in theie definition of the lasks ol'llle school principal (Gaynor,
) 1975):

-

. Leadership Factors '
. Developing and maintaining cffective staff velations
— D'chlupmg and maintaining cffective commimity rela-
tions .o
" Developing and‘hnplcmenlmg educational goals’ .

Maintaining the pnnupal s own professional growth
Making decisions about professional personnel
Maintenance Factors
Supervising non-professional persounel
- Maintaining order and’routines 5
Monitoring the performance of students and teachers in
achieving the goals of the school
Managing the finances of the school
Monitoring and communicating student uchievement
) . data in relation to other schodls v
"\ Foskett’s survey instrunment organized 45 task items into four-
broad Lalcgmes which, in his research, were scored as subscales
(l ‘oskett, §967).2" Although less specific in lhcu’oneulalmn from

ﬁ " -A

~, d
Ilnwwcr. I lave been able to find no description of e wnmmh-/
- valndamm procedures osed by Foskett to support the cmplrical validity
‘n of Iyis four subscales. Analyses done at Boston University and Bientley
College on recent New Hlumpshire datd by Murray Ingrabam and Peter
{ﬂmﬂ’m.m du not support the fuctor integrity of Foskell's sobscales,

[mc o '

' ~ 43;7 ) .




* : - . 37
the descriptions cited above, lhcy are broad cnmw to subsume
tany of the same tasks:
= Acting Toward Teachers
Acting Toward Pupils and Parents
Acting Toward Profession
.t\clml> Toward Comimunity
. Finally, a recemtesolyme describing a coltaborative Projec.
between the Altanta Public Schools and the University Council
. for Educational Adminjstration devotes i chapter to each of six
N task domains associated with the role of the school principal -
' (Culbertsoy, et al., 1974). Like Foskett; Culbertson takes a broad
-cut at deﬁmng the task content-of the principal’s role, ore which
nay prove helpful to evahuators as an alternative ty'more specific

. formulations: .
SN + Initiating-and Responding to Social Change
\ - Preparing the Organization for Effectivé Response
A * . Decision-Making
Achieving Effective Human Relitions aud Morale -
. 5 - Administering and lmproving the dustructional I’m[,mm

Evaluating School Processes and Ploducts

- The purpose of this briefl review of the literafure has been to
pmvidc some broad senSe of the shape of the task domain
unmmmly associated with the role of the school pnnup’tl
However, this cxpusniun has dealt so far only with one aspect of

o the principal’s role. 1t has dealt only with whar the principal is
typically expected to do. It now remains to discuss the - -otler
major aspect of the role:’How the principal is expected to behave

in perf()mung those tasks. .

The Style QImeqsi011 . -
. - H .
s * The literature og Wlml is generally called "bcadc‘rship" or

“}xadetshlp Style” is essentfily synonyfious with that aspect of

role which § have labelled * leS yle Dimension.” This literature

‘ - i 350 extensive that several mpjar reviews of it haye appeared over
the last 25 years (Stogdill, 1948; Gibb 1954; Stogdilt; 1974).

o It,is clearly not within the scope of this papér to attempt to

review that literature again. tHowever, |l does scem important,

L “first, to call this broad knowledge buse 10 the attention of those

-, concernediwith administrator evaludtion and, second, to descsibe

Q Lot ~ :
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several dominant themes which have characterized the thinking of

theorists and researchers about feadersfiip and leader. hehavior,

Much “of the thinking about leadership style goes back to an.
earl® and semuml picce of research on small group dynanics by
Letvin, Lippitt, #d White (1939). i this study, three modal
types af leader behavior were posited and their clfects upon
group performance tested, Otﬁ)flhis“smdy camé concem among
" organizstional rescarchers for the concepts” of authoritarian,
démocratic and I.ussc/;l.urc leadership styles and much of the
rcsc.mh which l'ollowed has, in essence, attempted to replicate,
claborate, and rcﬁnc those concepts and to understand the nature
of the leader- Iollowcr interaction under a yariety of umdlllons
(Stogdill and Coons, 1957; Tainenbaum and Schmidt, 195% ¢
Likert, 1961 Blake and Mouton, 1964; Fiedler, 1967; Reddin,
1967 and l‘)7() Hesey and Blanchagd, 1972).,

Related to the n.mucf of the authority relationships which
define the dynamics ol task group®vperation is theory and
research about the beliefls and attitudes of leaders towards other
members of the task group. To what extent, {ur example, are
those beliefs and attitudes positive and trusting, and. how do
differences in beliefs and attitudes toward others affect feader
behaviar (McGregor, 1960)?

lndependent of anthority relationships, conceptually if not
always gipirically, is the concept of leader orientativon to task
and/or ‘to persons. Much research has heen done to-establish the -
social reality of these oricgtations and their existence, at least in
the perceptions (&f@::lcms in work situations, is well
documented (sec Sergiovanni and Starratt, p. 88).

. + Several relatively simple ways of conceptualizing leader be-
havior have emerged from this, rescaréh and become. building
blocks for further theory building and testing. One ol these,
which derived directly from the work ol' Lewin, Lippitt and
White (1939), deals with the nature of thixauthority relationship

/ between the leader and other wembers of the task group.

b mph.lsls is put upon describing the extent to which leadership is
directive or non-directive, decision-making Lenlmhagl or pastici-
. pative, and power concentrated or diffuse. (Sce, for example,
Likert, 1967.) The most recent writing about leadership has been

} based upoh a growing consensus that neither leader behavior nor

\

\

s

ils eflectiveness is uulcpuldcm of its context. There is evidence
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' of lung s’l.mdﬁtg that leader behavior is .|ﬂulcd by thc group.
. (w’,, for _example, MCI’CI. 1949) and that its ellectiveness is  «
.- contingent upon characteristios* of the. group (Fiedler, 1967;
Hersey and Blanchard, 1972) and its cnwmnmcnl (L.lwrcnw and
« Lorsch, 1969). -
> This growifg budy of research has helped to elaborg
P differentiate our undetslandmgoflhelc.ldcrslup actespite new .
mowlcdgc. however, this understanding is still’ primitive (in fact,
we ﬁmbably sensé belter thap ever before how primitive it
we still do not_ possess accurate predictive migdels « c.ndcrslup
¢ cffectiveness. Wha is clear is that the relationships among leaders
( s and others in- complex social situations are much more compli-
<" cated than _was carlicr believed. Thé remainder of this paper ~ .
) focyses upon the sources of rolewvariations for principals ulllumg $
a known wmeplu:ﬂ model as a framework l'or‘cxmsumn.
» . )
L Sources of Variationin  *
. . * . Role E:gpectalions for Principals
N N N
I have defined mlc as—‘ social construct ‘comprised of two,
<. dimensions, task and style. Thg task dimension aprpears, at least
to me, o bc the more straigltforward of the two, althongh in—, )
practice it is difficudt tq separase what a person does from how :
he/sie” does it. In any case, there are undoubtedly “serious
problems’ facing even dhose who seck to do no more lhan to
describe what.a pringipal actusly does and how she/he docs it.
Portraying accurately role dghavior, alone, can be a demanding
and time consuming mission ee, for examplé, Wolcott, 1973)
even though ‘the object of* observulwn is but a single individual
exhibiting a single set of beliviors. Defining role expectations .
and perceived role behavior, thoughgwhich involves all of the
multiple persons and, groups umsllluling the social and palitical -
. rcahly of the prineipal’s world, is an exponentially more complex
and difficult task. And yef this is precisely the ‘task, without
which the observer cannot comprehend the principal’s beﬁmvmr in~
the only way it can adequately be understood - in the context of
. forcesy: many of them conflicting, which motivate that bchavmr
-and deﬁne its success or failure in situ. .

r [
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The Social Systems M.odel ", -

-
s

) One of the most useful role models F know is that dcvélopéd ’ .
_+ - beginning about twenty years ago by Getzels, Guba and others
(Getzels, et al., 1%8); The “Social Systems Model” portiays the .
systemiic interaction of individuals and institutions in shaping
sucial beliavior. ‘ L .-

The model depicts the tension between the institution
operating as an open sysiem in its cultural environment and the
. individual institutionad participant, replete with her/his person-
. ality aind physiological characteristics, possessed of a complex of
values, belicfs and atlitudes deriving from a subtle overlay of .
personal™and subreultuva) reference groups. Further refinements
of the model also show groups (task groups and informal social
.groups within the institution) as mediators between individuals
and the institution (Figure 1). . ' . .

]

* It is my view that the major sousces of variation in role
expectations for principals are depicted or implied in this model.
Thus, it l?h)y' prove hielpful to those.of us who are interested in 7
= developing useful systems of administrator evaluation to attend ’
to the relationships identificd in the model. ’
A’useful way (o viewthe Getzels-Guba paradigm is as a system
of major state variables impacting upon role behavior. Each
varighle constitutes a general, factor which requires specilica@q
it in urdc'?u it to achieve practical utility in urgm}g@tional ,

" s

analysis.
m " For example, two of the variables constituting the model arc
the institution aind its cultural environment. The institution is
B defined by its constituent roles which, in turn, dre defined by
) specific sets of role expectations held by influential peysons or
w0 groups comprising the role set. Similasly; the cultural environ-’
* ment is defined: by its constituept ethoses which, in turn, are g
: defined by spécific sets of attitudes, I!éifgfs’a_rrd values. :
The institution can be specified at whatever devel of§system
, aggregation seems™analytically useful. For example, the or aniza- .«
: “lion can be specified as a particular school ‘district or us a, /
\'{ partjcular school building. Once this specification is stated,
- system boundaries aze implied and the environment becomnes
adefined. It may sumclime;f:vcn become uscful to specify one set

-y . » - . . .
v N\ . of boundasies for one Tevel of analysis and another set uf/ ot

el . .

.
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Figure |
Getzels-Guha Social System Mudel
 (mwdificd version) ) :
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bonndaries lor a subsequent and different leve] of analysis -
much as one would use ‘maps of dilferent scale or lenses of
different opders of magnilication.
. e

When It's Sioux City [t's Not Detroit

-
°

Major clements of the model with respect to the organization
are its environment and the individuals and groups In the
. environment upon whose commitmént and support the organiza-
tion depends. Thus, a significant source of variation in the

{
mincipal’s role is place. -

-
" Community norms, sometimes  homogenecous,” sometimes.,

pluralistic, provide a basis for differing and often conflicting
demands upon principals. Some of these demands are for
participation in decision-making; others are for allocations of
stall, funds, or program resources. Still other demands are for
expressions by the principal of support for one set of educational
values or another, or for regulations (e.g., .with respect to dress,
discipline, etc’) which go-beyond miere statements in the support
6f such values. (See Easton, 1965, and Almond and Powbll,
1966.) ’
Community norms influence both the content of demands and
the natiire of action in support of demands. Communilies variant
in their values, beliefs, and attitudes. tend to° have variant
¢ expectations for what the schoot principal should do or even be.
These differences among commumities wonld seem to have
,  significant implications for those wlm wnuld evaluate the
principal’s performance.

When It's the Teachers It's Neither the Community
Nor the Central Office .

' AY

In understanding how she/lic is expected to behave, the
principal must be sensitive to the expectations not only of
citizens_ but of teachers and upper administrators as well,
Unfortunately, there are many school systems in which those do
not match. Often teachers are drawn from a population sysfem:
*atically dilTerent in values, beliefs, and -attitides from the
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community which the school piesumes to serve. The conflicts in
some cities between middle class white teachers and black o
lNispanic parents and students have 1eceived national attention,
for example, and can place the principal in an extremely difficult
position as an-administrator in the middle. .

Similarly, principals often havg to tleal with substantial
differences between the expectations of the superintendent and
those of the teachers or between 4he conflicting expectations of
Teacher factions in her/his own building. It scems tofie that
determining the extent of the principal’s awarencss of these
forces and the degree to which her/his responses are calculated
and knowlcdgeable constitutes a s:g,mllcaul domain fof cvalu-
tion. .

’ L
.

When It's Today it's Not Yesterday i
o

Another source of variation in the principal’s role is time.
Time is built into the Social Systems Model implicitly. 'llne
cultural environment changes over time, in teims of the nalum_.ul
climate for gducation, the legal and fiscal supports for -and
demands upon the school, and the composition of the comnw-
nity of the school district or the school attendance arca. Not only
do environmental factors shift over tinte but so, also, does the
composition of the faculty in terms of the need-lispositions and
cultural characteristics of new members. Sometimes these changes
can be dramatic and call for a different set of prioritics for lllc
principal among tasks or even for a significantly dlﬂcrcul style of’
leadership.

The impact of time on the piincipal is to incredse the pressures
for personal flexibility and “organizational adaptiveness. The

. evaluation of principals should include provisions for longitudinal

diagnysis. 1L should seck to describe the relationship between
changes in the needs and expectations of community and staff
and actions by the principal to alter her/his leadership style and
lo initiatg and implement adaplallons in the structures, processes
and outputs of the schuu? .

*
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Lack ef Clarity About Causal Relationships

(he thrust of the paper to this point is, in wy judgmenl..
consistent with the admonition of the American Assuciation of
School Admmislrulurs‘con‘ccming the selection of school princi-
pals (AASA, 1967, p. 24): . ' .

. 2
- Selection of a principal requires consideration of _,
two sels of variables: (1) Peisonal (llow well do the
aspirant’s personal characteristics meet the criteria in
general?) and, (2) Situational (What are the specilic
. demands of the positiow that might snake 2 dif
. ence?)’

If, as | believe they are, these criteria are appropriate #52 basis for
selecting- school principals, it can be argued cffectively, 1 think,
that llicx also represeint sound guidelines for evaluating their
administrative perfonmance. , .

“The major problem, however, is that despite reams of rescarch
findings on leadership, there are still not available accepted
predictive equations relating specific combinations ol personal
and situational characteristics to administrative and organiza-’
tional effectiveness. What, for example, are the key personal
characteristics? Do they have the.same salience in differemt
adiministrative situations? What aie the key variables within the
situation? Do we have available.a conception of ‘situational
variables (a dynamic model, for example) which is-sophisticated
enough to account for interactions among situationa varjables
whiclr alter their relative importance in ‘combination witly each
other in different places and at different times? s there. a
hierarghy of situational variables (e.g., size or complexity, degree’
of cisis, ete.) sinnlar to Maslow’s hierarchy ol needs or are there
mulliple interacting hicrarchies?  ° . . )

Only when there is some asswmed knowledge abont cansal
relationships between personal role hehaviar, on the one hand,
and the natwe of the situation in terms ol knoWwn key variables,
on the other, does evaluation become possible which is more than

displaced evalnation (that is, evafuation of the measurable rather

than the sign¥icant).
I is also impostant lo(go(c that organizational performance,

- 9, : :
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which after all is the ultimate criterion in evaluating administra-
tive performange, is extremely difficult to' measute. This is
especially so in the public schools becanse of vague and diffuse
indicators and because of the general fack of consensus atiout
organizational ends (Milgs, 1967; Liboim-ior, 197R). Research
by Derr and Gabarro (1972) also supports this view:

TR initial studies also show .that considerable
difficulties arise when an attempt is made to use the
[Lawrence and Lorsch} model to explain organiza-
tional_ performance in school systems because of the  ©
difficulty in defining system effectiveness,

» ‘ * ' s
. _ Conclusions and Implications for Evaluators "
- 4

There arc available for evaluators a variety of prescriptions and
surveys defining the modal tasks associated with the role of the_
school principal. For the most p.lrl the fists of tasks, .nllhoug,h
written with some variation in perspective, I.mg,u.ng,e “and degree
of comprehensiveness, exhibit enough cousistency to provide a
general basis for defining (he task responsnblmnes of the typical
school principal. «

Ofie problem is that lhere may not’ be sufficient lypu.nhly

among school situations (e “enable evaluators to design standard
instruments which combine ease of administration with sufficient
flexibility to _|udge uselully the performance of principals in
widely variato contexts. For exumple, the role of the principal in
multi-wiit (Pellegrin, 1970) and participative decision-making
“schools (Bcn|7en, N974) is qmlc different than in traditional
self-contained classroom schools. llowever this thesis is ultimate-
ly an empirical one which remains to be tested. o

A«ecund problem lics in the-lack of validated knowledge
about causal. relationships among the personal characteristics and
administrative styles ofyschool principals, situational variables,

“amd administrative or” org,animlwn.nl clfectiveness — partly be-

.
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cause of a knofyledge base wlmh is still inadequate to the

complexities gf largely uy‘ermlmllvc social systems<{(Forrester,

1971) and .partly because” of the continuing lack of _onsensus

about the crilical criteria defining effectiveness. Thus, the

evaluator may often be,left measuring the measurable even when
»
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lhose\ariuhlcs are neither agreed upon by a major segment of
- those concerned nor demonstrably predictive” ol operational
(_:ffcclivcncss (for example, in tesths of studentachieveipent).

The conclusion | draw from “this estimation of the curreni
state of the art is that despite the fact that “it seems increasingly
urgent that ways be found-for . . . insuring that only’ personally
clfective, well-qualificd people enter and remain in the principal
ship,” (Anderson, 1973) evaluation should not seck to outstrip
the knowledge base which supports it. 1t should, emphasize

o description and diagnosis, not Atings, tewards and sanctions
(except where causal ‘relationships ate unusually certain and
where indicators of effectiveness have bccn mutually agreed
upon). -

Muinly, in my judgment, the intent of cv.sln.slum should be to
help the principal to understand better the complexities of the

®  burcaucratic, cultural-political, legal, and fiscal environment of

~lhe school and to mirror for the principal her/his behavior in
refation to that environment. Fhe prime focus should be upon
- helping the principal to detenmine what changes in task priority=
"dnd administrative style are likely to work better, to help the
principal to gain the, knowledge and skills necessary to make
those chunges, and to provide formal:vc feedback on the process
gver ltime. * .

This approach i mebably the only one lhal is justified given

the state of knawledge and political consensus -at the present

time. .
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EVALUATING SCHOOL ADMINISTRATORS: THE
‘ SCOPE AND NATURE OF ADMINISTRATIVE
~ . PERFORMANCE

Max G. Abbott ¥

ED151910

My task is to discuss the scope and nature of administrafive
performance’ in schools. The focus of the discussion is\lhe
assessinent of perfoninance. , : : '

I want to emphasize.at the outset that there are two major
reasons for assessing (evaluating if you will) perfounance. First,

. and nost importantly, the results of assessment should be made
available to the individual involved, the objeet of assessment, to
. . be used as a basis for personal and professional ‘growth and
improvement. Inevitably,. however, decisions must be made
regardini; such issues as promotion, reteition, and salary improve-
ment. Thus, assesimenl data also serve a managerial function, that
of providing a_rational basis for making those decisions. .
When attempts are made to assess performance, and certainly
: when the assessment is conducted with the ultimate objective of
improving that perforpance, it is essential to thingk in terms of -
effects. There is little point in attempting .lua‘;mpmve the
performance of administrators.unless there is reason to think that
in doing so spme improvement will occur in the organization. The
hope is that such improvement will ultimately facilitate student
learning. ’ g o )
o The requirement to point to the effects of administrative
actions and to ghe relationship 6f those actions & the succc/é‘ful -
- functioning ol the school is fraught with problems. The fact is
-that there is little dependable; verified knowledge about such
relationships. There is a good deal of writing on the topic that is
{spcculz‘llive;—s(mw ofit_even persuasive; ti€re are bits zm/d pipces
of rescarch available that arc\suggcsﬁyg;\ and there is a linfited

-r body of theoretical literature that lcnds_crc\denceiu\ggn of the -
' speculations. But definitive, long-range research remaj 15 1o be S
« 7 done on the subject. . . s

We cannot wait until the tescarch has been “completed:
however. The mere attempt to apply what is now known may
. & Scrve to dramatize the fact that much more ne QS to be learned.
Q h) =
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In the meantime, efforts must go forward to identiTy the most
plausible sources of the meaningful cffects of administrative
pcrl'ormancé and to use those sources as a basis for assessing (and
improving) that performance. . .

We can begin by clarifying the difference between the role of
the administrator and the roles of other persophiel in the school.
Whereas- teachers, counselors, nurses, and psychologists work
directly with students, and; thus are intended to affect them
directly, administrative performance is ouly indirectly related to
student behavior and- achicvement. The direct output of adminis-
trative performance is impruve)chl in the environment in which
teaching and learning occys. Thus, it is the effects of the
administrator’s pefformance upon” teachers and ofher function-
aries as a group - upon the organization — llmlhym\!ide the basis

. for determining cffectiveness. An cffective administeator en-
$rances the performance of subordinates, both individualty. and
collectively.. Au inelfective ddministrator is one who inhibits the

effettiveness of subordinates, either individually or collectively.

. This point e:?lasfzcs what | consiler to be the major
function of admindStsators, that of facilitating and enhancing the
ability of other members of the organization to carry out their
duties to the best of their abilitics. There is another function that
administrators  must perform, lowever: a control Tunc{iogl.
Superintendents must enforce state laws aid repulations and

M~ board policy. Principals, as first-line adminigtrators, have o

. primay responsibility for monitoring those laws, regulations, and
- policies ang of insuring thit they are. not violated in the
day-to-day operastons of the school. \ '

. Thus, the administrator, at any poind in the ogganization, must
2 perform, simultancously, functions <that  afe to some degree

incompatiblé” and that inV(;lyc couf]icling expectations for per-
formance. Superordinates tend to place emphasis-oh the enforce-
' ment ol policies and regulations, the control function. Sub-

! ~ ordimates tend to place emphasis on facilitative and supportive

&+ behavior, a representative function, e e
The picture’is still more complex; however. As portrayed in

Diagram 1, ¢there are other groups who niay; and~- do, hold

expectations for hoty an’ administrator will perform. (The groups
¢ listed in the diagranvare illustrative, not inclusive.)

s
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it ‘may be that by now you have concluded that I' am

.
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suggesting that the possibilities for c@uﬂicling expectations, and

the difficultics of satistying all of those expectations, are so greal

Jthat no administrator -can satisly them all; thus no equitable

system for .|sscssmb performance can be devised. Obviously that

is not the case. Many administrator’s manage to work their way

/ through this miaze of contlicting expectations, and they do soin

, such a manner as o satisfy the majority of those who hold the o
expectations. Thie issue before us here is to explore ow we might
develop a geasonable means ol determini® the exteng to which
admmdistiitors perlonm satisfactorily in that complex world.

. Up to this point I have been discussing primirily the scope of
adminsstrative perlormance. To provide a framework for assess-
ment | 1um now 1o a biiel but more explicit, discussion of the
sature of that perfommange. To do tlus, 1 will refer to two ways
of viewihg the adniinistrative role. First, the role can'be viewed as

it set 01 ‘tasks thatadministratons pecform. Second, the role can be

’ viewed as a process, @ seiies of actions lam s administritors
pcrlunu their tasks. In Didgram 2, I refer to these two ways of
“viewing administration as dimengions ol administrative perform-
ance. (Noté that in respecet to cacli task area, essentially the same
process wontld be used 1o perform the tasks,)’ o .

M this point, 1 merely want 10 poml out the types of tasks -
wllh which adnmistrators must deal. fn this ly|m|o;,y those are
bisted as tasks related 1o school-community relationships, curricu-
lum developigent, pupil personnel, stall personnel, physical
facilities, finanice and business igginagentent, and organization and

_structuie. Later I shall returm to We issue of administrative tasks
as a basis for the assessment of pdrlonance. Before doing that,

,‘Ili)wcvcr. 1 want 1o discuss in sope more detail the notion of
administrative process.  * » ‘ .

I anrtising the definition of process Cmployed by Campbell -
and his colleagiies in their book htroduction (o FEducational

. Adwinistration: “the way- by which a# organization makes

decisions and takes action to achieve -its goals.” With minor :

variations, 1 am also using the components (steps) snggested hy

Caphell, et al., - decision making, pmy.nmumg, molivation,

coordinating, .nul appriising :

-—
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Decision Making

1 will spend mote time digeussing decision making than the
other process’ components because of its cntical importance in
how an organization functions and because of the cential role of
administrators in determining the quality of decisions that are

- made. © -

To say that decision making is the essencé of organizational
functioning is merely to state the obvious. lifl'ccli@“é?ll;ss in
facilitating the making of decisions looms large in any set of

~criteria for assessing administrative performance. But what are the

# < jparticular abilities related to decision making that provide criteria
Tor assessiment? © would suggest five: (1) the ability to differ-
entiate among types of, decisions: (2) the ability to determine the
amount and type ol information needed to reach decisions; (3)
the ability to determine the appropriate involvement of other
people in reaching decisions; (4) the ability to establish priorities*,
for action; and (5) the ability to anticipate accurately. the
consequences of decisions. '
Differentiating Among Types of Decisions

e ’ - . o “

Decision situations vary along-a number of dimensions, with
the result that there “are wide variations  among the types of
decisions that must be made.  * 4

. A number of classification schemes might be used to describe
those variations. FFor example, decisions could be differentiated in
terms of their implementation requirements ang the implications
fhose requirements hold fopasticipition in the decision-making
process. 1f a decision can be implemented only if it is fully
understood and supported by a school faculty, obviously the
faculty needs to be involved in making the decision. On the other

hand, if a decision can be implemented merely through adminis-

trative action, and particularly if the content of the decision is of
little consequence or interest to faculty members, then the
involvement of the faculty not only wastes valuable time but is
also damaging to faculty morale. C
The variations among (ypes of decisions must be taken into
accomt as one determines the amount and type of information
o needed to support a decisi?n. the pr'océ‘durcs that shonld be used
ERIC ’ S
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to reach a decision, the individuals who should he volved in
decision muaking, and the steps that need to be tihen to

implement the decision once it is made. The abtlity of an

administrator to discriminate among issues and thas 10 itter-
entiate among types ol decisions is essential 1if the organtzation is
tv take appropriate action. o

Determining the Information Needed
for Decision Making ) . '

Search for information constitutes 2 signtficant fst step iu
preparing to make a decision. In fact, every step m decision
making requtires information — information concerning the nature
of “the problem, information concerning solution requirements
and alternatives, information regarding the probable conse-
quenccs‘ of adopting various alternative solutions, information
about the feasibility of different apprdaches o implententing
decision, and infoimation regarding the outcome once a decision
has been implegented.

The admifiistrator who consistently makes decisions without
adequate information  will inevitably be enmeshed in sell-
generated problems. This may ocenr when action is initigted o
solve a problem that does not in fact exist, when the administra-
tor fails to recognize a problem that is literally glamaeing for
attention, or when the administrator’s perception and definition
of a problem are so inaccurate that any action taken would be

.

" inappropriate.

However, just as it is possibic to err by taking action without
adequate ‘ipformation, so is it possible to err by delaying action
unduly while a search for further information is undeitaken.
Those wlhio wuuld postpone making a decision until e/l of the
information is at hand need to be renvinded that all ol the
information can never-be assembled. Problem situations do not
remain static. They change with the passage of time. It is never
possible to know whether one has reached the best decision;; it is
only pussible lodelcrmim;/w,;::lhcr ouce has 1eached aézuisfacmry
decision. Oue aspect” of effective administiative performance,
therefore, is the ability to determine when sufficient informaion
has been assembled to justify action, and then {o act, '

. 55
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Deterrhining-the Appropriate Involvement
of Other People ,

r‘.

There is considerable confusion about the issue of employee
participation in decision making. The wiiting on *“democratic
administration™ has been paticularly misleading in this respect,
- frequently conveying the impression that all employes have an

inherent right 1o be involved #r every decision that is made.

There are obviously a number of reasons why employes should
patticipate in the making .of some decisions; indeed there are
many occasions when such participation -is essential. As |
siiggested ewlier, adecision that depends upon the full under-
standing and support of a faculty for-its successful implementa-
tion obviously requires the paticipation of that faculty. Qther
decisions require such participation as a means f assembling
adequate information, regarding either the natuie of the problem
or the probable conseguences ol alternative courses ol action,
There ar¢ a puniber of additional reasons why cmployce
participation is frequently advantageous for the organization,
including the fact that such participation increases individuals’
commitient and tends to enhance employee ntorale. .

The fuct remains, ‘however, that there aie occasions when
decisions must be made unilaterally, without the diréct involve-
ment of employes. Sometimes this occurs because the urgency for
action is such that there simply is not time to allow involvement
to oceur, At other times, the decision to he made is ol little direct
interest to employees; in such cases their involvement would be
viewed hy the employees as a waste of time on their part and as
an indication of timidity on the part of the administration.
Finally, there are some decisions—that are ol such uvundmg
importance to the board or the .ldm’nlslr.mon‘ or that deal with
such sensitiye issues, they must be made from u managerial
perspective.

An cffective administrator must be able to make defensible
judgments in this arca. The administrator needs 1o be skillful in
recognizing when involvement is¢needed and when it is un-
necessary, in judging when participation is essential for implemen-
tation and when it is irretevant, and in-determining whether an
issue is in fact of unusual importance to the management 67 the
org,‘mu.llmn '

v
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Establishing Priorities for Action

it is always the case that admmistrators have moie problems
and dssues brought to their attention than they can possibly deal
with. Some will be crucially impottant, many will be fiivial; some
will réquire inmmediate attention, otheis can 6r should be
deferred; some will require the personal attention ol the

. administrator, othess can be delegated. In other words, any

administrator is constantly confronted with the necessity 1o

« cstablish prioities- for action. This can be done deliberately and

with forethought or it can be allowed to veeur fortuttously, by
default. In either case priorities will be established.

The administrator who moves deliberately to establish priori-
ties is pc‘rfurming in a proactive mode. I doing so, it is possible

1o control the way time is used and to increase the probabilitics

of remaining “on top” of problems. On the other hand, the
administrator who allows priorities to be established by default is
performing in a reactive mode, and will frequently be engaged in
pultig out brush fires. Manage: |hle/pr‘iblcms will frequently
‘become unmanageable. | g

Anticipating Consequences

Decisionn: making consists essentially of estimating the futine
state of a system. That is, reaching a decision involves making
choices based on_predictions of the probable consequences of
alternative courses of action. I is characteristic of all decision
making, however, that no decision produces only one effect or set
of effects, and the consequences of decisions are never limited to
those that are intended. All decisions result in multiple conse-
quences, some intended and soie unintended, some anticipated
and some unanticipated. A decision to initiate a course of action
to solve one problem may create other problems. 1t may also
generate an entirely different response from the one intended.

An accurate assessment of the probable consétpiences of a
proposed solution strategy (decision) will *greatly reduce the
chances that an drganization will be taken by smprise. In some
instances, such an assessment will reveal probable wmintended
consequences with potential for serious disiuption. With advance
information, the organization is able to take steps to winimize or

- 60
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to counteract those disruptive effects. tn other iistances, harmful
aspects of the unintended conseduences ol a proposed decision
will be judged to be so seriously mimical to the organtzation as to
iender that decision untenable. Such judgments obviotisly cannol
be made unless those immmtended consequences are anlicipated. A
crucially impestant adminstiative skill, therefore, is the ability to
claborate and make explicit the possible consequences, both
tended and nnmntended, of eagh solution strategy proposed.
Ouly by doing so 1s 1l possible to minimize unanticipated
(surpnising) consequences.

.. Progrannming

()mc a deusion has been reached, a central task of admintstra-
tots 35 lo take the lead in establishing and maintaining an eflective
organization for implementing the decision. This involves two
major classes of action: (1) estabhshing structural arrangements
that are appropriate tor the funclions to be performed; and (2)
providing adequate meentives to elicit the necessmy congributions®
from members of the organization.

Actions Laken relited Lo structural arrangements are what { i
wefening 1o as programming. The administrator has a nxajor
responsibility for assessing the tasks to be performed 1o reaching
the deasion outcomes ind for deploying iesources, both lunan
and  non-himan, appropriately  according 1o those tashs.. This
responsibility mvolves the selection and. assignment of peisonnel,

the development ol position descriptions, and requirements; the

mocurement, altocatton, and utilizaion of facilities and supplies;
and the establislunent ul}hcth’rs lor theeffective and efficient
use of time.

The way a uniy is urg;un/.c(l to perfonm a.given lask or sel of
tasks should be determined by the nature of those tasks, whether
they represept temporary rcspunéés to ad hoe 1ssues or, whether
they consist of progiammed aclivilics destgned Lo carry out
essenttal and endunng orgaizational functions. The establish-
anent. of a commitlee, for example, could be an :nppmp;,c wiy
of organizing o perform, an ad hoe task i the task L#b for
obtaining a vaicly of poims of view angd considermg a mumber of
altermative courses of action. There are other tasks, however, such
as writing a document, llw gall primarity for the elforts of an
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. individual and for which a committee may be wholly inappropii-
ate. - . T

The use of madular scheduling; the ailoption of team teach ng:

the develppment of other arrangements for the use of time, space,

and  personnel  for Jnspuctional  purposes; .all of these can

conceivably produce beneficial effects. To do so, however. it is

essential that all those participating undcrs(‘und the nature of the

structural changes and the demands that they place on the

interaction patterns of both staff and students. They miist also

recognize the necessity for altering approaches to instruction and

adopted. Such u’ndcrslunding and recognition are not likely to
occur unless _the administrator is able to conceptualize the
relationship belwzmlmcmre and function and can thus take the
lead in making the necessary accommodations. P

', Motivating o !
Although the development of structural arrmgements and the
procurement and allocation of resources are important steps in
“organizing for work, these tasks represent only a firs( step. An
-elfective organization is one in which the members understand
and support the contributions that they must make to implement
4 decision, and in which a2 personal sense of achicvement ‘is
derived from making those contributions. g .

- This means that the administrator must constantly.be aware of
two imperatives for organizational functioning. First, there must
be visible evidence of movement in the sense that the purpodes
for which the organization exists are beiitg accomplished.
WIIQ‘/ICI this-is referred to as task osicatation, thrust, production
cmphasis, or some other term denoting accomplishment, it is an
essential element of organizational uncliuﬁing. Sccond, members
of the organization must be provided with rewards or incenlives
that are commensurate with the contributions that they are
expected to make. The most obvious rewards are those Wit lake

. the form of salaries and other monetary benefits. But there is

ssive evidence to (Icmups(ratc‘thal monetary rewards alone are

dent inducements to sustain wholehearted efforts over a

— period of time. A sense of personal achievement, recognition
: from others, opporl}mil:cs o 'uccepl responsibility and ¢

Fs -

the use of learning masertils that arise when new stiuctures are,

~
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experience advancemeni and professional growth all of these
must accompany work il that work is o have sufficient meanitg
in an individual’s life 1o sustain morale and 1o provide the
molivation to continue to make maximum contributions.

‘The actions of administrators determine 1o a large extent
whethier or not these two imperatives are fullilled. Some
administrators become so preoccupied with task accomplishment
that they lose sight of the fact that they are dealing with hunans
who have their own aspirations for achievement and their own
needs” lor pasonal Mulfillment. Other admmistrators become so
llmmubllly imbued with the lnuman clement that they forget thit
the osganization exists for purposes that extend beyond the mere
happiness and comfort of the employees. To understand the
interaction_of orgamzational demands and human needs, of task
.munnphshmcnl and personal lulfillment, and to perform .lu.ord
ingly, is an unpu(l.ml aspect of elfective performance lll the
adsinistrative role. {",

These are m(hulors available that can be used to determine
whrether an administrator functions effectively in tlis domasm.
One such indicator can be found in the way an .ullmmslralur uses
information and formulates, problems. Matuie and competent
individuals tend 1o view. problems as a challenge; they respond to
the problems umfmnllng them. This oecurs, however, only il the
problems «are viewed as real and of direct concern 1o those who
must participate in solving them. An ‘elfective administralor,
therelore, is alert 1o infosmmation that indicates that a problem
cithes exists or is arising; such an udmunsln.llur sceks ways o
share thal information with others so l|ldl they .ILchl the
problem as one calling for atlention,

The incentive o perform is also atlected greatly by the w.nys
:ull!.mnslr.llurs use rewards and sanctions. Although teachers, like
ciuployees in other organizations, iook to a variety of sources for
social support, they are particnlarly = sensitive 1o the way
administrators respond 1o their performance. I their attempts o
be creative and imaginative are met witl indifference or hostility
on the past of adminisisators, then the incentive to be crealive
and maginative will be serionsly curtailed. 1t recogmtion,
mchiding promotion, consistently goes 1o those who are sub-
missive and passive, then submisgiveness and passivily become the
.u.u:plcd norms fog l)clmvmr6 . . -

3
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Coordinating
N

The need for coordination ig inherent in all activities mvolving
the efforts of two or more individuals. Depeading on the nature
of the organization, coordination may take ahumber of foims.
The assembly line in some manufacturing firms represents a’
classical example of a response to the need for coordination.

The school is not a wmanufactiring firm, lowever, despite
recent attempts to defin€ students and student ontcomes as
products. Coordination in an edeational obganization is achieved
primarily throngh (1) developing appropriate descriptions of

pusitions and defining l)hc_;clalionships 5mong pusitions, and (2) *~

establishing adequate provisions for the sharing of ‘information
among those who occupy complementary positions.

. -
Y

Evaluating

In the present context, the term evalnating is uscabuto refer to -

the need to determine the extent to whict a given _decision -
produced the desired outcoines. Although it may-at some point
involve agsessing”individual performance, it C()Il§§SlS privarily of
atcmnulnmg information to determine the adequacy of (1) the

initial decision, (2) the programming cfforts to liniplement the ~

decision; (3) the incentives provided to motivate the participanis,

- anrd (4) the provisions made-to coordindte those efforts.
- g o

s

Implications for Assessing Performance A,

v

The evalnation of administrative_ pesfonmance requirey atten.
tion to both dimensions of that pefformaace, process and tasks.

. . -~ 9 . | . t
The criteria for evaluation should be drawn from expectations. for

performance that are held by relevant referencef groups, with
appropriate attention to the conflicts that exist regarding those
expectations. s s o :
Earlief, as illustrated in Djagram |, bindicated that there are
many gronps that Imld;cxpccl;ltfon‘s for the perforfiance of
administrators, including parents, professional peers, legal agen-
cies, and conummity interest gronps. These | would/tefer to as
secondary reference gmups.j‘ﬁe_,prjnmnywinleresl roups, snb-
ordinutes and “superordinates, are members of the /)rg:mimiion

. b ‘ ! oe
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and are those \vhosc expectations, provide the major source ol
evaluative criteria. In (Icvclupmg, criteria, it is essential to pay
attention 10 the need lTor« both lacilitative and  controlling
behavior.  Tlus means that the expectations Trom which the
citeria are drawn are necessanly situation specilic; that is they
conic rom personnel in the particular oiganization, school or
school district, in which the performance is bemg evaluated.

It willdbe recalled - that evuluuling performance 1egarding
process mvolves making judgments about the qu.lllly of behavior
ielated to decision making, programmmg, motivating, coordinat
ing, and appraising. The scope ol behaviors related to process is so
great that at best those behaviors can be sampled. One way 1o do
this is 1o develop a scale that samples process behavior, validate
the scale using the expectations of the appropriate superordinates
:m'd‘,sulmr(linulcs.;and 1o administer the scale penodically. The
results obtmmed can then be used to assess performance in
iclation to those expectations. This, in turn, can lead to altering

Aschavior of the_ adiinistrator being evaluaied, modifying the

expectations Yor performance, or both. Assuming reasonably
adequate performance, both will generally occur, leading 1o a
narrowing ol the gap between expectations and performance and
to an inciease in the generaldevel of satisfaction ol alLinvolVed.

One cx.ﬁnplc ol such a scale was;l/cyolopcd lfor \use m
evaluating the performance ol departiient heads al M.mkalo
State College in Mimesota, as discussed in the' Winter 1975 issue
of Educational Record. R()lh the Dean and members ol (he
department ate the (Icp.nllncnl head on five dimensions of
petfommance. Included m the scale e such flems as lhc
following, umuuumatcs .. in aMimely, tesponsive mmmer;
duly sensilive 1o .. .1feeds for inlormation; gathers pcrlmcut
facts before acling; consulls with others on important decisions;
initiates and sustaigs action toward defined goals: engourages
initiahive and wmnovation: makes time for flanning by delegating
touline work: and, overall, should the .-, admimmstrator be
retamed in the position? ' <

As is the case wilh bejravior related to pracess, the scope and
range of admnustrative tasks is too gieat (o montor completely.
Thus, 1§ 15 necessary 4o {ind a way 1o sample task perlormance. In
this case. sampling can be accomplished by paying altention to
pronties for action at a given point in tune.

MC N ’ 65 ' .
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At periodic intervals, generally at the beginning of an acadennd

year, each administrator eould be required to develop a list of

tusks to be targeted for priority® attention. ‘Fo meet the test of

congruence with expectations that list should be subimmtted fn

ratification by both subordinates and superordinates. At thesend

of the specified period, again generally an academic year, the

administrator wonld prepae a report that would include:

" 1.a brief description of the tasks that received wajor
altention duriny the ycar, .

2. a sumary of accomplishments, including a discussiop of

problems that inhibited accomplishment,
a self-appraisal of performance in refation to the priorities
that were established at the beginning.

3

After receiving the report prepared by the administrator who

was the object-of evaluation, the immediate supervisor~would
prepare an cvaluative statement regarding the administrator's
performance. In prepariug this evaluation, the supervisor would
be expected to obtain evidence from subordinates and other
relevant groups regarding the administrator’s performance in
respect Jo the ptiority tasks that had been established and agieed
upon earlier. That evidence should be summarized in writing.
The performance reports of both the supervisor and the
administraior being evaluated would serve as the basis for a

. conférence between the two. Both the assessment of ggglormance

'

. . \ .
for he period of timecovered by the veports and a work plan for
lhe(cc uing period would be discussed and reviewed. :

Based~upon the conference, the supervisor would prepare a

© summary evaluation report, to become a part of the administra-

tor’s personnel file. Supplemerftary information could be provid-
¢ by the .ulminislinlor‘ whose performance was heing evaluated,
lil{()llg'l which it would be possible to provige docamentation to
support_any point at which that individy4l disigreed with the
supervisor's regforl. N . T
Obviously, the specific prpcedures ouftinéd here would need
-lo be modified to fit specific situations. Two genegal principles
should govern inany case, however. liv:niy;«(ign} of administrative
performiince should be sil’ualimmlly specific and should be based
upon reasonable three-way agreement regarding expectations for
that performance, beginning with the administrator being evaluat-
ed and including both subordinates and supergrdinates. Criteria
,

e
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L4
lor evaluation should be drawn from both the process and lasi(—“/\
dimensions ol the administrative role in the specific situatioh.
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Dr. Dale I)ollon profcssor of educ.llwn at the Umyersity of
Wasliifigton, 'sces an amorphons mass ol problems and issues
concerning the cvnluallon of administrative pedformance. To' give -
structure to the wide range of concerns, he lias choosen to
sub-divide the field into\three categorics: (a) designing, (b)

fmplementing, and (t) evaluating a system for evalnating adminis-

trative performance. At the heart of this paper is a discussion of
the often overlooked question; “Should a system be-designed

which takes into consideration the reality of the situation which
exists?”
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. ,'_' ' PROBLEMS AND ISSUES IN TIE EVALUATION L
o~ OF ADMINISTRATIVE PERFORMANCE

N - ' . {
N ) Dale L. Bolton
* —t, '
Q .
) Lot The task which | face in discussing “Problems and I&sucs in the

Lvaluation of Administrative Performance™ 1s relatively straight-

fosward, even though il is quile difficult. As one faces the

subtletics of the ideas included in this topic, one becomes aware

-of a rather amorphous.inass of problems, issues refaled to the

pmblcms and issues imdependent ()\l the problems. 'The problems

. and issues me indefinite in that they are described difterently by

different people, have different significance 1o individuals in

" various roles, and appear to change fram situation to sitnation

< and from lime to time..Yehthere appears to be a historital  §

persistence 1o some of them, The technical name tor alt of tns s,

of conrse. p “mess.” 1 perceive that my lask is thal ufsur'lingoul.

some of these ideas in such a way that the amorphous mass night

begin 1o take shape, and that the separalion of the “mess” into

divisions with reasonable bonhdmies might help clasify our

ihinking and perBaps lead to fruitful action, - <

. Therefore, 1 have chosen to subdivide the fopic into thiee

major divisions: (a) designing, (b) implementing, and (¢) evaluat-

~ing a system for cvaluating administsative performance. ‘The

preface is concerned with what. 1 consider to be a mitjor issue

. whicii must be-faced prior 1o designing an evaluaiion syslem, and *

“one which is not generally discussed or recorded in the present
literature. )

A
. . Preface

. ' : « _
~ 0 I appears to me that the basic issue which must be faced by
| o, anyone rcspons:blc for evaluating admingstralors s, “Should a
.+ - sysiem be dcsng,ned whigh. takes into consideration the reality ol
. the s:lmuqn which exisis?” A cbrollary 1o this is the issuc of
< - © " whether an effort should be made 1o convinee others to take inlo
o copsideration and attempl to cope with the roality which exisls,
© o Atfirst glaice thie answer to thiis guestion appears obvious -
. > 1o the c)t‘lcnl, that one may even, question whether an “issuc.
ERICY 69 “
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attually exists. Yet the manner in which some people hehave
causes me lo wonder whether this question has been faced
sertously. Let us gpusider some examples of reahty which bear on
this sssue. “)
First, there is the well-known fact that schools have clients and
that these chents are outside the school system. Fusther, a
sizeable portion of these clients have recently becope vocal about
the fact that they expect educational admyustrators 1o be
pmdmuvc, and that they should be accountable to the outside
*chents for this productivity. v many situations, the clients have
‘disparale values and views concerning what is important regarding '
productivity, bul there is considerable' agreement that the need
for accountability exjsts. Yet, there are still a number of
administrators who desire 1o ignore the posture of dlients far
accountability-  almost v the extent ‘that they either think it is
« wmeal or “that it will go away. Should our evaluation of
administrative performance take into consideration these two real :
forces: the external pressure for accoungability, and the internal
resistance 1o inlerference by nonpibifessionals? If so, are we
willing to face the reality of the difficulty of .uqumng, an
accurale measure of the nature of the two forces, how, hey
impact on each other, and how they leup:,c fivm time to llme"
Secund, lel us examina_some intemal conditions of reality. I
. appears Lo me that a continuum exisis with relation 1o how
precisely different administrators desite to communicate and 16
describe their own aclwilies. Some are very precise, otless are '
much more vagne.and ambiguous. For example, il you ask three
building principals how-often they make systematic classroom
_visits with I'ulluw-uprconfcrenccs, one puncipal nught indicate =
that he visits o few clusses each week, another might indicate thal
he, visits two vr three classes per weck, while yet another might
indicate that over the fust six weeks of school he visited 16
classrooms, which averaged jiist slightly more than five LLISSI’()()IIIS
cvery Iwo weeks. They may be describing very similar behavior,
yet the precision of description is considerably diffesent. kach
may have real or imagined reasons for thinking that his means of .
> . communicating is heneficial, yet others with whom he* commu-
nicates maywish that events Were described difterently. .
Another internal condition of reality is that there are varying-
(Iu.rccs of commitment lo the use of cValuallgn as an mlcbr.ll
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part of the managerial style. Some are convinced that the
emphasis on evaluation in management is merely a passing fad,
others view it as an impediment to creative activities, and still
others think that it prevents the full development of a helping
relationship with supervisees. When people with these views get
mixed signals {rom top administrators, their ininative m the use
of systematic evaluition is an indication of their commitment to
it becoming a part of their managerial style. 1t appears that where
the lack of commitment is at the top, the issue of whether (n

how) to face this reality is of a somewiat dit{erent nature than

when this lack is at other levels i the organization. .

Another example of an internal condifion b Jeality to be
considered is that of differing levels of enthustasm for task
accomplishiment. We_ all have known individuals who approach
retirement with the view that it should begin several years before
going off the payroll, or the person who has S0 nany outsille

. activities wh}zh consumme energies that very little remaing for
learning new skills or procedures, or the person who is emotional-
ly or physically distracted to the extent that there is considerable
preoccupation  with- these' personal problems. Each may be

PE minimally competent, yet be coysiderably 'I:nckiug in en®WMsiasim
for work productivity.

The overall issue, then, is whether or not we should take into
consideration such examples as thefe when we design and
iplement @ system for evaiuating admmistrative performance.
Or should we simply ignore such conditions which might exist

& and design as though evéryone accepts our view of howwe think
. people and the world ought to be?

If one decides to consider these realities, in what way should
they be “considéred™? Should we try to cope by dttempting to

. effect change in other’s views of their environment and their job,

or should we try 1o change the eavironment and the task in such
a. way that it caincides more :ﬁlcqnutcly with their views?

‘ £tzioni (1972) has indicated that theJatter procedure may *be

more successful (and even more ethitat) than trying to change
people, and that we may be spending-too muchr effort attempting
to accomplish the very difficult task of changing people.

d “
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Design .

With this 1ssue of what to do with the reality of situations
which' face us as a backgronnd, let us turn to the fonmidable task
of designing a system for evaluating administrative performance.
What are some of the problems and issues here? 1 shall deal
bricfly with the buses Tor design, critena [or evaluation, means of
data collection, use ¢ data, and certain general principles.

Bases for Desigﬁ

Yog Berra, the eminent major leagne bascball player and
coach 1s quoted as saying “1f yon don’t know where you are
going, you wight end up someplace else” (Monroe 1973). In spile

of its considerable ambiguity, this statement gtill should remind

us of the tremendous ueed for clarification of™he reasons lor
evaluation of persomfel. But surely such slated purposes, even
though they clarify, direction and give us one basis for designing a
sysigm of evahiation, are not sufficient for providing the bases lor
#6sign. Some  descriptions of evaluation systems include a
philosophical statement, indicating what the adopting _body
believes to be true about such things as behavior, the nature of
man m ;g,cucml. the way adults learn, and motivational factors for
adult behavior. At other times, assumplions rcg:nr{lingsuch things
as whether indwiduals desire change in themselves, or what
constitutes fairness among employes, or what productivily a
person can be responsible for are nol made explicit; rather, they
must be implied by lrné manner in which [_)mccdurqs anid crile%

are described. a
. What, then, are the problems and issues in this area? let,me
. list just a few: .

i. How can all purposes for evaluating administrators®be
stated, without gelting embroiled in megningless argumenis
over whether one 1s priguitry or nore basic than another? If
il is desjrable to eviluate administrative perfosmance for

. the purpose of improving that performance dud it is also
desirable to evaluale in order to ke gdministrative
decisions, then there ure times when probléms occur in
stating both olthese in such a way that it is :wc'cplui)lc o
. all parties concerned and still precise enough to assist in the’
3 - 72
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design process. :

2. How can assumptions regarding such things as the general

= and unique naturg of man, about the pwposeiulness of an
organization, and about the recognition and handling of
conflict in an organization be stated withont hecoming so
ponderous that they become meaningless to anyone except
the author? Surely it would be helpful in designing an
administrative  performance evaluation system to  have
clearly in mind what assumptions are made tegarding the
need to restrict administrator’s behavior, or whethér one is
to assumg that cach administrator in the organization
desires to improve his own performance. .

3. In what manner is the organization expected Lo be fair to
all people? Should all be treated alike by .npplymg, common
criteria to all? Or in what way shonld Fiiress be exhibited

* by sho ing consideration for wnique crctnstances, inter-
' ests, gmd talents? Related to this is the type of problem
which, sometimes occurs when a pcrsun is hued fora certain

job .md emphasis, and later this Mdividual wants to ch: nge

the job duc to a developing interest. Therefore, he sets goals

and objectives more in line with this developing interest and

- pushes for mutual agrecment. One consecuence of such
. behavior mighf be the erosion of the direction of the
orggnization; another wight be that the style of manage-
ment approaches a “muddling through™ process rather thum

. a design. - .
4.- What bch.uviohmd results of behavior canta given .ldmmls-
trator be ex‘peucd to Lonlrol andfor influence? Should iy
. administeator pe cv.nlualed on cerlain activilies or results if
i indded the exiernal Torces are so greal that he can have
little unp.u.l" Or, wnversely. should he get credit fos
. suppgrl:vc external forees which he did not influence?

5 A probfmi“'cmsls when there is an apparent lack of

consnslcmy betwieen writlen statements which provide the
bases for design and the description of procedures which
lollows. For exaniple, if the statement of purpose indicates
that the evaluation system is designed only for improve-
“‘ment and the statement of roles, of the evahmator includes:
(1) amslm[, ev.nlualeus (b) judging overall efTectiveness, (c),

. keeping rcumls for central office, and (d) evaluating appeal

I R ‘
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procedures: then a  problem of inconsistency  exists.

,

Criteria for Evaluatior’ .

If there 15 one arca “which captures the hemt of mosl
discussions regmding evaluation, swely s is it. it 1s in this arena
that people difler over the nced for aNob descriplion, over
perceplions of role expectations, over how gdgl statements should
be avnitlen, and over the impact of perfortince standards on
behavior. Even the meaning ol the term “criteny for evahiation™
is unclear; some people are relesring to chasucterises or personal
qualities of admimstrators (such as cmotionsl stabiy, appear-
ance, and sociability), others are referring to certain stions
performed (snch as implementation or maintenance), others aye
relerring to procedures used by administrators (such as conduglt-
ing inservice programs for teachess, planning with PTA groupg/or
Mitiaiing a change in some aspect of the curriculum), whilg still
ofhers are seferring 1o results of behavior (such as changes in
teacher behavior, or changes in school climate or parental
satisfaction). With such dilfesences heitig expressed, nuinerous
problems and issues exist. The following are illustrative: .

I. How much detail should be provided in specitying stand- -
ards ol performgnee for administrtors? Sincg there is
almost an anhmited nuwmber of behaviors and results ol
hehaviors which might be specilied, what level of generality
is likely o be igost helpful 1o evaluator and evaluadee? Is
this level of. generality likely to be difierent for different *
individuals? There appears to he a need for standards of
performance to be specilic enough to give direction and
allow judgments regarding excellence and progress (g be

attention on the important tasks, tend to drive ont creative ,
and assertive people, and :mr:u_:( only -the passive and :

confonwing.
2. llmv cani evalvative crileria bc wnllcn in suuh i \v.ly Ih.u

there is a clear relationship between the processes Lo be -

used and the onleomes t.xpu.(ul’ Sometimes processescare
W (liscussed s Ilmm,h thiy “are ends in Ihemselves: job
“targets” dre wnttep d@s’ Jhough there -is no distinction
between process and product. For example, in the area of
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“professional developmcnl " oa target of “attending an
. inservice course each year™ will be rather meaningloss unless

th e are some outcomes expected. Research does not
clearly specify what administrative behaviors or character-
istics produce patticular results. Therctore, there is 1 need

~ for local organizations not only to specily what esults are
desired, but also make a first estimate of what behaviors are
likely to produce those results.

3. How can criteria be specified so that they are pertinemt
despite fluctuations of expectations due to situations and
changes over time? Most administrative jobs are dynamic
rathgr than static. Consequently, there is a problem of

. keeping criteria flexible enough to be up-to-date and yet
. provide stability to the direction and functioning of the
organization. . o,

How can criteria be stated so they are “real” enongh to
administrators that they become commited to act on the
basjs of them? Sometimes written job descriptions and role
expeclations are lielpful in clarifying the general nature of a
jobs but admmistrators with the same job desciiption pay
interpret  them  differently and consgquently perform in
entirely different ways. In order for evaluation of adininis-
trative performance to occur, the role expectations and the
job descriptions must be translated into specilic objectives
- and these objectives must be measurable. For trivial tasks,

, - “ this is casy; for the significant anies ~problems exist.

>

>

Means of Data Collection .
e .
n “!The collection of information weeded to evaluate administra-"

tive performance is harder to deal with than for evaluation of
- lc;chus Basically, information can be colected in”one of three -
’ ways: observation of behavior, asking questions, and examining>
9wmlcn documents. Centain processes used by teachers are
difficult to observe (c.g., how dehc tcacher klau.lg,cs emcrgen-
cies), but” most of the processes uspd by administrators are
considered unobservable or- would require an intrusion which
would severely alter the situation. Therefore, mare emphasis is
likely to be plaged on information from records, from self-report
devices used by the evaluatee, and by. self-report devices used by

.‘EI{IC. , N 75 A
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chents and subordinates of the evaluatec. Problems and issues
which arise regarding the specilics of such records and devices
include the Tollowing:

L. How can agieement be reached regardig who colidets data,

“what data will be collected, when und wheie will it be

collected, dnd how will the duta be collected? The extreme

emphasis on evaluating teachiers on the basis ol classroom

processes has had an impact on the eviluation of adminis-.

trators, and there is therelore a hesitancy in saying one has

adequate nformation 3 mike evaluative judgments unless

cousiderable observing”is “ddne. Yet, judgiments must be

made, and the more interpretable infotmation one has at

the time the judgmeul is needed, the better the judgment is

r likely to be.! Explicitness regarding data collection is not

only I:.\cly l’c‘)ﬁredmc confliet but also is hkely to facilitate
the beneficial use ol the data,

2. llow cau lorms be developed which will facilitate the
aalysis and interpretation ol the data, the making of
shoert-tenn decisions, and the sunuwarizing ol data and

. conclusions which cover a longer period of time? Maiy
school districts have developed sunumary report devices
wlich they then attempt 10 use lor shori-term recording,
analysis, and” interpretation of data. The results can be as
disappointing as trying to hammer a nail with a rubber-
heeled shoe or. carving a delicate wood sculpture witl a -
“able knife. K

Use of Data

'

The use.of data involves the analysis and interpretation of data
prior to making decisions, dusing which time communication is
oceuring between the evaluator and the evaluatee. Sinee nmeh has
been writien reganding. the gualysis and interpretation of data, let
us focus on the nature of the decistous 1o be made. Aside from
the mlrcqucnl deaisions regarding nrodification ol assigniment,
these decisions appear 1o fhc concesned. with the followmg
questions: -’ ' .

. Were the resnlts satisfactory? Did we accomplish what we
. o
ISame even posit such jules as TAny yardsiick, no matter how crude, s
E MC““"'"" nooe at all” (see: Mogroe l‘)'7.3). . -

¥
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wanted to accomplish?

2. Were the goalsy reasonable? Were goals sBt that were
reasonable for ll} situation, or should they be dJoweired or
raised? ! -

)

decided that we wanted certain ontcomes to occur, we also
decided on a process to use in osder to accomplish these
outcomes: was this process implemented as designed?

change, should the same procedures continue to be used?

asking at least 25% of their questions at the “analysis” level of - _

Bloom’s Taxonomy by the end of the fjrst quarter of the school
year. That is an owtcome objective for which we can answer the
question of whether the results are satislactory. But at the time
the outcome is decided upon, a process should also be deteriined
to accomplish the outcome. Suppose this principal’s process is to
observe and record the level of questions that is being asked by
each teacher at threc different time intervals and provide
individual feedback and discussion of how teachers might modify
their behavior in order 1o ask higher level-questions. 11 that is the
process to be used, then one decision must be focused on whether
this process was implentented. This information is :L%ded if one
desires to replicate the process to obtain similar results, o5 to
delermme whether to establish controls‘over the implementation,
in case the process was not followed properly (ec.g., if three
dbscrval?ous were not made, and thercfore feedback not provid-
ed). F’nally, the decision regardipg changing the process should
be based on the answers to thifquestions regarding results and
changing of goalst If the teachers did reach the level of 25%
analysis questions, and if similar principal objectives have to do
with assisting teachers in changing their behavior, then this
principal may decide to contine 1o use relatively frequent
feedback and discussion as a procedure.

As the evdluator isNooking at the data and trying to make
1these types of decisions, he is communicating with the evaluatee.
Thg analysis, terpretation, and decision making are not done in
isq?ulion. '

Was the process fully unplcmcnlcd"I'lml is, when we ..

& 4 Sllould”llle process be modified? Whether or not the goals o

»

k]



What are some problems and issues concerning the use of data?

. 1. How do we design a process for evaluation that will allow

us to examine data prior to coming to conclusions? This isa

very “difficult task, because i iuofvcs not only describing

- what shoutd be occuring, but also training people so they
will not-quickly jump to conclusions.

2. llow can the process be designed so that both the gvaluatee

°

L and the evaluator are ivolved in communicating with cach
other reparding the use of data? Are they actively and

: * cooperatively involved in making seuse out of the data and '
inmaking decisions regarding goals,, implementation and

cedures? L . -
3. How can the process be designed so that the focus of the
total decision process is on the relationshig ol the processes
and outcomes? The tendency is to look at one or the'other.
tnitially, management by objectives proceduics which s
originated in business and industry had a heavy etaphasis on
outcomes, or production. llowevcr;, there is a tendency for
educators 1o focus on process, on what teachers and-
administrators do, with less cn‘ly!msns on direct results of
these processes. | perceive the poblem here to bie one of
) _ acquiring and using data in such a wanmer-that the process
_is examined in relation to the outcomes i a specific
situation. hn effect, the administrator is concerned with the
: question “What works for me in iy situation?” “What™ is
the process, and “works” is the outcome; and the problem
- of data use is to focus on‘ihe interrelationship of these two -

types of data, . .
4. llow can the evaluation system be designed soahat records
are open 1o evaluatees, and so that communication is open
and authentic between evaluators and evaluatces? This
- (uestion is related to both legal and cthical issues, and
“ implies that elh‘erc is a need to design a system which allows
people to know what is happening to them. ‘

Some General Principles

1o us turn now lo some general principles of designing a
system for evaluating administrative performance. A, bias exists

> «
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on my part that the process of evaluation is much moie
important than the devices usedJor recordmg mtormation. To
date the practice has been to seek forms and devices for recordimg
information that will allow evaluators to operate effectively
without having to work hard to develop the skills needed to plan,
lo interact sensitively with people, and to make judgments that *
benefit both people and the organization. .

‘There also 1s a tendency to desire closure and permanceney for
a situation. Open, dynamic circumstances re§uire woik, reactions,
and coping. When large segments of the organization and the

. external environnent are changing at the same tune, many

administrators desire that some parts of the system reninn stable

fong enough to be able to cope with parts that are Thanging,

Hence, the “desire for closure and permanency on cerlain ¥

proceduges and outcomes. Desire for closure and permariency are

somctimes refated to a canmg,loward isofationism. Some

principals tend -to view the bluldulg attendance area as their

world, to isolate themselves and ‘to close out the needs of the

. total organization or what IS h.nppcmnb at other levels of the

organizatton.

Whal are the problems and nsuis reldled 1o these tendencies?

> . How cap an evaluation process be designed so that a

cyclical process is used rather than a lincar one? Theie is a

. desire to reach closure at a certaiy time, but that closure is
simply the starting point for the next cycle of events.

2. low can an evaluation process be designed so that it is a

. subsystem of the overall strategy of management? Many
admimstrators do not see how evaluation helps them do
their job better; consequently, they resisi munp(ﬂ'lml,_., it.
into their managerial style.

3. llow can an evaluation process: be designell so that it
includes bm’lr a self-evaluation component and an external
evialuation wmpmlcnl" The self-etaluation component is

- ¢ continuous, involves the evaluatee as evaluator, and pro-

*  vides instant feedback. lHowever, the external evaluator is

necessary in order to assure that criteria are compatible

: with thie goals of the organization.
. * &
o L )
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. lmplementation

= This section will include a discussion of purposes and payof! us
they 1elate to'implementing an administrator evaluation system,
consideration of who will develop the plan of ilnplcmcnluli(r?.
some probles and issues regarding the general orientation o
implementation process, some legal find ethical probleé, and
some problems regarding the reinforcement and syppo

evaluation system. ‘ /

s/
Purposes and Payoff

There is a need for administiators who are responsible for
impiclncming a process ol evaluation to obtam concurrence of
those who will be iivolved in implementing it. Otherwise, an
ostensibly weli-designed cvaluation system may be difficult 10
implement beeause of differences ol views regarding purposes or
reasons for evaluating, pru&icalily of processes, or polcnlfal
henefit for the time invested. Because of such difficulties, many
argue for the smme people being invoived in designing the
evaluation systeriv who will be involved jn implementing it. Where
different people are involved in the two stages, there needs 1o be

“a clcar understanding of the relationship of design and implemen-

tation, and individuals-nced to be willing to change plans and
goals where these is sufficient evidence that there will be extreme
difficultyein implementation. . . -

What suesome of the problems and issues? = .

I. There is the problem of translatig the puiposes of an
evalution systein 1o actions needed Jfor jtll’plpnalclltugi()nl.
Thete is a tendency 1o wrile purposes in“gencral terms on
which everyone can agree; then, when the implementation
stage 1s reached, disagreements occur. For example, some.
cvaliation systems state the purposes of .evaluation in
general tenns apd omit any specific statement regarding the
use of evaluation for the purpose of release 6f persopnel.
(Perhaps the general statement includes something about
- the need 1o nu)djl'y assignments of pyfsannel, however.)

When written reports are fited and lelters wnitten which
indicate that action is tc be taken regarding release,
considerable gonl‘usion wmnd animosity are ljkely' 1o oceur.

. ~

Aruitoxt provided by Eic:

of the .




- —
‘ . .

The problem here is that of designing puwposes so thit the
fliplementation and action will logically follow., )
How can the implementation occur in such a way that
payofT from the evalnation process will be greater than tlic
amount of time and money put into-it? Whether the system
of evatuation is worthwhile or not is an empirical question
within a specific situation (not a deductive one for afl
., situations), and payoff for the administrator needs to be
determingd in terms of Wit the administrator is desiring to
accomplish® with this subsyslcmv of his total management

N,

system.

3. How can the cvaluauon prmcss%dusnbued so that
evaluation becomes an integral part of the” total m.um;,c-
ment style, so-that evaluation penmeates all levels of the
organization? When thtis occurs, supervisors begin to model
the behaviors desired in’ subordinates. For example, if a

© superintendent expeets principals to collect infornmativn
from teachers regarding their perceptions of tlie principal’s
behavior, then the superintendent should maodel that
behavior by asking for principal’s perception of the
superinicndent’s behavior. When cvaluation permeages the
total management system, there should be a mnch more
conscious decision of whether (o attempt to change
situations in which peoﬁle work or to try to provide
training and supervision to change the bclmwur of the
‘people. -

s

Who Develops Plan for Imptementation

/Tlm&)r implementation should include the objeclives of

ERIC
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the implementation (spcuﬁcally. he outcomes desired if the
implemcnlalmn is done prupcrly) the activities which wili be.
needed, the people who will be involved, the time sequence of
cevents. Those ‘who are involved with developing-such a plan
should be both capable, and willing to deal with. the future,
anticipating and ‘exploring possible consequences of various
aliernatives, Likewise, the people who are involved ghould have a
stake in the outcome due to being alfected directly; ycLlllcy
should make substantive contributions via lhcl; ideas “and
:ncwpmnls It is desirable that the planncrs represent a large




{ people in the oiganization and be able to connm-
with them as plans are progressing.
1wt are the pyoblems and issues? §
. Should 1he development of a pl.m for nnplunenlmp_., the-
evaluation process be dwdopcd by anindividual, a comant-
lee, or i task force? The distinction between a commiljee
and a task force is usually in terms of the time blocks
provided for meeting ind working, and the duration éver
which the groups function. The conmiltee meets for shorl
periods over a long tiie, while-a task force meels n farge
time blocks and finishes its work more quickly, =
How can the implementation be planned:in such a way that
adequale lime is provulul for communicating with those
who have a stak€ in the outcome and yet nol so much time
fipses thal large numbers of people lose interest in the
project? This is a problem of making judgments regarding
. _the time lag neqlcd fo plan tite implementation.
3. What is a workable size group for planning the implementa-
A " “tion*and how can resources be provided to the gn;up for
making decisions? Two people may be too few aifd 50 may
be too many, bul there should be a workable size group for
planning the process. Resources may include released time

.ffrmn other responsibilities as well as experl consultant help
for information, ;

4. low can the implementation be planned in such a way that
thé eventual fermal negotiation process (for adoplion) will
be facilitated? 11 is likely that the group sclected for

- developing the plan will facilitate the negotiations process if
they are people who have credibility with the negotiating
groups. Once the design is completed, the formal negotia-

. tions will proceed rapidly and smoothly. The problem is
l_lso’w to invalve people who have that kind of credibility.

[ad

- .
Gencral Orientation . x

’ . » r
+ Gynerally, administrators are cineerned with developing both
. high productivity and high morale. -To accomplish this, it is
considered desirable to have ppen, authentic commuaication; to

A\) A " .. 82#
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adopt a futuyistic and goal oricnted posture (rather than I()ukmg )
- -
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ba«.kward at problcms) in order to cvade advcrsau‘nl rclalmnslnps
10 limit the responsiblity of individuals to the extent Jhat they do
not feel harassed by the multiplicity of tasks: and to face
realistically the resistainces to evalmation procedures.

What are the genesal problems and issues?

I. How can an’ evaluation system be amplemented so that
adversarial relationships are minimized? Generally, one
assumes .that adversarial “relationships between evgluator
and evaluatee lead to less productivity and lower morale.
Therefore, the problem is one of getling evaluators to focus
on what can be done in the futuse io accomplish objectives
rather than to have a fault-findiig attitude regarding
problems of the past. The au.llySIs and inferpretation of

< * data should be realistic .md not evade, problenis, but the
eniphasis should be on what is to ‘be done during the next
cycle in order that outcomes will be accomplished.

.27 How can evaluation systems be implemented so that there

*

exists a_realistic fnd well-understood division of labor? *

Elsewhere (Bolton 1974) i have discussed the distinctions
hetween processes and products of teachers, principals, and
. »supcnnlendenls Where-the supetintendent’s process is a
¢ management developinent program, - the, direct produu is
principal behavior, ie., the process of the principal,
Likewise, where the principal’s process is-a supervision and
inservige training program for teachers, the direct product
‘ (nulcome) is teachier behavior —or the teacher’s process.
. Only in the case of the teachier is the product that of
= student behavior.-In each iustance, the product of one -
- person (e.g., tlie supermlcndem) the process of another
(e.g., the principal). Until the distinction between process
and product is clarified .50 that one knows whose process
and pmducl is being d|scussed there will be great difficulty
in $eparating peuple’s responsnbthlies and having a reason:
able division of labor. . - g
3. How can the implementation occur su lﬁal tcsi?.('ancts W’
evaluation are reallsllcally considered? There cxist certain
kinds of positive views lowntd cevaluation, including the
following: % . . -
a. Evaluation cm)lnbules to acwmphshmg ur;,auunlumal

goals, . . . -

t
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b. Evaluation determines the contribution which an indi-
'vidual makes to the organiztion.
. Evaluation has the polenllal for ldcnufymg certain

weaknesses and thetefore ldenufym,_., ways of improving

the orgamulmn.
. d. Lvalwation has the potential for impiovirg communica-
tion and reducing conflict.
¢. Evaluation provides the capability for recognizing high

. . performance.

. On the other hand, thereisa u?ed to understand that tlere
are certain resisiances (Aﬁdcrsun 1975, Bolton 1973).

o Nnstrative of the resistances are the following:

. a. Evaluatees resist when’ they think there is a lack of
objectivity ‘in the evaluation process. In many cases they
are saying that thic evaluator does not have the expertise

- “to evaluate, or have accéss to proper information, or
know how to analyze the infonation, or know how to

7o dclemhne what is important, or know how to “commu-
nicate with the evaluatee. . ;

b. "Evaluators resist when they-are not sure of* lhe cmerm of

] the process to be used. :

- " . ¢ Evalualors resist onathe basis lll;sl evaluation is a waste

of time and cffor‘m that there i not enough time to

do the job: This is generally 2 time maiagement job, and

one which usually requirgs shifts of priofities as well as
additional training. -

d. Evaluators alsp ‘resist placing themselves in a position

which could adverscly affect another pesson’s life. Of

. course, another perspective is that an evaluator has the

. potential for hiclping a person.do a job. better and get

more satisfagtion out of it. .
c. Evalbatgés resist when they perceive that the basic
ivtion of the ‘evaluator is-that of f:.l'ull (inding, i.c.,

.

evaltatee. . J

4, llow can the evaluation process be implemented so that

surprises can be minitnized? For example, criteria shiould be

‘e discussed, conference and report schedules explained,.and
‘meanings of measuring devices clarified. °

Q
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.4he_evaluation js designéd to be used against the

» 3. llow can the cvaluation process be |mplcmcnled so that
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. evaluators  who *need training in fihe skills needed to
function effectively are providéll sych training? Lvaluators
' need to feel comfortable in their rhle as evaluator m order
to cammunicate cffectively and tg develop a trust relation-
ship with evaluatees. Also, they need to understand
procedures thoronghly and be able to follow through with
them as designed. For exumplc./’vif the: evaluation process
é - includes management by objectiyes procedures, thenseval-
7 uators generally need training iy’ the skills of writing and
critiquing objectives, in condudting conferences, and in
providing feedback — to mme, wly a few o&hc skills =

needled, : | o\

Legal and Ethical Problems . . |, 4

\
“ -

It appears rather obvious that we are currently in a legalistic
era. Such an era requises that ‘the evalmator have considerable
_ information regarding  criteria and pr%;cesscs. Due process is,
: espgciaﬁy impartant when there is a consideration of change of
assignment or release. Ethical considetations of open files and
. openggonununication are also important when implementing the
. administratgr evaluation sy‘tcn'la . . .

What are the problems and issues? . y
" 1. How can the evaluation system be implemented so that
conmununigcation processes are explicit and agreed upon by
. the partjes inyolved? What communication is needed before

you collccl.inl'm"maliign.'whal information is needed during

. the time information is being collected, and whatinforma. ~
ion isneeded afigr collecting information? Also, what
-*¢ommunication should Be written and what sjodld be oral?
low can the evaluation system be implemented so that
ltion regarding the specific purposes of evaluation,

and actions o be taken, can be communicated regarding ¢
cach cvaluatee’s status? For example, an cvaluatee has
/‘< ' cither a status of “retaif-in the orgnnizaliou."'nr (‘considcr
for release from the organization.” If the cyluatee is in the
“retain™ culei;ory, fhen his oals are likely to be concented .
. -wilii*imp.rovemcn,! wof performance and_his actions with
.planning and implementing procedures bring about such
improvement. The cva!ualor‘s aclions \yill “focus “on
Q - o - -
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.. providing feedbatk and assistance. If the evaluatee is being & .
“considered for release,” his-purpose:will also he concered <,

with improvement of performance; hut in addition, there is
~= a goal of jmproving and clmngmg behavior to the extent
that the” status changes to “retain.”. Under such cifcum-
slames the major evaluatge actions are lo ) modily behavior
in’ the manner specified by the evaluator. Therefore, the~
evaluator must not only take action HL0 provide feedback
and assistance, but also to give spccﬂ‘c directions regdrding
<. flie fceded change of -behavior. There generally is no
‘ problem on the cvaluator’s part in providing direction.
There may be a problem, however, in providing Xt explicitly
in writing, and in specilying exacily what a§snsln,ncc will be .
v »  provided in ogder that the evaluatee’s behavior may be
' J wadified. All of this information systei should be imple- -

] mented iii such-a way “Lmt it is related to the local gnev.uu,e
pmcedurc . . ) N
)/’ . ) « 4 ! .t °
R’efnforoemem and Support of Evaldation«System e . 5 ¥
o - oL - 24
There is a tendency for syslems to die, whether they be T————e

physical organisms o7 orgammlnohal structures (Smith 1956).
Evaluation systewss are no exception. Unless support gnd rein-
l'oruemenl» are’ provlded an evaluation system ‘will die rather
" quickly and provide very little benefit to individuals or the k
orgavization during the duration of existence. If one had '
complete information r gardlng the nature of events to wme
: support could be prowzed in such a manner that the system .
. would ndt only susvive \ﬂonger but be of a high quality during its
1 lifetime. Even though ‘complete information is not available,
. decisions must be made regarding support and reinforcement .
when evaluation systenis are lmplemenled R .
". What are the problems dud issues? v
l—Wlm will provide reinforcement and support to the evalua-
tion system? Will top level adininistrators andrthe Board of
l.(hlcalmn support the ‘evaluation system, or will it only be’ .
C e suppurlcd the public and mid- manabemenl" How can
©, the system be implemented so that support is assured by
g & people in status and power? . pe - )
2. What should he the form of reinforcement and Spport? Is - - <
EFRIC - it sufficient that top management provide anniial remindérs

.
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of rcporls‘due, or is the process so continuous that much

mose frequent review and use of evaluative mformation s

necded? o -

. How can ay evaluation system be implemented in such a
way that it receives support -and remforcement sunp]y
bcc.mse it 1s truly an integral part of the total managememt
s(mlegy and style? Reiaforcement becomes a watural
cofisequence of ilSTUCCESNA use as a part of day-to-day
operation, and the problem is that of implementing in such
a way that this oceyrs. “

»

Evoluation

If onc” desires tNIualc the system used to evaluate

o2
adininistrative performance, one might first raise the gnestion

“What makes a goud evaluation system?” In response 1o such a

question, 1 would first” posit that it should do something for
administrators —both those who are evaluating and (hose who
are being evaluated, Scconcl, I would suggest that there should be
certain indications that the syslem is \vorkmg once it «s in
operation,

"What Should quluation System Do T
. » r he

Lel us exgmme some prolidems and issues in rehlwn lof 1t
the system used to evaluate adipiunistrative pcrfurmnn’uc sh uld

do, especially for admuuslrators. '

. How cart’ we acquire cvufcm.e that the cvaluanun systcm lS
helptpg admuus%?alurs do their job begler? Specifieally, is
therg evidence that the evaluation progesyhielps adumus!w
tors
orgabizalion? The sdivice fo ‘others shouldqhelp them 1o
mi better and be more satisfied with' their jub. The
seyce to the orgaftization is to assist il to proceed in the
direction it is designed to go - becagise it is a purposeful
organization. Il anything is damaging the orgawization, are

1o providé service to others and service to* the

\]
.

“

adlmmslralors taking steps fu correct the errors that creep”. -

-in%in cﬂ"ccl is thgadmnmslnlw@ evaluation systent helping
adlmms{ratursgp bring aboyl’ better performance of indi-
viduals, teams, and groups, and to wrrcc( errurg as lhcy

8w,




‘ occur? ’ + v " <
' 2. How can we acquire evidence that the evaluation system is-
* helping adwinistrators develop a strategy formmanagement
. which is cyclical and selfl correcting, iher than lincar amd
R oblivious to wrreclum" ‘What is the intent here? Let me
ilfustrate both the lincar and the cyglical style by ldenllfy :
ing certain sleps that characterize the styles.
Linear. The linear style of management appears to go
‘through the following stages.
. _I; Begin the year:
‘ iy Specify general goals. Let us suppdsc lhls person. has
N  three goals: students achieve higher: studefls like school
better, and teachers are more satisfied witW ihéir jobs.
-3, Bxhort and encourage peopje. This person emphasizes ?
the positive, repeats the limited Bet of goals ofteh, and
‘ﬁ,nay use a largeficpertoire of cliches and current catch
-~ > ‘plwases. All of this activity is designed 1o encourage‘and .
) commii people to exert effort toward the general goals. .o
4.WMaintain the ogganization. This person knows that -
mainténance in an important function, since without it
cenaiti activities deteriorate; su he replages materialsand = "5

cquipment, listens to complaints, and sees to it that’
)

v

-

. Tunctions|performed last ycar are repeated.
N 5. Wait for problcms 1o occur. Thiseperson knows that
. thgre will be prablems, so he waits for ‘them. =
6: Sove problems. When problems occur, this person solves
them. He becomes very good,at problem solving, and the
more experience he has at problem solving, the better he ’ Y.,
bgcomes.. And the better he becomes, the more people ;
- o bring their problems to him for solving. And the more
+ . 7 gproblems they bring, the more dependent they become :
on him for solving their problems. And this continnes
lhmugh the year. | g . C
7. End e y year, ’
. This may be somewhat angg,cralcd but my intent is 1o
djsplay a person whose aim appears to be to ish the year.
o The Imc.nr strategy starts, goes through the yeat, and ends. 1 - , ' -
_havc sometimes described (his as a basketball referce
» + strategy. You probably have scen somne basketball referces
T who behave in'such a way 1hat you are prétly sure tha‘l , .
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- «
teir real object is to inish the game and get ont the bick
door before the crowd descends upon them. Some adimmis-

’ . trators operate in that way also. They really want to linish

the year and' get alt the keys turned in at the end of the

year and get ont before the whole place collapses around

3 them. . ’

Cyclical. Contrast the following phases with those just
discussed.”
. I. Mlan., Included in this phase is the specification of
. - general goals as indicated in the linear strategy. However,
s person does not conchide his planning here. There
- also is the need to identify specific objectives, aclivities
{ nceded io accomplish the objecjives, people whir will be
- engaged in each of the activilies, and the 4ime sequence
. of evenls. - .

Implgment. This is a matter of putting the plan into

- , operation, of taking the initiative to see that the

' activities are begun and kept on schedule.

Maintain. This is the same lunction as identificq in the

‘ . linear strategy; except that the focus is in refation to a

‘ - specific plan rather tham to prior aetivitics.

Lvaluate. This part of the cy«.lc provides ‘the {ecdback

i necessary lo aid in correctian, by re- -plannmg, by

smodifying implemgntation proceduies, or by changing
maintenance aclivjl%qs.

The person who uses such a cyclical'style of management

may go lhrough the cycle a number of times during llw

year concanlr‘nlm;, on various aspects of the part of the
organization for which he'is responsible. The incorporation
a " of ev.nlu.mun in this style encourpges. others to model
administrative behavior. For examplc teachers see a reha-
tionship between this ddministrative slmlcby and the

. teaching strategy they have been encouraged to llxse. riz.,

diagnosis, prescription, implementation, and evaluation.
They sce the -benefit of making lung-range plans and of

- correcting these plans in tegns of short-range evaluation.
The problem here is thai of designing. an adinistrative
{ evaluation system which encourages administrators to incorporate
evalualton into their &wn_administrative slmlcgy .

o
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Is The Evaluation Systeng Working

,
~ “ -

What are the ndications that the systeqy for evaluating
administrative performance is working? What ae the problems
and issues which relate 1o this question?

. |. What evidence is there that the function of evaluation
permeates the management system? Are there indications
that all levels of the organization structure consistently use
evaluation of personnel o increase its effectiveness, or do
people perceive that higher levels nuposc i ouly on the

s lower fevels?, .
2s Is there evidence that sufficient time is being spent to
> implement the gvaluation procedures? This is related, of
cowmse, to the problems identified above. Unless evafuation
is given high cnough priority for sufficient time to be
allocated, well-conceived plans will not produce desired

» rcsulls

3. Is there evidence that he evaluatioh system includes: (a)”

evaluation system?); (b) evaluatee goal setting (including

clear statement of what is expected, by whom); and (¢)

details for implementation, such as a description of how*

and when data will be collected, analyzed, and interpreted.
formukiuw)ns (What is done, by whom?)?

' 4. Is there exfflence that results are occurring? Are students

solved and errors reduced Is* the morale of the evaluatecs
p ] and evaluators improving? Is parental salisfug“rlion-iuc;eus-
ing? This is a matter of gathering information regarding
who and in"whit wyy people are affected directly by the

evaluation system. J P

.
-
- .

- . Congluding Comments . J

This discussion hds assumed that evaluation is defined as a
process of making judgments of events, behaviors, or results ol
behaviors in light  of certain predetermined -and prefgrably
agreed-upon ()l)jCLllch What is fhe evidence that such j judgiments
(which are jlldyucul& regarding the pesformaice of individuals)
.lrc bemy m.ldc r.uhcr than those which could be psychologically.

"[mc A

,
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4 . e

clearly staled purposes (Why do we have a personnel |

v learning? Are teachers igiproving? Are problems being

<
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* damaging and often adversarial-inducing judgments re wdingf the
~%orth of individuals us people? An overall problem is ¢ne of how
« " tokeep this judgimgent making regarding perfonmance in conslant
. perspettive, in ordeg Ao assist administrators m doing their job
- better. Without such perspective, there exists a lcnl(lﬁzlcy “to
examine personality and engage in faultfinding  both ok which
. have negative effects on individuals and vrganizations.
> To summarize, my mtent has been: (a) to emphasize the need
to determine consciously whether we should face the complexity |
of the reality ofevaluuliu.g administrative performgnce, and (b) to
identify some of the problems and issues ufdcsialing. implement-
ing, and evaluating administrative performance. Hopelully, the
- organization of. the ideas will 'gunlribule ‘to understanding the .
interrelationships of these thiee facets of an evaluation system,

-~
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. CASE STUDIES
This section, (iispl:lys five cxmug‘u:s of evaluation efforts which
are being cmployed to systematically examine adwinistrative |
performance in local school districts. They show the limitations
: as well as the potentjalitics of actually putting lllcmyliulu
: practice. ' ( .
o The case studies showcased here include the evaluation efforts
) . in Hydc*Park, Ncw‘Yo‘rk; La Canada Uunified School District,
Galifernia; Lake Washington School District, Washington; Los -
Angeles County School District, California; and the Mesa Public
Schools, Arizona. . - . o i
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Q CASE STUDY NUMBER ONE
Hyde Park, New York

Frank Gray

*

. Principals should be — and want to be evaluated,
They do, however, want a system that:_l) measures
ality, 2F considers.only the variables that can be
controlled, 3) spells out clearly and alicad of time.
what the principals are tofe measured against, 4) is
. ot subject ;. differentf conclusions by differciit .
evaluators and 5} permils principals to have some
volce in determing goals. :

[y

.

All these nccessities are satisfied by a job targets
procedure, whieh is a personalized adaplalwn of the
management by objectives appmadz :

William L. Pharis, Exccutive Secretary of the

Natiogal Association of l‘lcmenlary Schuol l’nnupals

Before an evaluation.can ”happen” lhere has to be a great deal
of plannmg, says Frank Gray. The following outline can serve as a
useful gmde to that plannmg. ‘

’

1. l’lxmning ¢ Evaluation -
: \)\ L '
Planning for Plapning

Determine Objectives

Detennine Pepple who will be involved

Determine Activitids that should occur - ™ A
Determine Tine sequence of events —
Will planning occur on a piecemeal or comprelicnsive basis?

In Hyde Park, the Board' of lulilbalu?n and Administration
dusired un appraisal program that was directed toward i improving
an individual’s performance. Sﬂ/lc.:}al guidelines were provided foy
the dcvcluplmxof a progral (frough 4 pylicy statement by the ’

94 -
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. Board, namely:

1. Performance Based — Primarily, it was felt, that appraisal
must be positive in its approach, making expectations clear
to an appraisee prior to collecting data about its achieve-
ment. Evidence that support was given to the appraisce
should al$o'be provided. 5
Uniform Procedures — The appiaisal process should be
- applicable to.adwinistrators, professional, and non-profes-
sional staff and'students.

Due Process — Data gathered through appraisal should be
© able to be used for re-employment decisions, Appraisal
should be objective "1ather than based on personality
factors. - .

Compensatiop — The’ appraisal program should have the
flexibility of being applied to any future plans “for
differentiating salary payments. . -
Operationalize Goals — Procedures in apprmsal should allyw
. not only the epportunity for an individual to develop his

e

w

>

bl

goals of tlic organization.
With these points in mind, a task force ol'.ldmuustralurs and
teachers set out to clarify the pwpose and phifosophy of

) appraisal. . ) ‘
o ‘ Purpose of Appraisal
- . . ‘ -
‘The purpose of apprajsal in Hyde Park is to promote improved
performange. = 7

Specilically, we belleve therd are a number ol' related reasons
why an appraisgl program is dcsuablc-llle musl important
being: :

1. To motivate teachers and administrators to rcnder their
o ighest Ic\LcI of prufcﬁglohalscrwcc. e

~ N ¢
o N .
Feuachers and administratars are like olhcr pt.uplc Z they
pesform better when _they know that their work s
underﬂned and appreciated by (helr supervisors and their,
g colléagugs. 7
S 2 To"Relp Icacllcrs and admmlslmtors succeed i in their chuscn
.,5 -k prol'cssio,’n : .

>

:"s ) | . ¢ ""95’ .. ’ ~ . ‘ -
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strengths and improve his weaknesses, but to- l'urlhcr the




{ . .
University p}epara(ion alone does not ful_l)‘alify anyone
to completely carry .out the requirements of any teaching
or administrative position. The school has, an obligation
when it employs a person wlio has made the sacrifices of
time, effort, and money necessary to become a profes-
sional. The teacher and ddministrator must be given every
opportunity for success. - ° , ,
3. To aid in assessing the overall school program to determine

“how well it is progressing toward district goals.

How teachers and administrators perform, individually and

as a faculty, determines the rate at which a school program

will achieve its objectives — indeed, whether or not it will

achieve them at all. . . ‘

We ‘are convinced thit the appraisah process described herein,

with its emphasis on good pianning, deliberate achievement of

performance objectives, and systematic evaluation of results

achieved with appropriate follow-up acon, can be a powerful

force for improving instruction and increasing the effectiveness of
district teachers and administrators. -

. ' PliilosopI:y of Appraisal
s

We believe we have a responsibility to students, patrons and
staff to, carry on a continuous program of appraisal of the
competencies of all personnel. ' )

We believe that the primary purpose -of appraisal is the
development of a more effective edugational program’ for
students. .-

We believe that appraisal is a cooperative process wherein the
individual appraised and the person responsible for making the -
appraisal feel a. joing respohsibility to focus upon -performance
areas needing improvement, f work tog
results, and (o assess the results. . °
" We believe appraisal is a'means — n
procedure should motivate self-improve of the appraisee. © \

We believe (has improvement of competence is- alwdys

_possible; a need for improvement does not pecessarily imply
incompetence. ’ )

We believe that inprovement of individudl performance is pot

3 ' o .
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accidental. impwvemenl comes when a deliberate effort is made
to achieve it. . .

We believe that there should be performance guldelmes and
standards which staff members may use in self-appraisal and
which appraisers may use as they counsel and assist those with
whom they are working. A

We believe that appraisal must and do%s involve work pldnmng
and review.

We belicye that the individual being appraised should have a
number of appraisal conferences with the person doing the
appraising. The staff member should be given a copy of the
appraisal record. There should be freedom to discuss and dlsagree
with the appraiser’s judgments. ’ -

We believe that this appraisal process should not ‘be- used as
basis for merit pay but only to improve instruction.

. Next the planners must translate philosophy into specific
program objectives which will support the purpase of their
institution. These objectives wiRl.be used as bench marks upon
which subsequent evaluations of the program will be made.
73 Objectives of Appraisal
- The objectives which lhe Hyde Park Appraisal Program hopes
lu achieve are:
. Clarify the perfonmance expgctations of the individual; |e
make duties and responsibilities of lhe appraisee and apprais-
er more tlear.
2. Establish both short and lofig term Job targets thatwill bring
- about learner, professional or program improvement.
- 3. Bring about a closer working reldllunshlp belween the
appraisee and appraiser.
‘ 4. Make appraisal relevant fo on-going job petformance.
5. Maintgin the following procedures in the accomplishment of
job targets:

a. «Establish “ground-rules” or plans for both the appraisee

and appraiser to follow up on “target” achieveitsnt.

b. Maintain accurate records“of all appraisal conferences

and other appraisee-appraiser contacts.

c.  Assess- the effectiveness of job performance both by

: 97
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self-appraisal and appraisal by the appraiser; ie., make it
a cooperalive process.
d. Conduct medningfu! appraisal conferences directed
toward improving performance.
6. Establish appropriate ways for follow-up of acuons needed
for further improvement.
7. Assess the program’s effectiveness periodically; revise it as
necessary.
To bg most el‘feclive, evaluation planning should be a
. cooperauve effort. a !

Who Should Plan?

Although it is the responsibility of a school district to eyaluate
Jts employes, those directly affected by the program should
participate in its planning, implementation, and the evaluation so
tﬁat

1. a better plan will develop

2. there will be miore commilmént to the goals and procedures

3. appraisees and appraisers will know what they are to do

4. apprdisecs and-appraisers will know what will be evaluated
+5. morale will be enhanced PRI

¢

The planning activity culminated in the followiny set of behefs
., for evaluatton at Hyde Park. . ‘ BN

1. anary Purpose: To safeguard‘ and improve. quality of /

instruction b /
2 Emphasize helping people to be successful, not ehmmating
. “-.people /
. 3. Helpanswer: Vs
“How am I doing?” | - . / RN
“Where do I go from There?

4. Similar evaluation procedures should be applied/ to stu-
dents, teachers, ddministrators, and classified personnel .

5. Emphasize job p’crformanoe not personality

6. Mutual agreement on what to be evaluated and criteria by
which success s to be judged

7. Allow for a eonsiderable amount of self-évaluation

*8. Staff lnvolvement in development of program

e
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9. Keep it simple” . /

A\ .
" H. Creating The Plan - .
b . -
Guidelines were establiched to make sure every ramification of
the plan was to be considered.

1. Who are appraised? \
Al administrative'and supervisory personnel are appralsed

Personnel assessed under the Hyde Park Adminislrative Ap-.
praisal Program are: Assistant Superintendent for Business \
Serwces, Assistant Superintendent for Instructional Services, ‘!
Prinmpals, Assistant, Principals, Director of Communications |
Services, Director of Special Projects, Supervisory of Special \

. Education, Supervisor of Transportation, School Lunch
Manager, Supervisor of Plant Operation and Maintenance,
Business Mafager. .

2. How often? ) s
Administrative and supervisory personnel are appraised each .
year. - s '

3. Who are the appraisers?

Each administrator and supervisor will be appralsed by his \

inymediale superior or by some other admmislralor designated

bx tbe Superintendent. '

a. The Superintendent is evaluated by the Board of Edurﬁ-
tion.

b. The Superintendent serves as appraiser for the Assistant
¢ Superintendents, Principals, and. Director of Communica- .
tions Services. . ' N

¢ The Assistant Superintendent for Instruction serves as
appraiser for the Supervisor of Special Educallon and -
Director of Special Projects. —

° d. The Assistant Superinlendenl for,Business Affairs serva as
appraiser for the Supérvisor of Transpouallon,‘School
Lunch Supervisor, Supervisor -of Plant Operallon and
Maintenance, Business Manager. .

e. The l’finmpals serve as appralsers for the Assistan L’rinm
opals.” .
4. Role of appraiser ’ ~<~

ERIC
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The appraiser is:primarily a counselér and coach rather than a

judge. He assits, the appeejsee in seeing his strengths and

weaknesses and in specilying (e objectives to be aécomplished

s ' dunng the appralsél‘ year. He ithen assists the appraisee to

achieve his goals, and also* helps him 1o assess his degree of

" achievement and to identify possible objectives for the next-

appralsal period., !
Although the appralser "s\primary role i is to assist the appraisee
to improve his professional competence, to help the appraisee
to be successful, he is also chargéd with the responsibnhly of
judging the appraisee’s overall effectiveness.

5. Appraisal Schedule

The appraisal. tjime period for all administrators and super-
,visary covered By the Hyde Park Administrativé Performance
Appraisal Progam is March 1 of one year to March 1 of the
following year. (See Appraisal calendar.) ‘

_7@. Conferences .
The appraiser and appraisee will hold a minimum of four
‘conférences during the appraisal period: —

a. Target’ setting conference at the start of the appraisal

>

. period.
" - b. Two interdm qonferepces for the purpose of provxdmg
. : assistance to the ap;ﬁmsee and assessing his progress in
N achieving his objectives.
-7 . . c. Evaluation conference at end of appraisal period.
7. Appeal, .

The appraisce signs and receWes a copy of the final appraisal
report which will be sent to the personnel office. If he does
not agree' with the assessment, he may append a dissenting
statement to the form or request a conference with the
appraiser’s supervisor.

N

i
A reasonable timetable of deadlines was created.

Hyde Park’s Ap'praisal Program Calendar
Date Action
By May | Establish Job Targets .
Between . (A) Regular Administrative)ksvupervisory

100
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L ) ) Conlacis :
®)

May and Appraisee and Appraiser Work Togelher o
* Achieve Targels

, March’ (C) Interim Conferences as Needed

‘ By May | (A) Appraisee. Self Assessment
AB) Appraiser Assessment .
(C) Evaluation Conference

of " (D) Next AppraisaTPeriod Begins

The first step in the appraisal cycle is the setting of job
object&cs This is accompllshed by the appraisee thinking about
the district’s programs and goal priorities, his own professional
strengths dand weaknesses as they relate to the position descrip-
lion for his job, and the learner objectives contained in ‘the
district’s curmulum guides. At the same lnme, his appraiser is
identifying possible job objectives for the appraisee. The appraisal
conference, and it is always a series of meetings, provides for a
mutual discussion and agreement as to the job objectives for the
year. N ) ‘

Several criteria are considered when formulating oquctives

1. Target ‘objectives should be sufficiently delineated and _

specific so as to-give lhc Pprajsee a reasonable chance to

’ define them, establish evalualive criteria, and achieve some
results. * -
2. Targets should be challcngmg ~ stimulating the appraisee to—
' reach oyt. i .

3. Target ob;ectives must be capable of completion with a
fixed o series of fixed time periods.
. Target Objectlves should be measurable.

5. The temptation to have a large .list of target objeclives

should be resisted. No one can improve in everything

* simultaneously. Priorities are set through the job largeling

process.

After (ht objectives are estblished, the appraiser-and ap-
praisee develop the plan of action. This defines what action both
parties must undértake to complete the target.

Target setting is completed when the following is clear to the
appraise( and appraisee, - .

&

-
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Guidelines for Job Targets

. Whayis the reason, for chqosing the target?

. Who is to accomplish the target?

. What will be acconplished? ‘

. What will you de and what help will be expected from others?

. What activifigs, procgsses, material and personnel are needed? «
or How will the job target be sought?

. What are expected dates for completion for parts as well as the
total work ptan? .

5 7. What kinds of data will be collecled to assess target achieve-
ment? ‘

‘ 8. What will be an acceptable level of 1ob targel accompllshment?

Vi B W N -

r O\

‘ g An example of a l'ully developed administgative job targelf
would be: .

) Appraisee” Position
: Appnraisal Period =

Appraiser

émtlon —

Ob]ectnle

assist tcachers to improve their instructional skllls, and to
furth r building priorities thrqugh the development of a planned

f / progr of supemsion .
: 4

Work
Time Line

~ # "1.'The appraisee wlll develop 'working September S, 1976

- categoties for the purpose.of making |

s

y dccisiot‘;s on the frequency, timing and
? nature ‘of supervisory contacts wlth
staff mqnbe(s
" 2. A supemisory schedule will be Sehember 10, 1976
developed to include, dppraisal con- {, R
tacts, clipical observations and visita- ,
tions. The schedule will reflect the L

l'ollowin guidellnes
tion cluﬁters will be utlllzed

102 ‘



¢

. .
» * to concentrate on specific teaching .

~ skills.
b. Visitations will be clustered with
observations to follow-up on rec-

ommendations made daring post--

observation conferences.
¢. Visitations' will also be utilized as a
follow-up of appraisat conferences
d. Isolated drop-in visitations_ will be
mcorpornled to maintain a workmg
overview of classreom programs.

" é. The appraisee will work\with teach-
ers on the Appraisal Program to
insure largets focus efforts towards
accomplishing building and dlstnct

. goals. ,
s +3. Special cinphasis will be placed on
those teachers who will bereligible for

>

tenure, and those probationary teach--

Yers expenencmg difficulty.,

4. Time will be alloted during faculty
meelings fo discuss the supervisary
pogram. Teachers will become aware
of plans for clusfering observations
and increased visitations.

5. The appraisee will further develop his
.skills as an observer. Concentration
will be on ‘identifying ipstruclionai
patterns in the classroom and the
means for collecting supportive data.

This will be accomplished by reading -

, literature (Cougan and Goldhanmer),
. mnking visitations to other schools,

4
3

-

°

and attending workshops designed to .

- lncrea observation skills.
6. _The appXaisee will enroll and complete
“the course ED 603 — Clinical Super-
_vision, at the State University during
" the ‘fall,- 1976 semester, to upgrade
skills as an observer.

[Kc - 103
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Monitoring Plan:

. A-copy of the supervisory schedule September 15,1977
will.be sent to'the appraiser. ’
2. The appraiser will receive copies of all
supervisory contacts with staff mem-.
bers within oi¢ week ef contact.,
. The appralsee will subntit to e ap-
praiser wrilten reaction of visitations,
conferences and workshops attended.
. The appraisee will keep a log of °
readings completed. -
S~

Appraiser Assistan;eo:

1. The -appraiser will offer his reaction
and suggestions for improving obser-
vation/visitation-reports.

. The appraiser wn]l make arrangements
for the. appmlsee to meet with Paul
Michards, Professor of Educational
Administration, to, discuss his 'model
of. pattern ' frequency" charting as a
means of summative evaluation.

. The appraiser “will provide the ap-
praisee with readings helpful in devel-
oping obseivation skills. -

. The appraiser will provide support to
the appraisee for making visitations,
attending conferences and workshops.

PR

-

Outcomes Expe'ctod: -

N

1. A closer working reIaJtionship with

. Staff will result as evidenced by pre-
and post- testing, with* the Krueger
Climate Scale. .

. Increased information on which to
base recommendation for tenure and
reemployment’ will be evidenced by
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comparison of the qualily of the 1977
- eyaluation summarics with those of |
" 1976. ‘

. Clustering.of supervisory contacts "will

providermore precise information on )

lhe leacher s mslruclwnal skills.

Dunng, fie time fhe appraiser and appraisec are workmg
toward target achievement, data are’ being collected on the
achievement of the various parts of the work plan; there should
be no sugprises. These data. are non-judgmental and aeraused to
provide feedback on how well things are proceedmg In collecting
data, a variety of techniques (e.g., visitation by appraiser,
self-evaluation, observagion by Superintendent, colleague, Asgist-

.ant Superintendent, or other personnel, use of video tape or tape
recorder as a self-monitoring technique) are considered. The type
of moitoring done will depend upon the nature of the target.

The data are used throughout the appraisal period to change or
m,odnfy or continue the action of the job target “‘l’hete seems (o
be little sense in holding good information back which might have
been. put to use six months earlier. Interim conferences are also
held to discuss progress toward job targets. -

-In preparing for the final conference or performance review,
the emphasis is on objective analysis of the data collected by both
the appraiser and appraisee. The ‘administrator goes through a
" period of self-appralsal in which he might ask the following

. quesllolls . 3 .

— How well did | “hit” the target? . °

— What succecded? ’

— What failed? Why? .

— Was help adequate?

- — Was my own effort ample? -

“ How can my performance be further improved?
Al the time the appraiser ‘considers the same questions. The
final conference will focus not only in reviewing the.data to
* determine liow well the target was rcached, but will develop

fplow-up plans: ] ~

The real effect of appraisal is the tmpact it will have on the
growth of the administrator and his future impact on the
instructional program. Therefore, the final conference focuses on

i

' o
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follow-up activities to reinforce the gains that have ‘been made
and the identification of targets for the next appraisal cycle.”

', ) HI. Suppart
In crsaung and nuplemenlmg any plan therc maust be an
investment of time and lralmng .

" Training for Evaluators '
4 ' . -
In-service courses
Conferences skills * .
Setting objectives .
Time management -
=-Systematic planning
Monitoring achteveinent _
Clinical supervision , .
. _Written documents and manuals
e * Conferences and seminars
Rofe playing
Discussion at regular administrative meetings
Analysls of targets and evaluations
- Universily courses . .
Individual eonsultation
Workshops or clinics

Group meetings devoted to evaluauon . \
4 - .

Time for Evaluaton;s

'R‘e for planning
Time for visits .
Time for conferences

: Time for follow-up

. . - I

Process of Installing Personnel Appraisal

.

1. Commitment by Board, Adminlstralors and Te&chers .
2. Appraisal Committee
! 3. Intensive In-Service L
a. Appriaser - 2o oo .
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)b. Appraisee °
- Rilot Program S
. Continuous Evaluation of Prograin
. Monitoring of Process
. Part of a Total System
. Communication
. Focus on Positive and linprovement

The planners also realized that there was often a discrepancy®
between what people ideally expected from the evajuation and
what was actually being delivered in reality. )

-

' Evaluatipn of Educational Personnel

Way it usually is Way it ought to be v
Threatening to teachers Wantedsbeczuse it gives msnglu
—andadministrators -~ ~ *inlo own pefforinance X -

~ Rating of underlings . Evaluatecand e;alualor -
by supervisors. are partners

o

* Used for administrative Used to Stimulate Improved
decisions (Judginental) performance (Diagnostic)
. ) | L .
Sanie “Yardstick” forall'  Emphasis on Maximum
growth for individuals

s,
#} *Focused on what Focused on what
*_indivigualis and does individual achieves

_ Past oriented Futuré oriented -~
\(Wherc we have been) {Where we want to go)

Evaluatee unaware . Evaluatee takes part in
on what judged . ~ determining evalua-

’ tion criteria
Program instituted Evaluatees actually involved
by others in develpping the plan ¢

| “
~[c -, 107y
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Subjective evaluation Success criteria mutually
instrumentsand ., agreed on in advance . N
procedures ' \ ’ T
| v o “ L !
Little-if any- | Open communication between
* feedback evaluatee and evaluator g

v

The Hyde Park Pian
Provide data for personnel decisions
Upgrade skills -
Opcrationalize goals
lncrease communhications . ‘ \
"Make expectations clcat ’ T -
Make people feel good' about accpmplishment .
Cause people to establish prionues ) o
Take time -

.« -~

The Hyde Park Plan Doe: Not o

Causeless paperwork , ' - .-
Relate pay to petfoﬁnance Ty

Systematic Rwiew

Is admlmstrative performance improving? | -, )
Age administrators réceiving ass“l::jﬂn?’l/
Are admlnislrators with proble proving?
- Do admini;lrator: understand what is expected of them?
Are the board-and superintendent provided adequate informa-
" tion for making personnel and policy decnsions?

Adnntngeund Diudunuges ' o

Among the advantages of the 2 job target approach: - ' 4
1. Performiance objectlvcs not- bnly serve as$ a gulde for others _

. e . e
: © 01087 '
g e« E
. \. - . .
. el M

L ) J
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endble the administrator to appnlse his owri\ performance:

. 2. The performance bbjectives approach enablés an employee

and his_employer to view all aspects of a job and focus
improvement on specific areas.

3. The approach is individualized anid can be applied to all

.- sectors of the educational community, students, teachers,
“ - administrators, and the board.

4. The performance objectives approach is part of the tq}al

»' . MBO/R approach which allows for-a more efficient and

effective operation of the school organization.
5. Performance objéctives enhance communication between

N © an admmxspato: and lus ppraiser. When an administrator

/ ~ towatd his job.

knows what his objectives|are and what actions are needed

.

¥ - - for achlewhg:objecnves rZ: results in an improved attitude

There are, of course, specific drawbacks to the performance

P “objectives approach. Among the major pitfalls we found were:

I Thc job objective does not guarantee adequate perform-
-4 ance, An administrator can -make himself look good if he,
can get his immediate supervisor to mutually agree tq

% . objectives which can'be achieved without much effort. .

© 2. Busy or “make workY objectives can undermine the
» . . appnisal, program. Objectives must be seen as relating to
"7 " on-the-job. performance.
* 3. Nothing destroys the performance appraisal program faster
> than ag unskilled appraiser. An administrator must have
confidenice in the person that is serving as an appraiser.

’ V. T'pl ForEva’lmllonl’lanning s

Supexintcri%e'nt md boatd must maks their commitment
known,

. ' < B Help all who will be affected (apptaisees and appralsers) to
o & . -obsorb new ideas dnd master the skills involved.

Don t wait' to dlscqvcr the perfect system before beginning.
Make haste slowly I ‘régqujres much time, communication and
» patience in order for stafl to gain knowledge and under-
C standlngand to develop necemryskills .

%“ﬁ, . Superlntcndcnt and_board must continue to stress perlorm-

EKC“ St 109 m 3 .

to -appraise the performance of an adminls(rator, but also

-
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ance evaluation as a top priority. N
N e ‘

R ! i ' - . |
Finally, if improved performance is desired goal, in evaluating -
Bdministrative parformance, the administrator and_ evaluation
must: . ‘

Sed T
R .

A \
. I
iy 3 (\

v 1. Understand th&ﬁlx of evaluation '

2. Accept the responsibilitiés inherent in the process -
. 3. Share in the establishment of job targets Lo
4. Be willing to look_,realislically and critically at job
performance _ '

) 5. Accept suggestions and help in job improvement -~ -
6. Be willing to accept changes which will improve job
performance ¢ :

N~
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. CASE STUDY NUMBE‘ZR TWO .

. h Cnnada Unified School Dlstrict
o — Donald.C. Ziehl, Ed.D.

-

' N\ The affectivess of the La Canada Unified School District’s

v evaluation design Is based on the belief that evaluation ismorea ¥

' ONmatter of personal contact between supervisory and subordinate

‘vt workers than it is a matter of forms ang procedures. However, in

m an effort to convey insights into the persona)hy and peiformance

,...| of this program, it is the forms which comprise thls report.
Objectives Basgd Performance Review System

* 1. UNPERSTAND DISTRICTYENVIRONMENT
. A. -Collective Bargaining
-B. Participative Management ¢ .
7 C. Collegial Environment ) ‘
D. Community Valuer ‘ R &
2 UNDERSTAND DISTRICT LEADERSHIP STY LE - . ;
A. Theory X, Theory Y °
B, Board and Superintendent Modeling

3. .UNDBRSTANDING OF ISECISION MAKING ROLES
A. Model of Professionalism  ° .
B Decislon’Making Matris

4 UNDLRS'PANDING OF POSITION FUNCTIONS
A. Besponsnbility SN .
8. Authority: - -0
C. Reportability

5. ORGANIZATIONAL AGREEMENT ON-OBJECTIVES OF
. PERFORMANCE REVIEW SYSTEM S i ‘
Az\ Job Understanding e
B. Personnel Development o
""C. Salury Placement <

. - 11 . . T
TS 4 R 44 1 e e e
. e - S .
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6. AGREEMENT OF DISTRICT EFFECTIVENESS AREAS .
A.” AM.A. (American Management Association) ‘
B. LC.USD. (La Canada Unified School District) &
C. Stult Bill

7. AGREEMENT OF FEEDBACK INPUT PROCEDURES

8. AGREEMENT OF BVALUTOR/EVALUATEE ROLES
A. Coach . ’ .
B. Mentor ' ‘ '
C. Judge R . .
D. God . o ‘“
. 9. AGREEMENT ON PERFORMANCE REVIEW SYSTEM
) SEQUENCE

. ]

. 10. AGREEMENT OF PROCEDURE ANNUAL PERFORM-
ANCE SUMMARY

.
t . T
.
:
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+ MANAGEMENT POSITION OR INVOLVED GROUP

PR
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MANAGEMENT

DECISION

&

MAKING
MATRIX
TYPE OF

DECISION

L3

- Assignment of

classroom teachers

Individual
. *classroom organization

»

Fiscal control

at building

level within

budget

.

]




- Establish

'Y District

- budget
priorities .

-~

Evaluate’ .
. Build‘i!ls ) t
Principals

”~

« Determine .:' .
annual bus -
schedules- ;

ap .
nd

Establish -
_ length of
school day

Evaluation of
" special
programs-

Determige

« coursecontent

ERIC

IToxt Provided by ERI

~
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DeveJopment of
3.5 year

facility needs  °,
. report

Development

of . \

personnel \ @
* within staffing

unit plan

Organizing Spec.
. Programs
within individ-

" _ual buildings

[}

Put one letter (A to D) in each box.

How To Use This Form .

A = Makes final decision to accept or reject N
. _ B=Holds prime responsibility to plan and make recommendations
C =1s involved in formulation of plan and recommendauon

D = Is informal of decxsxons

These letters are lnerarchically ordered, so it is assumed.that an ‘A’ also includes B,C, and D
It is not necessary to ﬁll in all spaces. If in doubt, use a 4",

EKC

wll Toxt Provided by ERIC
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. Community Rel4tions - ,

. Staff Relations | . S-year Personal Professional Plans
. Studeht Relatio :

1
2
: 3

- * 4, Instruction” *
-t 5
6

1t

. Administrafion
. Self Renewal

g

. °. | Califomnia - Stull Bill
. Student Progr ! . ‘ \
. Public and Professional Relations .
. Dearning Environment i .
. Professional Growth b

- e

oW

. —_— . \ .
S American Management Association
P S
v, 1. Planning
* 2. Organizing, w
3..Confrolling
" 4. Coordinating »

Areas of Principal Responsibilities*

1. School Orgapization S ) -
2.- Instructional Program
” 3. Relationships with Students . ) z
: 4. Relationships with Staff Members . L
5. Relationships with Community e,
6. Relationship with Supervisors .
. 7. Plan and Facilities .
A ~ 8, Schedules, accounts‘\gnd other Management Matters
. ‘Sdlool Climate \ - .

\
- . \

R \ -, B
, , N -
B ‘“Evaluatlng School mneipel," developed by Arthur Rosenberg k

B 116
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i3 ' SEQUENCE OBJEC’I'IVE SETI'ING . 5
SPRING . ‘ SUMMER . R . WINTER ;
.Solicit Review Determine Prepare " Agree Revise \{ Review ' ‘
Staff , District ¢ District  © Irfdividual on Objectives Connnuousl(
. Goals Effectiveness’ I’erformance” * Standards  and'. During Ny
i . ,’ #Areas - Oﬁlectms o1~ of ’ Standards Year
Peer Input ~ Objectives . Measure -~ As . ,
. Co y VT . . Needed

F Superior + Position " Review : \ -
5 . 3 "Responsi- /«' \ .
i .- bilities I'st Draft
' and * - with Peers -, - /

y Authorities e ) T ~
o .o - ' ¢ ' oot
April-May a g July-August Sept-Oct Nov-Dgc‘ Jan-March
Performance Review h . : ‘
‘ : T N lj. . . i | ¥

/“.‘ ;- . <
S i \
. ) z ‘ . \ k‘
-~ ’y ' -



.
e — *\ -

< ~
T N T
" Petformance Réview P;eparation Form
Name __ . " Position - X
Supervisor l\ e :
' .. Major Rapomibilitles . Standards )
(Emdtivemu Areas) - : .
1. \ 2 1
: L __ 2 -
: P < 3 .
»2. A a )2
> 2 . )
3 A "
° ) ’ '
°* °
R - ° . g ’ °

Once the Perfomtanog Review Pmpmtlm Form is fllled out,
it can be charted outlining a superintendent’s perceived areas ol

emphasis. The follomng Is an example of such a chart. Notice

) that by going thmugh this process, the superintendent himself is
stating his nmonslbilitin and translating them into performaace
:tandards which he knows he will be-judged on. Add:tlonally he
suggests what his results should be and these also becomo his
observable goals. . \

™. “
v -




- AREAS OF EMPHASIS - SUPERINTENDENT - 1975-76.

. 7 GENERAL ADMIlemAnoﬁ
= So ’ ) How To
/ * Responsibliities, 77uzt . Resulrs . Measure ' Standards
A Direct, monitor and evahuate ,,E Unified Schoc;l . 1.1  Administrators reportihg to

activities of district admin- ,ﬁ]’n “Administrative v « superintendents will have a .

istrative staff o Services are planned, or- ) minimum of five individual

. gamzed and controlled . MBO review sessions prior to
effecuvelyad efficiently May, 1976

L3

. Prior to December, 197'5
Assistant Superintendent of
Business will update three-
year plans and report same
to Governing Board
Superintendent, along with
Assistant Superintendent of
Business, will visit each
school site quarterly to ob-

*. serve safety conditions,
houseleeping standards,

~




. Coordinate activities of
District Administrative

-visory Groups
B. Devebop plans for future

program improvements-

| _Organizational changeand . on® grong edge™o

Committee tasks may beac.
- i complished on schedule

and Board Approved Ad- |

'\ LCUSD will contine to be

. -22.Board will

plant needs and send written
observations to responsible
personnel ’ .
2.1. Superintendent of designate
-will' meet with each Advisory
Group once semester

eive at least
twa written reports indicat- _
ing status of all Advisory .
Group activities during year

2.3. Superintendent will attend i
all Affirmative Action Citizen T
Advisory Committee meetings
and accomplish meeded staff

.work on schedule - T

Superintendent will devote a

public education in
. California

minimum of 10%of his - —
energies and time reading, -
attending conferepces,

- gathering data and preparing

, reports which project future .
needs and direction (daly * )

4]

»




 How To .
Mezsure Standards
4 ™~
-

a y ,
- [
° . L .
e - . e
Y o
— / S - COMMUN!’I’Y‘RELA‘HOT\TS

- . . -

e e et —_ A SO ) “a T

- Responsipliies « )ﬂ‘" Results -

5 Ke;p lines of commimication Community‘school relations
within La Canada open to the continue to be positive -
maximum number of groups so - -
that two-way communication

, is assured - s '\;’é
i . ¢
L3 \—‘)‘ s
1Y

L~

record of time commitments:
tally of reports prepared)
°

= anu i o

——

-

- L1 An afalysis of cbmmunity
organizations will be, made
. Pprior to November 1, and a
" plan developed for Board/
* Staff student contact with
key community grodpgs
. Prior to October 15, written
communications ‘with all
community organizations
{(Coordineting Council roster)
_will be accomplished, at * -

77“(‘ e

’
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e,

‘1:’ ‘,lust;ﬁvereQuestsT'r : .
ST r-students will result -
1.3, Prior to December 1, Board
- Predident and Superintendent
will present for Governing
“#:_Bodrd approval a plan for

L uucﬁnz priority 1 Yom-
‘ « munity groups . N

1.4. ,A minimum of 15 Senior Citi-
zens will beconi® actively
.. involved ss Voluniteer
. Instructivnal Aides during
.~ the 1975.76 school year
'1.5. Each Community-Service
’ Club will devote at least
one session toa locat -
school matter presmted
bya dktrict:taff member, . '
“1.6., Prior to February, in updated’
Fact Book will be developed,

P
b

printed, and distributed to.  * ‘

LCUSD.suff and eonmtuems

A v e — .
s % N

’
-

.,
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- L . . . . .
. Actively participatein . Community will be aware of * 2:1. Superintendent will continue * §
community orgariizations LCUSD student, staff and - hisrelationships toLa )
and events that foster ~ program accomplishments . ada Kiwanis, YMCA,; Board
. welfare of students ' - . of Directors, La Canada PTA ,
anqp the total community , : - -
) , _ . T - - Council, and will attend 80%
. T . SR . » 7 of the regularly scheduled
L . : " <7 mieetings. ]
_ ' 2.2. Superintendent will attend f
— ., N  an average of ten commiurlity .
= .' ' S , related events per month
;;_; v K . - -(tally — date book) .
- . SN o 2.3. Superintendent will meet < .
: Sy, ‘ o e with La Canada Board of +
e . P ) , "+ Realtors a minimum of four
Qs ' ‘ . -~ times during the 1975.76 C
\\ . B ) ) : SCh.OOI year . - B -
» ~ - ) @ . . ﬁ. ,
) ' Ce 123 ’ c
P ¢ o ‘\ ) . . . . v




. Rapbn:Lib:"Iitia

. Keep Governing Board
Members infomed of La°

" Canada Unified School
District matters and
perform reponsibilities

| assecretary to Govern-
ing Board

(.

-

o

e

GOVERNING BOARD RELATIONS

_ o
So ‘ How To
>That . Results’ Measure

Policy and monitoring
functions of Governing
Board.can be performed
effectively and effi-
ciently

»

0
T

‘1.1, Satisfaction with informatien
gathering and report to -
Board will be evidenced as .
judged by Board President

1.2. Board Agenda development '

process will allow suf-

mficient time and provide

. sufficient background
data so that Governing
Board cari take action
without requiring addi-
tional time or data (95%
affirmative tally)




~

Seek increased understanding

" of staff and Governing Board
expectations by direct in-
volvement in mutual'goal
seeking activities

e

Supenntendent of Governing
Board place emphasis in
_ agrepd upon areas

.
L

1.3. Regular Board Meetings will . ey K
last an average of 3 hours * :

1.4. Personnel Items, both clas- . .
sified and certificated h ‘ -
will be handled in regular .

%ession 80% of the time
tally) '

1.5. Minutes, cqrrespondence
and requested reports will
Jbe completed prior to next
regularly scheduled meeting' ¢
1.6. Meet and confer minutes
will be mailed within 24
hours of each meeting N
2.1.  Prior to November 1, admin-
istrative staff and Govern-
ing Board will have review-
ed Superintendent’s goals -
and objectives and agreed
upon standards of measure-
ment
2.2, Q'uartelrly reviews of Super- -

]




3. Seek additional ways to

Board and Staff under-
standing

.

. Assist Governing Board
in prepmtion of Board

)[KC

IText Providad by ERIC.

’

-t

assure greater Governing

S

X

-

Lines of communication re-
main open between district
staff and Governing

Boaxd . R

“ Board can improve its effec-

tiveness and model be- -

126

3.1

~

1

intendent’s goals and ob-
jectives will be scheduled

by Superintendent and Presi-
dent of Governing Board
Board Representatives to
Meet and Confer will meet

. aminimum of four times

+ 3.2

with administrative staff
for purposes of feedback,
input, etc.

Each buildingfaculty will
have been directly involved
with sharing Board/Staff
views at least once each
semester (tally)

.. Meet individually wnth )

"each Board member at

least once each semester «°
at the Board member’s
convenience. .

Board President and Super-
intendent will prepare pro-

L

]

(XA N
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5 Goals and Objectives

Serve as appointment secre-
retary for Board

haviors consistent with '

district’s MBO emphasis

. Board Goals and Objectives

involving time schedules

+ andAppointments will

meet standards ¥

STAFF RELATIONS

Results

-

How To .

Measure

}
posed first draft of Govern-
ing Board’s 1975-76 Goals
and Objectives prior to
November 1

*5.1. Daily tally of appointments
will be maintaine% o

«

¢

a

Standards !

~ 1.8. Superintendent, prior to May,
1976, know by name every
employe€in the district
(checklist),
1:9. Superintendent will meet
with LCTA President ona .
scheduled basis that will .

-




. Assure that all district”

. employeés are actively
involved in job enlarge-
ment activities

v

~

., Encourage community and
- staff to improve district
/programs

. ; w, N /’(
Employees will improve
their efficiencyand -
effectiveness

Additional Item — 10-27.75
LCUSD programs will -

- ‘continue to be recognized

for excellence and
supported by staff and
* community
° -

(

-" average twice per month

(checkiist)

. Supgrintendent’s Secretary,

other dlassified secretarial
personnel and Superintendent
will develop 1975-76 plan °
for. secretarial/clerical in-
service prior to November 1
Assistant'Superintendent of
Business and Superintendent
will develop a plan for
maintenance and custodial
in-service prior to November 1

. A completed plan for initiat- . *

ing a child care center will
be developed for consideration
of Governing Board prior to
May 1, 1976

>




Principals should also determiné their own goals and perform-
ance objectives within the educational institution. The- goals
should be reasonable and worthwhile. Below is an example of one
such goal statement.” ¢ .

r Goals and Objectives for 1975-76
Principal |
v ~—c
1. COMMUNITY RELATIONS

. 1. Members of the Kiwanis Club will view the high school
program as one with high quality. ‘At least three club
meeting programs will be presented by . myself or
members of the staff.

2. At least 75% of the members of the PTA Board, in an
anonymous survey will rate the high school's instruction-
al prograin at least good, on a scale of poor, average,
good, onexcellent. '

3. The community view of our athletic program will be

. improved through the articulation of our athletic philos-
ophy by the athletic director and myself.

4. Through participation on the Pasadena Area Coordinal-
ing Council of Continuing Adult, Education, 1 will
continue to improve and enlarge lhe Adult Education
courses offered r\: the LCHS campus.

1i. INSTRUCTION -
AN
5 On all tests, our Hth and 12th grade students will
s average in the top decile on state normis, oy at least one
. grade level equivalent above actual placement.

6. By January, 1976, a proposal on revised graduation
requirements will be presented to the School Board for
its consideration. N :

7. Students and parents will have an improved altitude
toward our' foreign language program as measured by

.. feedback provided by the counseling staff d‘nd the

" department chainnan.,
. ' 8. The program of articutation between FIS and LC(IS will
; be iinproved over last yeat as perceived by the Super-

12'9" Nt
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1

intendent, the Director of Instruction K-8, the two

. Principals, and Department Chairmen of both schools.
. a. Al least two joint in-service meetings will be held

- ' involving the total school staffs.
' b. At least three dcpartments will initiate meetings
\ . . with their counlerpartl\at/FlS N .
~ 9. Through participation on the User’s Group of thc Data ~ -

Processing Consortium, | will help éstablish a functional

-~ \test scoring program and an operational “California
uidance’ system by June 1976, .
M. SELF-RENEWAL . ) -
10. By \March 1976, 1 wil HawFmet with at feast ‘one

. university representative to explore the possibimy of

e cnterl\'lg into a doctoral program.

11. Through attendance at management conferences as
participant or presentor, I will sharpen my own manage-
ment abilities as measured by the Superintendent.

12. 1 will organize ‘and present at.Jcast three programs on

values and/or interpersonal relationships to groups in the

community or to the .v:chool staff. <%

. / IV. PUPIL PERSONNEL SERVJCES

tudents Wwill perceive me asa strong, but fair, principal:
one who listens to their point of view ahd demonstrates
" a‘fespéct for it, as measured by an anonymous survey
Aaken in the Leadership Class and the Principal’s
Advisory,Commiittee. i
14. The cammunity will have, an improved perception of ]
high school ¢ounseling services, as measured by feedback
from the PTA Board.
15. Student accountability for anendance In class will be

improved as a :esult of adminlstratively initiated sy:.
tems. .

13.

V. Momromins ‘

16. The general housekeeping standards of the high school

130
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\
) \

will be perceived by community and staff ds being of
* high quality. .
17. The high school MGM program will be a morc visible and "\
* well structured program as a result of the efforts of the ' .
- head counselor and the MGM teachers. § will meet with * - .
the, head counselor and appro%wi MGM teachers at
" Jeast twice during the year lo discuss program progress.

Y ,Abflmsmmrou g r

181.Serving for this year with the authority to select
- \ certificated personnel for recommendation of hiring, all
» leachers hired will be evaluated at the end of the ycar as

" having met District standards without qualification.

19. Studenis, teachers] and parents will. perceive that the .
shigh school’ administrative team is sensitive to 3pecial ’
needs of-each group. The team will be viewed as -
effectively administering the high school program

20. Bach member of the team will be able to identify - = 4
distinct points of growth in the other members of the
team. . ° ‘ :

¥

Vll EVALUATION OF PERSONNEL -
e
21. AII probationary certificated personnel witl complete th¢
evaluation process by March 1. All appropriate steps will
be completed on schedule by all evaluators.
". 22. Al permanent cerlificated personnel will be visited at
least once by e, prior to May 1, 1976.

Vlll STAFF RELAT!ONS

(A

i 23 /] High school teachers will become more aware of thek8 " )
instructional program ‘and will have a positive attitude //
toward the work_of their colleagues at the other two /
. levels. '

24, All teachers at the Iligh school will have. a better .

“understanding of the total school program through
. a. The work of the Committee on Inter-department
’ Communication. (chentennial Commiltee), which 1
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chair. r . \
b. Joint meetings of at least-half of the departments
prior to pre-registration next Spring.
25. All members of the District Administrative Staff will
" perceive me to be honest and open in my relations with
them. They will view me as being supportive of the total
District program, not just that of the high school.

1X. MEMBERSHIPS HELD ' p

Dau P:ocessmg Consortium .
Member — Users Group e . ,
Repr‘egcntative of Users Group to Board of Directors .

Pasadena Area Coordinating Council of Continuing Aduit E

- Education . .
. Kiwauis Club '
* Chairman,— Vocational Guidance and Education Com-
mittee .

Board of Directors — Hillslde Developmental Leaming .
Ccntqf’ J )
La’Canada Chapter — American Red Cross Board Member (
Professional Memberships -

" ACSA . ’

NASSP
ASCD,

]

. A}

X FIVE-YEAR PROFESSIONAI. GROWTH PLAN- \ )
o«

June, 1976 — Decide 6n Doctoral program (go-no go)

If 1 enter the Doctoral program, | will complete it by 1979,

~ _ a the latest. Within five years, I plan to be a Superintendent

ofa :mall suburban school district. °

Ay

. At the end of the goal period, the principal Is judged on how

well he met his objectives. The evaluatioh is congucted by his
immédiste superior and is coritained in s report like the example
below. ‘ . )

LR 14
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Pexformance Review
1974-75° '

* Y Principal

This is this principal’s second year at the lligh School, his 11th
year in the District and 18th year jn the profession. His goals and

"exception, achieyed them at an exeriiplary level. ,

He is, in my estimation, the most effective high school
principal we have had. His instructional leadesship qualities, plus
the ovganizational format of the high school havgallowed him, as
& principal, to attend matters heretofore unattended.

J.. Student Progress

LY

*Goals and objectives in this area of responsibiﬁty have been
“"“demandmg“and liave been achieved. The quality of programs has
constantly been under review and reports to administrative’ staff
and Board have been of a very high quality. The most recent
Option H report is an example of this effort.

-

2. Lomfing Environment and Classroom Management

Again, demanding goals and objectives have been develpbed
and fulfilled. He and his administrative team have_ constantly
reviewed their individual responsibilities, and with the advent of
coordinator of attendance, needed improvements have been made
in the counseling and discipline processes.

An increased number of classroom teachers are taking
active tole in the’ on-campus supervision. All of this effort has
resulted in higher studént and staff morale.

.

3. Public and Professional Relations

\
sDemanding goals and ébjectives have again been achieved at a
very hjgh level. He has-exceptional leadership qualities. It is not
surprising-to me that he chairs several groups that interfuce with
the High School and District. He worked this_year as the’
chairman of the Pasadena Area Coordinating Council for Adult
Education and his efforts as chairman of the Data Processing

. L.
~ [

~

<

objectives have been demanding and he has, with one major
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;\i Users Gruup are_noted. The area of public.and professional
" . relations is an area of responsibility in which, { I , he has made
great strides this year. He has a sensitivity to both the inside and
outside functions needed to maintain a first class’ secondary
program. ' . .
4. Professional Growth
. &
- . His* professional growth activities for this schoo} year have
) centered on staff and administrative inservices. His objectives
have beer met in this responsibility area. Next year, he will be - ]
f . attending the Center of Educational Leadership inservice sessions.
‘ ) Those skill-building activities should further sharpen his leader-
' ”!hipskills ‘
. _b. DevslopmentalGap.- — - —_—
LS S e v
-~ ' ‘- “e ' G
The major goal and objective that he and 1 feel has Rt béen
achieved concerns articulation of the 7-8 grade program with the .

o high school. This area wileilLincfﬂs:dmlphnsiLnnxt_yeaL_

B, Five-Year Protmiom! Goals

Within the next five years, he plans to ent;r a- doctoral ’
program with a long .range goal of becoming a suburban

. supcrintendent of schools. -
7 "l

7. Summary ’ - -

This principal is viewed very highly by his colleagues within ° .
the organization dnd is maintajning strong staff relations. His o~
planning skills are suerior to those,of his colleaguesz)n my viéw, _
. he .represents a very syong potential as a future district
‘superintendent.

. ? .’
o~y i LS

: Director of instructiq 9—12/ District Superintendent
LCHS Principal , )

2w May 19,1975 _ May 19,1975 .
' " Date i

S Date A S 134 ) -
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7 ' La Canada High Scliool
Office of the Principal

2z a _

Memwto: Superintendent Date:  May 16,1975 \
From: Schoob Principal.  Subject: 1974-75 Assessment of

B Principal

.

- 1. Student Progress
L4
A. Programs in Enghsh, Matlr, and Science now have demon-
strable sequences of skills and implemented procedures for
tracking the progress of students.
B. Student ‘achievement in English has been remarkably
satisfying. .
C. Forengn Language has revised their progeam to better insure
- true achievemenl of ‘aﬁguag? skills, rather r than “mastering,
the system.” '* ~ -
_B—Measmeﬁchtevementbronrsmdems—ﬂm—yeaf—slwws -2
continued high fevel, in compatjson with other districts in
California. The 12th grade class contains an extrdordinary
number of top students —as reflected in the number of
National Megjt Finalists and state testing results.

.
2. Learning Environment.and Classroom (School) Management
A.With changes made _jn the Administrative structure this
year the following has occurred:.
(1) Improved counseling services.:
(2) Greatly improved discipline procedures. Specnﬁc 1
have not been involved in a single student discipline
/o case this year,

,,] (3) Some improvement in the attendance accounting

system. Still much room for improvement. The
coordinator in, attendance will be focusing on this
for next year.

(4) Management of Instructional Program has resided
almost entirely in my office, causing a System
overload. 1 intend to share some of these responsi-

¢ bilities with the head counselor next year.

B. General student motale lms been positive this year. Teach-

-

E- I
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. , ers are roporting that' students are “sticking with theis

_"#’ .'studies” better than in the past, as the end of the year
AT w7 . approaches. ) ) .
T .C. Staff mogalé has been high this year. No majot conflicts
. S betwgen teachers/administrators/counselois have caused
o / any dislocation of staffattitudes and feelings.

. /—-\ D, Campus supervision and monitoting has improved greatly.
- « Teachers are participating in this function in a formal

-

" ~program for the first time in a number of years. The

S — %—'adminislrativedcan,ﬁexcepling"‘my}elf, has “participated
-*. - . more than in the past, contributing to a reasonably tight
e activity.period and lunch period control.

\ -
E. The Optjon Ii program has relieved a numbe( of pressures
‘. » that previously impacted both studénts and teachers. It

F 0 77 b - =ojNovides a viable alternative to .our junior and senior
dents. ‘ : i
D 3. Professions! Growth - .
e Our high school In-Service Program this.year has sccomplished
' < the following: >, . -
A.An organized, deparfment by department, assessiment of °
. our current.instructional program. . -
. __~ B Systematic plans for changes in the Instructional Pro-
. ' gram. .0 . T
. C. Departrgnt Chijfmen assuming “leadership positions
; within their depar{inent and within-the total faculty.
. g 4. Public and Ptofmio;ui Relations
- » . N »
- A. School and its program is vﬁ\yed in a quite positive light
R “tlirough Bohrd Reports, press releases, and my interface
TS Ty with the RTA. . T
B. Organizations and positions held: . - % ®
(1) Kiwanis < : -~

#. Chairman — Vocational Guidance Committee

‘b. Chaitman - Ad Hoc Contmittge to work with
the Hillside Development Learning Center )

(2) Pasadens “Area Coordinating Council for Adult

. - “Tontinuing Bdu:aliot),— District Represenistive
«EMC htansd ) ‘h . ;‘5‘ 136 ’ “H ’
.-’, x v”A\ :r e . ‘,~ i »‘ , '0‘ . .=,




¢ . sortiom
a. Member — dser Gmup
-b. User Group representative to fhe Boatd of
Pirectors

Chaigman
) Membership held in: .

) . LGTA = apparently for the last yedr
T . CTA - apparently for the last year
DA ACSA

« "NASSP
ASCD

Summanzing, I.feel very conﬁdent that 1 have achieved the
great ' majority of my goals (md objectives, and that I have
identified ways in which to remediate those areas where l met less
than complete.success.

r

s, La Cansda Unified School Districs-

topics clearly in the topic sentences, and

«main thought ane subotdinate patagmph topics.
Measurement:
topic and thesis séntences which express the main

137

(3) North San Gabtiel Valley Data Processit:} Con-

‘? L Statemenpof Goals and Objectives
Ny . . - .
Name i Date
Current Assignment and School
Class Step
,‘qw;?“
=470 ), Statement of Goals and Objectives
L - ‘
. ) A Student Progms . -
. L L 1 Evay student in Eng 2AB4 will be able to write an
e T - organized ﬁve-paragraph essay consisting of:
Lo a. a beginning paragraph in wluch the central idea
- ) is introduced, 2nd
e .- > b.. three supporting paragraphs which exptess’thelrw

. P
(4) La Canada Chaplet American Red Cross—\Vicel

c. a concludmg paragsaph which summarizés the -
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<
idea of the paragraph and essa,,
movement from a generalization in the topic
sentcnice to speciﬁr/examples and support in suc-
ceeding sentences;
summarizing skill and sense of conclusion at the end
of the essay;
growth in each of the above skills recorded on
student writing (all 1st semester students have
completed, 2/24/75)

'2. 80% of the students in Eng. 2AB4 and Eng, 34 will .

be able to recognize the significance of the charac-
ters and theme the author has created and will be
able to reflect that fecognition in writing and
speech.

Measuremem ;
abillity to intcrpret symbols and images
ability to make inferences about characters
al;ili&y to draw conclusions

" #ability io determine author’s intent
“abilify to détermine signiﬂcance

« ability to compare and contrast *

The abilites will be continually practiced in class

discussion, writing exercise, and reading tests (more than

half compléted, 2/24/75).

3. 70% of the students in Eng. 2AB4 and Eng. 3-4 will
be able to discover specific ways in which their
writing needs to be improved, and will be able to
independently implement improvements.

Measurement:
completion of grammar unils .related to written
grammatical weakness;
ablity to condense thoughts through increased use
of phrase and clause modifjcation;
ability to increase and/or reorganize support within
individual paragraphs to produce consonance with

., thetop nce;

- ability to “jmprove expository skills by developing
ideas through definition, through classification, and
by specific examples;
growth observed in individual writing conferences’

138




" B. Learning Environment and Classroom Management’ f

4.- Instruction will be provided to diagnose apd meet

“the majority of student needs ntost effectively by

individualized writing analysis and by periodic

writing conferences with every student in which

student and teacher mutually agree upon how

his/her writing may be improved (at least one

conference; 2 with most, 2/24/74).

Measurement: T
increase ‘of student suggestions for Improvements,
decrease of teacher suggestions

5. Student motivation and interest in current trends in
language-and literature will be fostered by bulletin
boards and other visual displays in’ the classroom.
Student self-expression and independent writing will
be- encouraged through journal writing fabs in which |
the student reacts to a wide variety of stimuli.

observation of student lQletesl
periodic journal entry reviews

C Professional Growth (Personnel electing Planned Ap-
proved I’rogram coni;Jlete and attach form 4022.6)

6. 1 will inuease:my teaching effectivencss by regular
evaluatioi” of -y lesson plans and curriculum units
and by seeking student evaluation of class activities.

7. | will expose myself to new developnients and
methods of teaching through attending one confer-
ence and studying new materlals drawn from the
English Journal and publishers (three conferences
attended, 2/24/75).

8. As second-period team leader, 1 will offet and
encourage othet team members fo offer electives
incldfing literature of value and substance and -
assignments which demand the best efforts from
students.

o
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D. Public and Professional Relations

. 9.. I will establish an atmosphere of mytial coopera-
- tion with pdrents by calling them when needed and
by sending home during the year four progress
. letters for each student in Eng 2AB (2 progress
letters sent 2/24/75).

E Other Responsibilities .

N

\ 10. As coordinator of the Eng. 2AB writing chmculum,
I will continue to establish guidelines and provide’
materfals to other Eng. 2AB teachers so that a

. AN gteater uniformity of Eng. 2AB writing proficiéncy
< e N may be athieved.

i , - M. T will strengthen extra-class relationslups with stu-

'\ dents and faculty by supporting and attending

. ) ', athletic and non-athletic student activities thtough

out the yeat (renewed: 2/24/75)
. Conditions which may affect aclmnmen,t of obieciivu cited
may be attached. All objectives are subject to revision.

Hll. The above Statement of Goals and Objectives is a:sme;i as
. Demanding ——__or Acceptable. . ’

3

Evaluator’s Signature Evaluee’s Signature

October, 23, 1974 . October 25, 1974
"Date R Date

M La Canada Unified School District
. ' N Memnorandum
. 3 N

" To:  Governing Board Membeis

R From: Clerk of the Board ‘
Subject: Board of Trustees_ Statement of Goals and Objectivcs
197475 °

. Date:  Decembier 10, 1974 o - .

«
be
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I. Communications

1

“The Board of Trustees will continue to expand its efforts to

g Minintum Acceptable Level .
“All schools will be visited by at least one board member.

maintain meaningful two-way communication with staff,
students and community. :

Ob]eclwes :

A. Each member of the Board will visit each school in the
district at least once each year with an emphasis on
classroom visitation and staff dialogue.

A
-

Method of Measurement . [
Tally of visits by principals.

— B.“Te Board will meet at least once each semester with the

augmented administrative staff to increase undeistanding
between the management team and the Board.

Minimum Acceptable Level
An increase in understanding by a majority of the members
of the management team and by a majority of the inembers
of the Board,

Method of Measurement ' R
Affinmative response to questionnaire
C. The Board will meet with parent groups to listen and

| exchange idcas.

| )
:l)ﬂ‘imum Acceptable Level

least one Board member will meet at least once each
year with the La Canada PTA Council, with three PTA
executive boards or at parents meeting in_ the district.
Method of Measurement '
Tally of visits -
3 .

Public Communication -
D.The Board will  continue to prepare articles of

»
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»
o

" community i.nlerest for publication by local newpapers.

Minimum Acceptable Level - :
At least three agticles will be published during the school
year. ‘. 3‘7 )

. Method of Measurement
File of articles published.

Student Communication :

E. The Board will continue to be sensitive and responsive to
student copcerns and communications.

Minimum Acceptable Level

Based upon requests by ‘students.

Method of Measurement
Record of dates of requests'and dates of-res

Al

\

1. Management

“ The Board"will continue to fulfil} its responsiNilities with’
regard to efficient and effective management of finances,
personnel, physical ficilities and’planning.‘

Objec}{':'es. ‘ : bl 8 :

A. The'Board' will review pertinent policy statemdnts for
timeliness. - o

e '

_ flinimumzicceptable Level .
The Board: will review one policy series (and related
Nrocedures) during éach two-month period. .

<

Method of . Mw‘mjimem s )
Reports from Board members of policies reviewed.
B. The Board will request reyiew of long-range plans in the
+ areas of .ﬁ::%es, facilities and personnel annually by
March, 1. Special attention will be given to replacement
" of administrative personnel and long:range needs pertain-
ing to replacement of lar?I e&lg)ment items.




Minimum Acceptable Level
- Update in each category by‘ March 1.

< Methods of Measurement T
Report date and copy of reports .
C. The Board wlll assess the current tHealth Insurance Plan.

/ .

-

Minimum Acceptable Level
Decision on Health Insurance Plan by March IS-
Method of Measurement

" Stated - ’

D. The Board will idc‘lify, by Feb'mari; 1,.aréas for staff
review which will serve-as a basis for anticipated Meet
and Confer sessions.

Minimum Acceptable Level '
Identification of areas for'staff review by February.

Method of Measurement
Written dated reports.’

B. The Board will convene a Distnct Advnso:y Commlttee \

1o review current educational issues relating to: 1.
Employex_/Employee Relations, 2. Impact of Serrano —
Priest School Finance and 3. Curriculum Changes and
«.the Implications for La Canada Unified School District.

Minimum Acceptable Level :
Committee will be appointed and functioning by February
1,1975. .

A -0t '
Method of Megsurement .

A compleled committee report of findings and recommend-’
* ations will be presented at a Governing Board Meeting ptiora
to February 1976. '

’
e

lil. Instructional Program

. The Board of Trustees wnll continue its efforts to keep the
“educational proyam of the district in closer rclauonship (o

’

«
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5 the adopted District Educational Philosophy and Educa- .
e tional Goals. .
Objectives

" A. The Board will review and update P?Iicies 100 and 110
annually prior to December 1. . "
Minimum Acceptable Level - .
. At least one Board member will work with a committee
selected by the Superintendent and be prepared to discuss
proposed additions and changes by Decembe[ 1.

Methoid of Measurement ‘
’ Report to the Board - -

B. The Board will request review of specific educational
o ‘programs. :

Minimum Acceptable Level ) .
By January 1, Board members will indicate to the Board
) President, educational programs to be reviewed by the
. professional staff. = . '
K Metliod of Measurement

Tally of requests made and requests fulfilled.
¢ C. The Board will solicit from its professional staff alter-
. nate, plans to !{mprove the effectiveness of the teaching/
. learning process. ’ - ‘

o

. Minimum Acceptable Level . .
~ The Board will request the Directors of Curriculum to
repoit to the Board periodically on alternate plgns which
. are being studied or which appear to merit study. Within
. < the resources of the District the Board will allow time and
g provide resources for studying plans which appear to have
g’ . merit. .

Method of Measurement
3 o Reports from the Directors of Curriculum on alternate
i " plans which aie being considered.

o 14
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' Report of attendance

- -
4

D. The "Board will ‘make a study ‘ related to so-called
personal values (traditions, ethics, values) which affect
or which may affect perSonal decisions. The purpose of

the study will be-to identify values which might be.

considered as appropriate to include in the course of
study. - - o

Minimum Acceptable Level o n/ .
of action to

Adoption- before June 30, i97s of a pla

* complete the study, including designation of personnel
(Board, staff, committees) who will participate, method of
reporting and time lines.

o,
Method of Measutement - :
Board minutes. S -

Personal Growth ‘

Thre Board of Trustees will commit itself individually and
collectively improve its knowledge and skill of educational
matters. ,

Ol;iectivcs

A. Each Board member will attend at least one conference
conducted by a recognized school board or '&’giministra-
tive association.

Minimum Acceptable Level

Stated

Method of Measurement .

-4

B. in addition to readiné regularly all publications rreceived,
each Board member will read at least one book each
semester that relaies to current educational matters.

' '

Minimum Acceptable Level .
At least three board members will read four books during
_ the school year. )

ke
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. Method of Measurement
Reportsto the Board.  » ,
e . - C.The Board will, through the Superintendent’s office, ;/

- request reports on- lqglswn as it affects the school
district. ’ .

., >

Minimum Acceptable Level

Except forémergency legislation, the Board will be made

Faware of legislation that requires action by the district prior

to the time when action is-required. Except for emergency

. legistation, the Board ' will be made aware, within a
L " reasonable time aRer Senactment, of ‘legi;lation which
establishes new programs or eliminates or restricts establish-

1« ed programs or Which requires increased expenditures from
lucal funds or which deals with personnel.
1, * Method of Measurement . C
. * Written dated brief'summaries of the legistation submitted
to the Board not later than the dffective date of the

. legislation (other than emergency legislation).

v . .
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Materials Provided With Case Study From
La Canada, Culiforfiia a
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CASE STUDY NUMBER THREE . -

. " Lake Washington School District, Washington )

. Danfel Sullivan

= On February 5, 1973, the Lake Washingtbl( School District  »
= .Number 414 in Kirkland, Washington, adopted a revised policy
N ﬁsmtement regarding the evaluation of the performance of its R
) administrators. The purpose of that effort was, to establish an .
evaluation system which would improve the quality of instruction

e
- "—ﬂ ’ . [ .
1. Strengthening positive motivation through recognition of
’, m. -~ performance and accomplishment. :
2. Providing an understanding of the administrator’s assign-
- ment and major performance areas. I
.3.-Fostering communications on peiformance through multi-

level evaluati:;zand review. . . \
4, [}dtablishing pmented performance as a decision base for -
pe o

personnel actions.
5. Insuring the compatbility of administrator objectives and

8 /" District goals. .
, t/ :

/ The evaluation plan is administered in the {qilowing manner:

13

N~

-

v A : inistrator Peu_fom;;me Evaluation

L% . A, General Evaluation of Performdnce

# . .
A ritten%valuation of performance takes place annually and

inclydes a midyear conferefice. The purpose ofy the midyear \<

* conference is to, orally refiew the administrator’s performance.

»

. su(fIPéér Evalua‘ion of‘ Performance

An administrator shall give each staff member for whom heis

directly responsibleithe opportunity to complete an Administra-

oy tor Pe)rforjnance Evaluation. Whether the administrator shares the
fesults of these evaluatians with his supervisor is optional with




. A
the administrator.

. A written evaluation of peri"ormance by'a peer chosen by the
' administrator may take place annually. ’ ‘

C. Evaluation of Management By Objectives

v
.,

P Evaluation of established objectives takes place annually and

also includes a midyear conference. Evaluation is performed by s«
(1) the administrator and (2) his immediate supervisor.

¥ T =
1. Establishment of *Objectives and Plans. Jor fccomplish-,__;
ment. Objectives and plans for their accomplishment “is
. established jointly in a planning conference by the super-, ;;L

visor and the‘administrator to be evaluated. The conference s

+ should also include deffnition of the cfiteria to be used in™*
measuring accomplishment. A copy should be provided for )

both the supervisor and the administrator being evaluated.

Objectives cstablished should gonsider current District, ‘
; school.or department goals. - v
B 2. Midyear Conference. A review conference will be held

between the administrator apd his supervisor at midyear.
Progress should be reviewed at this point and effort

; * redirected” as deemed necessary by the two persons in- |
volved. ' : *

/ 3. Final Review Conference. ﬁlal review conferhce s he

- between the ylministratprand his supervisor prior todune

30 Prior to this conference, both the administrator and
supervisor should have completed the evaluation instru-
ment. The ‘conference should include a point-by-point

review of pMns and accomplishment as seen by both o
partics.

Al
A -

D. Documentation andfiling .

i

»

. The completed and signed genéral evaluation-and the ‘manage,
ment.by objective work sheet will be placed in the administrator's
evaluation file and will-be fifed with the immediate supervisor.

, The completed subordinate/peer evaluation may, at the discre;;;n_

of the administrator, be included in his evaluation file. e |

completed and signed summary et\@luation and response will be
S 150 o
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¢
forwarded to Personnel Services for tnclusron in the administra- ‘
tor’s personne] file.

o

E. Scheduleof Events for Evaluations
1. June 1 - October 15

§ .. Review previous evaluations. -
Comglete and review administrator/s outlrne of duties and
supervisor’s response.
» Complete and review statement ol’ unlqulr factors And
estaGllsh abjectives.

{

2. December 1- Febma?'y 15
- I} ~~*’-°-:
¢ Midyear review conference.. ' ‘
. 3. _March 1- fune 30

Complete evaluatiorbof objectives. . R
Administrator recelves and reviews staff Ipeer evaluatmn .
Complete general evaluation ol' pesformance. -
Supcmsor submlts signed summary ¢ evaluation and response

to l’erSonnel Servrces, ] e

' F. Adjusting Griwances
" - - 1. Defmitions. > .
‘ (a)“Gricvance” means a comp!alnt by a cerlificated s
«inployee concerning the application 'of ‘'Administrator ~
Performanée Evaluation™; _. ' -
(b)"‘Grievant” means acemfica‘-d employee<of the District  +
having a grievance; .
£ - (c)“Certificated Employee™ means any employee of the .
, Lake Washington School District as tleﬁned in the state
‘ o "code
‘ - (d)"'Organization” means tllat orgamzatlun which. has-won
LY a majority in an election to represent the District’s

. , certificated emnloyees as provided in the state code; -

v
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(e)“District” means Lake Washington Schoo! District
Numiber 414;
(D *“Board” means Lake Washington School  Distrtct Num-
ber 414,
(g)“Supermtendcnl" means the District’s chief administra-
tive ofTicer;

(h)“Admmisttalnve Supervisor” means anyone who has
rwsoty tesponslbllities as part of his job description;
(i)“ xt Appropriate 1ineZ Administrator” means the’
individual who has supervisory responsibility for the
administrative supervisor to whom the grievance is
orginally submitted; .
(j) “Grievance Review- Request -Form” means a printed
form utilized in the process of adjusting grievances undet
this procedure. The form shall include

" The l'acts upon which the gtievance is base‘d

’ A reference to the section of “Ad_mlmsltalm Perform-
ance Evaluation” alledged to have beeh violated.

The remedy sought.

(k)Words denoting gender shall jnclude the masculine,
, -t feminine, and neuters and words denolll)g number shall
include both the singular and the plural.

¢ 2. Time Limits. The adjustment of grievances shall be ac-

" complished as rapidly as possible. To that end, the number

~  -of days within which each step is prescribed to be.

accomplished shall be considered as maximum and every

effort shall beimade to expedite the process. Under unusual

' circumstances; thestime limiis prescribed in this statement

may be extended by mutual consent of the grievaui and.the

person or persons by whom his grievance is being consider-

ed. To the cxtent that time limits are expressed in days, the

days shall conSjst of school days except that after June |

= — . they shall consigt of all days exclusive of weekends and

" holidays sothat \the grievance may be adjusted before the

- close of The schop! year .or as soon theteafter as is possible.

‘Grievance claimy involving retroactive compensation shall

be. limited to/ho more than 30 days prior to writien
.subinission of g gnevancel 5 2




. Represeiitation. ‘At his requ'esl at each formal step in the

procedure the grievant may be represented by the Organiza-
tion; however, the Organization shall not be obligated to
represent any grievant. Adjustments shall not alter the
terms of “Administrator Performance Evaluation.”

. Gass Grievances. In case of a number of individual

gnevances involving in principle the same dispute, subject
to the censent of the employees involved, one employee’s
grievance shall be mutually selected as representing the
typical grievance. All decisions of that grievance will be
binding on the other grievances.

Confidentiality. Al matters pertaining to specific gnev-

ances shall be confidential information and shall not be .

unnecessatily or indiscriminately related, disclosed or di-
vulged by any participant in the gricvance adjusting process:
or by any employee or director of the District, All
documenis, communications and ‘records dealing with’
grievances and -their adjustment shall be filed separately
from the grievant’s personnel file and two years after the
adjustment has_resulted, all such documents, communica-

- tions, and records including those hcld by the Or mzation,

excepting a reford of the grievance and the final adjuslment
thereof, shall be destroyed.

. Freedom from Reprisal. lndlvidu.:ls involved in grievance

adjustment proceedings, whether as a grievant, a witness, a
representative of btl_le Organization, orwtherwise, shall not
suffer any restraint, interference, discrimination, coercion
or reprisal on account of their participation in the gnevance
adjusting process.

. Assistance in Investigation. During the course of any

investigation by the Organization, either to determine
whether it will represent a grievant or to enable it to

.represent the grievant effectively, the District shall co-

operate with the Organization angd furnish to it information
germane ta the grievance subject to the consent and
knowledge of the grievant.

. Procedures. Every effort shall be made to resolve griev:

ances, or pntentlal gnevances, through free- and informal
communications between the prievant and his immediate
admimslranve supervisor. However, if such informal pro-

. 15a3
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cesses fail to provide an acceptable adjustment 'of the
grievance, then the grievance may be processed as follows:

Step 1: The grievant, or at his request the Organization on
his behalf, may submit an execyled Grievance Review
Request Form to the grievant’s immediate admiinistrative
supervisor who shall arrange for a-meeting to take.place
within five days after receipt of the form. The grievant, a
representative of the Organization (if the Organization
accepts the grievant’s request for representation) and the
grievant’s immediate administrative supervisor shall attend
the meeting. In addition, both the adininistrative supervisor

. shall provide the grievant with a written response to the

Grievance Review Request within three days after the
meeting.

B 1 A
Step 2: If the grievance is not adjisted at Step 1 to the
satisfaction of the grievant, then the grievant, or at his
request ghe recagnized employee Organization acting on his
behalf, may refer the grievance to the next appropriate line
administrator within five days after receipt of the written

- answer prescribed in Step 1, or within eight days after the

meeting-prescribed in Step | is held, whichever is the later.
The administrator shall arrange to meet with The grievant
and with a representative of the Organizafion (if the,
Organization accepts the grievant’s request for representa-
tion) within_five days-after the grievance has been referred
to him. Both the administrator and the grievant may have
present others who might contribute to an acceptable
adjustment of the grievance. The administrator shall pro-
vide his written .decision concerning the grievance and any

" adjustment of it to the grievant within three days after the
.Mmeeting, -

Step 3: If the grievance is not adjusted at Step 2 to the
satisfaction of the grievant, then the grievant, or at-his
request the Organization acting on.his behalf, may refer the
grievance (o the Superintendent withitt four days after
receipt of the written answer prescribed in SteWQ, or within

# seven days after the meeting prescribed in Step 2 is held,

L 153
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whichéver is the later. The Superintendent or his designee
shall arrange- to meet with the grievant and with a
respresentative of the Organization (if the Organizatiom
accepts the grievant’s request for representation) within five
days after the grievance has been referred to him. Botlh the
Superintendent or his designee and the grievant may have
present others who might contribute to an acceptable
adjustment ‘of the grigvance. The Superintendent or his
designee shall provide his written decision concerning the
grievance and any adjustiment of it to the grievant within
five days after the meeting: The Supcrintendent shalt not
delegate an individual who has been involved in one of the
* prevjous steps.
&

Step 4: Arbitratiod3 If the grievant is not satisfied with the

)

disposition of his grievance at Step 3, or if the Superin-
tendeurt or his désignee has not provided a written decisiop
within the time limits prescribed in Step 3, then the
grievanty. or at his request the Organization acting on his
behalf, may have the matter submitted to final and binding

. arbitration under the rules and administration of the
Federal Mediation and Conciliation Services.

If a detmand for arbitration is not filed within }S days of
the date on which the meeting prescribed in Step 3 is held,
then the ‘grievance shall be deemed withdrawn and that
specific grievance may not be re-entered.

Each party shall bear the full costs for its representation in
the arpjtration. The fees of the arbiter shall be divided
»equally between the District and recognized employee -
Organization, provided, however, that the secognized
employee Organization declines to represent the grievant
elects to proceed to arbitration without representation by
*  the Organization, then the fecs of the arbiter shall be paid
. one-half by the District and one-half by the grievant. )

9. Deviation fror: Procedure Grievances involving an adminis- ’»
trator above the level of unit administrator may be initiated -
at Step 2 or Step 3, whichever is appropriate. =
A

: »
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Before the administrators could be evaluated the planners had
to decide on what a good adpinistrator was. They devised the
followmy description of a moglel adihinistrator and his/her
performance. )

Indicators of Admi;istmto

- Indicators of administritive effe
" tusk arcus. The categories of thé tasks are:
A. Curriculum and Instruction
- B. Staff Personnel . :
C. Pupil Personnel
D. Finance and Business Management
L. School Buildings and Equipment
F. School-Community Relations =~
G. Professivnal Growih
Beneath the heading of each task category will he descriptions
of administrative performance which will be indicators of
effecfiveness. liew of these descriptioiis will be appropriate for all
administrators. The descriptions of performance cover all levels of
- administration in the Lake Washington School District.
.
i ¢

A. Curriculum and Instruction

I. The cffective educational administrator responsible for
" curriculum and instruction coordinates his efforts with the
efforts of others for cooperative dcvulupnu.nt of the
instructional program. .
a. Initiates, administers, and Facilitales syslematlc develop-

- - — —— ———ment-of-a school system philosophy specifying insiric-

tional and curricilar objectives.

b. Assumes leadership in developing school, departmental,
or arca philosophy consistent with school system philos-
ophy. .

¢. Contributes to the development of system-wide curricu-
lar structyre consistent with school system philosophy.

3 d. Develops administrative structure and defines adminis-
trator responsibilities in the arca of curriculim and
instruction.

Aruitoxt provided by Eic:
“




e. Provides leadership for the development of comprehen-
sive goals_and related, scquences of performance objec-
tives for psdicular curriculum areas. Analyzes results
and revises godls and sequences accordingly.

f. Cooperatively) develops instructional guidcliﬁ:s and re-
soufes, and”makes provisions for their use and refine-
ment.

. Develops andfor admingsters assessment program and

in-sesvice programis for staff menibers. N
h. Establishes and maintains a professional library {or stall

use.
Develops programs of stu

school district philosophy.
j. Organizes and E&minislers supplemental prograins based-
onvidentificd needs of those served by the programs. .
2. In cooperation with other staff members, the cifective
educational administrator’ responsible for curriculum and
instruction consistently sceks improvement of instruction
zugd of the total instructional program. . .
a. Keeps informed about significant new developments in
curriculum ang instruction.
b. Stimulates and\assists stafl meinbers in investigating and
evaluating promising new developments. ’
¢. Works with staff in the implementation of instructional
chapges under way in the district. )
d.‘Works with staff in his area of responsibility so as to
support and strengthien the Carcer Compensation Plan.  *
(1) Works toward staff cooperation and support.
(2) assists stafl members_in selecting, appropriate
and  signiffcant  objectives for professional

dent activities consistent with

.

© growth. . ,
£ (3) assists in development and exccution of profés

.. sional growth plans, including means. of .
measurement. . ‘
(4) completes required general evaluations as out
lined in Careér Compensation Plan. ’
¢. Conducts research projects related to cuii aillum and
instruction as appropriate, .
* [. Obtains and. disseminates infornation and initiates pro-
pusals rclal'qe to supplemental  funding of

157
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- In cooperation with staff, cvaluates and makes 1pc

curriculum and instruction projects. ’ }
o

mendidtions concerning materials and texts.

. Works for curriculum dcvclopmenl and improvengarof

instruction. ‘ ‘

Prepares annual reports s requested of status, accom
plishments, needs, unresolved isgues in area of responsi-
bility.

Attempts to resolve conflicts within area of rcspuml
bility. |

. l’ulloWs systemalic plan for involving commynity, stafy

and students in curricular and instructional planning,,
Contributes to overall efforts by accepting responsibility
for special assignments,

The effective educational administrator responsible for
*curricolum and instrnction  coopératively develops and
implements changes of viewpoint, teaching strategies, and
school program to serve varying needs of students.

b.

[}

. Works u)opcr.lllvely with staff members to increase
Mexibility in lnslru'-‘mn. .

Works with stafl in development and application of
teaching strategies which place students in active roles

(e-g. - student-teacher planning). :
Develops  programs of voluntary :u.llvmcs "bused on
sludcnls interests. v

. Identifis and uses special abilities of staff members and

students in particulur activities.

. Provides for systematic review, evaluation, and rcF ine-

ment of methods for mceting j idua! differences.
Develops and refines methods of reporting pupil progress
which are consistent with mstructional objectives for
indivignal students.

The .cffective educational administrator responsible for
instructional resources and services organizes and adminis-
ters instructional resources and services to meet the needs
of students, teachers and administrators by: .

b.

P rllup’nlm;_., in the sclection and ordering of materials
for all instructional resource centers.
Supervising the collection of recommendations fof




e

additional instructional materials from lcauhcrs and
administeators. | .

c. Pfoviding in-service workshops for instructional 'persun-
nel in the utilization of audio-visual equipment and the
construction of visual materials.

d. Ensuring that appropriate mslruulon .in the proper use
of instructional resource facilities “and materials i
sprovided for staff and studemts.  »

>
~ *

"B. Staff Person‘nel

“ERIC
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. Recruitment and Selection: - '
The effective educational, administrator - rcspunsnble for '
recruitment and sclcumn. e

a Cm)pcmuvcly angf appropriately participates m Jhe
employment cycle of the school system.

b. Actively participates in the development and iinplement-
ation of recruitment programs and selection prouedures
for certificated personnel. .

c. Develops recruitment materials and works with olher
cducational administrators in recruiting and employment
of classified personnel, '

d. Attempts to cosrelate _the effcetiveness of selection
procedures with teaching perforhance.

e. Develops a plan andfor assists \in_asalyzing causes of
cimployee turnover and retention. .

.+ Provides information and- suggestions for upgrading the
cifectiveness of the substitute teacher program,

g Encourages capable student ‘teachers in the school
system to seek a teaching career. .

Assignment, Load and Transfer:

The cffective. educational adwministralor responsible (or

assignment, load and transler: =

a. lmplements school board policies pertinent to these
areas.

b. Conisults with other administrators rcgardim, assignment
procedures and enlists their cooperation in inaking the
*process a$ elfective as possible,

¢. Makes work assignments, when possible, based. on the
strengths of the individual in relation to the description

-~
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of his jub.

d. Makes assignmen{s on the basis of the individual’s

qualifications and, when possible, consideration of his

desire for (he assignment., N

Makes instructional and service loaﬁz equitable and as

fair as possible.

f. Cooperates with other administrators in - deteimining
assignanent, load and transfer “requirements for the
school system. o

Orienting the School Employee:

The effective educational administrator rcspmmblc for

oricntipg the new school employee: .

e

a. Develops orientation programs to introduce new person-

“nel to the school system and the community.
b. Designs orientation programs which naturally lead into
the in-service training programs of the schuol system.
¢. Cooperates in-the development of programs and proce-
dures which provide the opporntunity l'oﬂcxpcncmc(l
staff personnel to Assist new employees.

Development of Personnél: © - ~

.
The cffective educational administrator responsible for

developing staff personnel: )

a. Cooperates in developing comprehensive in-service ulu-

cation programs which arc well- or;,am/cd and well-

planned "

Communicates with members of the school system the

nature of the professional development program apd

how its objectives refite to tlieir areas of concern.

c. Provides opportunities for selected professional dcvelop—

mest experiences for school employces under his super;

vision. .

Utilizes a wide variety of i in-service techniques and luols

in implementing the program in order to meet the needs

and interests of the whaole sl}m. i.e., workshops, brain-

slormm;,, buzi séssions, dembnstrations, group discus-

sions and role Playing: .

e. Supporls m-servu.c training programs on a system-wide
basis.

b

F-

. Staff Management Rolc

The effective educational administritor respons:ble for

o hective e 18u | E

.

<




fostering the stall management sole:

a. Develops a cooperative and positive relationship with
other school personnel to achieve the goals of the school
system,

b. Stimulates staff morale, promotes organizational pur-

* pose and readiness to change.

- ¢. Exhibits rdtional administrative behavior in job-relevant
situgtions which=encourages other school personnel to

. trust and respect his leadership.

d. Séeks i balance between concem fof organizational

Needs and personal satisfaction.

c. Rdpresents management at the various levels (as ap-
- propriate) of (he grievance procedure. )

5. Persofinel Administration and Employee Organizations:
‘The eITeu:vcz educational administrator responsible (or
ablishing posmve relationships with employee organiza- ’

tions: :
" a. Operates within his appropriate role’ in the organiza-
tional plan of the school system. :
b. Encourages informal organizations.
¢. Cooperates in establishing a commumication procedure
whereby problem-situations or concerns can be discussed
in terms of the goals and objectives of the school system.
d. Strives (ot relationships with employee organizations
which will encourage such organizations to assist in the
attainment of the further dcvelopmcnl of each employce
.in meeting the school system’s goals and objectives. '
. 7. Special Education l’robmmmmg

The elfective catcallunal adﬂumslralor responsible lor

Special Education programs maintains, supports, and devel-

ops program(s) of Special Education by:

a. Disseminating information about services of Special

' Education, types of disabilities served, and methods of
< reférral.

b. Following systematic prmcdurcs for ldulllfyu ] sludcnls
in need of Special, l,dm,quon services and for placement
in Special Education,

Formulating and following specific procedures for in-
corporating  Special Education into the total school
progrym and for including Special Education students in

ERIC " 161 - ..
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. the total program of sthool activitics.
d. Working With othef personnel to enrich the instiuctional
program for Special Education. “

c. Providing in-service activities for school personnel to
enable them to recognize and meet needs of cxucphm/\l
. children,

€. Pupil Personnel

.

I. The ellective “educational administrator ncspousuble‘—f(
pupil personnel sérvices devises and maintains efficient
records systems to meet student and organizational needs:
a. Attempts to provide for efficient and systematic main-

tenance of necessary and desirable individual records.
b. Follows district policies regarding  confidentiality of
student records.
-¢. Cooperates in the plan, developnient and refinement of
- group and individual guidance activities.
(1) involves stall membeis in the study of student
" needs and development of appropriate policies,

- Strategies, and classrpom activities cmphasizing
developmental and preventive guidance.

(2) arranges for in-service programs directed to
initiating, maintaining, evaluating, and refining
school guidance functions.

d. Applies principles of effective guidance to handluq, ol'
sludenlgpxbhlems and conflict situations.

-(1) deals with causes as well as symptoms of

student problems.

- (2) condycts. systematic, constructive I'uliuw-ups to

crisis encounters with students as appropriate.

. (3) develops casce studies of persistent or scvere
student problems as appropriate.

(4) acts 0 influence future -behavior by securing

. . teacher or student commitments to positive .
\) caurses of action. .

(5) uses many sources of data for making major

) decisions atfecting students.
' (6) consults with and makes referrals to specialists
' in seeking to resolve pchISlcnl or severe student
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problems. ; fr-‘/\

*(7) defines and pursues courses of actio which

emphasize enabling as well as controlling func-

tions. . ‘ .

¢. Puvides _for essential sucitl' services dircctly alfectig
students’ school expetiencg, in close cooperation Wi)ll

. other school services and gommunity agencies by:

. Y v(t) supplying CSScmi'.Ll information about available -

social setvidés to teachers, nurses, guidance '~
: personnel, and administrators.

,l'; (2) coordinating efforts of social services and guid-

" ance in arcas and matters of mutyal concern

a and responsibility. . :

1. (3) developing Orderly procedures for referrals to

/’., . socia®strvices and for providing follow-up

reports on referrals. <.

(4) developing and maintaining. close working rela-

{) tionships with communityagencies.

{4/ Contsibutes to maintenaince and,.ﬂevelupmgnbuf neces- !

L sary and besicficial health services by: p

¥ (1) participating ‘in couperative” planning for the

,k; s organization® and administration  of school

l * health services. - )

f (2) maintaining records and reports of health serv-
ice activities, including those to meet Statg ’
requirements for periodic vision,-hearing, and ’

,  tuberculin tests. T
’ (3) using health services as a yesource for aid in
diagnosis . of student problems, and identifica-
tion of handicappeitchildren. ‘

o (4) developingyprograms of health.and hygicene for

- ) students through egnsultation between health

. service personnel and the genera) stall.  »

) .providing, incovperation with health services

personnel, recommendations and information

o

1YY

>
> related to dealing with students with special
: § . plysical or health problenis (e.g., epileptics,”

diabetics).
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% ) expfor'mun of post-high - school eduullonal o
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(6) comdination of health services - with other
_school and community agencies serving stu-

" dents. ,
(7) participation in regular evaluation of the opera-
tion of health services. . i
g Works with theiapists to organize speech and hearing
services for maximum effectiveness in overcoming stu-

debt disabilitics. .

(1) preparing a written des«.nplwn of the prograny,
© - - including objectives, criteria for kinds and
" degrees of disability to be served, and methods >
of screening and referral of students.
providing™ for systematic communication be- -
tween therapists and classroom teachers and
between therapists and parents when essential, -,
establishing case loads and schedules for thera-
pists.
providing for case records to include therapy
provided and progress made. .
preparing an anfual report sununarizing thera-
pists’ activities, results, and recommendations.
h. ()q,amm and administers guidapce and counseling

services to meet the anticipated and exprcsscd needs of
students, u.m.hcrs and administrators through:

(1) assessing vocational trends, communicating edu-
cafional implications of new vocational devel-
opmients Lo professional® staff and students,
provndmg resousces and activities which en-
courage studen( ‘exploration of occupational

: and professional alternatives. !

" (2) providing educational cuunsclm;, scr@u.cs by
- systematically s(lenufymg appm‘pnate NKC.
~ . tional agencies for a wide range of vocatior
L intereSts, by providing accurgte and ‘current

. financial assistance information to both parents -

" apd” students, and by providing reasonable -

“resburceS and activiticg which promdie student

.

3)
@
(5)

opportunities.
(3) providing personal coinseling services on a

- ’ , ‘
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confidential and individual ahdfor group basis
\ for sccondary students. ¢ ) ’
(4) providing in-service programs to enable instrue- .
tional staff to develop skills in assisting studenis R
B to develop pusitive attitudes toward self and N

" the sclivol environnent. -
(5)- identifying supplemental and supporting com-
* nnily service agencics whichcan be utilized to
3 help students with special phxsicul amd psycho-
. logical needs. , .
. (0) designing and administering in-service prograins
for the professional development of guidance
‘ and counseling personnel. . X
(7) systematically examining e cffectivencss of
the guidange m}'puunscling program by ob-

taining evaluation from parents, graduates, ad- N
ministrrtors, teackiers and parents; modifying )
program on basis of evaluation obtained. | .

(8) designing and admiqisténn'g a testing prograiiy,
whicly. provides a sound basis l'ur.lhc'vucalionul
dnd educational counseling of students-and -
" which pruviiles’u basis~for curriculum and
instructional decision-aking bf adininistralive
s ) and instructional personnel. ‘
©(9) assisting in initiating and completing rescarch °
. ~studies -related to graduates, sl_udenls. and
dropouts. . ' . .
(10)providing annual reports to approprtate admin- -
. istrators refative to the status of pupil personnel
services. .

» A

-
s

- )

D. Finance and Business Managemant

-~ -

I. The effective educational ddministrator responsible for
general business procedures and management: - ) e s

\J

a, Cooperates with appropriate personnel in the overall
management of financial and’business affairs relating to .~

A the operation of the schocl systerii.- ‘ .

b. Follows federal, state aund local laws, niles and regula- .
tious selating to school finance and funding as they

L 165 -
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apply to his particular Elssignmcnt. -

. Provides his superior$ with information relating 1o

unding under his supevision.

Provides information to his staff as to the cunemt
Tinancial devclopmen'ls and situations as they may apply
to his position or assignment and to the statf,

. Develops an insurance program_for appropriate coverage

of facilities, equipment and personnel as per statutes and
policies. :

. The elfective educational administrator responsible for

budget preparation: .

b.

Co

d.

c.

f.

Secnres the cooperation and involvemc'm_ol' all nﬂ'cclcq'
personnel in preparing levy and budgclary needs ‘and

recommendations. (Tcachers, department heads, classi- -

fied employees and others are involved in recommending
ueeds and priorities to implement the edncationat
program.)

Prepares a realistic budget that considers the educational

program, the expenditures necessary to supporl the
program, and the anticipated available revenues.
Develops cost estimates*of proposals that would change
the number of certificated andfor classified staff mem-
bers or their compensation. . )

Allocifes budget funds in accordance with expressed
needs and budget timitations. C
Ar'rafigcs for public mccliog%‘o inform the general public
as tp educstionil needs, the proposed budget to meet
these nceds, and the financial problemis relating thereto.
Providgs in-service for appropriate staff in the develop-
ment/inanagement of budgets. »

. The effective educational administrator responsible for

managing requisitions and purchases: ~

a.

Informs personnel who are responsible for the manage-
ment of budget funds as to the amounts_of Tunds
available.

. Provides for systematic and cfficient purchasing proce-

dures and expenditure of funds under his jurisdiction
and for the instruction of the staff in these procedures.

- Atranges for storage *and equitable distribution of
materials and supplics {instructional and/or non-instruc-. )
: .

. i
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tional).

d. Checks carefully the receipt of equipmont, materials and
supplies and reports to the proper school officials.

¢. Arranges (pr efficient purchasing lllrough proper bidding
procedures.

4. The cffective educational administrator responsible for
. managing expenditures of funds:

a., Sccures cstablished procedural approval before obligat-
ing the expenditure of budget funds.
b. Consults with his superiors before obligating any { unds/»
when the expenditure might be controversial. Example: .
Equipment which_might be dangerous, require building
. alteration, ete.

- ¢ Establishes an accurate and efficient system of control-
ling.the expenditure of funds (bud;,cl extra-curricular)
. within the framework of all federal, stiite and lucal rules

' and régulations and of reporting the status of all
accounts. ~ = ‘
¢ 5. The effcctive educational administrator rcsponsmle for

+ . O~ funding (sccuring of finances): -
a. Is infornied as to the availability of Tcdcml state and
local sources of revenue. N

b. Sccures alt possible funds from available sources that are
< necessary for the cfficient iniplementation of the total

school program.
- ¢c. Manages funds so as lo have sufficient funds available to

- meet obligations in an acceptable business manner, to
o properly invest idle funds and accurately account for

funds. .
6. The cffective cducallonal administrator te;ponmblc for
business affairs relating to personnel:

a. Orgam/cs‘ and operalcs a system of accurate personuel .

. . accounting, and’ reporting relating’to stich items as sick
L . leave, loss of time, cle. .
b. Assist the School Directors and schiooi persulmcl in the \
development of salary schediles und fringe benefit
a programs. - S
. 7. The elfective cdumllolul admlmslmtor responsihlc for
food services: .

, Directs the operation of efficient food services for schbols
< . : )
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in accordance with state and ‘local laws and health

tegulations and in compliance with directives of the School

Lunch Duvision of the State Depaitment of Public Instrue-

tion by:

a. Selecting of capable personnel and assignment 1o ap-
propriate duties.

b. Efficient budgeting and economical purchasing proce-
dures for equipment, supplies, and food.

c/Maintenance of high standards of food quality and

sanitation. .
- d. Providing (within limits of cost) food and service
- . attractive to those using the lunchroom.

8. The effective educational adminisirstor reSp()llSIb|L for
transportation services:
Provides, organizes, and direcls\%adcqualc. sufe and
efficient transportation service for the students that is in
compliance with all local policies and state laws regulating :
school buses and drivers by: ‘
N_/" a. Couperatively determining transportation needs indi-
t ' cated by the resident tocation of all pupils,
b. l’ruv:dmg, adequate physical equipment and personnel
(within cost Iunlls) to meet the lramporlauon require-
ment needs/
. Cooperatiely devcluping a transportation plan of routes .
and schedules. )
d. Determining that all physical eqmpmcnl meets gl local
“and state laws and rcu:la(:o:ns u)m.cmfn&, um?é%numu.
design and safely. .,
e. Providing a system (or selection of pcrsunncl (drivers)
that will ensure legally qualified drivers, in good physical

(o

°

condition and of high morat character. e . .
O E. School Buildings an‘d Equipment .
5 - -
t I. The c¢ffective educational adnumslrau)r rcsnuns:hle for
school building plans: p <,
- a. Keeps informed as 4o advances in. educatjonal pro>®T o

gramuping, building design, cquipment aid materials -~ .
development through reading, atténdarice at confers™

| ences, workshops and cxluhlls u)m.u.ls with drdulccls i

; O hd 3

‘ . . omt
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coutractors aéd suppliers.
. b. Develops tie necessary procedures to determine the
. adequacy of existing Facilities Lo provide [or the system’s
cducational progran.

¢. Analyzes results of surveys and other predictors of

< enrollment projection and educational program needs in=

developing an overalt plan for meetin g faoility ueeds.

d. Provides an opportunity for staff (certificated and
classified) and the community to become involved in the-
planning construction (new or remodeling) of facilities
to house the educational program.

Keeps informed as to all rules and regulations concerning
building construction and causes proper forms and
procedures to be completed and followed.
. 2. The cffective cducational adininistrator respons:ble for
. manage@ent of physical facilities: .
a. Provides for the effective and equitable utilization of
buildfgs, grounds and equipment.
b. Cooperates with appropiiate personnel in organizing and
conducting an cffective maintenance program for bmld
. ings, grounds and equipment.
c. Submits to the proper staff members, requests for
’ repairs, alterations and improvenients.
" d. Provides for care and for respect of physical facilities in |
. their us.q,c.
3..The. effective educational administrator. responsible for
buitdings and equipment : P
a, Given adequalc resottrees, provides for sufTicient equip:
o7 mient, materials and supplies, for the operation and

: maintenance of the physmal facilities and equipment.

- . b Pl.ms and/or supervises the effective and economical use
of materials and supplies in building maintenance.

c. Follows stated procedural practices in the Tequisition,
storage, distributfon and inventory of materials, supplies
and equipment. .

d. Develops andfor supports a program for thie selection,
training, assn;,nmenl and suncrv:swn'ol' The custodiat and
maintenance staif. ,

- ¢. Recomihiends and/or -implements a long-range -main- °
tenance program which provides for emeigency miain-
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relations program interacts, such as (1) the stgdents, (2)

the faculty, (3) the parents, (4) the taxpayfgrs, (5) the

« non-taxpayers and (6) organized servicg” and  social

¢ . agencies in the community.
c. Interpret the policies, rules and regulations, objectives,

conditions, and needs of the school system {o 'll&

. various publics in the school system and tlre comnunity.
Are consistent in the adiigistration of policies and’sules
and regulations Wlllllll the l'rame\vurk of the school
system; !

e. Create a climate and provide opportunities \vlmln
strcnglhcn the lines of communication_ between the
patronsandineschool district.

~ - f. Ulilize the various media of public conumunications
- available to the school (radio, newspaper, speiker’s
burcau, staff newsletter and community ne\vslcucr) _
g. Help inform’ palrons and the community nl' the school
program, calendar, policies, aifd innovations.
h. When appropriate, develop assessment instrutents 4o seg
R il patrons in the community understand’ educational
. .+ programs of the school syStem and to collett data lfor -
‘ the purpose of lutyre program development.
2. Community Relations: .
» To develop the proper atiiiude for a successful school: -
community  relations  program, gl cﬁ'culvc educational o
-~ °adnmnslr'|lurs )
“a. ldentify the' needs and COncems of various ~ o
o

-
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.
constituencjes in the school system and provides this
inp@ for an effective system-wide school-community
relaffons program. .
b. Devise means and programs which enable the school
district to aid in the cultural, recreationa), and educa-
tional interest of adults as well as children,
+ c. Involves parent organizations in the utilization of school
facilities, equipment and instructional materials.
d. Provide for home-school involvement on a systematic
basis. ) ’
¢. Provide a source of information to taxpayers who would
. not ndomally receive items or materials from children .
. enrolled in the school or school system.
f. Develop and maintain an up-to-date listing of organiza-
tions and clubs, service or social, who can be valuable
*sources of support for schout programs. ‘
3. Utilization of Community Resources:
Al effective educational administrators epdeavor to en-
» courage utilization of community-wide resources:
a. Solicit the aid of parents and others willing to share tlicir® .
. specialized knowledge. » . '
b. Cultivate leaders in industry, busingss, labor and com- .
munity organiZations who can communicate vocational
opportunities to schaol system personnel.
¢. Tnvolve citizén groups Lo serve as two-way communica- ,
tors for sgpoul and community. ' ’.
d. As .ﬂppmprule utilize parent groups to ald on® tours,
field trips and partics. ..
4, Utilization of School Personnel Talents: .
Since the school system has talented personnel, the

. utilization_ of these individuals enriches the educational

)

- administrator who: *
2 a. Consults with school pegsonngl iw the planning, produc-
tion, and presentation of specific communigations.
- -b. Assists in coordimating work wilh* civic anziulllcr groups :
which contribute. to the advanwmcnt ol' the school
. system,, T . '
. Provides staff mcmbcrs with assistance and nmlcrmls for
exhibition at educational conventions, workshops, and

1 scminar meetings locally and in preparation of materials _
S .
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for community and slufl“{shibutiun (handbooks, re-
cruiting booklets, etc.) for the improvement of instruc;”
tion.” N
d. Assists in coordination of thé publication ol mantals
which Qvuuld be subject to petiodic up-dating and
revision. @
¢. Encourages and instructs school personnel m the use of
school-community  relations techniques and informs
them of the activities of the school system.
5. Program’ Evaluatioy:
All effective ed®citional administrators:
a. Cooperate in the systematic evaluations of communica-
tions and reports wtilized in the total school- unnnmmly
relations program. ’

¢ b. C8Bperate in the interaction with conununity leaders to

determine the reaction to educational pragrams in
operation and also to obtain reactions to proposed,
prograus.
¢. Recommend melhudg lor assessing feedback from in-
ternal and external audiences to modily commanications
operation or initfate action to establish new objectives.
\

. 1

G. Professional Growth

. All effective educational admunslralors are active partici-
pants in group activities.for professmnal growth of a(lnums-
trators:

a. Help 1o identify and select desirable professional growtli;

projects to be undertaken. «
"b. Participate actively in group undertakings for profes-
sional growth of administrators, such as:
(1) workshops aid.conferences

. (2) study groups ” . e
: 3) planning and rescarch projects
H (4) pilot projects
(5) appraisal and evaluation activities .

2..All elfective .éducational .ufnumslmturs assime respnn-
sibility for a wmimlmg personal program of pmfesswn.al
. improvement:
a. ldentify and (assign priorities to significant professional

172- '
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p
grawvth areas directly related to their particulag adnanis-
) trative wsponsibili}ics. .
> b. Follow a systemgtic plan for attainment of personal  *
professional giowth objectives lhruugh&ch activities as:
(1) planned programs of independent reading and
study ’
. (2) selected college courses
(3) selected professional meetings
. AN clfective educational administrators use new under-
standings and skills to improve their on-the-job perform-
ance: . a
a. Change or enlarge their activities to reflect changed -
concept of their role. '
b. Change management of time to reflect revised priorities.
. " ¢. Provide impetus and direction for clrange.
d. Adopt aew leadership techniques.

Experience provides the best test of a system, and Sullivan
reports what he has learned ,in designing an evaluation system by
, listing some practical tips for others engaged in a similar task.

7’
Statutory Requirements o

o - .

s -

. b . .
I. Engage attorney carly to ‘provide appropriate legal counsel.

2. Review all statutes relative to evaluation. -
R 3. Consider recent court decisions which speak to dismissal for -
4 . . . .
poor performance - planning and organizing, .o

4. Jave legal counsel review final document before implemen- .
tation, i.c., due process, open files, fairness {types of
‘ - . - 2
commumcations beforefafter). *

Identify Purpose . S N

L]

= " Different people have different expectations or standards for 3
program or plan. Uppermost in the minds of some is iucreased '
output or productivity; othggs place most value on personal or

“ psychological security, or high esprit among colleagues.
Assumptions as to desired outcomes should be cleatly under-
, stood by all pyrties very early i the development process. For
example. consider the folldwing:
ERIC |
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L. Negative side effects. Even though an evahiation program

produces short-term gains, will the effect on morale be such
' ' - -that adwihistrator effectiveness will e’ lowered? Or, in
' reverse, will negative sid® cffects ?SIIC_II\:IS low esprit, or
- negative attitudes toward the program) be reduced atter the

* program has been in operation for a period of lime?

Political viability. At the current time, programs must pol
only be within the political framework accepted by the
state legislature, but also be approved at the local level, In
- - recent yeurs, this process of local approval hais been
\J formalized through negotiations. Consequently, programs

need to be e’xamiued continually™to determine whether
they are acceplable to lhose’iuyulvcd. Determination of
acceptability is considerably different from a determination
of whether the programs are producing desired educational A
resulls. .
Social viability. Whereas political viability is concerned
with wglclllcr the solution to a problem (i.e.; a program -
designed to solve an identified problem or (o accomplish a
spegified goal) is acceplablg -to those involved in nrking
decisions, social viability is=cancerned “with whether lhf:
solution is acceptable to a larger social-group. For example,
although a given evaluation pProgram may be negotiuted
-, benveen arboard of education and a Professional associa-
. tion, it still may not be coinsidered acceptable to voters of
the community. As costs of education continue o rise,
. voless are insisting that evaluation programs be designed to
make individuals accountable 1o the Iargeryublic < rather
than simply to themselves or the education profession. i
"this trend continues social viability of evaluation progriums
* will continue ta be a concern,
Recitlivism; Recidivism occurs when o program tends to -
i sticke buck afler props are rembved. In ef! tect, the program ‘
regresses 1o a prior state (usually a more comfortable or
easy one) when monetary or psychological supports are
removed. When programs are new, there is usuatly mch
- interest in them. As time goes on and as new programs in
other arcas demand attention, there is a strong tendency to
reduce efforts to maintain a continued fevel of activity. In
every program it is important {o guard against recidivism

EI{IIC'» L Ll 1.{74\
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and to take remedial action inmediately if it does occur.

Tlie evaluation system should: . ‘
a. identify both characteristics (pn}'vss) and the results ol

behaviors (product). .
state minimum standards while providing for individual

differences through goal setting. \
encourage evaluation as an ongoing process and provide for
- multiple conferences between administrator and supervisor.
d. lend itself to an orderly process with a¥ime frame for
providing feedback in formation to the evaluatee.

b

e. povide for consistancy between documents and proce-
dures. ) g
) _f. meet expectations regarding “fairness.”
.Imvolve Stalf : . »
N t

1. Wiso develops plan? )
.involve tlfose who have :’ stake jn the outcme and the

ability to contribnte
- 1ask or committee? < .
' - workable size group (resomices, ie., time, scheduling, o
budget, etc.) ) T
* . need for negotiation process, i.:, decision-making model
3 Detepming means of collecting '(Iul:!, i.e., observed behavior,
questious and/or written records. ’ \
luherent problems usually cause management systems (J
. rely on self- report and records. ’ L
a. Need to agree on who, what, when, where and how
*  b. Data collection forms - involve both cvaluator and .o

. cvaluatee .
A good evaluatioi system should be designed in such a manner

that a strong trust relationship is developed between cvaluators

and evaluatees. Channels of communication should become more

open and authentic. When such is not the case, resistaugces tend to

creep in and defeat any positive effects that suight be accrued as a .

*, result pf the system. .
\ . ‘

Commitment

b * = . . \‘l o . N

Another viewpoint held by a nuinber of stafT is that the prior -
progran of evalnation may not be so deficient as to warrant extra
o effort_on the new prograi. Before ufost people will wyrk hard on .

. Sy 7
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*\ problem arises beciuse some. performances are so complex and-

“difficult (or impossible) o meastire thatan individu:,ll may follow .

s, B N .
‘measurable objectives, (b) fegognize the Mportant although (as

ERIC
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developing a new program, it may be ||eccss:|;y to identify
specific and serious delicienctes in the old program, I the
deficiencies are’ not cleat to those who are working on the new
program “(at cither the planning or the implementation state),
there is a very strong tendency to resist the additional effort
necessary to develop and implemeyy the new program.
Deliciencies of-a program nay be expressed in terms, of
outcomes andfor processes used to produce those outcomes.
Unless it is clear that the outcomes are unsatisfactory in terms of
some standard, people often are unwilling to look at the processes
used to, produce the outcomes. The Board of Education and (he
“chiel administrator of the district must articulate the need and
t hﬁir commitment. :

I. Need for a support’ system (Ume, money, administration,
pagticipant support) ’ o7
- Statement of goals (where is the program going)

. Without reinforcement and support, an evaluation system
has the tendency to die.

(SO NG

\

Inservice
B .e « / .
Although™ procedures  such as Management by Objectives )
(MBO) have many, advaul':ngcs. they are ndt withont problems.
For one thing, considerable , skill is needed in planning and .
(lchiol{illg objectives. In this connection, énc particularlyacnte  «

one of threc paths:

) L. ignore those pégfurgnanccs thaf are dilficalt to ﬁugsn?c and
concenlrate only on those which can be measured (or even -
" thiat &an be measured casily): or I I )
2. concenltrate on objectives that have a hight predictability of
achievement ; o . '

;

. ‘ "
3. engage in perforinance  contracts (or agree on stated

objectives) without specifying the cvidence which will be™ -
- acceptaple for knowing whcllncl’lhe vbjective has been

- attained. v ) .
Given the need to evaluate as comprehensively as possible, 3
more reasonable allernative. might be to (a) agree on

»

the

N
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yet) unmeasuable goals, (¢) agiee on the approximate amount of
energy, time, il resarces to be spent on the two types ol goals,
(<) agree on the mformation required to reveal as much as
possible about the attainment ol the two types of oulcomes

desned, and (¢) determine whether tt 15 worth spending some,

money to develop additional measures.
Inservice translates the plan mto action. implementation can

‘ be hidered by iadequate onentytion and tiaing.
™ o, .
/ Evaluation
. .
- .
Stabilization of Procedures \ o

”’
’

Ln',mdcn‘lo utilize the outcomes or results of a program for the
evatuation of that progiam, it issnecessary for all procedures used
to e stabilized so that they are consistently implemented and
applitid. Mheiwise, it will be impossible to attnbute the results to
a given procedure. Fheretore, it is necessary to permil a
reasonable time frame (o examme and campare outconics.

Some questions (o consider when developimg guidelines for
evaluating the system: :

I What makes a good evaluation system?

I-. What should the systen do lor admmstrators?
3. What should the sysiem do for others?
2. What should the system do for the organization?
S. Ivit sell conecting (cyclical) vather thaw linear?
6. How do we know the system s working?

- sulficient hime beng spent :

-1clation _to “rest ol system, i.c., results, |cl.munslup of
Tocess and Quicones. . -

& ]

.
°

Summary

s

I. Be aware that every system has a lcmlpncy luw;ml
permanency. ) e s
. Determme how  the |)mu,ss product relationship will be
, c.sl.:l)ll.\hcd. . . L
' . Provide Iur a cyclical process. \'
Smw one p.ul of the evaluation syslcln 1S Man.nbuplcnl by
. Objectives (and Accomplishmept of ()I)|cuwcs) it may be helpful

ERIC S .
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eonsider what 1s knowa about the management aspegts of this
procedure. Some of the rescarch which has been done regardmg
Management by Objectives accepts and supports the followimg
statements: . . ’

I. Changes brought ‘abour by MBO déepend on thy ngor with.
which the planning, Jéedback, and corrective Junctons gre
carried ont. Unless these raspects are done well, MBO
appears o funétion similarly to other less syslematic
procedures. ,

2. Most managers who use MBO state that doing the planned
work was Jairly easy comgpared with deciding what to do
and how to do it. This idea is compatible with number |
and expands the idea that the creativity of planning is a

,critical phase of the process. When planning 15 combned
5—\/ with review of results, management of the organizational

unit becomes a continuous process which fits a normal
operating cyclé. g
3. Ogunizations can experience disgppointment where MBO is

tangential to the real work 1o be accomphshed.
4. Implementation of MBO has 2 great deal to da with its
7 success. When top  management has responsibility  for
implementing the process, success appears Jo be greater

. than when the: personnel division is responsible for inple-

mentation. This is probably due 1o the degree to which |
process actually permeates the management of the total
orgatiization. b
- MBO procedures provide Jeedback which is necessary for a
manager 1o control his. own performance. This statement
should hold for teachers or administrtors and should be
compaltible with any st alegy for lemning used by a teacher
)] or leader. Since the eventual purpose of an evaluation
©spsten is 1o provide learning so that person becomes o
better S(*Ijl(liagl:usﬂiz'iait, MBO should aid i tiiis pnrpose.. '

. .- —
173

? “‘ s used purely for performance appraisat or solely as a basis
Jor compensation. In the latter mstance, MBO 1s vulneiable .
lo extrancous factors and deliberate misrepresentation. It s
> most successful when it is the approach to management, “
, ‘ ¥ 3 rather than an adjunet approach which is considecd

-~
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) CASESTUDY NUMBER FOUR
2 Los Angeles County, California
* Maryin R. Matthews~
~In 7971 the Iealslatum of California passed a bill wh:ch began
N requ:nng FALL governing boards to establish a UNIFORM system
wN\of evaluation and assesnkm of the performance of ALL
,._qcemf:cated personnel within each school district of the state.
Called the Stull Act, it furthermore reguired each_school district
to DEVELOP and ADOPT its own objective eyaluat:on agd
assessment guidelines, legislation pasced«in 1975 amended the
Stull Act’ prohibiting the schools from using published narms
established by standardized tests as a-criteria for the evaluat:on
. Q and assessment of certificated peop.c
2 LIJ > Here are two examples of how schools withifi the Los Angeles *
N ‘Couﬁty School District accepted the challenge to desigmra unique
system with which evaluate their administrators. -

>

(T

Exnmple A: South Whittier School Dns!no(

- f
2 » -

This example begms with a memo a wpennlendent sent to all

" his principals to inform theni -how he plans. to ipitiate evaluation
of their perf_onnanée.

< : o ¢
1 have devoted a great (Ical of thoughl tp how we might work

.andhere is my suggestion: ,; .

1.1 wouI(I Jike fo spend a full day at c:u.h schodt, sometime’
beiween now and December 1. Pleasc call my secre'lary to
feserve A day convement to you. On that day, therc are several

- thmgs 1 would like to do with you:

- " a: Review all lca:.lnércvnlnnhmngnndobjcdlv&s

‘o . b Discuss and sel”] prmupal‘s ‘objectives (you might ,\wsh to

“!D‘“.,fx " prepare aliead of time, or we ¢an develop. cooperatively at

3 3

P that {ime).. <t -

k3

- T

¥

" . Visiteach Llnssmum .
- . d, Take a (lnme, tour of lhc attendunce area served by your
P - v
- sclmol
' - + . w
,\4' / .
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f. Meet mformally for <157 10 20 mmulcs with your staiT
(preferably alter schuul to react and reinforee the day’s
activities  could bem thgunps priunary and upper, you
schedule. . ).~ - )

2. As has been true in all cases up to now, lhc emphasis will be
on the pusitive. Key questions for you and me to answergre, »
3. How can I help you and yous stalf to achieve success Wil -

P

| v
N e. Make an inspection of the physical plant.

your pupll objectives? SN
‘ b. What specific support do you wnsh from the Supcrmjcn
' demt?” | © oz
“e. What, if .mythmg. s the district office doing that is -
deterring you from working c!leulvelv toward reaching « 2,
your objectives? . -

b am lookihg forward tae workmg with you on s most
" important task!

—— & ) 3
Position Guide *
A3

Next, the superintendent and pﬁncipa/s created a guide which

U would be used as a. basis for judgment. . RN
.  for .
Title: .. ‘ - i
' ' .
y  Principal _ J ot

S s
Accountability: -

’

. To children for the supervision of the cdmalmnal plan .lgrecd
. to by the prmupal and the teaclier.

* \
- “

1'0 the § )cfinlcndem for the cvaluation of lus work as the

site admigistrator in carrying out the activitics listed.
. a

. N

Major Responsibility:
e ’ APy
Supervisionaud Evaluation of lustruetional Program - s

T L

‘lmplement the district adopted instructionat program in his
biilding and supervise and evaliaté said fistruetion.

ERIC o 180 0 . o
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Direct, coordinate and supervise as well as *evaluate all
personnel assigned to the school with annezt recommendations
to. the Supgrmtendent. This may be done on an wdividual
basis, or hy a meetng of stafT as deemed necessary.

Assist teachers i obtamying suitable curniculas materials and
) é -give thea suggestions for secunng new ideas and aids. ~

Cooperate with the stafT in developing policies and supervising .
a program of school control. \
: ) \

, .

Personnel Supervision
) Hold pupils accountable for their wnduul in Llle classroom,
ou the grounds, and on lhclr way to and from school.

.
. -

Provide help for the stalf and “pupils through available
.consultant services. . .
- B [
Be reggonsible for the conect L|.l$$l|lL.lllun and promotion of
all pupllb within ||IS school. ¢ . ’

Must have knowledge of, and fully comply with all snmg alert
regulations. -

¢
[

Supervise all smdcm body' aclivities and adimmuster sludeul
body funds, or iy district funds orignated at the school level.

- ¢

Plant 4 unag('nu'ul - 1

, . . ) .)‘~
Requisition supplies and equipment for Ius building, issue
these to personnel, and make adequate reports and mventories.

.
«

f’( Regulatly inspect tus school with reference to sinitation,
| ' “health, appearance, safety, and general etfective operation.
Take "eflectve ulc:isurc_s %o maintain high standards ol the:
N tsame. -0 ) :
"Fire drills and civil defense are 10 be regulated by cach -
bunlding pgincipal and are to be held munlly (Title ¥, Scuum
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Comunmumity Relations -

3

D lslabhshes and maintains effeciive ummunucmmns system '

e
with children, stxif and (.ommunny . - .
- \ -
. Submits all rcquired‘rcporls lo the district office. - PR
2 .

rl\orms such ulher duties as are hissigned by the Supcnnlen

. .. degt. A

[
L 3 o Y ¢
- Qualiﬁcations:l L N
[ .
. Must possess a valid California Administ#itive Credentral.
a ’ ' - * ‘ * ’, ¥
J Must possess a Master’s Degree. - .
L va N ’ ‘
- " Must have taught at deast five years in tlic cleincnlary grades. °
1y 3 W
Preferred - some |Qlemshlp opponumly at “the administratiye
- level, either planned or voluntary. ————
Dimensions:
' L A ~ o
The principal is responsible for the deployment of the
- l'olluwmg resdurces (based on an average size school of S€
. pnplls) o ’ ) e -
-, o N B S
School Plant -+ $ 700.000 Petsonnel
L School Staff 230,000 500 children .
& : Sapplics and 17 teachers .
< , Supp!
" \ Equipiment 1] classified - .- ’
\: Other . 10000
s $1,000,000 (appmxmmlcly) -
Principle Ac@s: . : , . .
P ’ . i . - 2 *
. Interprets and implcmcms the (Iistricl-appruvcd curriculum. .
o N

vaulcs leadership 1o the’ slaﬂ in dclenmnm@l)jccnvcs awd ¢
identifyig school needs.

P
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LEalists the :n;sisl:mte ol resource persmmcl.«

Identfies needs, provides, assigns, and coordinates ni-service

. growlh oppbrinuties for teaclnng personnel. , \
- <

Supervises “and  cvaluates the performance of all assigned

personned - accordance »?l_l),ly:\dislncl’s adopted tniform
s [} v

gutdelnes Tor evaluation nd assessihent, recommends appro-

_/privte action m cases ol substandard perfonmances.

s

“ ' é
Assists the teashiers m developitig standards and objectives for
e .
student performance, and has periodic conferences to deter-
mine the degree to whﬂcsc are beiogmet. -

tHolds students acconntabte for acceptable behavior in class-
_5 0+ room, on playgronud, and to and froi school. .
S - .
Plans, coordinates. and evaluates the total program of puypil
scrvices.inciding guidance and connseling.
. .

. Plans. supervises, and dwsects the business operz;uun of the
school in jecordance with district policies and prowedyres, and
supervises all student body activities and adminsters sindent
body fuds, or any district funds originating or assignedito.the -

- - ., €

o school level™

L
~ . » . ki .
Carnies oyt a programe of canymmity relations as a means of
. . . . 3 '
interpretig and Mirthermg school programs throngh PTA and
- other confnymity organizations. ” ~— .
+ . ~ . .. o o . . . - T
- Compliestwith lire Jris-and civit defense {egulutwns (Title A
> Section 5854), also simog,aler( regulations.» ) :
[ - *
v rr) “persomiel 3 requi
Evahuites all personnel as required by distnet pulicy.
T L ' .. . e
Cooperates With the stafT in developing school pohey’. )
: ) T S . . .-
) N S & ' > L
»  lsTesponsible for the Correct classilication and promotion of .
. ~ ‘t 43’ : g
M all pupil3 withig'the school. 4 .

Naox
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‘ - i » ‘ . -
o Requisitions and issues equipment and™supplies foi the
building and personel, and will snpply the district office with
"inventorics as rcqmslcd ,/

>
Inspects the school with. reference to samitation, heatth,
appearance, safety, and general operation, and will take action
R to correct substandard conditions. .

. " Submits all required reporlts to the district office. v
> - .
- o

Performs such other Uuties as e ussiined by the Super-

intendent. . A
Current Year Objectlves. ', . \ L °
T Writes or scleclf/yc.nrly objectives and subnuls to the Super-
" intendent as basis For evaluation. ot
. ¥ ) ! . " ‘ ‘
o ¥ ) XYZ School ca?
‘ Principal’s Objectives )
) o973 i ‘
- N ~\ ) ' o : J . ’
Each pringipal decides how tousé the guidelines in formulat-
. . +.inghis own performance objectives, * S
“ ' curriculum and Instruction o T
- 1. The pnnupal will, before May 1S5, make a minimum of five
observatior visits to eath classroony. ; i
2. The principal will, by May, have al least two fonmal meeltings, 7 4
i “ dith each teacher to consider objectives and make an
; cvq_lualwn One of the meetings will be in the fall and onem .
the sprmg Also, as many intermedtate conferences as deemed z

) necessary by cither teacher or principal witl be held.

. . 3. buring, the school year, the principal will Auend 80% of W
upper grade mininnun day planning mcclmgs and assist in

| wnsmenng methods of inplementing improvements, giv
ruuynuon for effective procedure, and making every efforl ‘

S+ help acqmrc nlntcrmls to make the program “effective.#When

. , considered beneficial, the total stafT will he ullcd to meet '

Q ;
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togetherigud discuss areas of mutual concern 1o both upper
_ and lower grades. - .
4. By November 1, ihg pringipal will have conferenced indivi-
‘dually with each teacher 1o cooperatively establish standards
ol expected pupil progress for cach class. ~
5. By October 15, the principal will have set up a plan whereby
the curriculmm budget for_the current school year would be
dispensed equitably, with a record- system. showing all expen-
ditures, itemized as. to  description, price, purpose, and
assigimnent. .
6. The principal will give aid to teachers throughout .lhceyeur in
répard 1o selection and purchase of materdals. L.
7. The peincipal will- proclamm a *Good Citiz&nship Week” during
the year. The l'oliuwing" will be accomplished duting the week:
A. Bach class will be given a total of .at least 60 minutes of
instruction in regard to good manners and other aspects of
what constitutes a good citizen of the school.
B. As measured by stafi observation, 75% of the students will
" evidence some positive growth in usswia'liu'n with peers py:
1. Showing compassion : .

2. Making a polite gesture ' ,
3. Showing'concern for the school facility. -

C. During the week. “100% of- the school stafl will set an
example Tor the children py: . '
1.oBeing cspcc:i:‘llry courleous
2. Picking up paper along the corridor, and showing other

: - trdits of « good Citizen. .

D. 0_ulslundiug cn’fiz.cuship' will be acknowledged: by cach
teucher as deemed appropriate. Recogaition of school

~ “Clmpion Citizens” will be made at a PTA unit meeting.

N

. Nincty percent (90%) of all classroom objectives will be met.

~
1

Community Relations

{. The principal will, duiing the, year, attend at least two
functions of the youth groups (scouts, etg?) of,the community

Y who meet atthe XYZ School. . ) ,

2. The: pidncipal will @tepd 100% of the®XYZ, PTA Board

. Meetings during the year. ) i - ‘

3. XYZ School will provide at least one art display to be hung in

. e ) R




N
.
.

.o . a .
oe of thet ncighborlﬁébd banks. [ These malerials will /be
o “represeritative of the grade levels.
4. The principal or someone designated by him will prepmé an
. informative article about the school for publication in one of
the tocal newspapers. Also, several articles will be prepared Ior
. publication in the I'TA bulletin.

|

|
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Staff Relations

t. The principal will, during ourse of the year, and by
arrangement with teachers/of various classes, sped at least 12~

. hours in actual classroom iNsiruction. .

> 2. The principal will give support 1o the faculty social committee
ip planmng activities through the year which will serve te ,

permit lhcgyl interact on a relaxed social basis.
Plant Management . . .

a . o ] )
. The principal will make a safety check of playgronnd <
- % equipment once Each week and mpke recommendations to the
maintenance department for any needed repair w&hm 24

hours. 5

- . v -
. The princigal will request thatthe (,IIS(()didll and teacher check  *¢
the CWH of the classroum equipinent as the room is bemng
used M cleaned and will submit a work ordcr for repair that
the custodian |s‘unablgtu effect.

3. The principal shall sidmit to the _Superintendent requests lur
. ) new and replacement equipment when requested i the spring.

L

N

Guidance, Welfage and Attendance‘

L L The principal }ill teporC any incident of cluld abuse and .
. foltow the proéedures as outlined in County Spcu.ll Bulletin -
No. 42, 1968-69, plus mnendments.
2. Thc |)rlncqsal will read and initial all referrals4to the Guidance
. thc that are initiated in the schivol. A list of such referrals
will be kept by the pnucupal .md the dlsposuu_)yuf cach c:lsé
will be kcpl '

4
'

.
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. l‘rincipnl.\)IYZ School y
Certificated Evaluation Report 1972.73
:Finally the Principal isevaluated on how he met his objectives.
The evaluation is done Judgmentally by the superintendent who -
sits down with_the principal and- they discuss the evaluationy If
" the grincipal agrees with the judgments, then he signs it.
o - :

i. Standards of Expected Pupil Progres -

SR

»

‘ ’ . ..
The stafl at XYZ School, despite an umbili@s selection of *
- .objectives, have succeeded in ficeting or exceeding over ¢
90% of thew. 1 am extremely impressed, not only with.tlit
scope and sclection of objectives, but with the thorough
ness and perception shown in the entire sct of teacher),
cvulualions./ : . . '

1
o -

A . N -
. The Principal of XYZ School, feels that the staff Has been
° ‘cautious in objective selection. Hle has succeeded in
maintaining a “low profile” regarding the new account-
ability system. Stafl response indicates that the system has
helped to provide focus in teacher-pupil planning.

) " Ii- Assessment of Personnel Competence

The Principal of XYZ School “has wet all of his personal/ -
professional objectives, despite some umbmhous ones. lle

has worked actiyely in the area of affective growth. lle

- orgamzed " suceessful *‘good citizen ~week™ involving all
children amd staff. is cffosts in the painotic program are
known thsoughout the community. ) . .

x

' Community inyotvement is good and growing; the volunteer .
aide program at XYZ School“is effective. 1 enjoyed visiting
¢ a PTA Board Meeting, and witnessed an iuterested and . -
active group. ' )
! . 1
The l’rincipal of XYZ Sc}uml has cffectively involved his
stalfin cuniculum planning.

.

»
. '

‘ . ~187‘\  R
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" Plans for ncxl yeat inchule continued griledevel decision
"‘making. Dr. Crawford will be wtilized as consultant {0 the
stafl'in this regard.

: 1. Assessment of Other Duties "4

S

[

The Principal of XYZ School isa lhomughly profussional

administrator. - le can be counted on to carry out his
assigned | duties wuhoul fanfare but competently and
¢reatively. lle has assisted in several district projects this

past year, and currently is helpiug to develop a p!.m for‘

restoring music c(lucalmn in the schools.

V. Mqintain}ng Proper Learning Environment

~

-~

The Principal of XYZ School provides security for childhen
and teachers through carefully developed and enforced
standards. He wotks well with his staff and conpunity.,

-

He is wurking with one teacher with problems, and s

atlcmplm;, to create a positive and supportive climate for,

pmfcssmn* .growth. lle is receiving assistance fram the

district in ™is regard.- R
P ﬁ) °,
Principal, XYZ School Sa{pcrinlcndcn-l
b Date
°

$ ' ’ . .
Some schools handled the task differently. The William L.

Hart Union' High Schoql, for instance, asked the evaluawr to
compare an adm/nlstmtors performance to ad/unct duties’ and
the School Board’s wishes, in addition to h/s own program

—

objectives.

.
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. Example B: Wm S. Hart Union High Scho«}l District \ K
’ . Adwiinistrative Evaluation Form .
Nau;c- Date
" Title or Assignment . - P
School or Lacation S S

Evaluation Scale
. . - /
3 Mcets or exceeds District Standards . O Unsatisfyctory
D Needs (o improve  *

N -
.

] '
§. Standards of Performance . e
M N U )

to Program Goals. (Specify arcas where
" "o stfhdards have nut been met.)’

v

.0 O O A Performance basd On- objectives related v
A

D O DO B Performance based on Board approved )
S S S duties and reépus ilities for the.appro- -
: N priate  perso classification. (Spécify .
“areas where standards have not been
met.)

~ N - -

- 0O 0, g C Peformance based .on dulies.nornmlly
t '_ . fequired as an adjunct to the rdgular ~
~ .+ assigmment. (Specify areas where stan- .
' "~ dards have not been met ) BN

» -

. ’& . N ~ RN M
. 1. Professional Competency S ' .
.- M N U . &
) O @ O A Provides administrative service and leader-
< ship. (Specify arcas where professional

N . .
4 - L LIRY d
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- competency has not been demonstrated.)

N -
>

.

O 0O 0O B Professional knowledge bt current cduca-
tional pmums (Specify  areus where

s - professional competency has not heen O
- demonstrated.)* . .
/ S
) "0 O 0O C Communiy . relations. (Specify “areas
. where piglessional competency has not
: been dedonstrated.) .
- 7 . N

> . ! .

,~ B 0. O D Safl relations. (Specify areas where pro-
lessional competency has not been <o
demonstiated.)

' A I
O 0 0O EProfessional conduct. (Specify ~ areas
. - where professional compe&etw}ms ot———"—
. i I)ccn demonstrated.)
[ i '
. . Composfte Eyaluation '
2o O Mecets or.cxceeds;)l)islrict Standards ~ Li-Unsatisfactory
. v B Needstp improve . !
Rcwmmendauons C(Unigue cunlnbuhons to students, schoel,
. » xwmmumly.and/ur profession. lmgmycmcnt
} ) b.lscd on prior recommendatioys.)
. . . ' . 1
R’ecommendalions for improvement ol instruction and/for seryice:
I Y P
\ ! :E» - b
B e . . 1 » '
Q : Y . 0
ERIC o ' *
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»  [vatuatee's Comment: A . .
S o
Signatwie of Evaluatee % Date
T (Your sigpature here- does not necessarily meant you

agree with the evaluation, but it does indicate thaf un
evaluation was madc and that you rccelv«.d a copy J)

» °

Signatwie and "Title of Evaluator  Date A

» ¢

Building pnm:lpals are also scruntinized by teachers and other

. subordinates on how well they provide admlmstrat:ve services.
. r
. "+ Adnhinistrative Service Questionnaire i
. . " Scale .
NBER (No Basis for Response) 3 (Average) . )
F(Low) | -4 .
, 2 . Lo .5 (Nigh) . R !
What is your o;fin‘ién concerning: ' ( ) ] . \ .
L3 . - N . . %
(Please circle one) * i :
., NBFR 1--2 3 4 S5 1.The general knowledge this adnrinis- ) N
' _ L trator- has” in the area of- school
AN 'admmlslalwn? N
. ° " .5 (llas he a llmruﬁgh knuwlcdge and -
Jinderstundipg,  of  the  Liducation :

‘Code, Board Policigs. and Admmlslra—
~. tion Regulatidns as they relate fo the
daily operation of thie school?)

. aw . L4 v #
NBRF | 23 4 5 2.The ability of this administrator 1™
communicate effectively? ) .
, (Does he keep staff; members in-
o fprmed, either dircetly or through .o

ERIC T Tpep Y -
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NBRF |

2345

o B
’
: ? o
depatment~chainm® Ate lus ex-
* planations clear and definite? Age

avenues open for twoiway communi-

cation?) -

3. This administrator's fairness in deal-
ing with certificated aéf classificd
stoff?

. . -’ . . .
(Is he fair and impartial in his treat-
ment of all staff membeis?)

NBFR | 2 3 4 S 4.The ability of this administrator to

NBFR |

a

23455

°

&tablish a climate Jor professional
growth and development? .

(Does he enconrage staff mcmbcrs to
inmovate, to explore new avenues to

pmmulc‘puqil growth and develog-

ment?) o

5. The empathetic understanding shown
by this administrator? .-
(Is he patieat, fiiendly, considerate
and helplul?) -

. . . - LR

NBFR | 2.3 4 S 6.The ability of this administrator 1o

-,
v

NBFR 1

N

e

’

:
]

° e

2345 7. 7he skill i
> . bring -abou

get things done in an efficient ayd
businesslike inanner? v
(Are plans well made? Is little time
wasted?” Are “requests  handled
promptly? Are cduu.munal m.cd\
mcl’) .

“ .. .

v

sitive  contributions
Jrom staff 1. ers in the upcrau' n-
of the school®, A
(Are staff member’s idesis and opin-
ions worth something to this adminis-
<trator?, Do staff members help decide

llOW lo, solve: problems and how lo
n

292 T

" . 2N . 0N

.2

uministrator has to |

Jy

L

5y
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° » . » . 4
get their work done? Do they receive « -
N real veasons why certam things hap-
» \ .
s pen?) I . .

-~
»

»

NBFR L 23 4 5 8.The. generul Tall-round) leadership

. . ability of this administrator?
. (Al things considered, how close
does this administrator come to meet-
we ing your cxpgglations of what an
o, : administrator should be, or how does
_he compare with other administrators

you have had in lhé pas}>') Y

.
.
5 .

9. What is your opinion conceming the expeclations this

administrator has for teachers or classified staff? = ~.
(Indlcatc one) ! )

. . llc expects far less than he should

8 . — b. e cxpects somewhat less than nughl

’ - reasonably be expected

¢.. His expectations are reasonable .

. —_ d. His expectathbns are somewhat demanding

{ . . ¢. lle expegts far more than is f.ur or reason-
. " able to ask v

°

¢ .

10. Name one or fivo lhmgs about the operation of this school
_ that you. parluularly like. :
i /‘

.
L)

. tl. Give one or two suggeslwns Jor the overall zmpruvcmenl of
- the operation of llns schaol. =
o . . . . .

*12. Name oue or two things about this athQ:mslrulor that you
. « particularly like. . - .

.

3

13: Give-one or two sug,gcflums Jor the nnprovcnwnl of this

adwinistrator. ’ 7
’ Q . ) 1 9 3
i ‘ ) , S v .

wy PN
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These case studics are not sutimitted as “exemplary models.”
bt rather as examples of thonghtful responses to a mandated
process which is very complicated Lo perform. In no way do they
meet a “theoretical’ ideal for evalustion of administrators.
However, they aré examples of action by school disticts on the
feading cdge of reality. . !

These two systems dilfer both in formation and thrust. They
are working because three ingredients are piesent: Reasonable-
ness, Integrity and Trust. For evaluation to work the process
must be surrounded by these three attitudes.

v -

°

Evahution

TRUST
. A

13
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, .
; CASE STUDY NUMBER FIVE
Mesa Puliic Schools, Arizona
‘ /
Frank L. Vicino -
N s -
: - )
Even though 1 have since received my baptism m the ¢ of
educationese, it has been exceedingly difficull to sel aside my
previous training in systems and operations analysis. When 1 was
asked, therefore, to f;’\uninc.ullcmalivc ways Lo evaluate school
persounel | T was laken by my past’ behaviois and  cieated
pu'gin:lliuu with an unconstriained series of system-ottented charls
and tables. . . . ’
To be tonsistent with a systew’s orientation we musl begin

Leg wiili a definition of our system. Using the acceplable operational

définition thal a system is a group of components integrated or
coordinated (o accomplish a purpose, we can define the educa-
tional system as designed 10 coordinate the process of delivering
learning. The educational system 1s made up of magy other
subsyslems: transportation systems for delivering children o
school, cafeteria systems for feeding them, communication *
sysgems, and so on. All of (hese systems interacl. One of the
highest orders of system design, and in turm, adininistrative
responsibility, is to kegp ull of these systemi$ from interfering
with one another. How can the office communicale without
constantly interrupting cldsses witli the intercom ? At the head of
this fuge educational system is the Instmctional Subsystem with &

e . . . .
other subsystems supporting, montloring, and hopefully assisting y
* Ey

the instructional subsystein m\ils purpose. -

The wijor subsystems thay 1 will be primarily addressing in
this report are the subsystems f selection, evaluation, and stall
development, 'I'Ilécsc&sgbsysicms idve ay general. purpose - the

|{Lminl:uning and” improving of he quility_of inst?g’clidn. Un- *
orlunately , m many districts these subsyStems.do nol intevact, in.
‘o

fact, they lunction as mdependent entities. Apparently this has
primarily bean the result of fustorical accident. .

AL onge time the day of the district with one school  solec-
tion. evalvation and stalt’ development were administered. by one
persdn and theretore the *subsystems were integrated, probably

T ol m thé ,most elficient and etfective manner, but mifegrated

4
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nonétheless. As distficts grew imsgize and complexity, and as
specialized approaches in selection, eyaluation and statf ‘develop-
ment were instituted, departments blopmed with ditferng specch
pallcrns and tevminology and sometimes with seuiet vows not to
communicate with one another. IT the overall puipose of the
educational system is to be accomphshed, however, these
subsystems must fuerge, iitegrate and work together. Their
elforts must be coordipated with direct and rapid interonmuni-
cation. | see no way out of completerintegration. Possibly becuuse
itis the most effective way,.or because 1 am biased, | also see the
evaluation component as being the basic element of cohesion and
comnumication hetween Sclcl.lloll and stafl dayelopment.

The three rings of Figure | serve to illustiie the mteraction
and commmication'flow through the three unnmpwnlﬁ function-
ing-as a personnel subsystem. This figure is merely pictorial and
. extrenuely simplified. In order o examine the actual integration

system in morce detail.

Figure 2 schematically presents some of the steps and
processes that help mtegrate selection, evaluation and statf
development.

<

Host Readiness .

\\ - One of the lirst steps (6 be taken in any revamping of the
instructional subsystem, or most probaply any other system
changes, 1s what we have called host readiness. The Host
Readiness Assessment is a series of semi-formal procediires 1o
determine the degiee to which the, human, fiscal and majerial
resotrees that will be rcqmrcd to implentent proposed changes

=~ are AVAILABLE, READY and WILLING.

. ‘t In this procedure, intesviews, checklists and observations can
be employed (o collect data related to the availability, readiness
and willingngss of the resources.

y The major\thrust in,the Host Readiness Assessment is to insure
that energy/resources are not expended dving some aitly
complex and time consiming activities and find that. the time or
audience (host) is not prepared to aceept, nnpl ten l or otherwise
utilize the results. e

As cvaluators, for example, we may find that the school

ERIC : - 196 ‘

. .

process’ between the components, we nced to break down the f '
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HOST READINESS S I -
NEEDS ASSESSMENT IMPLEMENTATION ‘' DEVELOPMENT
INSTRUMENT DEVELOPMENT EVALUATION ™ PROGRAM
. FACTORS OF EVALUATION . MODE (MBO)
EVALUATION MODE ‘g ¥
. : |
. ‘ . » J [} . ¢
; 5 SELECTION 4 N .
- ) Figure 2 ]
1, :

’ tor Seiectlon/Evnluntlon Tmmmg System
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- district custodial subsystem appears inefficient and cosily, and

effectiveness evaluation is initiated and completed only to

Since evaluation is the process of delineating, obtaining and

providing useful information for judging decision altematives, it is
at this point that the host readiness assessment becomes all

important. The decisions must be made action-related.

A first step in tlie Host Readiness Assessiient is o examine
oug decision settings and then the possible alternative actions. For
example:

1. The degree of change which might result from a choice.

2. ¥he urgency or timeliness. )

3. The prediction of consequences for different decisi
) options. .

4. The costs and risks associated with decisian options.

5. Tihee audience attitudes about possible changes and wiys of

accomplishing them, . -

When a Host Readiness Assessment was conducted initjally for
the design and operation of a teachers’ evaluation/staff develop-
ment instrument, we were stopped short. The analysis indicated
that the system was not “ready” 1o accept” - without the’

administrators. modeling the proposed system. llence our en-

* Lrance into administration evaluation.

. . . .. -y .
A host readiness analysis for the ddinistratoss evaluation
oL Y o T < :
system was positive and oun district proved ready for such’a

system. .
‘The next step after host readiness is lo determine the-needs of

 the administration system (Figure 2).

Needs Assessrﬁent

;

The termy “needs assessment” covers nuany ~and  diverse
y r

situations from the very simple act of writing a grocery list, where
il is determined that we do not have a sl of items with the
underlying assmmption that we ought to have thostems; to the
very esoteric “moditlar componenis analysis with regression on g
criterion variable™  which, to everyone's reliel, including mige,

- w193

the socio-politicat ete. forées ave such that.fo change =™
can take uce, or that you could not 'ﬁnd:unyunc in a
decision-making position (0 implement’ and/or wtifize the find-

ings. . ‘ ;

e
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will not be presented here. . / T,

"Some needs, because of thé superiority of our information
gathering.system can be nwade fairly obvious. The needs of @
baseball tean are gerdeally apparent, since there are volumes of  *
statistics available to help determine these needs. You cun™
examine your team in relation to others in areas like:

Team Batting ’ . »
RB.Ls . ' -
Slugging Percentages

Pitching® ™\ . N

4

a. Won-Ldss - ' - 0

b. Earned Runs
K2 Strike Outs . .
. d. Walks. ) ‘ .

¢. Use o] Relief Pitchiers R ’
-”aclding‘ T ' »
’ a. Lrrors ’

- b. Double Plays, » N C

c. Passed Balls, ' ‘ D

The team ,administrators could then determine where Aheir
needs lie, whethier it's in pitching (eft-handed vs. right-hangled),
fielding (in-ficld, out-field), hitting - all the time, etc. In fact,
statistics aré so well utilized that commentators continually refer .
to the manager’s playing of percentages.”

As a needs assessment program, the baseball team model is.
fairly sophisticated but since there is so maich data available the {
needs become apparent — more difficulty of course lies ahead in |
satisfying those needs. - _— ) ,

Youi can go: from that situation with the needs expressed
rather obviously, to the case of the clinical psychologist or
psychiatrist where extensive and subtle data gathering has to take L’
place before any needs can be determined; and the needs can he '*
so,_ well hidden that different clinicians may come up with

diffesent necds, hence varying freeption andfor prognosis.

As you can see from these examples, there is 1 wide range of g

needs assessinent procedures in terms of complexity and ob-

viousness. There are also other less apflarent dimensions, but it
will serve ug well to examiie a few examples in operational detail
that have been.conglucted in Mesa, along with pitfulls, warnings

’

-
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“Y “and hopefully some useful suggestions. The examiples 1 have,
chosen fall somewhere in between the baseball and psy(.lnologsls
needs assessment procedues in terms of complexity and ob-
viousness.

rcsulls of the nceds assessment (Vicino, DeGraci¢, Zaharis, and
Frase. 1973). Afterwards | will discuss the operations usedralong
;' 'with the problems, pitfalls and sticeesses we ech along

. related to the evaluation and staft development of school dlslml
adnums(ralors A
. In what areas of knowledge and skill is it important for the
" Mesa Public Schools to have competent administrators?
2. llow many of these skills do adwministrators have now?
3. What skills would they like to gain and/or improve?
47 Wlml is the best way to establish a system ‘enabling
/ administrators to get .;ml/ur improve those skills? .
. Most programs. of this nature inclide an analysis of areas of
Xnowledge perceived by the distrct to be nmsunpurl.ml for
« admhinistrators, and an_assessment of the administratoss’ compe-
tencies in these arcas. This. is sometimes referred to as the
(llsu(:pamy of what-*ought to be™ to what “is
- What is lacking in most of these analyses is the inclusion of
what “is wanted” by the administrators. In order for any lr.unmg
< program to increase the probability of its use ontside of the
trajning session, it should reflect “individual training desires™ us

* well as district discrepancies. \ .
** * We designed a needs assessment model, rcfcrred to as
ANAM — Administrators’ Needs Assessmient Model - - answer
the series of guestions posed / | .
Figure 3 sliows the steps we nsed to determine the. clcmcnls,uf
an administrators’ training program using:
. Value tlie value or priority of a particular area “of
. ©_ knowledge to your local public - (llSll’lLl
administrators. ’ L
. Gaps as reflected by the mdmdu.nls pcn.c:vul
u)mpclcm.y
o - Affect  anveasure of affect expressed by the mdlv:d
EFRIC nal’s desire for tridmng in a pdl’llulld{ :I.TCd.

. : /21’"0
. i

I will describe a needs assessment model we employed with the,

the way:, . .
- The med} assessmenl like most needs a Ks(ssmcnls was born
ont of a series of qucslums - those “‘seeking statemients™ were

¢
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An)zls of admimstrator knowledge that rank high on value, -
knowledge gap and affect could then be used to form the. basic
and immediate clements ol a district training prug;um. -

VALUE + GAPS + AFFECT = TRAINING NEEDS

I is Impcd that use of this model will mucasc the pussnlnl)y
of broad acceptance, utility and effectiveness by including mput
from the mlcuslul subpublics. Successful ownership -is then
“transmiited 10 the ‘participants of the training program wlldrc it »
belongs!

Now Jhat we've had a chance to Iouk at the p:,encml model
(.ll.lleLI’ISll(.S we W|II now look at the operations involved in
fulfilling the reqmruncnls of the model.

v

A}

. ‘ : Tablel
Program Steps *
1. Steering committee selection and meeding. -4
2. Detenmination of ¢ontributing subgroups. )
3. Model determination. K .
4. Generation of initial list of areas tv be investigated.”
- - 5. Workshop with groups made up of repr‘esenlulivcs from
contributing subgronps with leaders: o
a. Presentation ol inifial list. . .
- b.  Augmentation and consolidation of list.
. ¢. Finalize list.
N O . Steering connmitlee wmerges all Ilsls, climinates redun-
‘Uancies, consolidates arcas and prepares {inal list.
‘ 7. Final list sent to greater fumber of representatives of

- conlributing subbruups for pnunly ranking to establish )
A district VALUE,. .
s 8. Instrument prepared - reducing list according 1o infor-
. . - mation generated in Step 6.

9: {ustrument administration to target populstion(s).
10. Reduction and analysis of data to determine ranking on
“GAPS and AFFECT.
11, Subject data to wodel formulation resulting in final
+unking based on VAL UE, GAPS and AFFIECT.
12. \Use. monitor, feedback, change. '

The first step shown m ‘Table 1is the usual lirst meeting --
I

O

»

.
»
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what are our objectives? b this step an Assistant Supermtendent,
the Director of Sttt Development and the Director ot Research
and Fvaluation set= the constiaints and detals conceming the
accomplishment of the next fowr steps. .
They deteimined the contributing subgroups. that s, who
should coiitribute 10 the détermmation of a test of administiator =~ -
areas of knowledge. This 1s one of the fust magor aeas of
potential pitfalls  we would hke wide participation * diverse
. representation for ownership and comprehensiveness, but we all )
know the mverse rel.lhunslnp between commntice size and”
product .ILL()lll])llShlllClll Here is where political sagacity and
operational dictates must be optimized.: B sorry | have no words
of wisdom concaining this step other than to emphasize that
one should spend considerable time dd concein wm detennining
subp_.,roup representgfiog. - .
Ous resulting Jubgroups were a(hnumlr.llup\ that represented
, the following arcas of experlise.
1. Business and Finante.
2. I’uhcy'Adnmnstmlmn
3. Progiam Development
4. Elementary School Admmistration
5. Secondary School Administration
s 6. Ouside Pistnct Admmistration’
7 .
8
9

¥

. Principal - .
. Amslam{’rguipal oo T
. Rcsc.mh and Lvaluation” ’ )
10. Consultants . .
* I't. Vocational School ) . .
12. Guidance # . '
13. Personnel ] ' -
; In"terms of Step 3, Tuable 1, Model. Determination, we R
. developed the model as, outlined furlhc and dclcmm@d Ahat '
each of the entiti¢s be given equal weight. ) , '
g R must be pointed out at this point that the mmfcl can be
adjusted for uny future chimges'in district philosophy or for other
L schoal districts with diff¢iing philosophies. . |
. Referring back to Figure 3, 1o change the model ope wuuld |
- sunp]y decide which of thc three areas, VALUE, GAPS, «
ABFECT is the most importamt 1o the prevailing (Ilslml

, philosophy. Sifiply by varying the weights of the three . -
LS .

>

L' I ’ ' s ) PR . K
| 04~




.

k3
1S

-/

. - . . T

‘components of the model, the nodbcan be designed to meet the
specific uceds of any school district. A district with a central
administration establishing strong direction would weigh VALUE
geeater than either of the other dimensions. llence, the model
would. employ the following WCI},'IIS 2 (VALUE) + t
(GAD) + | (AlTl(‘T) Training Nccds This, theiefore, gives
the administrators twice as much voice in the training needs.

When generating a list of administrator knowledge arcas, sone
guidelines at least in terms of “level-of beliavior™ must be given to
the groups coustructing ‘such a list. We could list general
ambiguous skill arcas such.as “Humag Skills™ or we could be
extrethely specific and tatk. about -behaviors such as “smiling”
“greeting” cte. or we could sirike a level of abstraction between
the two sych ds Laslemng Skills, Conflict Integvention Skills etc.

|
We aueul to deseribe behaviors at the level of the latter — we-

< still, hpwever, ha }lo present the subgroups a “starter list”

" prevent the hslm;, W skill areas which were tbo general or luo
miniiséule in approach. “Starter list” behaviors were based on the
rescarch literature concerning the role of the principal and other’
‘seibol administrators. Then onto steps 5--6 (Table 'I), where

_small groups (preferably heterogeneous) with group leaders were

O

set up in a large mddia center. The committee members were then
given a time limit .to complete the list with no coustraint on
muubcrs\of items. They: were (old to “Ag,rce to Disagrée on

content” and ‘“Agree to Agree on process.” In this way we

“insured lhc diversity*and richness of the list apd yel preserved the
process. .~
At this ppint the hsls from the various groups were merged,

redundancies eliminated, areas consolidated, and a list for

prioritization (VALUE) prepared (Step 7, Table 1) ~

The list was then given to- representatives of the afm;emcn-
tioned subgroups responsible for district policy to prioritize
according to ‘district value, In reality they were asked to rank
their top fifteen. Average ranks were calculated and district value
rank  the first dimension of our model + was established. (Slcp
8, Tuble I) . o

“Then ai instrument was: prcparcd to be admuuslcrcd to our

target population, in this case all district administrators. (Steps 9,
10, Table 1) .

The first page of the resulting questionnaire is shown in Figire,
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Figure 4 : . . . ~ -
. t - -7 LA
- Finst Page Questionnaire ' ..
Adminictrator expefiencefinterest questonnaire LRI \ : : x .
é ¢ ' . ‘ "
Form 1 T, ¥ L : .
. S . ! --
, < , X .
Name . - v, TiiePsiition hte 4
* . vt oy .
. A 4 <@
Directions  Place a chagk mark i both columng 4t u}d gt for each ares. k
Ay T -
- s - . .
NS B N\ .
L. AREA " I: EXPERIENCE o I, INTEREST °
Expertise in | Worked with Knowledge of No knowledge Deswe | Desire | Do not
x, in meny stu- . extends be- . of extends to noj further | treining | desite !
ations - even yond definition | move then sim- traintng | m trainine .
cen srve a3 though modi but have not ple definition ¢ | in "
- @ conpultent { fied ) worked with .
Group dynamucs )
Decisior-making °
Communication*{writtes and verbal) . a C
onl ention :
Tean: and task force o b - ’ ¢
— A
Management by objectivet -
Child development T
Listening skills . [ .
Corticulum developrient . ' R g . . ; .
‘ . ‘ -] Ik L Viino."Repninied with permmsion 8
- - - ; — o =
Q . \ . . - .
ERIC : 2006 .
- } 3 ..
- “~ .
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/ o Thc followmg, steps were used in constructing the instiument:
s l “Theslist of knowledge areas was streamlined by climinating
- S()m‘c cxlrcmcly low, Hnlfed arcas and combining snmlar
ones. ‘
_* 2. The questionnaire or inventory was developed to alfow the .
individual administratogs within the district to indicate and
. k rcl,lslcr their perceplions regarding their expertise and their
. desire for training in the. knowledge areas.
The guestionnaire was then scul (® district administrators.
Théy woere asked to indicate their extent of expericnce with
the specific knowledge areas by checking the appropriate
response-under Experience. In the same manner,lllcy were
to indicate their extent ol interest in the knowledgoarca by
checking the appropfiate response under fnterest.
, 4. In gesponding to the quesiionnaire on the section under
. 4 EXPERIENCE, the administrators were asked 1o use the-
following as definitions fugllclr responses. /
a. Iixpertise in .
You lhave experienced the. practice or procedure in
diverse situations and hecause of your wide experience -
or training are able to serve as a consultant, conduct a
workshop orlead a task group in that area.
b. Worked with - <&
. *You have ntilized l}cc practice or procedure. (even <
; though nu)dlﬁc(l) m ;your adminlstratiee or teaching
' roles.
c. Knowledge uf
{t Implics that y()ur knowledge extends beyond definition.
As an cx.mlplc you have read articles in the mea or have
discussed implications of. the procedure or pmuue
d. No Knowledge of
Your knowledge of the area extends to no more than a
simple definition of the procedure o practice.
When the questionnaires were completed and retumed, the
data was reduced and analyzed to detennine ranking on (. APS
and AF I ECT. (Slcp Ll, Table 1) N
Table 1 pucs‘cms the top 15 ranked knowledge .ucas in terms
of VALUE  that is, the way the distuct policy-makers priori-'
tized the knowledge arca in terms of imporluuc'c to the district,

w

N &

-
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/ Table II ~.
) . Value
Rank ©  Knowledge Area
[ Group Dynamics -
2 Decisioy Making'
3 Commuhication (Written and Verbal) a
4 Confljef Intervention .
5 Mmiagemcnl by Objectives
6 Child Development »
7 Team and Task Force Orguni'@ulion'
8 Listening Skills o
9 Curriculum Development :
10.5 Necds Assessment
10.5 Creative Atmosphere (SchooJ (‘Immlc)
12 Task Analysis |
13 Learning Theory l
14 District Organization '
1S Program Coordination ~ .

Table 111 shows the rankings for district gaps  that is, where a
fack of competency was perceived by the respondents.
. ” . N

Table 1M1
Gaps

Rank Knowledge A ea

? . ’chr Round School ‘<, '
o 2 School Within School
’ 3 "t Modular Scheduling
4.5 Continuation School ,
45 Operations Analysis ’ . .
6 Athletic Scheduling '
15 Vocational School |
- * - Multi-cuttural Applied Knowledge
- “95"  PPRS/PERT - .
9.5 Criterion Referenced Tcslm,_., \ .
e Daily Demand i :
2 Design of Resource Center

7208




- N & s ) ‘L‘ : ’ b
13 :’\céuun\linl,0 Co o
14 Systems Analysis .
15 Data Collection aind Reduction
Table IV dcp:cls the rankmgs for dlslml desives for training. )
R ¥- TablelV. . .
Affect %
Rank Knowledge Area.® . )
S | 7 Management by Objectives -,
- 2.5 Decision Making R Rl S
25 Needs Assessment s
4 ‘Teacher and Self Evaluation -
5.8 Task Analysis e ;
. 5.5 Systems Analysis L . .
9 7 Group Dynamics ) v
* , 9 “Team and Task Fotte Or;,amulmn ¢ 77 ’
9 Diagnosis and Feedback Procedures .
"9 Multi-cultural Rppllcd Knuwlc(ll,e ’ .
i Y PPBS/PERT R
12 Operations Analysis ’ -
13,5 Evaluation Design . .
R 13.5 Conflict Intervention ]
15  Performance Objectives t /

The ranks for Value, Gaps and Affect were then subjected to .
the model manipulations and the resulting list expressed the most *

, pressing .md desired training needs (Table V). . .
b . . .. ‘TableV .
. . Training Needs

Rank Knowledge:Area

Management by Objectives

< l
. L2 Conflict Intervention
q 3 Operations Analysis -
4.5 Multi-cultural Applied Knuwlcdl,e
h 4.5 Systems Analysis ‘
o 6 Task Analysis A /‘\
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Group Dynamics
Needs Assessment
%9 Team and Tusk Force Organization
10 PPBS/PERT
[ I iagnosis and Feedback Procedures
12 Decision Making .
I3~ Child Development” :
14 Criterion Referenced Testing ~
S District Organization S \

This final ranking (training needs) was determihed by stmming
ranks across the three colunms of Value, Knowledge Gaps, and
Affect. The new set of numbers was then ranked with one (1)
representing the arca with the maost consistently higher. rankings
in Value, Knowledge Gaps and Affect. (Step 12, Table 1) o~

The succossful district administratos training program shoukl
; wer 1o the higher

N\

begin with training sessions designed to answe

fanking training needs formmnlated by the ANAM.
At this.point we are at Step 13 (Table D) which'ig;ihc Use,

Monitoring, Feedback and Change of the program resnlts.”

L

wy

<

Other Uses For The Data

4
«

PR

The following section describes some expericnces we have had -
with other uses for the tata collected in the ANAM.
Task-Group, Lecturer, Workshop Coordination -
Can Be Sgreencd From Original Listing

KY . N

An opportunity presented itself to nse the "ANAM in -this
manner. There has been considerable interest in the district in
examining the scluml—wi(hin—llnc—sclux_)l concept in' reference (o
the building of our newest high school. :

We queried the fomputer for names of administrators showing, °

_a hight degree of owledge in the aren along with high interest,
We came np with nine names, fonr of which eventually became a
part ‘dF a task force' in examining the advantages and dis-
advantages of school-within-asschool.

1y
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Chart And Monitor Personal Growth o
in MBO Programs - ’

2 .

The computer printoust can present a profile of a particular
individual. The adwministrator and his supervisor could exatnine
the ANAM for possihltz arcas of growth, interest, etc. and base
pessoniel growth plan on the data base information. "

. "
'Invitation To Training -
In Areas Of Interest .

.
9’1

When training programs or special interest lectures \re plan-
nedy an¥ANAM printout could present a list of personnel that

<

indicates desires for training in that special interest arca. In fact, "

invitation smailers could be printed from computer storage.

4/ ’

. P ¢
Designing Training Programs

Specific Subgroups

“€

/ Just alunu"lhc time of the completion of the ANAM, the
district was engaged in setting up an Administrator nteruship
Program - where a grpup of teachers, consubtants and specialists
were screened for. future administrative positions in the district.
Those who passcd/lhc screening were enrolled in an Adininistra-
tors Training Program. All of the participants were administered
the ANAKL. An analysis was done on the results and the training
needs for. the grolip were determined, and the training program

designed aronnd the needs. M

~

<

*

GAP Profiles As Baseline Data :
For Administrative Change . “
Y k] ;‘
The change dictated by the gaps conld_be bronght about by .
selecting administrajors agconling to gaps or moving administra-
tors to work §ialinns’whcic they wonld fill a void.

.

- Pitfalls And Problems

)

. " o - .
Now that | discussed all the positive aspects, | wonld like to
~
stop right here whiile I'm ahead, but it says here that | will expose

211” )
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pitfalls and problemus . S0 \
Self-Evatuation Problem ‘ .

Most of us would prefer o rely upon our own instincts and
experiences for an. on'goin'g sell-evalubtion. But such evaliation is
limited by its nature:’

> Tcll me, good limm.v can vou sece your face?

No Cas.wus' Jor “the ¢ e sees not liself

.~ Butby rcjlcclum by some other !Iungs

The ‘crificism that the ANAM deals with scll-cvaln.uion is well
taken. To des:yn a fest, however, of (.roup Dynamics or Conllict
Itervention coitld” probably involve: our whole Rescarch and
Evaluation Department for six months to a year. In ANAM theie
. were fifty-four such competency areas. It became apparent carly
that testing at This stage of the game is not plausible. We
attempfed<to rectily some of the sell-evalration problem by
stating the response in behaviorilly defined teris — Expertise In,
Worked With, etc. Fyrther'm our analysis we collapsed response
categories so that when responses for Expertise $ and Wogked
With were combined ‘in this “manner some ambiguity inﬁhc
individual’s perception would be reduced considerably in data
analysis. Py

In addition, further validity checks are employed when the

results of the model are implemented. As an example, if one of
the administrators indicated hefshe was an expert in a giveu ficld
and is then asked to assist in dcvclopmg a workshop in an area
ith which expertise was dalmcd the StalT, l)wclupmcnl))éparl-
ment could: then  assess “the admipistrator’s background and
observe campetency prior to |)¢rﬂ||li|ng the workshop and thien
again by assessing the success of the workshop.

Knowledge Area Definitions Weak

Another arca where we sulfered, criticism - and 1 have to
admit rthlIy so— was in defining the knowledge areas. We
assumed incorrectly that’ suu.g these lists were generated by
administrators, they would compreliend the terms used. That.
assumption was correct, but only in part. The terms should be

} o 21e
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- upcmuonal defined and then presented to the tcspondcnl; of N
the questionnatre.” On the-second administration of the ANAM. )
and ap othek models since development we have included a list af

©  the lz‘xns with operational definitions. R
B L 4

«.‘».... The Threaten ng Nature Of The Instmm_em
1 N
Anotlier problemn we were afforded. was the perceived threat-
ening pafure of the m§lunmnl When lmlmuy cmployed the
aduunislmlurs felt that rcsulls nyy be used against them in Some
way : ) )
The following represent three wnsndcmlluns that we found
v mpst be addeessed in order to iedmc the threatening nature of "
ANAM N -’ ]
« 1. Use as many mlcrcsled. suhgrqups as you cffectively can in
designing and defining’ the knowledge areas, s that all
” groups feet ownership of the mstrumcnk<
"z ¢ 2 Spend tipie ewphasizing the staff development aspects of
* * the model and how the desire for- improvement is ad-
dressed. - . o,
3. Administer to small¥%groups (loss>than ’70) after 4 delmlcd
\ discussion period on the model and its usage in person\al
‘ growth, . N ‘\\

\ .e |

\ Where W’e Arc At ’ . \’4

\ K

Wc look back with allemalmg feclings of success and failure ¥ ¢

, when we exaniine our present status regarding the arllullalmn of -
)
Slafl Dcvulupmcul ‘valuallon ‘nd Personnel activities vm the N
mslrm\\mual suhsyslcm Twodel. chg~quanluallvdy oriented 1
. B

would say we are about 40 pereent of lhe way towards the ..

" successful accomplishment of our subsystem model. We ‘have
* gicceeded more in integrating-the program with Stafl Devglop-
ment au‘l‘uns and activities than we have with Personnel actions.

, AL present, however, we are examining means, of profiling schools
: in—terms of the l{mwlcdbc area needs of *their staff. This - .
information, it is hoped, will be utiliced by the pc(smmcl '

., screening conunitiee in addition to the traditional job descrip-
tions. Further, we ate working with representatives fram the
adminigtrative stalf, lc:}uhcr orp_.,am/.llmns and the Personnel

Q 4 3
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Dcpamncnl on constructing evaliation % ohecrvau%nslrluncnl.|~
tion based on similar behaviors 1o, those outlined in an- Instyue.
tors’ Needs Assessment lnstrusment (DeGracie, Vild, and Vicino,
1974) developed in the smne manner as ANAM, . 3
‘We view the futme of the model with positive anticipation and
just enough guarded enthugiasm si as not to impede our progress.
. .

.

§
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PART IV
A\

GEPHART ON DESIGN

NSPER Co-Director William J. Gephart presents a practical 4
apprgach te the engineering of an cV.lllth()ll design. Inlienced °
. by his contact with Genald Nadler, Dr. ch]l.l(( ofters a logieal
. system useLt\tl\m the design of 3l types of evaluation eflorts.
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DESI(-NIN(‘ A PLAN FOR LVALUATIN(‘ o
« ADMINISTRATIVE PERFORMANCE

g

.

"+ William J. Gephart

»
-

Previous chapters of this book have given some defimtion ul
the adminstrator’s role and function, insighys into the problems
and issues in évaluating that role and Tunction, and llustiative
plans being used in opes ating school systems. 117 school hus the
tesire or mandate 10 cvahiate the administrative function, the
next step is the design of a plan for canrying out that evaluation.
The material which foHows outlines progeduies (o the design’ot
that plan. Most of the discussion which Tollows is based on the
writings of and experiences of the awthor with Gerald Nadler,
University of Wisconsin-Madison. Readers should umderstand that
credit for the positive clements of the methodology should be
direcied to Nadler. The negative elements are 1o be eredited 10
this writes. Thiough the application of these l‘h!llﬁl()(lS. cducators
can creale working procedures that are sitnationally appropriate
and modifiable over fime. This assertion is based on severul
applications of ‘the design procedures by this writer, .md on their
use by numerous other educators who have worked with Nadler.

.

Assumptions Basic tp the Process
a .

~ The approach described below is based. on a number of

assumptions that should be uaderstood at the sutset aiid recalled

as the different points m the design system are studied.

I. The creglion of a plan lor evaluating’ admimistrative
perlormance is a situationally specific, non-tiivial task.
General plans  and  models for evaluation have "been
describedby many writers. These descriptions are expressed

. i a language that is abstract enough 1o be appficable i

almost all settings. For example, Stuffiebeam ¢t al. (1971)
define evaluation as, “the process of-delineading, obtaining,
and providing information for judging educational decision
allernatives.™ Such a statement makes a contribution 1o
general understanding of the evaluation process. But, it
does not deffnitively set the different kinds of work that

. . 217 \
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will be needed in a specific time and place: There is general |
agreement evolving among the feaders in-the field that
evaluation is a situation specific process and that the design
. “of the evaluation plan is a non-trivial aspect of the proces.: )
2. The creation of a plan for evaluating administrative
perfomance, in a specilic school ot schoobksystem should be
- conceived as a continning activity. An evaluation plan is
desigyed to serve a particplar purpose. As g result, it has
-~ . particylar task or work® clements. And, “sin,cc purposes
change overs time, it shquld be anticipned that_the
evalnative plan will change ovwes that tis “I'ls, anyjelTort
to cieale -an evaluative plan for appraising administiative
performance shonld asgame  that the plan and ils com-
‘ponent Lasks will_change #8 time passes AND that the plap .
. should systematically expedite such change. ¢
3. A nsajor element [or determinmg structure in the design of
a plan or procedurc is the puirpose or function to be served.
Clarity is needed regagding the guestion, “What is,it thalwe
want theplan (o accomplish, if it works properly?” At feast

L 4

two pupreses arise in the discussion of evaluation of the )\:

» performance of personnel. Those purposes are the provision
of information for: (1) decisions rclillc(l lo personal or,
individual improvemeut, and (2) the administrdtive deci-
sions of promotion, salary, assignment; and tennination.
The evatluation plan designed to accomplish onc or both of

N éIllcsc purposes will be shaped largely by “the information
needs ol the chosen purpose. ) .o

34. The individuals most direcjly involved with the plan oncgit -
is operational should be actively aid continually involved in
the design_ of that plan. The knowledge necessary for
operating of effectively participating in A plan must be |
possessed by tliose who will use it and those who will be
participants in it. To ensure this, the design of ‘the plan

‘

- _should involve them, o Y ) .

.5. The strategy used by an individual ora group for resolving a
probles-inaterially determines the nature and guality of
the solution.. The need for a plan or procedure to evahiate
administrative perfopmance is a problen; with certain
dimensions. Tiere is an intention to ‘do somethng that is
blocked by the absence of a tool or Qccdure. Numcrous

\
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w . strptegies exist for systematic resolution of problems. In
T ! education, the three most commonly used are the reseirch,
° . evaluation, or ®development -processes. Each of these
. processes serves a parliculin function: (1) the reseaich .
process is particularly efficient in the generation of knowl-
edge, the conversion of unknowns 1o knowns; (2) the
evqlnaiion process is particularly cfficient for determining
: relative or'absolute “worth™ of an entity or entities: and (3)
the developmierit process is particulmly efficient in the
axo- creation of - tools or procedures for doing work. Il a. =
"« resolution strategy is used on a problem other than that fof
whichi it is particularly cffective, the Sohition is typically’
- limited in its effectiveness. Thiis, the dilferien(iation of
these Strategies (and their appropriateness in problem
resohition) should be clear in the minds of -individuals
. charged with (the sofution of a prablem. Typically, educa-
) tors do not differientiate between the research and the
. 'devclopmcql process and only recently has there been
- much agreement that research and evaluatiop are different

f

- * ‘processes. . . )
As indicated cadlier; these five asswmmptions structure the re-
mainder of this presentation. The next session will present the
development or design process as articulated by Nadler (1967).
,That will be foltowed by an approach to describing a “system™ (a
lool or procedure), also developed by Nadler (1971). This
approach to “systemns analysis™ in this ‘writer’s view is a much

- more “prescriptive” and helpful agproach to the analysis and/or

_ description of a SyStem thag the more typical inputs-processing-
£ outputs (Hall and Fagen, 1956)."The linal section of, the paper
presents steps to be followed in applying Nadler's design

* approach and systeshs description matrix to, the design, Jdmple.
mentation, and evaluation of a school or school system plan for

™ eypluating adlllilli§lralivc perfonmance.

Wt;rk Désign — The Nadler Approach to Creatjgg
+ Work Procedures Y »

1)

I The Nadler approach to designing work procedures evolved ‘
from efforts of the Conversion to Practice Research Group at
o Washington Univessity. Gerald_Nadler, now a professor, of
X o

3
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industrial enginecring at Madison, Wisconsin, was a member of
that group. Concerned with how people clfectively design
working procedures and -+ tools, the .Conversion (o l’raclic\:‘g
Research Group did a mumber of case studies of subjects
“identificd by a pecr nomination technique. Individuals were asked
to identify successful developers of tools and procedures. Theig
case studies dealt with a number of ficlds: industrial engincenué ’
:psycllt)loﬁx,-llrball plannfng, architecture, medical tréatment,
" legal briefs) etc. After the individuals were identified they were
- extensively intesviewed regarding ihqi& patterns of work in
creating- a new product or proécdurc. Out of the case studies,
Nadler has identified and described 10 elements or steps in the
. development process (Nadler 1967).
- The:1Q clements of. the design processare: -
1. Fungtion determination. In this step, the individuals
. involved worked together in specifying the functions. to _
be accomplished and the purpose of the system to be -
designed. In doing ihis Nadler advises the greation of a )
hicraracy of functions. This is obtained by starting with
the function on which the group initially is focused and
stating as clearly as possible what would be accomplish:,
ed if that set of working procedures or system were
o designegl. Once a group agreement has been achieved on
that function, the group is asked to pretend that the
procedures of tools liave been created and that they are
working effectively. Then they ‘are asked to identify the
next level of functioning that they would be concerned
about. This is repeated until the group indicates it is <
B " impossible to go to any higher level-of function because
of questions of authority, resources, etc. After the ,
» fungtion hicraracy has heen developed,- the group then
> : makes a decision as to the highest level in that hicraracy
for which they want to design a new procedure,
2. ldeal system dosign. This step involves the formulation
of the best possible way for accomplishing the function
\ ‘ chosen. Nadler suggests that the zeeo functian guestion -
(What would the circumstanoes have to be in order for -
us, not _to need to design that procedure?) be given
_ serions altention. This question helps identify many of
. the componcnts that_ will be necessary in the ideal

'ERIC " - - - ) ’
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system or accomplishing ‘the JWork. Nadler has also
evolved an approach (o syslcms analysis (tyeated in the

"next section of this paper) that hcips describe an ideal

system in considerable detail. The product of slep two is
the identification of the dilferent components of a
system that will be needed if the begt possible approach
is going to be taken toward acu)mphqhmz, the work
tlesired. . -
Inﬁmnalwn gallwnng This step ulls for the llldl\'ldlldls
involved in the design of the new system, “to gather
information about- the existence of the components of
that system. They are seeklng to find how many of them
may already exist, and to find if any of the components_
exist in more than one form . (that is, are there
alternatives for any of the apparently needed compon-
ents?). - e

Alteniative system suggestion. After the information is
gathered the |ndlviJuals involved are asked to consider
what “alternative syslcms suggestions they cin create
given the information about available wmpongnls This
calls for them to cunsndcr as many diflerent plans for
doing the work as possible. These alternative systeins
will involve different ways of working around situations
where specific couponents do not exist and incor-
poralinl, all the allcmalivcs avajluble for a single system
component, k .
Feasible solution selection. This step asks the individuals
o examine' cach vf the alternalive_systems that have
been designed to sce which of them may be most
feasile in a given setting. In this*deliberation, they
should consider both the demands and needs of the local
setting and the completeness of the alternatives being
Aunsidered.

Solution Jormation. This step involvcs setting up in
operational form the procedure chosen as the most
feasible solution. 1t recognizes that some of the elements
of that solution exist, and perhaps sonie. do not. ft
involves working ont the mauner in which either those
missing components or elemenls are filled or mldml

around.”
‘21
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7. Design review. This step asks the thdividuals involved-to ™~
examine the formulated solution in terms of the degree *.

to which
mined in

it is going to accomplish the function deter-
step one. Some iteration of the previous steps

will probably be necessary.

* 8. Design tests. Now the design is put’to work. This_
involves setting up the procedures and actually working
through them and the collection of data to see how it

operates
function.
. " pecessary

and’ the degree to which it accomplished the
Again, iterations to prévious steps may be®
given a wide discrepancy in the data generated

and the degree of function accomplishment desired. .

‘9., Solution

installation. Once the design tests indicate an

acceptable level of function accomplishment, the solu-
v . - N
tion is installed in the setting where it.is to work

.

necessary

continually. This step is emphasized as an important part
of the design process, because again, -a review is

to asswre that the new procedure will work

£under the actual field conditions in which it is nceded.

10. Establish

performance slandards. This step calls for the

determination of any special conditions that musk be
met in the cenvironment in which the procedure is to

A ‘work. Th

is step is necessary for maximum efficiency of

—1hie newly designed product or procedure and to prevent”

unuccessary break-downs in the procedure. 3
Nadler indicates there are three criteria to be applied to any
development effort which would employ the above procedures.

#Those criteria are:

(1) the degree to which the chosen function is

agcomplished, (2)¢h|c cost benefit analysis of the systems,and,(3) °
the degree to which the people who-ire actually going to use the
procedures are involved in its design. Nadler emphasizes the latier
as an cxlr,ﬁ:mcly important criterion.” Ele has stated that he would

radher help people

build an imperfect system which they can use’

than build a perfect system which cannot be used. An expansion

of these ploints can be found-in Nadler’s writings (1970).

The Nadlir, Matrix

B

.

for Systems Amlysis° .

-
Much. bf the language used to describe a system in systems
analysis procedures s relatively abstract. fn such writings, a
. .
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syStem ?v'i[l typically hc described s having three components.

inputs, outputs, and® processing. 1t is contended heig that thas
language is too vagug and abshiact lo be of nuull)ftlp to the”
person ch.nrg,c(l with the responsibility for designing i new tdol o

proceduie, either of which cin be conceived of as a system,

Nadler das created a 8 x 5 matnx which identifies 40 classes of

Questions useful in describing a system. lle has done so by
identifying eight _eleiments wludl he says are common o all -
systems and five dimensions that should be used in examining
these cight clements. The.matrix is shown in Figure |, The eight
system clemients are delined as follows: (1) Function. Funchion™is
the mission, aim, purposes or primary concern sought in a systeni,
what the system should .uluch.ur do (not how well the system
functions buy what it accomplishes). The function is usially

slzllc(lL in the infinitive form of an action verb: to determine, o, ‘

identity, 1o dissemumte, to obtain, to teach, 1o collect, elc. (m.lls
goal-like words and phrases, measures, rights or objectives are
never included in the function statement. They specify the rate
dimension of the function. The function is the prmary concern
i the analysis of the system. (2) /nputs. These are those physical -
items, information -and/or human beings on’ which processing is
being done and which are changed in form. (3) Owtputs, Those
things, physncnl itcms, mfummlum human beings, .nul/or services
which reSult Trom the processing of inputs (in. other words
outputs are those things into which the inputs are changed). (4)
Sequence. Sequence refers 1o the process, tiansfofmation. con-
version, or order of steps which changes the inputs into outputs.
(5) Enviromment. The physical, locational, and attitudinal (sucio-
psychological) factors within which all the other system elements
operate. THs includes the “real life .Jlmu'iphcrc in which the
system exists and opersies. (6) Fhuman agents. This clement of
the system refers 1o the human resources requited for the
operation of the system but are not converled in form as the
system operates. (7 Physicial Catalyst. Physical items are
sometimes needed 1o facilitate the accomplishment of the
function. Il those- physical items are*not changed in form, they
are considered phiysical catalyst elements of the system. (8)
Infonnation catalyst. In the same manner as the phys:cul Catalyst
are sometimes needed, so too is mlormation rcqumd for the

operation of some sytems, TF that mlormation is not changed in
“ é
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. .. Figurel

Nadler's Sysfén; Aualysis Matrix
‘Dimensions

General .
Nature

Rate

v

-~ 5 R

" Control

Inter-
face

)

Function

-

Inputs

* Qutputs

Segquence
;

lin!itomncnt

Human
Agents

Physical
Calalysts

Information .
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Calalysts
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form as the system aperales, it is considered in the Nadler scheme
as an infornalion catafyst. .

1t might be helpful for the 1cades to have a simple illustiation
to identify these eight system clements. For this puipose, think
for a moment about’ the hghting system that 1s bemng used to
illuminate the page you are currently reading, and consider that
as a system. lts Tunction is to provide the necessary illamination

“on a work swiface. fts inputs are human energy and electiical

* clectiical energy passess, All 61 these items s

energy (human energy to flip the swilch, electiical cneigy (o
provide the light). Both of these forms of energy me changed in
form as the system operates. Outputs for the system inchide heat
and light energy. (It should be noticed at this' point that outputs
JAre not synonomous with function. Outputs are those things (o
“which the inputs are converted. Some combination of the oulputs
should accomplish the purpose or fanction. In almost every
system, there are more outputs’than the minimum set necessiy
to accmnplisll the. function.) The sequeirce clement of this
illumination system requites the expenditwic of hunan energy in
the flipping of a switch; that is, a conversion o the uwman energy
into a motion. Next, the (.Iosmg of the syitelr completes'a curcuit
and allows electrical curient to move. That current, in tun,
encounters a resisience which prodm.cs the heat and light energy.
The environment has physu.ll and geographic characteristics, as
well as perhaps some attitudinal characteristics. (In some in-
stances, Lhere seems to he an attitudinal set which requires o
particular form for the illumination systent:“ It must decorale us
well as illuminate. In other environments, the decosative clement
is not as apparent.) The environment in which your ithimination
system is operating can be described as both physical, focational,
and emotional or .mn?udnml in chaacter. The hmman agent in
this particular system i (e person who flips the switch. The

individual is not changed in foim through thag activity, but

without that activity the system does not funcy
physncul catalysts of (his system inchides the s
wire, and the glass enclosing the filament

m properly. The
itch hardware,.the
hrongh which the
required for the
system to operate, and would make the operation impossible 1f
they ceased to mamtain the form they curreatly have. An
|l|foru|alwu catalyst also existsein this example. The information
ncrdcd (lh.ll is not changed in fonn) s information regarding the

29 .
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concepl “switch.” 11 an indidual has had no cxpcfii:]icc
operating or using clectrical system switches, the'system will not

< perform appropriately 4 lowever that information is not changed
xs the system operates. That is, the person whao already possesses
information about the coneept “switch™ is able 1o use the system
without any change in his information.

Full application of the Nadler Systems Analysis Matix
\eqmrcs amderstanding these eight sysl‘cin clements on live
gcu_cml’(limcnsiuus, cach ol which labels a colummn ur Figure 1.
The individual with the responsibility for designing the new
system is encouraged 1o examine each of- the cight system
clements “(functions, inputs, outpuls, scquence, environnient,
human agents, physical catalyst, information catalyst) on cach of
these five dimenisions. The first dimension is General Nature.
Thus first colunm in the matrix <alls for descgiption of the general
pature of .the function, the inputs, etc., sit ilar to that used to
describe the illumination system above. The State dimension
< raises another set of cigln‘}quesliuns. That dimension calls to the
atteution of the systems analyst the fact that a given Systent mdy
exist in different forms gt dillerent times. 1 would be a mistake
‘1o describe the illuminglion system above in only one férm. Hs

two basic states are “on™ and “off;” and description of both
should be in the mmd of the system analysis. So the second

. dimension columm requires the system analyst togsk a series of
cight questions. In what different states are we gomg to be able 10
_observe function? In what different states are we going to be able
to observe inputs? In what different stales are we going 1o be able

.

repeited for the remaining clements. The third dimension asks
questions of Rate. 1l this instance the individual doing a system
analysis is being ashed to quantify the cight elements 1o whatever

degtee possible. 1 that quantification can be expressed‘in a rate,

. ‘the analyst is urged 10 move it to that kind ‘of description. In the
. illumination illustration, the~ rate dimension for the inputs is
casily expressed. When the switch is in the off position, the
clectrical eneigy i$ potential (typically 110 volts). When the
switcli is “flipped, tht potential is converted o i curredt of o

+ certain amount. The fourth diménsion is Control. This dimension
covers a class of questions asked ta determine ways of controlling

o changes in state or changes in rate. What, items can be.

K 226

N

Full Tt Provided by ERIC.
.

lo observe or_ conceptualize the outputs? This question is
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manipulated to change from one state to another? The items we
can manipulate to move from one stite to the next me the
control dimension in the apalysis. The fifth dimension s labled
lterfave. llere the series of questions are of two sorts. First,
what is the relationship between a particuku efement ol the
system and all of the other seven clements of the system? Sccond,
what is the relationships beiween this system and any other
system with which. it inferacts jf its environment? The individtual
who «uses the System elemeplts and dimensions finds hituselr

rovided with categories of questions to ask and answer iegtrding

) 229
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e .general nmture of the system being designed. Personal.

experience with this, and observation of others using the natsix
wariants recommending it to the reader,

Steps in Applying the “Ideal System” .
to the Design of a System for ) .
Evaluating Administrative Performance . . S .

-

] . ’ ‘g ‘\)

The two peceding sections have dealt with an abstrict
process. At .this particular point the focus tums to their
application in the design of a system for evaluating administrative
pcnfg\nnunce._ As the reader moves through the remainder ol this
preseritgtion he/she should constantly recall the five assumptions

.expressid carlier. The desigil of an administrative performance
cvaluatidn system is seen as a situationally specific task and not a
trivial ogpe. The design work itself is important. Sccorid, the
systemBhould not be conceived of as a static entity. It will be
constantly “evolving. Third, the system’s purpose or lunction is
. paramount. Thus, at any point when eonfusion about direction
oceurs, the questiop-of function shoukd be raised anew. Fourth,
the people directly involved with the system shonld he involved

continually in its development and evolution. And linally, the
process used for designing your system will materially condition

the nature and quality of the system. - . :

Af you have committed yousself to c\:uhmling administrative
perforntaice you should first identify those individudls who are
directly involved or affected by that evaluation and how they are
involved. These are thé people who should be called in and whose

(“informulion should be wsed in the design of the evaluation

. o
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system. It is recognized heie that some people have direct
-
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involvement winle others  have indirect involvement apd, of
conrse, there'is a continnal range between those two extremes.
An effort should be made to involve people in the design of the
systemn 1o the degree to which ll/cy are mvolved or alfected. This
means that some, people will be intimately involved in the
planning while others will simply be checked with from me 1o
time. The size of the work group is also important. hn some
focations all of the pwplc involved or alfected may beemployed
in the system design .ulmly In other mstances or in other
seltings it may be necessary 1o use represcutatives ol the difterent
classes of individuals involved. If the fatter is the case, continual

* communication is necessary 1o make sure that the individuals

RiC 223 ¥
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central to the activity are representing their group accuralely.

The next step is the duermmalum of function or functions to
be served by the systent you - are designing. In the area of
evaluation of admimstrative performance. two functions have_
been discussed at some length. Those are: (1) 1o help individuals
improve their .ul inistrative performaiiees, and (2 1o provide for
ratioual .ul:)nn'slr.lllvc decision  making rc,:,.mlm,_., placement,
emplgyment, rank and salary. In discussions in some settings, two
dilffent systems wall be necessary if both of these funttions are
(o be served, I other setting, the information necessary for
improvement I*i also necessdry and extremely nseful in decisions
-about placement, promotion, etc. I should be clear that a

Jdifferenmt level of decision making is involved. The level of

decision makmg iclated 1o that first function {that is, professional
improvem is the individual. | make decisions about the
relevaiice ol inforhation which suggests ways of professional
unpruvuncnl for myself. You make similar decisions. The second
function is that of a diiferent level of decision making, That is the .
institutional level. Here the information has to facilitate’institu- *
tional improvement decisions rather than personal improvement
decisions. Someone else makes decisions about my placement,
rank, sul:l'ry, ete: This difference should he considered as the
design gronp makes the decision about the function(s) which are
1o be accomplished by the system being designed.

Ouce the function has been specificd 1he group shoukd bc,_.,m
to ask quuslmns abowt the ideal way of serving that ]um ‘tion.
Here it is suggested that the 8 x 5 matrix be considered. As
questions are asked relating 1o the 40 cells, a clear undeistanding

»
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oflhc i'dc'll way of accomplishing that function should emerge. In

y doing the necessary -materials, ether as mputs or physical
L-ll.l'YSl. sflould be dentified 1o accomplish the function. An
understanding should be reached regarding the kinds of outputs
as well as the jmpact of those outputs on the sequence 1equied
to convert the inputs to outputs. The analyst shoukl also
understand the setting in which all this takes place, the kinds ol
human beings requiired to operate the system, and other physical
catalyst items that are necessary for the personnel evaluation
system operation. Each of these components %hould be noted as
necessiry in the ideal system, *

As the-40 cells in the matrix are considered and an ideal
system begin§ to evolve, the design group should begin to see,
dlffercnl components or subsystems of I system.for evaluating
.uhuimslmlivc pecformance. The next step is gathering informa-
“tion about the existence of those components. This involves the
consideration of the literature, of the information held by the
people involved and of work beingQone in the jmmediate
vicinity. Each of thesc may be sources for identilying compo-
newts of the desired system. As they are identified, they should be
<ataloged as to~the part they will play in the adwinistrative
performance evaluation system. It should be expected (by the
people involved) that for some compouents several possibilitics
may exist, where for other components new materials or
instruments, procedures or actiwities may need 1o be created.

Given the information gathered, the group should dem'lup as
many different systems as [)()SSl[)Ie This will be donc n two
ways. First, in those instances where there is more fhan one
alternative for a component, cach alternative should be con-
sidered as a part of a different system, Second, in those pluécs

where no component exists, the manner in which the em
might work around that niissing unnponenl provides Tor the
possibility of alternative™ SYMCIIIS -

Once the group has exhausted the different alternative sydlems
which might be designed given the available components, it tyms
next to the determination of the feasibility of the alternafve
systems for the pasticular setting in which it is going to be used.
Here the question is raised: “Which of these allernative system
Seems to be most appropriate and most likely 1o do the testjob
in helping ws evaluate the administrative p/crfomumce for the

LRy
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purpese we have already identitied?™ )

Once the most feastble solution has béen selected, the sixth
step of the design process, Solution Formulation, is undertaken.
Here “our concern is for developing. the ~chosen sy®ent as
completely as possible. Special attention should be paid to thuse
segnients or components of the overall adimimstrative perform-
dnce system that we could not find as we looked through the
lilcralure,f"u( onr collective experience and at those things being
done by our néighbors=Heshould be recogmized at this point that
we, more  thin likely, will Rot be able to get all of the
components necessary and that the system which we are going to
use will have some arcas that need further ‘Jevelopment. A design
effort which follows this Format helps to wentify those places,
where further nuprovement in the system may be necessary after
i is plaged meopesatfon. .

The nextesiep s Lo review the design to see henv well it fits the
spetifications that have beew drawn up for it m steps one and
two, above. That 1s, “How well does i1 accomphish the functions
which we felt we ha®to accomplish?” and number two, “How far
fiom the adeal system have we moved m the development ufﬁ\is
feasible solution system?” If the answer to cither of those 4wo
questions suggests modification, then those alterations should be -
considered at this patticular point in time.

The next step 1s to fest the design - set it up on an
expesimental or pilot basis, and operate it under the_best of
circumstances to soe il it does m fact accomplish the function to
the degree expected. A review of that test operaon may
i)||||)()i||l furthes places where_revision can be made before it is
installed. . ' ’ ’ ' ' -

Once those changes have been made we are ready for step
nine. Solution Installation. Here the work involves putting the
spstent mito operation in every setting in which it is supposed 1o
be. ‘This may -nvolve arientation sessions with pepple providing
in-servige work related to: the processe$ of evaluation spezified in
the system, the roles of the? individuals involved, gricvance

tpmcédnrcs‘ elc.

The tenth step mvolves the ;I(ﬁZrlllillmi(;;i of the expected
IJI_(’('(/Si)f the svstem. ‘This might include the esluhhs‘lunc‘m of the
amoynt, of time_that is going to be devoted to the evaluation
system’s operation, the *specification of the availability of the

- "
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) information  who has access to it, how that access 15 to be
" governed  and other specifics necessary lor casy opetation.
‘Based tn the initial asstumptions that the actvity ol designing
a system is a non-tnvial, situationally-speafic task and that the
system will be an eyolving rather than static eintity, the last item
wf congentration in the design process is building in theeedback
llmt is necessary for madification”of the admmistiative evaluation
plan As we work with this evaluation system, lormation should
, be’ generated which hclps pinpowt its strengths and weaknesses.
) Some of these already will have been identified as the 10 steps of
« the design methodology bave been applied. lowever once in
+ motion, new fMaws or steengths may be identified, and infovma-
tion about them s important to the people who will be charged
with making any modifications for the n.exl cycle of opesation.

Conclusion
-

This paper has afgued thal the cication of a system for
evahiating admigistrative perforsgance is a situationally-specilic
task, one-that requires a considerable expenditure of tine and
energy 1o do right. .

Gerald Nadler's Ten Step Development Process has heen
identified, desciibed and applicd to this task of designing un

- - —evaluation system for appraising administrative performance. The
description of Nadler’s work and the surrounding discussion can
be smnmarized in four steps. First those individuals who aré
inmmediately affected or involved with the system need 19 he
identified and involved in the system design. Second, the
funciion(s) to be ved by the- system need to be examined
carcfully. The function ierarchy should be developed with the
fargest possible solution space or largest possible function being
the focus of the design effort. Third, a number of the steps of
Nadler’s Design Methodology describe proceduges to be lollowed
in creating the evaluation plan. Those steps involve the formation
of a couceptual ideal which identifies the needed components,
information gathering related 1o those components, creation of a

+ vatiely ol alternative systems, selection of the one from that
variety which is the most feasible, formulating it into a working

N entity, review its design, testing it, installing it, and establishing
its performance specifications. Fourth, and finally, the cieation
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" of a system for evaluating whinistrative performange should also

be considered as an entity to be evaluated. 1t sivuld ot be -
consilered us a #latic process but Tatheras something that we will -
. stagawith and, as we gel feedback. modify it to achieve the
. dcsirc:l function. Thus, the final activity s the creulii_m of dita
* gathering, analysis and interptetation procedures that will help
, monitor the operational system, pinpoint difficujties and idontily
4 places where migdificgtions may be needed in subsequent cycles

of the process. n
here~are some cautions that nced: to be considered’ in

applying Nadler’s-approach. The first caution is to avoid the

feeling that c!g,y‘ problem must be resolved in the ﬁfsl effort. If

the design. approach described above is applied earefully it should

* be apparent that the system which is eventually designed is o
! . feasible system, nrot a perfect system. There will be times in
whicl obvious weaknesses exist and the designer 1s unable-to do ~ -
anythifig abont them, Rather than liold up everything, he or she ’
is encouraged to move aliead with the rest of the system while
recoguizing that this is a point on which futuge attention may
- need to rest. It is believed here hat the ability to think in systems  *

N 'und sul')syslcms is extrémely important. Each system for evaly-
ating administrative performance will consist of a number of
subsystems (or, components). The individual who 1s involved in
the design activity must ai times think about the entire system
and at othér timesdisolate his thinking on a single subsystem-while? .

v asswing that the rest of them will eventually be worked out. It "
shonld Ye recognized that in the design work, iterations between
thege two arg rcquirpd?-:" — ' —

A second cantion seems rranted. 1n the tesign of a sysiem

* o for up'pruisingadminis‘u:nive crformance, atteation 1’111151 be paid —

» e o an entity called anxiety ‘or threat. Whether the function is one
for ficilitating an adﬁiluislralivc decision about an :lppuinlmcnl'.
placement, ran&;salary,%r firing, or, whether it is information for -

~a set of decisions wadg by a single Mdividual for improving his

- . performance, anxicty is/going to be a component of the system.
Few"rpeople readily expose their performances so that their
inabilities or weaknesses can be identified without the fecling of

. some anxiety. If the system design does not attend to 1the
. guestion of anxiety asan output, it will be less functional than it 1

onght tobe. . - .
Bt 1008 : N 2R
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. : . PART V"

SUMMARY

~

NSPER Co-Director Robert B. fngle captuies the dominant
concerns expressed by the participants of the NSPLER 75
sessions. In exploring those concerns, Dr. Ingle offers some
interesting insights on the matters of the purpose ot evaluation,
anxiety and objectivity.

Also included in this summary is aw evaluation design (CoPOP)
developed by several of the people attending the sessions. it is
included in this report as a simple step-by-step procedwre which

“ may serve as an aid in implementing an evaluation efloit.

N ' L
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. ADMINISTRATIVE EVALUATION: A CAVEAT -
. ]

Robert 8. Ingle

During the 1975 NSPLR sessions four questions “vegarding
administrative evaluation became clearly delincated. The ques-
tions could equally well apply 1o teacher evaluation, student
evaluation, or personnel evaluation in general. However, because
. the questions arose in the context of a series of conferences on

. administrative evaluation, they will be considered in thit light.
The ¢juestions were: ‘ .
L. How can the evaluation of administrators be made non-
thicatening? .
2. Should the evaluation ot administrators be for mdividual
improvement or for decisions rcbrdinb employment status?
3. Should administrators be evaliated on process or product?
4. Should the techniques used to evaluate administrators be
" objective or subjjective? - :
. Each of these _questions must be .mswcrcd ‘when an evaluation
is being planned, but gieat care must be taken not to ISthe
\\’proccss of answering the quesgions completely disrupt and Lring
to a screeching halt the &ntire process of planning the evaluation.
In other words, each question can be used as a red herring by
adopting intractable, untenable, and unrealistic wﬁslmns re
garding the appropriate answers. R
Let us consider each uestion in tarn: S A
}. How can the evaluation ©f adwministrators be made now-
threateming? This question is b good planning stopper because. it
-+ tends to shunt people off onlto a humanitasian track that leads
nowhere. The idea scems 1o |be that administiative evaluation
sliould be carried out in such ¢ mannee that those who are heing
evaluated feel not the sh;,hlusl concerin about the entire process.
The only possible way 10 accomphsh this is 1o have no evaluation
at atl!
o There is a basis for concer, but not the one-usually used by
the askers of this question. l,v} uation tends 1o be mherently a
. process that raises the anxiety level of those I)euq, evaluated. It is
not the process itself so much 'that raises the anxiely, but the fact
that the process is being applied (o homo sapiens, not homo
o -

LRE 235 | :
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superior. tudividuals becowne, unders,(andubly nervous when other /\_/\
individuals start poking about to find out not only what they do,

“but how well they do it. No matter how kindly the evaluation is

carried 0w, tension is generated. Evatuators should expect 1t and,

should not allow cvaluation plans to be sidetiackeq because’
somcone wants 1o spend a great deal of time trying to figute oat
how to carry out-an evaluation withowt fension.

The evaluaters’ concern here should not be to generate an
evaluation plan. that  will be tension free for those being
evaluated - for that is impossible. Rather, the concern of the
evaluator should be to generate an evaluation plan that will be
carried out in an atmosphere of trust. Trust here refers 10
knowledge on the part of those being evaluated that data will be
collected in an unbiased manner, that only data that bears some j

.
»
.

demonstrable relationship 1o their job functioning will be
- gathered, that they will have an opportunity to examine the data
gathered and explaln or refute as necgssiny, and that they will
liave an appeal route which may be used if necessary. Note thit
the'notion of carrying ont an evaluation in an atmosphere of trust
is quite different from the notiag of carrying ontan evaluation in
a threat-frec atiwosphere. . . :

Wihen confronted with the question “How can the evaluation
of administrators be made non-threatening?”. the :lppmpriz\le
answer is - “it cannot, but we can plan an evaluation that will be
cirried out in an atmosphere of trust.” .

The next theee questions have a common element — they are
asked as dichotomies and, as long, as they are viewed as
dichotomics, the development of an cvaluation plan cay be
indefinitcly stopped and/or completely disrupted. Once, however,
it is realized that the answer to each question is not of an
citherfor nature, appropriate solutions can be sought and plan-
ning cun progress. ’

2. Should the evaluation of adwministrators be for individual

- improvement or for decisions regarding employment status? The

. way the question is stated, it would appeas asif un administrator
might be'evaluated for ipprovement (with absolutely no implica-
tion for employment) or for employment (with no implications,
_ or chance for, improvement). In the context ol pmgnn'n :
evaluation, this would be akin to saying thit we would have
continuous Formative gvalumion with no summative evaluation or

o
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that we will have a summalive. evaluation with no pievious
fomiative evaluation. . ‘

To be sure, the two purposes for an evaluation shoutd be
separated conceptually. The reason is that some ol the technigues
used to gather information and the uses to which the mformation
gathered are put are dilTerent. In a practical sense, however, the
two purposes cannol be separated. o

“The only possible kifd of evaluation for improvement that
coufd be carried out with no implications Tor snbsequent
employment decisions would be a seli-evaluation casried out
unobtrusively (and probably surreptitiously), the results of which
are kept absolditely secret. When an evaluation Jog uuprchmcnl is
done by or at the request of a superion there is no" way in which

. thie results of the evaluation cannot have an influence on
Ll . . . . —
subsequent decisions. Likewise, an evaluation for employment

status-carsicd ont with no chance to improve thiese areas deemed
deficient would, mmunally. raise howls of* protest from those
bcn\g evaluated. :

The usual argument offered by those who would try to
artifically separate the two typés of evaluation is that an
individual is put into double jeopardy when hefshe is evaluated
fof improvement and subsequently any weaknesses uncovered are
used in an cmployment status decision. The idea seems 1o be one
of fairness. You should not tell an indwidual that, you are
cvaluating him in order to help him improve (as necessary) and
then tumn around and zap him fater using thre same, data. ‘The
assumption ol this is that there is no later evalualion to determine
whether or not improvement has taken place. ‘The ludicrousness
of the argument becomes apparent. even 1o those who hold
teriaciously to it if it is reversed that data produced by an
evaluation for improvement indicating excellent . functioning
shpald not subsequently be used 10 reward an individual.

The reason for conceptually separating the two ptnposes for
an evahution, as mentioned before, is that different techniques
may be used foi cach. Techniques used for employment status
decisions are likely to be more globitl than those used for
improvement since the immediate intentions of,each is different,
This in no way negates the fuct that;in the end, all data must be
used no matter what the immiédiate purpose for its collection,

Thus, the apparent dilemma posed by the question, “Shall we

s 237
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evaluate for improvement or Tor employment status?” is not a

dilenma atall. The appam]iriulc answer is, “both.”

.. 3. Should i\dmiqislrulurk be evaluatedvn progess or product? -
Stated this way the impression is given that the evaluation could,
or should, be done on one or ‘the other but not both. Since an :
dministrator’s duties inva? both process and product, it wouwld

em reasonable to evaluaty him/her on both as they relate to
iccessful functioning on the job. . o
The key irBthis situation is not the answer to the cither/or

qiestion  since the answer is both. Rather the questions are (1)
wllat process and, products can the administrator be- held
.. acgountable for and which are sufficiently distamt so that the
administrator has, at best, only a very indirect inflience, and (2)
what is» the interrefationshi between processes and a given
product ar products in terms of intervening varnables. -
In terms of question 1, can.a principal be, held® directly ~-
accountable for the learning of the children in his or her school?
‘The answer is clearly in Aht negative, Tor if the principal can be .
held directly accountable, what can the teachers be held -
accountable for? The relationship between principal functioning
and student learning is at best indirect. On the other hand, if
students in a particular. school were not doing as well as might be
expected and the principal was making no elfort to remedy the
situation, ¢.g., providing teaghers with special materials, arranging
for consultation with remedial specialists, or what have you, it :
. - would not seesy unreasonable to suggest that the principal was
not adequately functioning in an arca where he/she should be
lield accountable.” - R oY e
Staff shorale is an example of question. 2. There are various
; progesses a.principalg can use which, otlier things being cqual,
should result, in the product godd ‘staff morale, e.g.” being .
. . supportive of the staff, arranging for the staff to have input_into
-decisidf, making, ¢lc., which would hopefully lead” to good
teaching and, good Jcamil'lg by students. There arc, however, <
factors that will effect staff morale over which the principal has
no control, e.g., acrimoniots contrat negotiations with the board "
. of education. Insuch aw instance, it wonld be unfiir to evaluate a
. principal as less than satisfactory, based upon gcnerully_;;(mr staff
morle, if it.could be demonstrated that the principal was using
appropridte processes but that factors beyond his/hey control -

e 233 .
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were having strong negative effects.
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The answer 1o the product  process quesfion is. lhul both as
they can be demonstrated to be under the control of the

administrator. A

4. Should the evaluation lc«.hmqucs bé objective or sub-
jective? On the one hand, we have those bemng evahrted statipg
that subjective judgments atlow for too much bias, a sort of “my
biases are as good as their biases™ argument. On the other hand,
we haye those doing the evaluating maintaining that those aspects
of ll\!}ob that can be ()l)jLLlthd are not wlml ntkes a good or
bad administrator, sort of an “if you can measure it, it does not

matier” argument.

As with the other dichotomous questions that have chn
examined. the appropriale solutionr lies® somewhere in the
middle - a mixture. of objectitied subjcctivity and subjective
abjectivity. Completely subjgective judgment, with no 5&connpuny~
ing data, is clearly unsatisfactory if it is the only technique vsed,

" while data that can be completely objoctified often does border

on the trivial. One must not eschew subjective judgments,

. however, since. the final judgment is likely 1o be subjective no
" matter how much data s collected (unless the ultinite extreme

of a summed score is used — and even then someone must decide
what the cutoff points are). Rather, _the _basis - upon” which
subjective judgments are to be made must be determined and
dkewise, the

agreed upony before the evaluation is undertaken, [
basis for obj
evaluation is undertaken.

.

cctive judgments must also be detesmined before the

The concern here is less for the techniques employed than for
the criteria upon which the evaluation will'ge m}dc ‘The concera.
on the part of those to be evaluaed is ll\Jl"’iny Ml be jndged

using some vague, ephemeral andfor scch:l aiteria that may or , *

1 may not bear mnch relationship Lo lhcink at hand. As a reaction
to this concern, the evaluatees tend 1 40 want everything cogtt-
able — such s whether or not rcporlsare in on time (ignoring the .

ERIC
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fact that the content of a report is wh.sn should be evaluated).

This quesgion can be most easily dealt with by not .mchrmg it
at all in the initial planning stages! Rather, determine mutually
the- criteria for the evaluation and then determine the most
appropriate techniques for data gathering. Once ‘the criteria have
becen established, the techniques are usuull‘y obvious, and lILc
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objective - subjective question tends to,disappear. ,

th examining these four questions, it has been assumed that,
there was a more or lcss general agrectnent that there should be.
some sort of evaluation. The intent, therefore, was Lo consider
how these questions could be dealt with so that planning did not
become bogged down. it is possible, of course, that the evaluatec
can mulishly hold a position that i» directly gpposed to the
position (equally as muli§lﬂy held) of the cvaluu&n: regarding the
appropriate answcr to- any of the questions..}n such an instaficc,
the continuation of the evaluation planning process is likely to be
of little use and whatever techniques that are currently being used
for decision making may as well be continued - because deci-
sions, good or bad, will be made.

)
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K . A DESIGN FOR' ADMINISTRATIVE APPRAISAL
"CoPOP: COOPERATIVE PERFORMANCE
OBJECTIVE PLAN

3, . A

I Clear with the superintendent of schools the design planned
4 as result of attenidance at NSPER conference.
- 4
, il Constitute a task force representative of administration,
’ board of education, building administratgks and teachers, to
determine the function or functionrs the administrative
perfornjance appraisal system should achieve. _ %

itl. Develop a cooperative perfurmance objectives plan of
administrative appraisal to achieve fnction or functions
ugrecd upon by task force in N. (Cooperatively developeil
. “'by assistant’ superintendents and building adwinistrators,
*and others as appropripte,)
A.  Develop role descriptions for school building adminis-
trators

v, ) ’ - N R . . . )

. . B.  Specily performance indicators for identified roles
! (i.c., what the critedia of performance will he)

C.  Plan low to identily ‘performance objectives N

~ . D Develop a plan for gathering information about per-
formance nvdlonlors (who? how? wheu? in what -,
H forn?) =
E.  Develop a.plan’ (or -plans) for an aduministrative
' “support system to help school building adniinistrators

. " meet performame objectives -
" F. Develop procedures for periodic performanee apprais- e
- © al (timing? who is responsible? format?)
) G.  Specify procedures for appeal of “unsatisfactory ap-
pfaisals R

IV.  Establish the manner in which performance appraisals will
. be reported to the superintendent of schools.

V.  Plan training sessions for CoPOP cvaluators.

ERIC B
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/ VI. Specify procedures and timing of periodic assessment (;f the
- ColPOP plan. ,

.

. poo
L _ _ VII. Field tcst th plan in one or mere clusters. ) -

VII1. Make modifications indicated by the field test. *
IX. Plan for installation on system-wide basis. ~ .
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APPENDIX

BIBLIOGRAPRY OF ADDITIONAL USEFUL RESOURCES

'}fm‘ fullowing fifteen refcrcnces are offered to rc.ldcrs'who

’ want additlonnl examples of working evaluation designs.
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EVALUATION IMI‘ROVEMENT PROJ ECT

M. Witliam H. Bronson, Director

721 Capitol Mall =
:\Sacramento, (_,‘alifomiu 95814 ‘

- The matenals arc designed Tor a three or four day non-
~technical workshop on program evaluation for principals, pro-
gram managers or vther program directors. Topics include: evaly-
_ation purposes and planning, instramentation, design, analysis
and reporting. Materials will be available after about Seplember, //
1976. .

DALLAS INDEPENDENT SCHOOL DISTRICT
William A. Morgan Jr., #
Assistant Dircctor of Personnel .
3700 Ross Ave. : !

. Dallas, Texas 75204 - )

This evaluation plan calls for u‘[;cjg,m of subordinates to work
with each administrator to set clear and realistic performance
goals and objectives. Then working together, they jointly assess-
the administratar’s progress and professional growth. DISD has a
manual of timelines, processes and guidelines for implementing
the plan. Also there are forms to help the administrator develop
his goals and then evaluate himself on these objectives. Copics of
the guidelines and forms are available. v

CINCINNATI PUBLIC SCHOOLS
Certificated Personnel Branch -

230 E. Ninth Street i
Cincinnati, glfnio 45202 -

Al

.

Job targets are the basis of appraisal at CPS. The evaluator is
one who works with the appaisce in establishing the job targets,
then cvaluates job performance c(mlilwg_usly while counseling
and’ working with the appraisee. The general evaluation|-forms
scek judgements on the appraisee’s knowledge, planning, follow-
through, organization, initiative, decision-making, communica-
tion, ability to motivate and ability to develop. CopieS-of forms”
and guidelines are available, however CPS plans to make rcv:swns

o on its evaluation system in September, 1970.
RIC | 24
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~ /PRINCETON REGIONAL SCHOOLS B
L. Wesley Johuson, Personnel Administrator
Box 711 -
. Princeton, New Jerscy 08540
" The superintendent at PRS is expected to work closely .with
| the administrator to help him in the evaluation process, providing
his own assessment where appropriate. Evalyation, based on
~-  assessing.administrative behavior and dcvcloﬁuznl, is focused on
» examining traits such as sensitivity, creativity, responsiveness,
knowledgeability and responsibility. Copies of forms and guide-
.. lines are.available. - '
k\ ¢ BERKELEY HEIGHTS PUBLIC SCHOOLS
Y ffice of Superintendent
N 345 Plainfield Ave. :
\ - Berkeley Heights, New Jersey 07922
S
] At the heart of the BIIPS evaluation effort is an Objei:live
e Settfng Conference Report which asks the administrator to fillin
a matrix of 5 categorics (Instructional, Personnel, Public Rela-
tions, Building arfl Budget) by 5 Performance Areas (Goauls,
Pesformance objectives, Means of achieving specific performance
objectives, Methods for measuring achievement, and Target dates
for acllievcmg)u). Copies of the form are available. . /

g

BLOOMFIELD HILLS SCHOOLS

Joha'A. Candela )
. Director of Persvpnel and Labor Relations

4175 Andover d
.= " /Bloomfield Hills; Michigan 48013

S -

3

Evalualioﬁ‘ is ‘done onfce each year and is premised on the

individual’s performance in the arca of job description and any

' special ubjectives agreed upon. Their forms provide for evaluation

« in three categories: Routine objectives, Standards and Indicators,
and Special Objectives. Copics of the forms are available.

~
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- MINNEAPOLIS PUBLIC SCHOOLS
Bernard W. Kaye
Associate Super. of Schools for Personficl ‘ .
807 Northeast Broadway
Minneapolis, Minnesota 55413
The evaluation effort at MI’S focuses &‘cx.uummg the
performance of probationary administiators. Guidelines call for
the administrator to list five goals for his program, stale
objectives and strategics, state how these goals will be conr
municated o suhordmalcs. and to analyze’ Major_siceesses m
their programs. A general form has been developed to serve as an

- instrument to display cyidence that an admimstrator shuuld he
(umln.llcd of continued. :

T RIDGEWOOD HIGI SCIIOO&

'Roger Kampschroer, Superingendent

- 7500 W. Montrose
Norridge, Ilino

»
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In RHS, evahition is done by omesell, one's superiors und\\\
one’s subordinatds. The criteria are the tasks” in the job X
description as well\us traits such 3s knowledgeability, rapport, \é
support cooperation, 8. Copices of forms are availuble. N J
f ALHAMBRA'CITY SCHOOLS
/ Alhambra, California 91801 AW

- - AU the bcg,imhlg of eath school year the evalmﬂ{f:

. cooperation with the evaluator (immediate supervisor) develop
list of specific objectives in a\nl.uuc with the overall general
objectives of ACS_ Informal medmnon is sued il there'is no b
agreement. At least once each semester the evaluator confers with °‘~ ®
the evaluatee to review progress and consider pussnblc modifica- <
tions of the objectives.
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NORTH EAST INDEPENDENT SCHOOL DISTRICT
10333 Broadway

10214 Sommers Drive -

Sm Antonio, Texas 78286 o7 -

Two conferences are held annually\a( NEISD. During the first,
{ his goals and dyring the

» the evaluatee conslructs an outline o
second, he submils a narrative about how the goals were met and

where these are areas needing additional improveneit. ln both
conferences the supervisor reacts to the evaluatee it a manner
helpful in guiding him to greater professional developnient.

) {

_Capics of forms and guidelines are available.

-

COMMUNITY SCHOOLS SERVICE CENTER
. _.David N. Newbury
* " Assistant Superintendent .

+23136 Hughes _ : ’
Hazel Park, Michigan 48030 D '

D

The building principals :m.d central office a(_l-minis(ralors at .
CSSC have developed a forn which lists from:four to 11 sub-goals '
under. each of seven general goals. At the beginning of the year

each principal chooses three areas he will concentrate on during

that school year: This system is ?wslly self-appraisal but- the

principals do mccl'willl {he superintendent for an end p{jhe year
conference. Copics of the forms are available.”  ~ \ .
’ P

. DETROIT PUBLIC SCHOOLS ~ ° .
. ~ .

- Resm.404 Schools Center Building _
Detroit, Micligon 48202 * S '

< . Currently the Detroit

" procedure relating to ad
dure includes skills in the cognitive and affe
an awareness of local school and community necds.

Public School System has an evaluation -~

ininistrators afid supervisors. This proce- .
ctive areas as well as
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MONROE COUNTY COMMUNITY SCHOOL CORPORATION
Ronald E, Walton

- Superintend@ut of Schools

315 North Drive . ) :
Bloowiington, Indiana 47401 -

Lach MCCSC building administrator develops al least two
' mariagement objectives for the school year. These objectives are
- reviewcli by the Director of Lducahun and reported to the
Superintendent. In the spring cach administrator files a Resulls
and Performance Raling witli the superisitendent, then meels
with him to discuss the amount of progress lowards those
objectives. Copies of forms and guidelines are avinlable. *
- he -
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EDUCATIONAL RESEARCH CORPORATION 3
Altan B. Ellis, President , bobe
85 Main Street .

Watertown, Massachusetts 02172 .

™. :

. Lducational Leadership Appraisul (ELA) is a compiehen-
sive performance-based procedure for tlie obseivation, depiction,
aml assessienl of an individwal’s administragive leadership be-

" havior. Using situational techniques to appraéxmnle problesits,
issues, and challenges laced by school administrators at all levels,

ELA appraises an individual along twenly leadership dimensions.
Used thusfar by. over 350 school administrators, representing
ncarly 100 cily and suburhan districts lhroughoul the country,
ELA has been applied to recruiting personnel as well as to
diagnosing current stafl for purposes ol evaluation or dcvelup
meéat. Further information is available upon written requiest.

¢

PEEL (PERFORMANCE EVALUAflON FOR
EDUCATIONAL LEADERS) -

Dr. Howard J. Depfeke
Burean of £d. Re$, and Services

-—Arizona State Univarsity
Tempe, Arizdna 85 8I .

.llmu.nlly v.llul.ucd (Ieﬁmllun of admuuslmhvc

246 | f

the .only known



254 ,

,‘. bl
compelence in education. Desigied to improve an adminislM
performance,: PEEL consists of seven dimensions: definition of :
administrative performance, an instrument to measure levels of

_ cumpetence, a workshop training program, a nceds assessinent
phase, a prescriptive phase, an implementation phase, and a
secondary nced-assessment and recycling phasc. Further informa-

tion and materials are available by writing to Dr. Demeke.
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