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Developing Technical Core Problem . -
Solving in Schools:
An Empirical Test of a Structural Intervention
s o . A\

~

A °

The objectibe of this paper is to evaluate a partic@lar school-

specific organization development intervention in terms of its express
- !

theoretical foundations.: The paper will present the theoretical founda- {N

tions for the intervention design, the results of»quasi-experimental

evaluation of the implementation project, and a reconsideration_of the

A

. The 0.D. 1ntervent10n being evaluated in this paper is. a Survey-

feedback based, problem -solving structural intervention conceptualized
4
and tested by Coughlan, Cooke apd Safer (1972) in an earlier field exper-

£y

iment. A three-year 0.D. project using a vefined veﬁ31on of the inter-

v

vention design and a qQuasi-experimental research design was recently con-
cluded (Duncan et al., 1977), and will be reported in this paper. This

project was funded by thé National Institute of Education. -
y

‘- ’,

- _ 1.” THEORY AND DESIGN
. . \ .
Introduction- R / ' ‘

}‘ a -

The 0.D. intervehtion was designed to increase organizational flex-
1b111ty by prov1d1ng for 1ncreased profess1onal problem~ solv1ng in schools.
$

The deslg% of the intervention stems ﬁrom several theoretical foundations.

. .

Open systems contingency theory suggested‘the need for stfuctures and

. - 1Y . Y L
processes in schools\to address uncertalnty at both the institutional and

il

_technical°core levéls. Although the administratiye structure is designed

, . : - i :
to reduc® and buffer. teachers from uncertainty at the institutional level,
- ) ‘ - .

~ bl
. Yo 1

uncertainty from the intermal envirenment (i.e., from students and the
H

- x] - .
0
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., technology of teachihgf'is optimally handled by the teachers who perform

the technical core task. Structures to promote collegial problem-solving:

* N .

in schools and to reduce the relative isolatioh of teachers from one

- another ;should therefore enhance the abilit;‘of the school to respond to

j.~ ‘ preblems at the technical core level.

4 .
If lasting change is to ocoyr, imnovation and change theory suggested

1 . L]

} , . - the need for a systematic change process which attendéd to the evaluation
| : >, . .
|

of need ‘for change right through to working out the "bugs" and routinit-
ing.a clange program. The components of this i%teréentioﬂ are designed

‘ to support -a seven-stage "collective deciéioﬁ~process." The internal

change agents received training“in the seven stages and the use of the

—~— v

structures and processes of the intervention to adhieve affective change. .

. ' o [}
. . Y . .
The particular components of the inter%ertion are based on the lit-
. . 0 .

. erature of planned change amd applied behavioral sciéﬁce: These include’

.

the use of peer groups to-solve problems, lfnk—pln or overlapplng groups

- 2

to 1ntegrate the decisions of the faculty gr?pps w1th the authorlty

structure, task-oriented feedback to 1n1v1ate prgﬁkem-solv1ng efforts
. LR

R . : 34

o T N\
(Nadler, 1976; Miles et al., 1969) and training of Jynternal change agents

Wt g .
to enhance the.probability that the collectivaﬁi?cislon nfaking structures

, , ¢ t
o

be able to continue w1thout ongoing 1nvolveqpnt of externakl change agents.

*0

The intervention was theoretlcally ppedxcted .to 1mprove organlza-
. ¥ NG . N !
‘ tional effectiveness through the 1ncpease.in facul;y professional, problem- > %
N \ ' - . “" e ‘ . N .
\ : solving and decision-making activjties.and improvement in organizatdonal

flex1b111ty and adaptability, and o kmprove teachers )hork at§1tudes by

affording teachers increased 1nfluence over decls;ons that dlrectly affect

M
' B y . s
! # . Al -~ ° .

. *thelr work. . , R Y e K




And Duncan’, 1976;§\

) ~ *
., ) > 9

Theoretical Background

QD

N [

-

+The rationale behind the intervention's design and descriptions of

the design itself have been developed at length elsewhere (Cdeke, 1973y

Coughlan, €ooke and Safer, 1972;'Duncan et al., 1977; Mohrman, Cooke and

Duncan, 1975; Mohrman, Mohrman, Cooke and Duncab, 1977; Monfman, Mohrman

" A

Parsons (1960) and‘;hompscp (1967) suggest that oréanizations consist

e” o

of at least three levels of control and respon31b111ty the institutional, =

o ~ - - ~ N - ~ o~ .- -,,',« - - - .

the managerial and the technical .The 1nst1tutional subsystem is the

N

» ~ .
N -

interface with the external (institutional) environment_of organizations‘ ‘
and is the part of the system which nesponds to-and is sensitive to environ-
mental shifts. In schools this level is emboéied in the scheel board and - .
. co
to 'some extent in the‘district level administration The managerial sub—
]

systemhfurther buffers the technical subsystem from the institutional’
. R
environment by such activities as providing the resources needed to -per-
- ' R 4 .

. . .
form the technical activities. These managerial functions in school organ-

. ¢ t i
izations are performed by district administrative personnel and school

; ’

principals. At the technical level, problem solving and decision making -

is centered around the core .task of the organization. In schools this - . S

% . .
task is ‘Performed by the teachers and other professionals dealing with
the students. . . ) .\ ”
In this model, it is usually assumed that buffering the technical O
3 \ M il

core" from the institutional environment will remove most of the uncertain-

ty from techmical tasks and allow for maximum rationality to Be applied . .,

-
to them. In schools, this is not possible since studeats bring‘a/c6n-

. - .
- siderable amount of variability and turbulence to the taskyénvironment;

3
.

In addition the techndlogy of instrucgtion is considerablyAunderdevelopeé

.
i B
' - "
N . N el




. ) N - . /
for coping with this environment (Hawley, undated; Dreeben, 1970; and

Lort{e, 1975)» The -technical core, therefore, is faced with consider-

. -

able task‘uncertainty in schools, uncertainty, that cannot e buffered or

r .

absorbed by the managerial and institutional leveils. .

»

The technology of schools seemsféo a great extent to fit Tﬁompson's

-

© R . . N -
. . -definition of an intensive. technology, inh which "...a variety of techniques

o > . \4
. A
;.»

o

' s drawn upon in order te achleve a, change in some Spec;flc objecq but
fhe~se1eétioﬁ;:combination5 and'order‘pf application ave determined by. .. - .

feedback from the object itself." (Thompson, 1967, p.'17). The average

.
—

student for eiample when in elementary school is taught by at_least L=

v

“six andaprobably “as many “as 15 professlonal educators of varying special-

* ¢

. itiesl A child who presents special prob;ems may see\ many'more. According

R} - Ay oo,
to Thompson, "the successful employment of an intensijve technology rests

_on .the availability of ail the capacities ﬁbtenfially needed, but equally

..

on the appropriyte custom combination of selected capacities as required ,////////

. ‘ by the individual casé or project" (p. 18). Thus, although the staffieg///
camen - - N B 1 M - *
of the organization with the, necessary specialties is *a managerjat-level’
- 4 ?
//~—\ functlon critical to the successﬁul use Of an inten

: echnology, the
- . %
- comblnatlon of these. speclaltles in treatment of students depends on

N +

feedback.from the 1qd1v1dual_student, and becomes a necessary technical
L, o . .
. core mesponsibility . o ‘

]

: #
; Knowledgé oflzhe salient characterlstlcs of children and the teachlng .

N technlques ;ﬁproprlate~to them whlle advanc1ng, stlll is llmlted +Thus, 4
. B} Y L
uncer%alnty is 1ntroduced into the technlcal core tasks both by the vari- -

abxllty of the mater;al (chlldren) and the dlfflculty of determining
, - - ’ . .
generaliZed decision rules for a331gn1ng treatments to individuals (Perrow,.

’




- ' [ Q P
. }g ) .} | .
r4 B
. 1967). In addition, uncertalnty is 1ntroduced by the dynamlc nature of
- ‘the technblogy. New currlcula and teachlng equipment, and techniques are
S " : \ '
* - *

.
-
‘e

beingecontinually introduced, @specially during the last two decades. |
L o éontingencj models,{eg. Tho pson, 1967;’Galbraith, 1975) often

/ . . " Y -
suggest that environments and tthnologies leading to high” task uncertainty
and high task interdependency require structural relationships capable of

a h1gh degree of information processing such as face to face work groups :

3
’

: " or la/eﬁal relatlonshlps. Such structures seem1ngly neoessltated by
B ]

s teghnlcal task uncertalnty have also been- calIed "colleglal" ‘struc-

, e —

.- .-

tures-(Becker and Neuhauser, 1975).

. . 14 . .
_In the course of carrying out the technical tasks of the school,

tedachers' encounter common problems which are not salient to those in man-

//////l Y agerial'roles. The salutions of these problems demand the exchange of

>

.information, pooling of ideas, and the coordinated implementation and
Y . B .

-
- . .

evaluation of hew programs and procedures (Mohrman et al., 1975)., .In -

v

" addition to the large amount of 1nformatlon processing that 1deally
o K & : ~

accompanies’ the correct matching of studénts with learning experlences, : '\-
{ . .
PN

the introduction of new strategies.and specialties themselves creates the

’ . . *

' ’ need for increased information prooessing (Gaibraith, 1973, p. 19).' School
- . . oA : - -
organizations, however, are typically structured in such a way as to pre-

. . LN
vent the information procdessing necessary to confront the.problems faced
- i ! at'the“technical core (Dreeben, 19693 Hawley, undated): The structural
response in schools is typlcally one of hlgh ‘isolation and autonomy for

e N %
the teacher. Although the autonomy allous’the 1nd1v1dual tedchers to .

. fLoN

. ) " freely use profess;onal traanlng and thereby absorb some uncertalnty

» K
through flex1b111ty of skllled behav1or, th1s structural arrangement does
- s
, t
not meet theblﬂ&ormatlon needs nor address the interdependencies among

.
a1 . -

. .
S
. . - .
g * . -
. .
. . . . N . .
.
. ° .
> .
) \ . » .
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tasks performed by school personnel.’ ' y

' a ’ ’
.- . ’ A\
. The employees in schools, as in many intensive technology o%ganiza-

~&

tions fit at least some of‘the/chgracteristics that are generally con-

[y

v

s1dered to descrlbe profes51onals (Hall, 1968; Vollmer +and Mills, 1966)

v

Of parthular 1mportFnce here ig the fact that teachers have had a spec1al-

o

ized education and frequently an advanced degree. The advancement of .

> € - .- . - -
.. - -

knowledge cqhgergipg learning and te;bhfngﬂhas resulted in a proliferation
- - . .

of teach1 g speclaltles Also, despite the fact that they are almost
- - —‘ - - N - i~ « -
always housed in bureaucratically structured school.systems, teachers

.

.have a norm Valuing professional autonomy. Becduse of the professional
\ .

nature of thé\stafﬁ of a school, teachers are competent to identify and

-

"solve problehe, and they are motivated to have a voice in the decisions

‘ that are madeéoheerning their work, especially in those areas referred
. : .

x . _Z to above, . M .
\ . . ’9 . ’ i £l
%;\z; The ftwo environmehts, institutional and technical, theﬂefore present
. [ v
X ’ . . . o . . X i .
" G __the need &nd motivation for twa decision making or problem solving struc-

Y

.

B
3}

. {!} .

3
[ . -

tures, an authority structure and a collegial structure (Hanson, 1975).

Schools by and largetprovidé rather specific, highly formalized authority

i ~

FoR structures but often leave !!e collegial structures to emerge 1nformally iy

fnformal controi g&ructures can be’ dysfunctlonal in that .they may be per-
3 - -
ii‘

., ceived aspin opposition to the ‘formal authoritx structure rdther than as

+

_\ complementary to\it. The des1gn imperative for public school organlza-
A ! . 7~
'\tlons, whlch by and lange have formalized their d¢c1slon maklng struc-
i) N
tures only with regard to their institutional env1ronments, Y5 to establish

4 formal colleqtlve decision making s ructure which deals primarily -with

‘ ~
authority decision-making structuré, ; -
“ K . ’; - . : \
R . . i . - . .
o L ( |
t o L -~ 8 -

- . . ’\\ . -~ ) .
- SO L n e . & .

2 ¢ * _€ ¢ (. b
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The_Desigﬂ‘of the 0D Program ’ ' roo
4 o~ N - ﬁ
. The oD’ 1nterventlon was intended to augment the structure,of schools &

.. ¢

to be more congrueﬁt with their dual contexts, in particular to provide _

collective*decision making structures to supplement the prETEQistiﬁg hier-

abchical authority structure.. In general, the intervention is a form of

’ - ST, .

. OD or planned grganization change in that-it utilizes techniques identified

with OD for éxample, survey feedback and group problem solving. 'There

[

are some differences between it and other earlier OD efforts whi are

important to state. F1rst rather than a1m1ng to .increase par/;clpatlon

.

in the existlng authorlty dec1s&on maklng process as 1is tac1tly assuﬁ/alln

—

almost all interventions dealing with decisional participation this inter-

vention pypovided for participation in a new collective decision making

' . e N . '
structure. Sec%pd, the intervention was aimed at setting up structures
for task-oriented problem solving and ihtprpersonal«processes were attended

'

to in order to’ reinforce the new structures rather than focusing on improv-

~
N . -~

ing interpersonal processes within existing structures. Third, the inter-
ventionists did not personally~implement nor function within these new

.

structures. in order to minimize system reliance on the interventionists,
i < ~ .,
internal change agents were trained from each experimental school to

implement and assume roles within the new structure. Specifically two

teachers were trained to lead group problem solv1ng (the leader) and to

monitor group processes (the monltor).. Each pr1nc1pal recelved similar
B v \

training?in leadership, change and group problem solving processes. -

There were two ways in which the intervention was structured. First,

%

a structure of roles and gréup membership was implemented to serve as ‘the

w
locuses or forums in which the collective problem solving processes were "




to take place. Segoﬁd, the processes themselves were "structured" so

' ) that the indﬁgidualsAand groups followed gs closely aS~possiB}e an Yideal"

< :
4 hl

- i ?
R problem.solving process. Certain activities weve designed .into the pro-

. - .

L cess and identified as functions of particular groups and individuals so -
. . - ~ o . - . - . .
’ that the Trelationships Between the role/group stfﬁﬁture and the structure

of the process-and its subprocesses were as clear as possible.

A
-

The role consisted fundamentally of a series of overldpping groups.

»
N

Figure ‘I.1 shows tHe'groups pertinent to the typical elementary school’

.
- —

v’

f and-the membepship of the groups'. Tépie I.1 specifies the functions o o
these groups. The bulk of the cbllegial‘problem solving.processain the »
. schools was designed. to take place in the program group, consisting only

L
of teachers. The peerAQavel make-up of the gréup accentuated the-distinc-

]
2 .
.

tion of this strusture from the existing authopity structure and.was

\ expected to eliminate dysfunctional effects of the principal's presence . -
! ’ - ! ’ e . ..
w on group creativity and productivity.(Bridges, 1967). The,review group

‘ functioned as’ the major structural link between the existing authority!

' .
structure and the superimposed collegial decision making structure. The .

\ ‘,'review and program groups are linked @z;the overlapping membership of the
\ . program group leader and process monitor, the two‘cthletely new.roles N

created by the design. T%e tasks of the teachers who filled these roles

I v z M

Clo included procéss iﬁatiation, facilitation, and leadership, in the ‘program

‘ ’ group, group spokesmen in the review group, and communigation links between

. / %
* . the two. The.third group, the policy group, is basic¢ally analogous to

p \ ( the review group but allows linkage of the bré?ifs at the school level
. . N

- L2 - !" RS
with the district level authority structufe. . .

. Survey Feedback was used to stiéulate problem identification and sub-

- . -

_ L. sequent solution,generation by teachers. "The faculty in each‘s@hool R

-’

’
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Figure I.1 DRiagram of theé 6verlapping groups
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- - Tt TableT,1 SR
x t ~ ‘° o . . -
. s - Committee Membership and Activities ® . . LT
. . s * v ‘ -
Group . IR 4 ) ) ) P
(and Composition) . Functions T :
Program Gmeaups * 1. Tointepret surveyﬁreshlfs for their own group.-. =t &
(program leader, ~_ . ¢
monitor, and -2.‘ To 1dent1fy the group s key work problems and needs. v
faculty of the ' Lo
school) - ) _To diagnose the ba81c,peasons and eauses underlyiﬁg

”~
. g e

?ork proBiems. ° °
' To determlne what actlon can be taken at the school

level in solving problems and meeting needs. : :

. Lo * AN . b ,
To .discuss problems and possible solutions wirth other
members of the system who might be affectedaby the

problem of proposed changes .

¢

. ~

To communicate to the Review (and/or\Poliby) Committée
_the group's thinking and recommendatlons regarding °
alternatlve proposals for soiving. problems and meetlng ‘

) need% . ,‘i C -0 . . /

« 7. To obtain ftom the Rev1ew*$§pd¥or Pollcy) Commlttee K'ZL

p9;1c1es, programst;procedures, Eplnking and action.

'
N - . .~

To plan for ghe 1mp1ementatlon of solutlons
- .

€ ¢ v _

(pringipal, and d_pzg m-solving meetings.
leader,

Program Group.

. and to suggest modifications of proposals for further
g \ > con31derat10n .
‘ n / ‘ / St ’ P -
' ' u! TQ facilitate upward and dovnward communication .
~ . between/the Polloy Committee and the Program Group.

==y ; v p

Ny . /, -

Policy Committee 1. To respond to questlons, suggesvlons, and recommenda-
(superinte

district >presen-

. tative, nc1pal 2. To: sénctlon and suggest "changes {in innovations ’ \}'
and progrgm, lea{der emerging from- Progran?(‘roupe. . I
from the schoold{s) .. ‘ o I § .
interested\in the N ) . . "
particular R?oglem. . Cm A N T .

' < | ‘ ‘ ' . v . ' 2
, X 12 . , \ S
- ! a® nt ?
) \ - ) ’ T
o . Al ", ~ oL

'Committeé// 1. 'To)pia d schedule survey adm'nlstratlon, feedback 1 t .

3. To explain why proposals fo¥ change canno% be approvedb-"

nt or tions/ of Program Group. . " N
‘ \ }

o S F Y dexpranationy for exisTing top=revel——— = —




o

,that the organizatlonaI change effort would be sustained over time.

[
[
I'd

T

/

received aggregated questionnaire d&ta generated by its own staff and

by the personnel of the district as-a whole. The data was"® task- oriented

v T ’

and school-specific, consisting of* 155 items which tapped 14 areas of

14 B . ’ .
school fuhctioning, including aspects of input, environment, process and .

- N

output of the school. Members of the_school district helped edit and &dd®

~

to the basic questionnaire before it was adminlste}ed. Flgune\I .2 show§1

~

9
the 14 apeas of school functioning which were tapped by the questionnaire.

-1

~

Figure 1.3 illustrates the feedback form fOrrone df those 14 areas.

=y

Various' compdbnents of the intervention helped to counteract some of

" the problems commonly associated with data-feedback change efforts (Mohr-

’

man et al, 1975) . For instance' the leader and monitor from each school .

received up to three days of training in the feedigg Dack of data, grdup

processes, problem-solvingstechniques and aspects pf @lanned change, thus
reducing the reliance on external agents and increasing the probability

i

These

1nternal change agents fed back the data to‘the _Program Groups and con-

3

ducted ongoxng Problem—Solv1ng sessidns. Furthermore:\t%e,program groups,
through the leader and monitor were PPOVlded W1th a formal problem solving

process to gu1de the1r_use of the data. .

The process was formalized by a normat@ye seven-stage group problem
solv1ng process (Cooke) 1973) .which had its source in.a number of related
models (i. e., Rogers and Shoemaker, 1971; Zaltman, Duncan and Holbek,

- -

19733 Stufflebeam,.1967); Many of these\stages or subprocesses of group °

<

problem solving were liked in the program design to parﬁ?ﬁular inter-

. N A ‘ a
vention components. Foliowing are the definitions of the stages along
with the manner lin yhich they were designed into the intervention (see

g \ .

figure I.4). . . oo \ \
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FIGURE I.2'

i Hypoghetgcal Summary Profile for Feedback'

~

' Group Profiled: ScHoor. School
. LEGEND: _
1 'No. in group: Z-b ’ A District Oversll
Category .t Percent Favorable Response
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- FIGURE I.3 -

. Hypothetical, Breakdown of Feedback Gategory
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1 am riquired to do too much administrative paper wo'x (attendancc reports,
taidy slips, s:n('sucnl reports, (-(c.)

1 am required to pgrform too many non-profcssional dutye here (playground,
holl, stoafrs, lunchroom adcd study hall du(ios)
1 tecelve suffictent c’lcrtcal assistance to d‘o mv job cffectively, ¢ -

So fdr as 1 am conccrned, extracarricular duties (sponsor{ng student clubs
and actfvities, N"i.) arc distrituted faltly Luere. . -

2

I aw nskod to read too nany cowmunicort@ns from “higher-ups! in lhis schod\l_
systom, (4

This school ae..\é‘s too many cducational rosponc(hilutcs that properly
betony in tﬁm hose or to otlar comunity agencies. .

15, ‘nnlr'r_.u-,—:lous {messapes,” monitor:, lmcreonu bulletins) are kept to a mininum

tiery . R . .
. - R . L

52.+ A Py amosnt of paraprotecs{oual assistance Is available to (hc teachcr<
i this school, - i b
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Evaluation refers to, the collective identification of probléms and“

dec;élon 31tuat10ns. _This stage was performed by the program}group under
the leadershlp of the’ group leader. ThlS stage was initiated with feed-
back of the survey.results. The traskfng of the leader was reinforcbd

v e
r v

by provision of a manual documenting spec1f1c guldellnes and procedures

to be used by the group ‘in 5his and subsequent stages.

i I'

Solution generation is the development of alternative suggestions

and poteﬁtial solutions to identified problems, and the selection of pre-

" ship of the leader and process guidance of ihé mohitor., Guidelines, forms,

v .
. 4£nd training were provided by .the interventionists. Much of the content

~

of these materlals and sqme of what were prov1ded in the evaluatlon stage

had 1ts source in Maler (1963) [ '

. ﬁ . . .
Internal Diffusion refers to the provision of parntisipation in the

problem-solving process for those with information relevant to and who

, ] . .

will potedMtially be affected by any contemplated sol?Fion. This was a*

responsibilify of the program group. Groups and leaders were urged to
[N ] .

use district resource persénnel, when appropriate.

‘ . ' ’ . . -
Legitimation refers to communication of proposed solutions to the

authority structﬁre for sanction, if neéded; and- for reactions and input,

in any case. The forum for this stage is the review group (and‘ﬁo;icy

group, if needed). The communication is facilitated not only by the over-
. ' \
lapping membership with the program gréup but also by the provision of
. f“ e 5 )

"_structured forms which enhance the probability that solutions presented

» . ~ 4 ~
will be carefully analyzed and planfed agb that responses to the program

< . 3
group will be considered and constructive. These form§ not only enhance

g L . ~ $ -

ferred solution(s). This tock place in the program group under the leader- -

-
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&\ this stage but facilitate earlier stages by ‘asking monitors to syséhm—
) T :
atically record the reasons behind the problemé identified and the solu- -
' ! -~ . L
tions recommended as the group problem solving process .is carried out. N

N . .
Later stages are also facilitated by these forms' in that they call for
timetables and specific plans of action as part of proposed solutions.

Adoption is acceptance ‘of solution by those who will implement it -

¢

*and specifiéafion of final plans of. actien. Succéssﬁul completion;of

this stage is anticipated by the high participatién of teachers and others

» v
M 1 . ~ ~ ’
1n previous stages. . ) .

‘}yplemepfation ig put;ing the solutioh into practice. Again, this

- . is Pgrformed by yarious,personnel,.égnerally including ﬁéhbers of the
program group; and. is facilitated by the acceptance gained during earlier .

. . ¢ ) "
_stages as well as the forms an?ldocumentation provided. . 5.

NS . . ‘
Routinization is the evaluation of the change or implemented solu-
= 7 , ; A

tion@and the identification of and solving of problems associated with a~

//it,‘hntil the change beqikes‘"standard operating procedufel" This is
, . A ’
performed by the program grolips and is facilitated by their experience

o in and learning of the problem solving process itself.
S a0 '

st «*

' .Hzgotheses : . . - -

N °

¢ [y

- . N *

—

The next section of this paper describes the experinental‘design

. ' . [

used to evaluate or test the design of the intervention and, by implica-
- - R S s

—~ -

tion, the theoretic base upon which it was built. The hypoth;§es which /

: underliethat evaluation are preseﬁted heré.” There are three levels of .

Pl
’

‘hypotheses which aré investigated, labé%gd primary, secondary, and ter-

Y

L 4 “ .
. tiary to peflegt the relative immediacy with which the outcomes were . 3

- .~ expected to occur, : ' S

s ", 4
\ v
' .
.
'
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Primary Hypotheses: At the most fundamental level the intervention

v i

- M e v .
needs to affect those phenomena which it seeks to manipulate. /In this .

case, the ihtervention was aimed at changing the decision making structubre N
P .~ ) N

R -

of the scgfols through superimposition of the collegial st(ucture, and at ~\

v b 3 . ’
- chénging £Hé prpcess by which problems were dealt with by the provision . ., ..
of the seven-stage group probem solving process. A '

'

W
"

Primary Hypotheses:

e; School structure will change commen-
with the structural propertles of the
erventlon in its combination w1th existing T
- school structures. . .
\ .
" Group Problem Solv;gg_ The degree of group

problem solving in schools will 1ncrease as a

result of the OD intervention.

. As mentioned, the testing of theéé‘hypotheses amounts fo a manipula- -
tion check of the intervention. In theocaSe of structure, we expecged
1) 1t to become more standardized reflecting the ;1ghly formalized inter- <« =
vention, 2) task,xwflety to 1ncrease because of the augmented roles, 3) 8

- . 3

ra

hierarchy of authority to decrkase due to the lower leve'l decision maklng,

>
i)

and 4) autonomy to.remain constant due to the {eellng of 1ncreased prz
fessional control through group problem solving offset by the pressure of

being constrained by the same process. We expected the. 1nterventlon to

enhamce the occurance of each slage of the group problem solving process.

L
L

Secondary Hypdtheses: If indeed the primary hypofhesee_ffe verified 3

-

' then this should have secondary effects on the distribution of influence

) w1th1n the school. Note that the eariler‘Erguments wereAtVeoretlcally
« %
' based on the assepti that there is much  going on in schools which is

not under anyone's conrol or influence. Thus distribution of influence
’ should be marked by af overall® increase in the influence of all personnel

but especially teachers: Loss of influence is not expected for any position
. °
~ ' . . »* - '

P ~

P N , : < .




* THe degree qof. inflpence, is expected to be directly 'related to the degree

toa“whichfindividuals participate in decision making and this of ceurse
H [ 4 NP

-

“- -
was expected to increase as a result of the .intervention.

~

Seeo\ndary Hypotheses: Participation. in Decision Maklng w1ll increase,
! \ - as a resul the 1nterventJ.on.

Inf luence’ i ch teachers have over school
\\' matters will increase. Principal influence
\ . . will not decrease. . ',

~
E]

)

Tertiary Hypothes,es: The contingency theory arguments essentially
predlct that o¥ anlzatn.ons approprlately structured to nEit" their environ-

ments will be more effective in performlng, or at least in ach1ev1ng
\ .

valyed outcomes. \ The 1nterventlon should result in a better school—env:.ron—
men‘t €£it because of its 1ncreased adaptiveness to the technical environment

through the collegial structure. This adaptiveness-should be reflected

by the choice of ends which are emphasized and'toward: which resources 'are
L)

allocated by the school This in turn should -be reflected 1n 1ncreased
“effectiveness in ach1ev1ng organlzatlonal goals. At the individual level,_
'increaséd participation in a collegial process should lead to the increased '

‘probability that onels needs will be tal<en into account in'organizational
/ P
decision making, thus increasing the probability of those needs belng
satlsfled. - . ?
¥,

Tertlary Hypotheses, Resgurces and Emphas:.s on school goals w1ll
incrgase as a result of the intervention.

The Effectiveness with which goals are met will !
increase as a result of the 1nterventlon.

Individual Satlsfactlon will increase and nz g
stress decrease as a result of the intervention.
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\Both school-spec1f1c and general organlzatlonal varlables were measured.

’

”

= ‘o & )
' : 11 METHODOLOGY Qg ‘ :
- . . - f -’ . Y.
. - <, ” s . ; ’ ¥ . - . [
¥ntroduction : ‘ ‘ :

v, .

A . ‘ ‘

. '1ﬁe’researcb;design in. the jintervention was quasi-experimental, with

.

ﬂeightAeiperimental and,eight control schools from the same school districts.

2 - ?

£ * /
Pre and posr measures are avallable“from alD schools. Separate questionnaires
~ o’ ‘ B . ' ~
were admlnlstered for survey-feedback and project evaluation purposes. R

Y

€

In addltlon, a large amount ‘of interview and observatiénal data was col-

-

- t
lected and used to supplement and 1nterpret the questlonnalre resui%s.

i

Because of self-selection into the/ two conditions, experimental and .

4 -

control schools can not be considered equivalent, and alternative hypothe—

; W, .
ses cannot be ruled out. The, strong research design in the pilot test
- < ~ .

¢

‘and the clearly significant-findings of tha%-study,'hoﬁever lend evidence

~ . .1 . ’

that_ changes measured in this study are program effects (Coughlan, et al., 1972)

”

Two klnds of data analysls are repo ed. Organizatibnal and 1nd1va-
€, )
dual level t-tests comparlng pre ‘and post test,scores were performed N In
. ‘4
addition, a two-way analysls of varlance was performed~$o detect s1gn1f1-

-

cant ‘time x participation group 1ntoractions (Nunnally,‘1976), which would ~

-

provide additional evidence that changes were due to the 0.3y program ° “
Q ¢ . .
despite the initial non-equivalency of. the two. groups. /{ ~
- " C g . "" ) -~ { T
The Setting . . - : ,

The experlmental oD program was 1mplemented in the public school§

— -

of a small mldWestern c1ty with a populatlon of 65,000. The research team

chose this school distrltt because it represented the chal¥enges of an '

o ©

urban school distrigt (e.g., collectlve bargainlng,*p racial and socio-




-

4

- P
G“O

P

_\ : A .
econom} X, economic problems) and yet was small enough (22 schools)

~

. to freat;effedtiVely with available research funds.: The superﬁntendentr

in.the district was receptive to the idea becausk the -imtervention design
. (8 ,_.’- ’
. R . , 2 . . -~
appeared to address communication problems which he perceived as existing
. FU © D] : . - e

~
=

in the district. - L e oo .

< Xt -

- .

Although secondary schools in tH’fZ{stplot wereilnv1ted to part1c1-

~

pat@ 1n the OD act1V1t1es, only one’ of the flve chose to dg so. Elemen-
- / v
tary schools also self-selected into the program. Eight schools elected

L4

to part1c1pate01n ‘the 0D act1v1t1es. N1ne others prov1ded data, but did

not participate in any OD activities. .

Research Design. "

.

“» -

> . . g
. Intervention Post-test

-

1 *pl

-,
4

The partlcular s1tuat1<m, hwever, demands a more egcit notation which

-

. ) “ - -

reflects the alterations necesserfly‘nade tg the baslc design. Table fT.l

presents the %o ified deslgn.. The follow1ng dasgussfﬁn further specifies”

’ .vl*-,.

“the, partlculars about thespre and post observatigns and “the varlous com-

ponents of the’ 1ntervention or experxmental treatment. S e
Sy
" Pre-test and post-test. Essenﬁa%%,tWo questlonnal\res were used

‘ o‘* e

. here, a gchool- specific survey feediﬁﬂk questlonnalre and a more general

-

b L
questionnaire measurlng organzzational characteristics for projéct evalua—

© »

tion purposes: The results fron.the-evaluatlonoquesthpnalre were pot
. ‘ Y R ;
made available to the district untit the™termination of the project.

v ' i : L




o . . 5 .
) : - |
. v S Table II.1 ‘
) o - «Overview of Research Design and Timetable
<" -~ ‘. ﬁ )
L First Year N . Second Year IR
“Pre-Test Intervention/Treatnient, i Post-test Continuation
———— T ] ; '
,Evaﬂla‘cidn - Training Experimental Interim Training Evaluation Feedback
Questionnaire Components Interview - . Questionnaire
’ * and N ) ) o . wig
School Survey L ‘ " School Survey )
: February- * March-"
‘ Februar;xlgﬁ February 1975 March 1975 June 1975 October 1975 February 1976 April.. 1976
Partigipating ’ $; Oy Ty FB(S,) - 1>sl g 1 © Ty (s0), 2 FB(S0),,
Non- ’ < )
,(Partlcn.pa‘cmg : ?l 0; - ) FB(S;) only ' (S(.))2 FB(S0)15
- R . | ' _
Sl = School Feedback Survey time one ) ¢
0, = Evaluation Questiomaire time one ) o - e .
‘ . ‘ . . Ad ' . ‘ \' o
S:I'and Ol = School Survey time one and evaluation questionnaire time one were ddministered separately

“ e
’ *
- ~

FB(S;) = Feedback!of survey results (S;) ’ s ) .
—_

v -

FB'(SO)lz = .Feedback of all questlonnalre data collected comparlng tlme -one &nd time-two results, essentlally
data "handback" . ! . .
PS) = Refers to three two-hour released-time sessions fér. the groups as par-t of the gtart up; all subsequent
. group, sess;ons are. con31aered to be effects of"che imtervention .
§0, = Combl_ned School Feedback Survey and Evrluatlon-,é}uestlopnalre time one J
‘T = Training . ot N T
I-=

Interview ¢ . ‘ o ',

(2]

1¢




N

Instead of being classified as post{test and pre-test, the School Feedback
e v - * <, [ S R -

-

[ . N ] . < .
~ Surveys could also be censidered as pavt of the ﬁntervention. The two

questionnaires were administered at separate times during the pre- test

%

stage« At dist/ict request, shortened versions of the two were combined
f L]

into one instré%ent requiring a'éingle‘administration for the post-test

measures. It is oniy on these repeated measures that'the effects of the

T

intérvention can be measured.

Training; There were -two training periods. -The:first, took place
roughly at the time of the pre-test.questionnaire adﬁﬁniétgation. * The

second was held at the beginning of the second academic year and was aimed

at complete training of new replacement personnel and refresher training

-

of continuing pefsonnél.

Feedback. The first gar feedback Was handled in two ways. In each
P
of the partic1pating schools the trained personnel from that school fed-

o

N

back the data in the first fdrmal meeting of the school group. In almost

\

all of the non-partiCipatiﬁg schools, an after—school feedback session

5

for the faculty"was conductedhwy a member of the research team. Ih the
" remaining sdhools, the dﬁéa were handed'back to the principal.
y
The 'second yeé§ﬂ feedback was in all cases in the form of\"data hand-

back." In the participating schools, no formal feedback sessions were
- 7

held as a part’of the research deSign. Participating schools which did

’\

feed the data back according to the OD deSign,did so on their own time

-

and at their own initiative.‘ -§§
; b %,

- Problem-solving‘procese and structure.. This part of the intervention

was communicated at trat\ing, where the skill—tréﬁg?e;‘alsq took place.

The résearch design prOVided for active implementation of these interven-
12

* tiom components and supvey feedback by setting aside three two-hour problem;

v

!
¥




:,/ .

solving séssfons for t school groups in February ana Mdrch of the

first year. T1me for t
» g - . n

by the part1c1pat1ng facd ty members - No other formal released time

. e

was set aside by the rese;ich design. fhy addltlon§l problem-solving

se 1n1t1al sessions was part1ally set a51de

¢

\

meetlngs and ‘uses of the s ructural components of the 0D program were’ .

at the initiatijpe of the sohool personnel '

-
. \
. ki

-
. Groups. Ideally, the membership of the experlmentaL ‘and control

grioups should be randomly determined. As we have sken, this was not

: 7 ,
= Y - .
“Thus the desfgn is a non-equivalent contrcl group.desk
&

-~ Fad
the o;be in this program.‘ The participatimng schools elf-seleéted. U
o !
qgn and, as such,

L
-

any results of the, design will be open to alternative 1nterpretatlon§ g

¢ - 2
- which would explain any differeniial changes’in partic1pat1ng schools

. . - o ) . "
by the bias in the original‘s ple é@ experimental schools. _" T
\ - . 4 . -
Nevertheless, the presence of the non- equlvalent control group )
= Y -

. is“muck bettepy than having ho control group at all. The fact that

bot;\;§§ops are drawn “from the same d1str1ct means thaf{ﬁﬁg and large,

the same external forces are operating in all schools. Any changes
"in the states of the schoolg/hich are caused by changes in théir | 5"

s
.’
. Y

. . o .
environments--suech gs superintendent turnover, schop} board a¢tions,
— . ¢ ) ‘ .
legal decisiony etc.--will mog?’like}y’app}y‘across‘the board apd 5
therefore can potertially B/ separated out statistically. These o L.

vﬁwextérnal effects eoulg\gbt be’ dlstlngulshed from experlmental effects :
in Qhe‘part1c1pat1ng schools were it not for the\trend gom;ar;sons~ -

J made pbssible by.the availabi;igy of the Wcontrols."“ -7'. . -

h’“ Pata Analysis. The preseﬁce of a non-equivalemttggntsbl sample ’ N
in a 1on.g1tud1nal fzpli exPerJ.ment creates two confounding tendenc1es .‘

which must be taken into account in statistical data analysis. © First,

&

. ‘v ‘ .
- ~
.

) iy




, .
< there are liable to be natural or externally gaused changes’ taking

place in all schools ovef the time°fname of the analysis. Second, it

is llkely that the part1c1pat1ng and non- part1c1pat1ng schools are,
due to the selectlon procedure, systematlcally dlfferent in their

' .

organlzatlonal states. Given these two a priori sources of varlatlon,

- ' ,they must be statlstlcally 'accounted for and removed so that the’only

e remaining patterns are those which chapge over time and.whlch show

-

c . different patterns of change for the parth1pat1ng and non-part1c1pa—
ting schools. A two-way analysis of variance (two-way ANOVA) does this
‘when the 1ndependent, qualltatlve varlables ape time (levels equal
- o pre -test and post- test) and*partlolpatlon status (levels equal partl-
-~ ‘ R —nlpatlng and non- part1c1pat1ng)..~The dependent variables are the g
various measures of organ1zatlon§} states which are explalned later
~win th1s chapter.- ThlS 2x2 deslgn will identify effects’ ostenslbly

& v

i L 3 due to the presence of the 0D progﬁam ‘as stat;stlcal 1nteractlons

! s

\ .

-

between time and participation status.

.
- ’
ot G ! £

type of analysls for this type of- sltuatlon is made by Nunnally (1976)
» : . s .
e * In his treatment of this issue, Nunnally p\’ts the case for the«

- - <

"7 ) - above type of analysiS°as the most legztlmate treatment of the non- .
2 oo~ -
' equivalent control group; design. ot .
. Ve . 5

2 > At/the same time, we recognlze the potentlal *onstpalntsjﬁhat a

e ’ =

-

1

A . pure quasi- expeﬁlmental deslgn w1ll create on the potentlal knowledge
“ v~ .

‘to be galned from program eValuatlon (Glaser é~S§padSs 1967 Ross 8 )

Cronbach 1976) Some of this addltlonal knOwledge cam be galned by .

ég?cess evaluatlon {Duncan et al, 1977 Mohrman et al 1977) HBweyer,

1 -

o © ‘statistical ana;y81s of the "data can also be used to gain useful
. - Y

Y
AR

e Y
o ' W

/r
.

P e
- . . .

Qn extended d1scusslon of thls .

< ~

.
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. ! insights. A simple technique which we have utilized is the presentation’
) ; of Student ‘t's for the pre- anq post—test measured for both the parti- -
. PR - . Al )

c1pat1ng and non- part1c1pat1ng samples. AYthough not a rigorous test

of program effects, it allows the reader to get a feel for the pattern

¢

. ‘ , ' of changes;wnlch occurredu 2
‘In this, same spirit-o? increasing the interpretive usefulness of
. . . o \ [ - .

» .- -

the data by maximizing the changes of discovering pattern tendencies;

we report all our significance tests in:thgs‘baper at ‘both the indivi-
I Lt e . ‘ “ . . »

+dual and school levels of -analyses although, strictly speaking, the .
"school is the proper unit-of—analysis whenr evaluating a school level

' ; . - ‘ B . ',
- intervention. Purely for the sake of ‘'simplicity we have, in the(vari-

- > .
~ s T ous tables, presented only the means used in individual level analyses.

; .. In point of fact, these are quite close to the -means used for organlza-

tlon level analyses.. In general most t- tests'whlch are slgniflcant

»
o

* - when done at the 1n1d1v1dual level also,achleve slgnlflcance at the ~

ot onganization level. The 'ANOVA's generally didxnot—achieve significance

° i

- ’{ . at the organization level. * . ,
Ve “ o ‘. . c 0 . 7.
“Sinoe high schools and junior high schools are qualitatively,
e quantitatf%ely, and organﬁzationally very much di terent_from elemen-
e N af taf§ sohoolsl and.since‘only oie seZondary school‘partlclpateo‘in the

- M 4 - . -

. ' .o ' : . N - .1 .
) ,program, we ‘omitted these schools,fromlourranalysesgln this chapter.

We focus solely on elementary schools. Onefnon-ﬁarticipating elemen-

»o.

.- >

tary sohool was omitted from the analyses because of a very low response
c T, e .. o o
ey N e rate on’ the questlonnalref“‘Thps, eight partlggpatlng and eight non-

. participatingvgchoolg‘are used in thejbrganization level samples. Only-
L P LU o AR T
- : the respondents friom each of these 'two sets of eight schools' were used '
: res _ 3 ;
S . © o v, 5 ] ..

A ‘ ‘as the dndividual level,sahples. L -

%

. - .- i o < 4

ot v B . N »
= v o s .

, . ., .
« * B BTN
I - ‘ 28 . st
4 . .
.
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dlevel results.

L)

. As a final measure to ensure a\relativély,straightforward‘presen-

tation we havé limited the content .of our discussion to individual .

In‘almost all cases, the comments are valid for organ-

izational level results, also, T . ' n

] ‘ - -
4 . *
. . -

Measures (

. . v o ¢t
)k This section briefly presents the measures which were taken through

the evaluation questionnaire. The final report for the project (Duncan

. .

et al, 1977) contains complete information, including the items making

!
up questlonnalre seales and the reliabilities of those scales. ‘Measures

2 ) !

are d1scussed 4n the order of the hypotheses to which they apply

[}

Structure is measured by four scales.

a Y

Standardization referfp to

>
.

the extent to which there. are specifically definéd rules ‘and procedures

.
-

to be followed (Hall, 1977). Hierarchy of Authority measures the degree

to wh1ch dec1slons and problems must be referred upward (Hall, 1977)

Autonomy and,Varlety refer, respectlvely, to the degree of d1scretlon
- "
and. non—routlne act1v1t1es assoc1ated w1th school tasks (e g5y Parter,
14

I
Lawler, and‘Hackman,ﬂ1975)§.«' TN

N

.!

¢.

Group Problem”Solvingeis measured by.seien scales which oorrespond"

1

~

to the seven steps problem §01v1ng process d1scussed at length earlier.

/

The scales tap the degree to which the school tends to identify and

SolVe problems through collectlve means.

Influence:

Teachers were asked to eStimate the degree ‘of influence

Y

These were:

policies'and programs.

they perceived each of 10 gropps or entities to have over school*

-

students, tedcherg, principals,

central office, board of education, parents, AFT (the local bargaining'

-

“

'ragent), state and federal governments, and community agenciesk The
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separate items were not scaled. ; ‘
. i-

N ) - t . .
Participation in Decision Making: Following Alutto and Belisco

.(1972, 1973) we measured perceiyved participation in school decisions

S . s N .

T

by asking teachers, to rep?rtythe degree to which they actualiy partici-
h‘pate in 12 common decision.areaé in schools. <These 12 areas fdctored .
lﬁuite clearly into 2 domains of decisional participation (Mohfman; ~\

,Cfoke, Mohrman, ,1978). The "technical domain" consisted of the, follow-

*

f

resolving student learning problems, deter-

. ing areds: selecting texts,
. . x .
‘mining instructional methods, establishing instructional policies, and

3 s

gstablishing disciplinary péliéies. The "Administfatiég:domain" con-

sisted of: hiring profeséional personnel, planning budgets, determining
i » .
professional assignments, resolving grievances, planning facilities,

2 ©

\\p . " resolying problems with communi%y grohp§, determining salaries.

%

’

" Resource AflocAtion and Goal Effectiveness:. Teachers were asked
.o T4 . .

s to respond to a list of 10 common goals or objectives of schools by

estimdting 1) tpe degree to which e§ch,goa1 received emphasis and
: ' : :
({f resources in'their schools .and 2). the degree to which they felt the

. . ,goal was.being acgcomplished by their school. The forfer 'is an estimate '
: "~ e . ~ . ‘

. .
. o

4

- ' -

of resource allocation-across goals, the latter an estimate  of gdal

.

effectivehess. The individual goals were not scaled.

Ll ’ . »"Satisfaction and Stress: Ihdividpal level reabtidhé.to the job are
) ‘v :'; ’ R .
measured using adaptations of common measures in organizational liter~ «

‘ r * < oA

. ature. Intrinsic and Contextual .Job Satisfaction refér to our inter-

~ - . '
pretations of two dominant factors resul%}ng from a set of items

-

derived, from Porter's needSrseyisfaction questiohnaire_(PBfter and
° ! . &

Lawler, 1968). Role Ambigd&tzﬁ%nd\Role Ovéipload are scales made up
. . . . ,.5\\"\\«,/\';1“ ¥ . ' i
s o - .

@ D -

z
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y b of items from a variety of sources dealing with these commonly used -

coquucts (e.g.,’R%iéb and House,j1977).’ ’ ‘§\~,~—~\

) . In addition to the above measures, the results section will report

T data obtained by other means, chiefly interviews. ' ‘
: ' } ¥
' ’ —— . ’ M

.

III. RESULTS ‘ - .

et
13

/f i
Comparison of Expé%amental and Control Groups. The fact of self-

- selection 1nto the 8xper1mental or control group necessitates an explor-

-

ation of the initial extent of non-equivalency between_the two groups

N

and pesultant implications for' validity of the evaluation results.

Self-selection occurred after most faculties had been familiarized with

the nature of the OD program, ‘and before the questlonnalne administrax

tion. It was expected that the schoq&s which opted to part1c1pate‘

-
2.

T would be those in which there was a felt need for a program of this ..
. N - N ’

type to address problem-areas in the school. In general, the partici-
pating school teachers percelved a hlgher degree of hierarchy "of author-

ity, less problem solving activity, and a lower amount of goal effec-
’4

g tlveness.tﬁan.teachers in non-part1c1pat1ng schools. In addition,

’ parEac;E__lngsch001snwéhured lower in, ‘teacher satlsfactlon and co-

- - -
he31veness on the evaluation questlonnalre scales, and less favorably

in teacher perceptions of many aspects of their school on the feedback .
‘ ‘ & |

survey. '
, - ‘ —
- . c The extent to whlch the measured differences between the two groups
. 1 - »
- reflect actuai dlffenences in organlzatlonal state rather than a°
' (
~ B

e : . ratlonallzatlon of the decision. to partlcwpate in the OD program cannot

BEiigziaitely guaged. Interview and observatlonal data suggest however*‘ \

.t \d . . ,
. ~ N 4

NN J
M r - <

n
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that, consistent with the data, several of the participating schools

were in reality characterized by a relatively low state of organizational

’
.

health and that the ranking of schools on various 'organizational variables

had been relatively constant during the years prior to the intervention.

¢

If there indeed had been a historical.pattern of non-equivalency, it

A L A

‘makes it less likely that changes in measures .on the post-test represent
regression of the participating and noﬁ-participaging groups toward the
overall sampie mean rather than program'effect (Cock and Campbell, 1976).
In this particular quasi-experiment, that threat to validity is also
reduced by the ability to compare patterns of changes in'date with pro- .
gram effect measured in tlie pilot test of the same intervention which
utilized a -field experimentai design (Coughlan et al, 1972). Similari-

ties in results in the two résegrch/programs provides evidence that true |

¥

program effect is being reported. v

Tests of Hypptheses

Primary Out comes : Table IIi.i providées the summative evaluation data
that was obtained from questionnafres. Primary program effects which
should reflect implimentation of the 0D program itself were expected to

be an alteration in the organization structure and an%xncrease in the

group problem-solving and change processes in the.schooY¥s. T-tests

indicate that two aspects of structure, Standardization and Task Variety

\ increased significantly only in the participating schools, presumably

. reflecting the highly standardized nature of the intervention and the -
" addition’ of group problem $olving activities to the pre-existing roles
of teachers in those schools. Hierarchy of Authority and Autonomy did '

not changé significantly in either control or experimental group.
. - m

-

o
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v . , TABLE III.1 -
.« ' . T -
. B Changes over Time on Evaluation Quesationnaire Scalea:<
f Significant Changes for Farticipating 3nd Non-participating Samples (t-tests)
’ - and .
Slgnl(lcam Interaction Effects between Change and Progras Partlrtpntlon (two-way ANOVA®») (
. lndtvldual and Organizotion Level Analyses -
. N . ° #
N ! Individual ’
Participating Samples Level Inter- Non-participating Samples
- _ _ . ¢ ¢ 2 activn Effect ol e )
’ X X ind org (time x 5 X, + X : . ind
" - Pre-test Post-test Change (N=120)  (N=8) participation)” Pre-teat Post-rest Change (K=100)
Environseat R . . -
Environmental infjucnce on policy a .
prograss 4 -
. ' (T atg .
Students - . 2,38 3.08 + -4.40 -6.80 ° - 2.54 2.79 + 0
1]
Teachera ' 3.26 3.8 v 20" e TS W) -
Principals AT04 4.09 + ‘2 4.0% -,
. . . »~ ,
Central office - 4.34 4.43 + . it . 4.19 4.28 +
Board of education - 444 .26 - ., 4,23 .9 +
Parents - 3.08 3.7 + \ 2.947 3.02 +
_ The AFT and affifiates 3,14 3.09 "~ ‘ 2.9 3.03 +
v . k& an ‘ § 11 ]
State government 3.1 3.92 + -5.8} -3.9 3.06 3.69 + -4.25
L] L] L 11]
Tederal govermaent . 3.06 .73 + -5.02 . -3.42 . 3.08 l.61 4+ =197
. % 4 - c . N
Community agencies (police, fire, etc.) 2.32 2.56 + -2.22. . B R 2.1 2.28 +
Organization Structuze ’ . . ‘
‘ & “ . .
Standardization . &.17 4.37 iR -l.l? . -7 - N _ 4,17 €.23 .
Autonomy ) 4.16 825 ¥ - o - ' 620 ° 428 +
N .
Varfety o .02 %) e st a2\ 0.2 .18 -
Merarchy of autnority ! 3.48 3.38 - ’ 3.0? 3.8 4
:Organizational Process b e
. N
Prohles-solving process . ¢
—— . h 1 ] r
" Evaluation | ‘ 3.10 3.8 + 528" o558 .. 3.60 1.8 +
‘ « . )
Solutfon genération 3.19 3.78 T A X 3.69 380 o+
Internsl diffuaion 251 2.9% o™ et 2.80  2.88 +
Legitinat fon ' 250, 2.90 £ ™ et N 212 29 ' 4
Mopt fon 2.79 3.19 + -3.£1:" R . - 3.2 3.33 +
N . -
leplement ation 3.20 n PO A W T . 3.59 3.68 + -~
Rout Intzatinn } 322 368 v eeas™ 2,90 . 369 1S +
™ Participation in decieion making . . < 3 = oL '
Actus} participatiun in policy deciaions 1.%2 - 1.59 + e © ta 1.65  1.48 - > 2.0%
Should participate in policy decisions 3.04 w2 - , . 3:03 2.98 “ ‘
Actyal paructpnlon in operational ) ) ‘ ,
I Q 3.3 3.54 + , * -~ 3.49 3.467 -
] EMC urtpue In op«rntlm . .
(A A o D 4.28 b2 s .

L -*-—.;»«HAWMWWWW : WW' PRI
s . 7 T T T s - T s T ._;2.’:39_._ =
, - i - - .
. . ’ -
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‘ . TABLE III.1 (continued)
¢ \ . —
Indtvidual )
R Participating Samples . _ Level (nter~ Non-participating Samples
~ . - action Effect - .
, i { . “ind torg (time x X i *ind torg
Freclest FPost-test Change (Nv120)  (N<8) ' participatlon) Pre-tesr Post-test Change (N=100)  (n-8)
Resoutce Allocat fud Plocess - v
Ancuut of—attention and resources ’
—atge ‘o .
1. Develop highly qualified staff 3.3 3.67 + -2.76 . 3.61 3.66 +
2. Implcment comprehensive and integrated PO as \ * . w4
Instructional program 3.3 3.73 + ~-3.97 ~4.22 3.47 3.74 k + -2.17 -3.6)
3. To provide positive and support lve s ' “‘ - . ‘
schoul environment ~ 3.42 3.7 + ~3.17 446 3.69 3.81 , o+ ’
4. To provide oagoing evalustion of ‘ . )
school programs for modif ication and S S ana ana
deve lopacnt L. 2.88 3.3% .+ -4.72 -$.22 * 3.11 3.37- T -1.84
5. To experiment with educationa] L . .- PR .
{nnovations 3.09 3.00 ° st 3% )1 3.28 -
. . . ' L Lo d
6. To be revponsive to commumity . 3.08  3.43 ¢+ am™ e . 3.8 344 + . .
7. To communicate to pudlic objectives . ’ , . - . ) .
and results of school programs - 2.72 3.0 ‘4 (=315 -5.04 . . 3.18 - 316 - .
8. To promofe educational achievement T R as '
of minority students . 3.27 . 3.55 + ~2.08 -4.84 3.51 3.72 - +
9. To cmrdlmge school activigties with oo B ’
refevant comsunity groups 2.73 2.84 + \ . . 2.90 2.89 -
- - \ . . ’
10. To lessen disciplinary problems . 3w 3.4&9 N 3.82 3.54 +
drganizational Effectiveness = ’ .
foal effect tvenens . . s
1. Develop highly qualified staff 3.2% 3,50 + ; R N 3.56 3,51 ° Co-
2. Iwplement co-p'rehcn-lvc and integrated N *
instructional program . 3.16 3.9 + ~2.04 - 3.3 3.42 +
- ., >
- ). To provide po;{u;e and !upbonlve . . .
-cgmol environgeht 3.28 3.4 +, PO 3.51 3.65 +
4. To provide oglng evaluat{on of ) —
school programa for modification and - aks :
deve} opment 2.76 3.10 + -3,15 =5.76 3.04 - 3.05 +
. N . . » -
L 5. To exp%l!cnt with cdncationa
tnnovatMing . A 2.9 2.89 - o, 3.13 3.07 - .
. . ~ - | s *
6. To be responaive to. coimunity 2.87 3.200 Y+ -3.22 -2.64 » 3.20 .22 +
7. To commmicate to public objectives ’ N at s }
and results of school programs 2.69 2.99 + -2.99 -5.27 s X 3.04 2.98 -
- . + -
8. To promntc educationsl achlevesent
of minnrity <tudenfs 2.90 3.1 + . . 3.25 3.32 +
9. To conrdinate school activitfes with ‘ ’ v . :
Trlevant vommunity groups “ 2,81 2.8) + - M 2.84 2.9 +
10, To leasen diaciplinar; prohlems 3.05 3.09 + ‘ ‘2 98 2.94 - )
- & - . ' T e )
Y
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Pre-test
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Role behavior
Role m.-erlouf
Roole ambigufty
Job, sarisfaction
c 4,50
.10
4.56

Intrinsic matinfaction

Contextual satisfaction

‘Sl;nlﬂcant
.Slgnifkant
*Sigaificant
Significant

at p <.05.
at p<.0l1.
“
at p<.001. . ,

-

TABLE III.1 (continued)

- Farticipating Semples”

X
Post-tesat

3j;:\\\\\3.)o .
2,45 . 2.2
w

4.82
¥ 4
T4.50

4.75

inbtegaction effect at n;ganlutlmal tovel.

lfw-sai:ed t-test, between pre-test anf, post-test groups.

z‘ho'n-ullcd t-test, using pajred groupings. -
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“*Teachers in the part1c1pax1ng schpols, but not 1n the non-part1c1-
v \

pating schools, perceived an increase in all seven stages of the group*
%, . . - N

v
.

' . . s s s ¢, . > .
problem” solving process. S;gn;flcant two-way interaction effects (time
, “ . :

N [ ““en - ‘.
X participatory statgs) emerged for folir stages in the analyses of

variance: Evaluation, Solution Generation, Implementation, and Routini- -
\ ,I _— a ) te ) 4
zation. . . ) ‘- ‘ ot e

Qualitatiye interview.and observational data confirms those primary

J R : L . . v ! P!
effects. Tah® II1.2 provides eviaence that thevgroups were, meeting, .

~ -

"had relatively high attendance, and that many of the’ groups utlllzed

o the standardlzed communication forms as well as the standafd change
) . ~ "' . 4

paradignm provided by the interventionists. Apparently the entire change .

process was folloWed in many bprogram groups, as‘the solutions listed in
4

— }
Table IIT.3, all reached the 1mplementat10h stage~and maqy had been

\

s .
routinized by the time the second year ended e

s . . P
> . - - .
. - . - b

Secondary Outcomes: As a result of incredsed group problem solving'and '

L3
. o e . _

étpucturalgchange in -the experimental schools, it was: hypothesized that
. : y ’

teachers would perceive an increase'in the extent of their Participation
I.' ; . » . » N . 2

L \
in Decision Making ,and. their Influence on the policies and programs in

y . l . .- f o

Enelr school. - : ‘
; : - N ' L.
The data provided-weak evidgnce that .there were~effects on the

amount of perceived Participation in Decisﬁﬁﬁ Making A very slight

-

absolute increase in the measures of Part1c1pat10n in both Admlnlstra-

T - b -

tive and Technical decisions in the experlmental sample' combined with
v~ ' . - ’ ) . .
. . : % - : s sgs
decreases in these measures in\the control group to produce signifiéant
2 \ ~ 9
1nteract10n g¢ffects in the analy31s of vaylance. - ’ '

”

~
* -~

Teachers in the’ experlmental group percelved “an 1ncrease in both

5 ° - e

/ Yo : A

o

'@
w
ip)
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'Table III.2 Use.of Program' Components by Participating Schools

< 1
+ 4 ’
Components Elementary School Program Groups )
e L)
. S . A B c- « D E F G H
First Academic Year ~ ‘
Data . D g
Feedback Session yes yes - yes yes yes yes yes yes
Gfoups ‘
" Program Group . .
Number of g
Meetings?® 6 11 s ! 9 7 6 _ 4 5 -
Percent , of : : ‘.L —
AttendanceP 75 100 90 75 50 86 ° 95 75
¢ Review Group yes yes yes yes yes®  -yes yes no
Process Guidance 2 :
Seven Stage" Model yes yes— - no yes no no '?bg no
Forms yes yes _yes yes no no yes no .
Second Academic Year ) N
Groups \ ' N
«  Program Group ’ \>\
Number of . .
Meetings ,  3C L1 5 15d 134 12 0 ---¢ \
’ . Percent of
Attendance .95 100 100, 60 50 75 ——— -
Review Group yes yes yes , yes - yes yes no -——-
Process Guidance ) . x
Seven Stage Model no yes no , yes yes no no ~-- .
Forms - no yes yes - yes yes no, " no -
Data \ o
Feedback Session no yes yes yes no no ye'sf -—-
Third Academic Year ) .
Statls -— cont. cont. cont. cont. cont. e

>

ya

a Includes three initial released time meetings provided by research funds.
to those participating after the initial ‘three released time meetings.

ings regarding a particular

roblem,

b Percent refers
€ Monitor left and was |

Change in program group leadershlp

not replaced; the program was not .really continued, although the leader was asked to call meet-
€ Gro&h\ formally

voted to drop the program

Attended by principal.

/

~
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I.

II.

HI.

Iv.

v.

‘Communication between Admini

Table I1I1.3 Problem Area and Solutions’ Implemented

o

Exchange of ?F6Te331onal and Task-Related Informatlon
Compiled list of community resources utilized by teachers
Compiled list of teaching materials available in the school
Teacher lunches to provide interaction opportunities
.Collected information and held meetings to decide on a new math-

ematics curriculum’ ™~ -
Met as faculty to give professional. assistance to new teachers
Gomprehensive school éalendar to facilitate coordination
Meetings to share knowledge concerning 1nnovat1ve materlals
Communication of progress on referrals
Determine priorities for use of limited special testing services
Cémmunication forms used to exchange information between teachers

<
——

Utilization of Resource
Services ‘- \ .
Procedures for locating materials so accessible to all teachers

'Procedures to use :paraprofessional or ‘volunteer assistance to

duplicate materials (2 schools)

- System to utilize library when part-time llbrarlan not present
Upgraded, catalogued ‘an encouraged use of resource room —
Planned utilization of workshop day
Developed york space for\ teachers (2 schools)

Altered space utilizatiof in building
Priority system for use ‘testing services (also under I.)

Available such as Space, Materials, Time and

ration and Faculty

Met with Central Office Petsonnel tQ:+ . [
-Clarify nature of psychological services
should be availablg in the school
-Clarify procedures for identifying and
special ed programs ‘ ’

(2 schools)
-Bet information conce

"Appointed agenda committee tg
needed -

Procedures for Grouping Children 4
Learning Situations - "
Pracedures for communlcatlng ski ls to promote contlnuity
in child's program
System to allow individualized reading instruction with movement
of students between classrooms (3 schools) |
Guidelines for placing students in|classes from one year to next .
Testing in ‘pasic skills to detect and place for remedlatlon

s or ‘Development Areas Needing

\
|
|

Client-Oriented C icdlari,Behaviora
Stress . ¢ Y
Currlcular and Extracurrlcular focus on citizenship
Interdeparfmental focus on basic skills
Cutting down truancy and class-cuttln

. e

. , ‘ Y
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" Table III.3, cont'd | . \> - , ‘ -

S — ’
o s ey e e e An sn

VI. Contextual Irpitants . . =t .
' Decorated-teacher. lounge < o
Secured Coke machine = . A ~ 3.
Locked schools doors during lunch L S /_//
. Pass system for visitors

- . ' Sﬁrdctural change in driveway and playground ‘ . -~ .

s R 1
VII. Other-School-Environment Inter#i® . ,
. Program to increase parental involvement in the School . ¢
. - LI
» -
-~ -
_— e . .
. \ , .
- \ ‘
v - + » -
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their own influence and that of the.students but no change in the

- “ 7
influence of the\principal over policy and programs. Increased student

.

influence may reflect the 1mproved ability to tallo§ the educational

u\

process to the needs. of students, as a result of problem- solv1ng efforts

-

by the teaqgﬁrs in each school.  Changes in the perceiyed inflhence of

~

government were registered in both experimental and egﬂﬁ#bl groups, and
\ P - - - - .

.'a . . .
probably reflect general environmental occurrences such as a court

ordered desegregation plan"rathefﬁjién\the'OD project.
. 4
. S ‘ -~
Once again, qualitative data adds substance’ to these statistics.
“ - . / ; A%
The list of solutions that were implemented reveals that many of the

-

issues® The Program Groups deal£»;;§%\WEPe codrdinative ‘or integrative'o,qﬁ

in nature, and were not strictly administrative or instrucfionql decisions.
¢ . - -

.
- o

Thus,'it is understood that items measuring perceived paptieipation in

"normal”’admlnlstratlve and teehnlcal decision areas(did Qg%~change.
. . . . PR
. Y ) \

Strue;uped intervi?ﬁs with leaders, monitgrs, and brincipale %}elded .
. : . y
information which stresséd'the'essentia{fzrpréfessional nature: of tiveé

Program Group activities. Both 'teachers and principals felt that the”

major reasons for par;icipation were to 'selvé problems, increase teacher

hf 1n£luence, and 1ncrease pﬁ@fe331onal 1nteractaon Many of the 1nter—

~
(k ’ ’
vawees felt that teachers had become more 1nfluent1al in thelr schools
. M . LY s

. * "

~ as a result of the program. Prigeipal influence, however, was in general
' -
not perceived to have changed' This lends some substantlatmon to the .
5 Aad -

theoretlcal framework presented in the first chapter, which dafferen-'

tiates between problem apeas requlr' g technical .core problem solving
K3 N ’
and those requlrlng managerlal proble 'solv1ng. It seems that teachers
~ .
] ‘ r
as a group can become more actlve and 1nfluenE/al in solv:ng their

.’ o ~~

\




,
T

~

.
« : ’ . R

problems without detractln from the uence that they percelve "their
g

P

principal to have or that the prlnclpal hlmself percelves.

In general, the principal's role does nét seefrr to have been weakened

> « v et

~by the program. On the contrary, interviewa'wlth district office

personpel revealed that the interventign had been benéficial to a coyple

N ! ‘

of principals who, prior to theinterventionj'had»been perceived as weak

h

adminlstrators but who appeared to gaxn influence,as a result. Principals

in. partic1pat1ng sg¢hools may have become more knowlédgeable concernlng

\what is going dp/in the school and more active in communlcatlng 1nf,rmation.

Increased wo-way communlcatlon between teachers and principals was ‘also

. reported by almost all partles as a major benefit of the program‘
~ P oo
Tertlary Outcomes: The introduction of faculty level problem o

-

‘ g o 3 . 3 '
solving;mechanisms and the consequent increase in perceived teacher

i - —

1nfluence over programs and policles was_expected to result in an increase

in the organlzatlonal attention and resources applied toward schooh&ioals o
- A
- Qm L

- that are valued by the teachers. Data in- Table III.1 reveals a slgnlflcantgé\é%

increase in the amountiof attention and resources allocated to seven ef

e
et

the ten goals presented in the questionnaire,’ compared to one goal area
1n non-partlclpatlve schools. Interaction effects (time x part1c1patory

i status) were present in the analysis of variance of two.goals 1nvolv1ng
responsiveness to the community and commuhication with the puglic. This,
‘o k] -

- -

o provides further evidence of increased environmental adaptation.

-

°
- .

If,\as\tnéorized, the 0.D. project was appropriate to the environment,
A . \ )
"45' téchnology, and fessional ngture of the school staff, it was expected

————
-

that organizatlonal effectlveness would increase and teacher satlsfactlon S

% & L3

and role variables’ would improve in the partlclpatory schoo%s. .

-
\
L]

Organlzatlon effectlveness wag percerved by teachers to have 1ncreased '
v :

+ Y “significantly in four goal areas in the partlclpatory schools whlle 1t

1
M- S

N




“

changed”ﬁery iittfe in non—participative schools. Some objective

credence can be lent to these effectiveness measures’, as structured

-

. 1nterv1ew data a{tlmetwo generaQed by district office personnel yielded
external judgements of thereffécticeness of "each school which correlated
. . B . - -
strongly witn self-ratings by-tpe teachers in each school .(r = .80;
N'= 1), _ o o
Finally, teacher job satigfaction’increased and ?ole‘ambiguity ¢

- N . . .

< degpeased in the participative schools, a patternnot found in the non-

participative schoolss_-Analysis -of variance of intrinsic satisfaction
3 ' : i 2

X l‘ o, .
scores yielded a significant interaction effect (time x"p%cipatory
. - s . i " ” : N

status). Participation in the problem-solving proceSs and the experience

5
N ~

¥ .
of increased influence over policies and programs seem to have contributed
to both the contextual and intpinsié satisfaction of teachers, as well as

to have reduced the role amblgulty assoc1ated with,.their ]obs.

A further 1nd1cat1on of 1mproved attitudes ofs teachers is the

< "

striking pattern ‘of iricrease 1n fayorability of the various/sc31es in the

feedbaok _survey (Table III.4). General areas which showed significant,

v

improvement in the xperimental schools but'not in the controls included:
. , - . .

Bduea onal-Effectiveness. This pattern of imp vement in the school.

£

'IV. DISCUSSION

" The prev1ous section descrlbed the results of "the summative evaluation,

N

which presents "hard" dafﬁ concerning program effect inclpding questionnaire
data indicating some perceptuay increases in favorability, documentation &~

of problems confronted and solved by the Program Groups; and final interview

K

* data- tapping the attitudes ‘of dlstrict personnel toward the OD program.

-
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. TABLE ITT.4

N Changes over Ti{me on School Survey Scalcs:
Stgntficsnt Changes for Participating and Non-participating Samples (t-tests)
. snld ! ’
significant Interacttion Rffects between chnngo'and Prngra-\raructpntlon (two-way ANOVK's)
‘ Individual and Organization Level Analyses : . g

Individual -
Participating Ssmples Level latec- Monyparticipating Samples

) - e - action Effect t
N % . X -, Y torg (tiwe x 3 b3 tnd
: . . Pre-test Post-teat Chaege (N=120) (H=8) participatifon) Pra-test Post-test Change (N-100)
Clieat Relations - . ’ *
School community relations 3.16 3.3 : -3.21“
Community iafluence 3.5 .73 -2.63" .6 ' 300
Community interest v .08 ) 3.9 3.8

Students 3.40 CLase .6k
Internal-School Relations ' '
[ 29

* Celleagee relations B % L] -2.96 3.38 3.50
' C 356 3.6

PR TR W -2.08"

S Prefessional support ) 3.9 O
\ ‘»\\Suﬂ l-tutftlm , . S.i‘ 3 - -Q/Si:’ N 3.2l 3.3'6
Supervisory relations . 3.10 -3.08 3% .n
Metgiatcative practices 2.50 . -3.00" 276 2.88
!;gglnﬂoual Climate .

" ferfurmmce and development . 2.89 202" 3. 3.3
2.3 2.54 3.02

2.9 3.18
2.52 2.8

Pacwlty voice in educstional progrse
. 'Paruclp.;uon in progrsm setting 2.3
Responsivencss to !acult; - T 2.39
Facilitics ’ ,
Moterials nnd equipment 3.10 T iLn 3.3
Building and factiftles %‘ e 2.64 2.9%
work taud T
Profenslonal vork 1asd 2.8 . 2.94 )
¥on-proleasfonal work load a4k 3.2 3.24
School Perf{orwance . ) :
Educational effectiveness 3.10 3.3 3.46
Evalua:lon’ol-;(udmz- . 2% .00 3.2
Cognltive evaluntion . 2,85 2.68 3.00
Stodent plsccment -/ 3.06 : ¥ 1) 348
Syecidl services 2.80 5 . 3,00 J.Ol‘
2.88 . ‘ " 3.06 2.9

2.94

Servicon for special children

Sorvicun for atudent and ataff
Jmprovesent . 2.1

st e e

[J ;
siguifteant at p <.0%

3.10

[ . o
,Signifigant at p <.01,
and ' ' -
- Signdf leant at p <001,
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At the conclusion of the two years of formalfinterventioﬁ%ﬁ?ive schools
g
1ndrcated that their facultles had dec1ded to proceed w1thvthe program for

1
-

at least another year. Three schools-had stopped program act1v1t1es, one
hy,formal vote and the others by tacit agreement, "The dlStPlCt office indi-

~
cated a wllllngness to cooperate with Program Group efforts of the five

~

continuing schools, but there were no plans for any districgtlevel encourage-

-

ment of an expansion of the program.- Final intervieus‘with.the'major dis-

trict‘offioe‘personnel yielded a positive assessment of the\nature and:
.potential;banefits of'the project;'but.a less positive assessment of the
_results of the project in their own district. Almost all ten district

office personnel remarked that the preoccupation of administrators with

°

superintendent turnover, couft ordered desegregatlon a,teacher strike, and

the annexatlon of another _school dlstrlct had detracted from the administra-
, . v

L ° A

’ . ; ‘
tive .attention and commitment that would have been necessary to enable the

-

program to have a widespread effect in the district,

-

Despite this assessment, with which the interventionists reluctantly °

-must agree, the experlences in this district have confirmed the general

theoretical development calllng for. collectlve decision processes to sup-

plement au:hgplty declslons in schools. Many of the teachers w1th,whom we ¢

\
AR

interacted felt frustrated by efforts to participate in authority declsions

- ' R

through the usual commlttees, as they felt that the resulting deC1810nS

>

often did not address the problems they confronted in their actual day-to-day
- teaehing or that the1r input was,lgnored. ‘A close look at the 6roblem areas

dealth Wlth by the Program Groups indicates that the decisions and solutions
* \ .
produced by these groups did not involve the pplicies and programs which are

generally conceived to be authority decisons, but dealt with how to make these

.programs work at the technical core level. cSuchAareas as coardination of efforts

of special and pegular:classroom teachers, deciding on student placement§ passinga

7 /7 \
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information from teacher to teacher concerning a-child's progress, and

exchanging more information about scheduling, materials, ‘and resources .

-——fiﬁ‘tﬁ; school are all directly related to making the total effert in the

.

school mere effective and better éoérdinate?g&>AQmajor benefit of the 0D

effort that was reported by Qartié&pants was the ‘increase in communication

~

between teachers. $So often it°was couched in térms like, "finally we are
* 7
. . ey : X >
talking to each other about our work," that we can not help but feel that
s ¢ - & .
this sort of professiénal interaction is a need that has'too long been

-

Frustrated in many schools. L

Interview data provide 'some confirmation that roles di% change as a

result of the. program, at least for the principal, leaders, and monitors.
The ingreasé in perceived variety in the jobs of teachers in participating

\

schodls that was reported in ‘the questionnaife indicates that the roles of

other teachers in these schools had also expanded. We have much evidence

> t

that the new structures, the Program Groups , and ‘the Review Committees

co s X .
were implemented in five of the eight participating elementary schools and

were routinized in three of thoge schools. e ’

1] 14

These new structures and roles appear to have been integrated with

\\\the authority styuctures in hosﬁ of the schopls. Many problem solutions

~
rgceiVed legitimation and even actic; assistance from building-level and
P . Al . '\
district-level administrators. Interview data indicate that in most

schools this integration 4gé‘accomplished without lpss of influence by

» -

the principal, even though the teachers-as a goup were beginning to

\

perceive themselves'as having more influence in their schodls. Furthermore,

1

it 'seems to have been accompanied by an incréase in knowledge and awareness

of the school situation and greater communication by both teachers q?d .

[ Yoy
M ]

principals.,

~

>




.making structures with the

v

fschodif were still\working ovachieve such zntegration. Oné other "school

explicit the differentiation between the collective and authority structures

ority structures was accomplished only by \/

. >
hard work and sensitivity [on\ the part of the leaders and monitors. Twok

-

had terminated the project, at least pairtly because of the problem of

fitting the Program Group into the pre-existing mode”of functioning. This

points 'to a problem which may have been insufficiently addressed in the

theoretlcal development and evaluatlon of the context of schools, namely, >

the issue of power andélnfluence in the schools. Our experdence points
out that professional problem solving was not welcomed by many principals

and that several principals were not even willing to cooperate with such

efforts. This appears to relate not only to their personal desire for

Pl

. \ .
power and influence, but also to the accountability and responsibility
strudture in school distriéfs. More work needs to be done to conceptualize

how this program flts into this structure how to 1ntnoduce it into a

dlstrict in a way which does not threaten prlnC1pals,\\r how to make more

and résponsibilities. : v L .
T ' . | . Lo
In the theoretical devélopment, we suggested that the introduction of

s -

co}lective decision structures.should result in teachers having a greater

sense of_influence and~Q§periencing more sdtisfaction with their work

situation. Our questionnaire data indicate that ,over the duration of the

>

intervention, teachers in part1c1pat1ng schools began to part1c1pate more

.

in operational or teaching decisions and that their satlsfactlon d

- L

increase during the cour;g of the intervéntion to a greater extent than ~

that of teachers in the non—partipat;ng~532::ls«::;_;,L/

Organizational flexibility and organlza 1onal effectiveness were both

predicted to increaSe as a result of the 1mplementatlon of collective

" _ 47 ;7
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decisign structures ane processes. Although we have no systematic data
- on the formér, we do pave strong evidence that there was an increase in o

p;oblem—solving activities-in the partiqipatﬁng schools. This; coupled
‘1 . with the fact that the Progfam Groups were addressing different probleﬁe

from a new perspective.(i.e., the faculty as a group), would indicate

R ' increased organizational ‘capacity to deal with its technical core environ-

ment. We ‘have limited evidence that teachers in participating schools felt

¢ ’

) their schools were beginning to mbfe#effectively accomplish some
X . .
. '.educational goals. This OD intervention provides the teachers with a

1

collective mechanism to adjust to the changing comtext and constrainés
under which they function and to identify ways to affect that context and
. . to better achieve the;educational goals in tbeir schools.

One central administrator summed things up, from his point of view,

when he saig this OD program was capable of solving "little™ problems.

.

In schools in general, administrators are increasingly involved with "big"
problems--strikes, desegregation orders, adoption of new programs, closing
schools because of failing enr011ment. Each decision made at that level

creates lots oﬁttlé" problems at the school level which require
q

/-

adjustment and further change. The teachers need a way not only to affect

these "big" decisions, but also to/deal with their own local needs in? -
) ~

order to continue to carry on and try to improve the educdation in their

-

7 « ’ d L4

schools. *i . v, ._“ )

. e

Thus, we do not view the development of organizational problem-solving

.

capacities and the creation of gollectlve dec131on-mak1ng structures as an

end in itself,, But we do suggest that for some school/districts a serious

effort to deVelOp the brﬁblem-solving capabilities of/ its own employees

might have more effect on the' quality of educatlon 7 fered and be a better

" x

’,'Z‘prendlture df*resources than the adoptlon of yet another new program which

” . + ~
7 —er
i~ X . -
~ A .
: s

, N
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may codt a lot of money and,yet never achieve acceptance. >

The field ré&Search reported in thi4 document gives us reason to believe

[N

14} ’ .
that the basic model which was tested has the potential to increase the

efforts of teachers to improve the education in their buildings, #

“

particula?ly if implemented in a district with strong administrative

support. Bedause it involves skills and develops capacities that are

"content-free" in that they do not address a particular substantive

’

problem, the program should be especially beneficial during a time of

» . s

‘rapid changé'in schoolsfx o, : . . .
. [~ ' [ '

°,
> o 2,

~
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Number 3, 1977.

"The Alcending Profel8ion of Accounting. ¥ Thoma.s] Buru and Edward N. Coffman. The

CPA Journal, ‘Vol. XLVII, No. 2, Feb, 1977 and Vol, XLVII, No, 3, March 1977, ~ )
"Response Bias: A Special Opportunity " Clark Leavitt, Advances in Congsumer Ruearch
Volume IV, (Atlanta: Association for Consumer Reu% 1977).

Volumie 7,

"The Accounting Hall of Fame: A Profile of the Mem

Journal of Accounting Research, Vol, 14, No. 2, Autu 1976.

"Tren:h in Computer Applications: A Survey" Robm G. House and George C. Jackson,
Handling & Shipping e, 1977, . - -

"Flsc.ll Needs il Kesources of Nonmetropolitaun Communities, " Frederick D. Stocker,

National Conference on Nonmetropolitan Community Services Rescarch, prepured for the

Commiittee on Agriculture, Nutrition and Forestry, United States Senate, July 12, 1977,

*

95th Congress;: lst Session. .
"Portfolio Selection With Stochutic Cash Demand" Andrew H. Chen. Journal of Fmancxal
and-Quantitative Anay:is Vol, XII No., 2 June 1977, 7

-

" Thomas J. Burns and Edward N. Coffman.




- REPRINT SERIES 1977 (CONTINUED)

.
v
hl N ,
- .~ ~ -

t N - . . N

! ‘RS 77-24*  "Institutional Implications of the Changing Regulatory and Technological Framework at SGL‘ ’
i Competition" Edward ], Kane.

* \ Robert W. Dunlap.

Change in the Savings and Loan Industry, Proceedings of the

Atmospheric Environment, Volume 11, Pergamon Press,1977. - ’

‘ Second Annual Conference. - - .
-~ RS 77-2yS "The Dhaggregatioﬁrbf Aggregate Ma\npowu Plans" Larey P.- Ritzman, LeRoy J. Krajewski and
. . Michael ], .Shoyalter, Management Science, Volume 22, No. 1, July 1976, .
RS 77-26 * "Carry-Over Effects in Advertising Communications Evidence and Hypotheses from Behavioral
SGheBce.” Alan Sawyer and Scott Ward, Originally published as MS] Working Paper 76-122, .
. ‘v ecember, 1976, Marketing Science Institute, (Additional c‘opia available at $5, 00 ésd% from , -
L i e Marketing Science Institute, 14 Story Street, Cambridge, MA 02138) <
RS 77-27 "Savings & Loan Boards of Ditectors " Davia W. Cole and Wilbwr A. Rapp. Federal Home Loan T
2 Bank Board Journal, May lsm'./ga ) : to
RS 77-28 &L Boards of&rectors. " David W. Cole and Wilbur A. Rapp. Federal Home Loan Bank Board:
. Journal, February 1977, .
RS 77-29 “Characterization of Steady Wind Incidents for Air Ql‘xality Managem;:nl " Wilpen L. Gorr and .

RS 77-30 "Corporate Mergers and'the Co- Insurance of Corporate Debt." E. Han Kim and John }.' McTonneil.
The Journal of Finance, Volume XXXII, No. 2, May 1977. . ' .
RS 77-31  "“Savings and Loan Boards of Directors. " David W. Cole and Wilbur A. Rapp. Federal Home Loan
' Bank Board journal, September 1977, Volume 10, No.9. ’ . )
RS 77-32 "Cyclical Fluctuations in Interest Rates and the Spread of Household nd Retailer EFT " Edward j. Kane.
Ohio Record, Valume 33, No. 7, August, 1977, . . . , Y
‘ . RS 77-33 "An Adaptive Health System Model." Daniel Hoivland. . Health Research: The Sy.s‘tems Approach,
. ", -Pp 109-122. New Yorl; Springer Publishing Company, Inc., 1976. '
' R§ 77-34 "Equity In Property Taxation: Some Current Issues. - Frederick D. Stocker. 1976 Annual Conference
ligsue of Housing Edueators Journal. . . .
_ RS 77.35 "Problem Solving In Semht,ically Rich Domains: An Example From Engineer.ng Thermodynamic#"/
~ R Bheskar and Herbert A. Simon. Cognitive Science, 1, 1977. 3
RS 77-36 "Customer Service as ViewedQFrom the Executive Suite." BernardJ, La Londe. 1977 Presidential ,
Issue of Handling & Shipping : '
> ' -
. . 7 < a
¢ - B ' .
N * // /
' . "\;/ ’\ s 4
] o
1 - . \
, \
.l » \\/\ N -
M - - ~
hY -
. S e .8 f{/
, “ \.J
o i '

E

RIC |

Aruitoxt provided by Eic:




