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ABSTRACT

This article describes the deslgn and eﬂ@cis of

a data-based approach to training school staff

in the Implementation of innovative programs:
in addition to illustrating the use of this particu-

lar appraach the article summarizes the find-

ings from & study of the efficacy of the Data-

Based Stalf Development Program. This pro-

gram fs designed specificaily to Help schooiy  per-

sonnel improve their knowfedge and skills in

providing learning experiences that are adap-

tive to student differences, particularly in the
context of the effective mainstreaming of ex-

ceptional students in regular classroonis. Data

from the study are reported as preliminary evi-

dence of the effectiveness of the data-based ap-
proach to statf development, and future iines of

work In this area are suggested.

Durlng the past two decades; great strides have

been made In.research on effective schooling

and In the development of Innovative programs

aimed at improving schools’ capabilities to pro-

vide effectlve educational services: Neverthe-
less, there have been very few exampies of suc-
cessful adoptlon and implementation of those

educational Innovations found to be demon-

strably effective (Wang & Eilett; 1982). A major
problem Is the lack of adequate training sup-

ports for those school personnsl who are re-

sponsible for Implementing innovative pro-

grams (see; for example; Reynolds; 1982)
Although the critical need to inciude systematic

staff development as an integral componant of

school Improvement afforts in general and the

impiementation of innovative programs in par-
ticular has been widely recognized; progress in
this area has been spotty, at best. It IS in this

context that the work on the development and

field testing of a data-based approach to staft
development described here was Initiated.
This article has two purposes. The first s to

describe the rationale and design of the Data:

Based Statt Development Program, which has

been developed to train school staff to impie-
ment the programmatic and personnei changes

required to effectively astablish and miaintalf

an innovative educational program, the Adap-
tive Learning Environments Model (ALEM), in
classroom settings. It will aiso present and dis-

cuss the implications of findings from a study

investigating the effectiveness of using this

data-based approach to staff development in

IMPLEMEN
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improving classroom Impiementation of the
ALEM.
OVERVIF®  .AE PROGRAM

A baslc r ..se underlying the design of the

Data-Based Staif Development Program is that
establishing and maintaining innovative school
programs require not only detalled specifica-
tion of the programs’ designs and operating fea-
tures, but also staff development activities that

promote understanding of the programs and
support their day-to-day implementation “Wang;
1981). Toward this end, staff development pro-
grams must have certain characteristics. For
example, they must be adaptive. Teachers {(and
other protessional and paraprofessional staff)

learn in different ways. More Importantly; they
coma to the classroom at ditferent stages of
learning: Thus, statf development programs
must be tailored to the identifled strengths and
weaknesses of Individuals, not of the group at
large. In addition to being adaptive, staff devel-

opment programs must focus on the day-to-day
implementation problems that teachers face
and must be continuous, assisting teachers
every step of the way. Inservice programs that

occur every 6 months; or_even every 2 or 3

months; are Inadequate. Teachers need fre-

quent contact and continuous support in thair .

afforts to solve both short- and iong-range prob-
lems (Cruickshank; Lorish, & Thompson, 1979;
Griffin, 1979; McLaughlin & Marsh; 1979;
McNergney, 1980; Miller & Wolf, 1979; Perry,

1980; Zigarmi, Amory, & Zigarmy, 1979).
~ The Data-Based Staff Development Program
was designed to meet these support needs.

Specifically; It aims to help school personnel re-
sponsible for program impiementation system-

atically analyze relevant data onprogram imple-
mentation and student outcomes in assessing
their staff development needs. The goal is to

serve as a self-monitoring tool that increases

the proficiency of school personnel in establish-

ing and maintaining program implementation.
While designed to accommodate the staff de-
velopmant needs of a specific educational pro-
gram, the Adaptive Learning Environments
Modei, findings related to the efficacy of this
program are expected to contribute to assess-
ment of the merit of data-based approaches to

staff development in general.

212  TEASE, 1983, 6(4)

'The Adaptive Leaming

_ Environments Model (ALEW)
The overall goal of the ALEM s to create school

learning environments in which each student,
exceptinnal and nonexceptional alike, can ac-

quire basic academic skills and, simultaneous-
ly, become Increasingly more confident in hisor

her ability to iearn and to cope with the soclal
and physicai_surroundings of the classroom

{Wang, 1980). This goal is accomplished by com-
bining the advantages of a highly structured
programming component {which includcs &
built-in, diagnostic-prascriptive procedure wor
thie devalopment of skills in basic academic

subject areas) with a more open-ended, explora-
tory learning component {which includes a vari-

ety of problem-solving and student-initiated ac-
tivities for social and personal development).
Among the major expected outcomes of the

ALEM for students are effective use of school
time, motivation to spend the time required to
master basic academic skills; and development

of increased competence In independently

managing learning and the classroom environ-

ment. Teachers are expected to be able to
spend increased amounts of time providing in-
struction rather than managing students.

The underlying assumption of the ALEM's de-
sign is that the implementation of innovative
educational programs requires fundamental
changes in the nature and structure of curricu-
jar materiais, instructional procedures, organi-
zatlonal and staff support systems; teaching
and Iearning processes, and the roles of teach-

ers and students. Because of the ALEM’s

unique program design and the changes in
teacher and student roles required to effectively
establish and maintain program implementa-
tion, the development of a staff development
program that provides school personnel with
appropriate technical assistance has been a
maljor research effort in the design and field

tasting of the ALEM (Wang; 1983).

_Daslgn of the Data-Based

~ staft Development Program_

The Data-Based Statf Development Program
comprises a training sequence, a set of mea-
sures for assessing the degres of program im-
plamentation; and a method for using a number
of data sources to design staff development

plans that meet the needs of individual teachers:

kg



Q

ERIC

Aruitoxt provided by Eic:

Training Sequence Tha Data-Based Staff De-

velopment Program incorporates three levels of
training, ranging from initial awareness training
to ongoing inservice training. Figure 1 shows

the training levels and sequential steps. Level |

provides basic working knowledge of the curric-
ularcontent and procedures incorporated in the
ALEM: In Lavel li, more intensive training is pro-

vided in epeciflc staff functions. Level ill pro-

vudes cIInlcaI traimng taIIQred to the needs of in-

ongoing inservice tralnlng deslgned to help

schooi staff members continually improve and

upgrade their classoom impiementation; it is
primarily at the third level that the iterative pro-
cass of assessment, feedback, pianning, and

training occurs (Wang, 1981.

1._Levell: Basic Training. Training at Levei |
provides an overview of the ALEM and working
knowlsdge about the implerientation reqiire-

ments of the various program components. The

three major topic areas are (a) the rationale and
design of the ALEM and program evaiuation re-
suits; (b) an overview of the program's compo-

nents; and (c) the knowledge and st(ills required

on the content of the basic skllls and expiora-
tory learning areas, procedures for diagnostic

testing, prescription writing, ‘and record keep-

ing; design of the classroom environment; man-
agement and display of learning materiais; and

procedures for self-scheduling). Level | staff de-

velopment activities generally are scheduled as

preimplementation sessions. They are designed
for all relevant administrative personnei (froin

central administrative staff to those at the build-

ing level), as well as for instructional and other

support personnel whose duties affect the im-
plementation of the ALEM. The basic training
level generally requires 2 or 3 days.

2. Level Ii: Individualized Training. Level Il

staff development activities provide in-depth
training that is specific to each staff member's

functions: Based on analyses of schiool-specific

needs; a detailed plan for each school's pro-

gram implementation is_developed. Differenti-
ated staff training activities are designed ac-

cording to an analysis of the functions to be

carried out in the implamentation of the ALEM

and assignment of those functions to person-

nel.
As indicated in F:gure 1, lndlvldualized tratn-

ing is provided to classroom teachers, teacher

aides; instructional ieaders; family specrallsts,
building administrators, and central office ad-

ministrators. The time required for Level i train-

ing varies by school and instructional leader,

depending on each schooi's unique constraints

and the staftf's understanding of their roles and
functions. Individualized training sessions;

which last 2 or 3 days, generally are scheduled

|mmedlately after Level [ basrc trarnrng ses-

school -
. 3. Level lli: Inservice Training. tevel it is
the cuiminationof an interactive process of pro-

gram assessment, feedback, planning, and on-

going staff development work: It provides the

technical support required to establish and
maintain program implementation at school

sites: Because inservice training is designed to

be adaptive to the needs and expertise of indi-

vidual staffs; the type and frequency of the ses-
sions vary. They range from Short meetings

(during teacher praparation times) to haif-day
workshops.

___AsshowninFigure 1, the two types of Levei il
training sessions are staff planning sessions

and sessions for feedback and training. Staff

planning sesslons are desugned to develop

learning ob]eotives and to determine toplcs for

staff feedback and training. Staff planning is

based on information from ciassroom observa-
tions, data on students’ learning progress; and

feedback from family members. Sessions for

statf feedback and training are scheduled regu-

larly throughout the school year, according to
staff members’ needs and interests. They oro-

vide opportunities to discuss critical issues re-

lated to program implementation; particularly in

terms of program reflnement and Improvement

back and tralnlng sessions usually tar eplace

during reguiar staff pianning times or during

schools scheduled team meetings and inser-

A prerequisite for implementing an innovative
educatlonal prograrmi Is the availabliity of infor-

mation on the extent to which the program’s de-

Degree of Program Implementatlon Measures

sign is actually implemented. The development
of degree of implementation measures to as-
sess the presencé and absence of the ALEM's

Wang & Gennari 213
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esseritial deslgn features began with the Identl-

frcation of 12 critical dimensions. Thess dimen-

program s structural and action domains. The

stractoral domain refers to those aspects of the

program's design that are required to establish

the conditlons under which program activities

main consists of those roles and behavuors of

instructional staff and students necassary for

effective functioning under the ALEM. After the
critlcal dimensions were identified; perfor-

mance indicators werd derived for each dimen-

sion. Ninety-six performance indicators for as-

sessing the implementation of the 12 critical

dimensions were Identified and grouped into a

battery of six data collection forms known as

the /mplementation Assessment Battery for
Adaptive Instruction (Wang, Catalano; & But-
cher, 1983).

Two of the forms in the battery record dyna

mic aspects of program implementation—ths
Teacher |nstructional Roles _and Interactions
Observatlon Form and the Student Learning

Procsss and Behaviors Obsarvation Form—

and are administered during class time; whila
students and tcachers engage In the instruc-
tional-learning process. Two_forms focus on

nondynamic observables—the Observation

Checklist for Physical Design of the Classroom
and the Observation Checklist for Classroom
Records—and are administered before or after

class time: The final two forms are interview

questionnaires designed to elicit comments
from students and teachers on various aspects
of program implementation—the Stiident Inter-

view Schedule and the Teacher Interviaw Sched-

uie. The Teacher interview Scheduie is adminis-
tered before or after class time, and the Student
Interview Scheduleis administered during class
time:

The_battery is regularly used by school per-
sonnel (e.g., teachers, principals; team leaders;
education specialists) to collect implementa-

tion information for the inservice training com-

ponent of the Data-Based Staff Bevelop‘nent
Program School personnel are encouraged to

monitor the program lmplementatlor in thelr

classrooms. Data also are collected at least
three times during the schooi year (usually in
October, February, and April) for program evalu-

ation purposes, It generally takes about 2 hours

per classroom to administer the entire impie-
maentation Assessment Battery for Adaptive In-

struction. An empirical validation study of the
b’attery éugge.ins ite Vaiidity and | reliability: The

dimensions varied from :48 to :91, with a madian
of .74 (Strom & Wang, 1982):

A computer program was developad to ana-
Iyze and report degree of Implementation data

in a form that can be used by site personnel to

design_and monitor site-specific staff develop-
ment plans {(Schmidhammer, 1982). Figure 2is a
sample computer printout of an analysis of the

degfee,Qf,,',r[‘P,!9@99???!9“,95“,?,,, L
Aa ahown in the figure; the data are analyzed

grade lavel, and,class (teacher) The mean

scores for the critical dimensions of the ALEM

arereportedin 12 separate columns: The names

and acronyms for the dimensions are iisted at

the top of tha printout. The number in parenthe-

ses under each acronym indlicates the total

number of performance indicators inciuded in
the battery that assess the degree of implemen-

tation of that dimension. The printout includes

information on each teacher's degree of imple-
mentation of the 12 critical dimensions; as well
as mean percentages of the degree of impie-

mentation for sach grade within a school, for a

given school, for grade levels across a school
district, and for the entire district.
The criterion for a high degree of implementa-

tlon of a critical dimension has been set at 85%.

That is; when 85% or more of the performance
indicators in a given dimension are present; the
degree of implementation of that program di-

mension is considered “high."” When 50% to

84% of the items are present, implementation
of that program dimension is considered “aver-
age,” and the presence of less than 50% of the

performance indicators suggests ‘“low" imple-

mentation. Using these criteria, Figure 2 shows;
for exampie, that all of the vlasses in School A
except Grade 2 achigved a high degree of imple-

mentation of the Instructing (INST) dimension.

Grade 2 had an average degree of implementa-
tion score (79% of the performance indicators
present).

The overall degree of implementation across

a variety of schools for an extended period of
time can provide evidence of the "impiementa-

bility"of the ALEM. In addition, the degres of iiTi-

plementation of particalar dimensions can be
analyzed for indlvidual teachers; grades;
schools, and districts to assess training needs

and develop specific staff development plans.

Analyses of the changes in degree of implaman.

Wang & Gennari 215



CRITICAL PROGAAM DIMENSION COOES

ASRE  ARPIANGING SPACE & FACILITIES MBD  MONITORING & DIAGNOSING
CMMA  CAEATHIG & MAINTAMNING INSTRUCTIONAL MATERIALS. PHES  PREICAIRING
:m ESTAPLISHING & COMMUNICATING RULES & PROCEDURES FRAV  TRAVELING —
MANAGWG AIDES INST  INSTRUCTING
r!n’ TESHNG - — MOTI  MOTIVATING .
WCRO  AECORO um $P_ _STUDENT PLANNING

NUMBENS. . PARENTHESES INDICATE MUMEEARS DF ITEMS MﬁFQFMANC! INO‘CATOﬂﬂ
WCLUDED W THE DRGRER OF RPLEMENTATION ASSISSMENT INSTRUMENTS

DiSTRICT X
JE— - . APAIL, 1981
o ASAF CMm  ECRP  MA TEST FHCAD MBD PRES  TRAV  NST MOT) »
___ . [1A1] {11 an - (3% ——te——t3———(8y——— 15— —— (2} el s} !ﬂ
Gende 1 Tescher A 100 82 93 100 75 100 joo 100 100 100 100 100
Grace 2 Tescher 8 100 i 93 100 100 100 .88 100 w7 10 100
Grode 3 Teocher C 100 4 & 100 s 100 10 80 100 86 @ 100
Kindergmtsn Teschar D 100 13 9 100 100 100 100 100 100 a3 100 81
Averagi_for School 100 73 91 100 81 100 97 95 o0 89 0 92
TANOOH o o - __ L _
a1 Teacher € 91 73 100 100 joo 100 100 100 100 100 100
Tescher F 9t 73 82 100 100 00 10 100 10 100 80 100
- - Averoge 91 73 91 100 @8 100 o0 100 100 100 %0 100
Grade 2 Teacher G 100 73 96 100 100 100 100 100 100 100 100 100
Tescher H 91 73 98 100 100 100 100 100 100 100 100 100
,,,,, Aversge % 73 98 100 100 100 100 100 100 100 100 100
Grade 3 Toacher L a1 13 18 100 100 100 100 100 100 79 80 67
Toscher J 100 7 ] 100 75 100 100 100 100 100 100 100
Avero 96 73 87 100 e 100 100 100 100 89 90 M
Kindergerten Teacher K 100 73 100 100 % 100 100 100 100 100 100 100
Toacher L 8 73 W 100 5 100 €3 10 50 57 0 6
_ . Aweiem "N 13 8% 100 75 100 81 100 75 i d %0 a3
Average Jor School 93 73 90 100 88 100 5 100 u W B n
Guode 1 Tescher M 10K 73 86 00 jog 100 joa 100 wo 1o 100 67
Geode 2 Toschwr N 91 13 95 100 160 100 100 100 100 100 100 100
Geade 3 Teacher O 1 73 -] 100 100 100 100 100 100 100 100 100
Kindwgwith Teschor P 91 77 m 10 50 100 6 100 € 9 80 0!
TesctwrQ 91 100 98 100 io0 100 88 100 o 100 100 @7
__ Aversn 91 38 8 100 % 100 81 100 75 08 0 6
Avsrap for School % 78 0 100 90 100 93 100 0 e 80
Geade 1 s % 20 100 8 oo fd0 i® 100 W0 9 92
Guende 2 3 ” ™ 100 ico 100 97 100 100 95 W00 100
Graded ] . ] 100 .11 100 160 95 100 91 88 92
Kindergerten <] s 8 100 0 100 $5 100 0 8 2 73
OwitiAwcege 08 74 90 100 § o0 95 99 o4 ®a _ 9 88
FIGURE 2
Sample computer printout of a summary of
degree of implementation data
tation from one assessment perlod to the next  the major categories of activities proposed to
can provide information to teachers about their meet those needs during the year. Statf develop-
individual implementation progress, a well as ment plans include {a) a description of specific
the data base for evaluating the effectiveness of training tasks/objectives for performance indl-
staff development efforts. cators in critical dimensions that consistently

S show scores below the 85% criterion ievel
Adiipuw Staft Davsiopment Plans. Thr Data- across a significant number of teachers (or fora

Based Staft Development Program is opuration- particular teacher), {b) dates the training is to be
alized in school sites througi' site-specific staft completed, (c) person(s) respcnsible for train-
devalopmant plans. A commiprehensive staff de- ing; (d) types of actlvity to be conducted, () ex-
velcpment plan Is developed for each site at the pected outcomes, and (f) evidence of effective
teginning of every school year. The pian.is based service as it relates to successful completion of
on aariety of information, including degree of the training: Figure 3 shows an excerpt from a
implementailon and student learning progress sampie statf development plan.

data from the spring of the previous school year _ Statfdevelopment plans ara revuewed period-
{tor new teachers or new impiementation sites, ically by site personne! to determine the appro-
from the beginning of the school year}, each priateness of planned training objectives and to

site's identitied staff development needs, and monitor progress: Monthly training logs; kept by
218 TEASE, 1983, 6(4)
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and education speciallst
dirlng sel - schadul lng,

dent 's fumctioning under
the Self-Schodule Systen.

Slte; s'chbol nlmm 2
I erson(s) Type of o  Eildence
Task  Training Gbjective Date Mesponsible Aetivity Espected Outcome(s) Effective Service
I, Creating and Naintaining

Instructional Magerialy

I.1 Conduct in-toryice workahop | March. 1 LMK Project Staff__{ Workthop Incronsad warenass of | Tagchors uia ciliaria In do-
on criteria for cresting Elucation Specislist criteris used_In_con- sighing and.evaluating explor-
sxploratory activitles, Principal strvct ing_exploratory story sctivitles.

sctivities,

12 Teachars ovaluato wtarlals | Morch 20-27 | Clowsroon Taichars | Evaluation | Tescors oxmine explor- | batorlals which met celterl
according to criterls, atory saterlals. are ued [ exploratory

activities,

L3 Teschers catogorlan solf- | Warch 2327 | Clasiroos Yeschiri Waltldli ars cotvgorlind | Eapioratory materials are
constructed waterlaly and ready for classroom fabeled according to cur-
sccording to curriculer use. Heuler ares,

(L TH
saterlals {09 por critoria). | Ongoing Classroom Teschers | Consultetion Teschrs_11st saterlaly Update of iist.
siready constructed and
odd new materlals as they
are constrcted,
2. Student Pleaning

2.1 Raview performance Indics: | Narch 1 Edacatlon_Speclallst | SEafl Waatlng | Teschors andorstand the. | Toachars are abis to belp
tors Included |n the degres School Priacipal vatlonale and need_for do- | studonta galn increased respon-
of lnplementation soasures weloping suppor: e for stu. ¢ sibjlity for planning.
related to student plamaing dent_planaing aad for
in weokly stalf meoting. devaloping steatagles to

he'p students plan,

2.1 Classroon riles nd pro- - | March 1§ Classroom Toachers | Discussion and | Mules and procecures ere | Listing of classroon rulas
cedures_are re-established Education Specholist| devslopaont oF | listed, and procedures,
aid wiltion down. it

2.3 Toschors roviow plomleg | March 8| Clisivoom Toacheri | Djcusslon vtk | Toichiri ind itdents | Stadents ar a6le t
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aducation spacialists or princnpals are a major

source of information for reviewing each site’s
progress and updating its staff development
plans. The logs include descriptions of imple-
mentation-related behavior, specific strategies

for improving the degree of implementation
{e.g., classroom observations, conferences be-
tween teachers and education specialists, and

inservice training workshops), expected out-

comes, and follow-up activities: In addition to
periodic reviews; when staff development plans
for each site are updated and revised if needed,
formal reviews are scheduled following each of

the three periods for collecting degree of impie-
mentation data. Figure 4 shows a sample train-

ing log.

THE STUDY
Durlng the 1980-81 school _year, the effectl,ve-
ness O,U'FE Qg@;:Bﬁag@}gg[f@evalopment Pro-
gram in improving classroom implementation
of the ALEM was investigated. This descriptive
study is part of an ongoing program of research
designed to provide information for systematic

improvement of the ALEM and its implementa-
tion in a variety of school settings; including
classrooms where mildly handicapped and gift-
ed students are mainstreamed with regular stu-
dents on a full-time basis.
, Settlng o

The settlng for the study consisted of 10 school
district sites, including 138 Kkindergartan

through fourth grade classrooms:. The school
districts, located in areas with varying ethno-
cultural, socioeconomic, and geographic char-
acteristics, include inner-city, suburban, rural,

and Appalachian communities: Each of the
sites participated in either the National Follow
Through Program {a nationwide compensatory
education program of the U.S. Department of
Eduacation) or amainstreaming program for gift-
ed and miidly handicapged students sponsored
by the Special Education Program ot the U.S.

Department of Education.

Measuras

sets of measures: the Impfemenraﬂon Assess-

ment Battery for Adaptive Instruction; the
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school dlstrlcts staff development plans; and

the monthiy training logs Kept by the sites’ edu-

cation specialists:

lmplementetlon Assesament Bettery for Adap-
tive Instruction. The battery was administered

during October, February, and April of the

1980-81 school year in each of the classrooms:
The resuiting data were analyzed and reported

In the format illustrated in Figure 2. Of particular

interestin this study were the changes in the de-

gree of implementation between data coilection
periods.

Staft Development Plans: A statf develop-

ment plan; as shown in Figure 3, was designed
for each site at the beginning of the 1980-81

school year: The critical dimensions requiring

improvement were identified through analysis
of the sites’ degree of impiementation data for
fall, 1980, and other related data, such as stu-

dents’ Iearning progress In the ALEM's ciirricu-

lum and the results of standardized achieve-

ment tests. As mentioned previously, staff
development plans are updated thrcughout the

school year according to sites’ changing train-

ing needs. information on changes in staff de-
velopment plans was analyzed in_terms of spe-
cific_critical dimensions requiring Improved

implementation and the nature of the prescribed
training activities:

Monthly Training Logs. Data on the actual im-

plementation of training actlivities prescribed In

the sites’ staff development plans were ob-
tained from the monthiy training logs prepared

for sachclassroom by education specialists. As

shown In Figure 4, information is categorized

according to (a) classroom observations of stu-
dent-teacher behavlors assoclated wlth the

gested by education speclallsts for lmpmvlng

the impiementation of narticular criticai dimen-
sions, {(¢) expected outcomes of the suggested

forms the basic data set for the study The data

were anaiyzed to investigate the relationship
between staff development plans and program
implementation needs as suggested in the de-

gree of implementation scores for individuai

teachers. Specifically; the data served as the

baslis for answering three related questlons Dld

the statf development plan for each site reflect

the individual staff's program impiementation
needs? Were the sites' training activities re-

lated to the staff development plans? Did de-

gree_of implementation scores improve as the
result of specific tralnlng activities?

Coneletenoy between Stelf Development Plans

and Identified Program Implementation Needs.

To determine whether the sites’ staff develop-

ment pians were consistent with their identifled
training needs, the degree of impiementation
scores from fall, 1980, and the sites’' overail

1980-81 staff development plans were anal-

yzed. The training objectives listed in the staff
development plans were analyzed. The training

objectives listed in the staff development plan

were compared to the criticai dimensions in
whlch degree of lmplementatlon scores fell be-

agresment between the tWo sets of data were

calculated.
_ Residlts of the analysls are reported in Table
1. As shown In the tabis, the staff developmaent

pians exciuded 98% of the dimensions with

scores at or above the 85% criterion level (an in-
dication that no speclal training was needed),
while 86% of the dimensions with Scores below

the criterion fevel (an indlcation that training

was needed) were inciuded in the staff develop-

ment plans. In other words there was 88%

indicators for which the data suggested the

need for tralnlng and the tralnlng actlvities/ob-

plans Similarly, 98% agreement was achieved

between the data indicating no training was

needed and the critical dimensions excluded
from the staff development plans. The overail

data suggest that the sites' staff development

plans were highly consistent with the training
needs ldentlfled ln the data .

ciusion from the staff development plans of

14% of the critical dimensions with scores be-
low the criterion level revealed that these di-
mensions were included in the plans designed

for individuai teachers Because only a few of

the sites' teachers were involved, training in
these dimensions was excluded from the sites’
overall staff development plans.

Consistency between Identlfled Staff Develop-
ment Needs and Training Activitles. To inves-

tigate the extent to which the prescribed train-
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) B  Teble
Percentage of Agreement Batween the Sites' Degree of implementation
Data and Statf Development Plans

Fail, 1980

Statf Development Plans

S Percentage of Critical Dimensions Percentage of Critical Dimensions
Degree of Program Not Included in Statf Included in Staff

lrplementation Development Plans _ Development Plans

Percentage ot Criticat
Dimensions At or Above 98 2

ths 85% Critsrion Level

Percantage of Critical .

o
!
g
]
g
&
R
-3

Criterion Level

ing activities actually were conducted to Nature and Pattemns of Changes Observed as

accomplish the specific training objectives the Result of Training:  To examine the extent

identified in the staff development plans, corre- to which training based on staff deveiopment
lation analyses were carried out between the plans was effective In improving the degree of
prescribed training activities and those re- program implementation, changes in degree of
corded in the education speclalists’ monthiy implementation data between the fall, 1980, and
logs. Each entry In the log was classified as re- spring, 1981, data collection periods were ana-
lating to one of the ALEM's 12 critical dimen- lyzed. Table 3 reports summaries of each site's
sions, baged on the relationship of the nature of fall and spring average percentage scores for

the training activity to one {or more) of the 96 each of the 12 critical program dimensions

performance Indlcators. The resuit was a list, along with changes in the two scores. While the
for each of the 119 teachers on whom data were magnitude of changes in the 10 sites’ dagree
avallable, of the number of training-related con- of Implementation scores varied, positive
tacts in each of the dimensions. The reliability changes were observed in ali sites in a majority
of this process was calculated from the percen- of the critical dimensions. In fact, 88% of the
tage of agreement scores for two raters. These total number of scores on all the critical dimen-
scores were consistently above 98%: sions across all 10 sites improved or remained
_ Table 2 summarizes the correlations between stable: Analysis of the overall changes in the
ihe critical dimensions Included in the staffde-  Sites’ degree of implementation Scores was sta-
velopment plans and the number of times train-  tistically Significant at th8 41 GVEL __

ing related to those dimensions waslistedinthe ~Ananalysis also was doneof the relationship
education specialists’ monthly logs. The corre- between the critical dimensions shown in both
lations were ail positive in direction, ranging in the fail data and the educational_specialists’
magnituda from .05 {Traveling) to .59 (Arranging monthly logs as not having met the Criterlon
Space and Facilities). Significant correlations level and the critical dimensions shown in the
were found in 8 of the 12 dimenslions; and an spring data as not having met criterion. The re-
overall significant correlatlon was found {r = sults of this analysis across the sites showed
:37; p <.01). that the mean number of critical dimensions not

220  TEASE, 1983, 6(4)
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Tabie 2

Summary of the Correélations Between Critical Dimensions Identified in

Staff Development Plans and Training Activities Listed in Monthly Logs
1980 - 81

(N = 119 Teschers)

Critical Dimensions

fob Significance

Arranging Space and Facilities

Creating and Maintaining

Instructional Materials

Establishing and Communicating

Rules and Procedures

Managing Aides

Testing

Prescribing
'i"riwiiﬁg

Instructing
Motivating

Student Planning

59 <05

RT N.S.

23 <.05

.05 N.S.

.13 N:S:

36 <.05

meeting the 85% criterlon ievel in fall;, 1980, was
four. By spring, 1981, the mean number of di-
mansions not meeting the criterion leveil was re-

duced to two: This reduction is statistically sig-
niflcant (o <.01).

gree of implementation for specific critical di-

To assess the extent to which changes in de-
mensions were the result of planned statt devel-
opment activities, comparisons were made of

the changes in (a) the degree of implementation
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of tho critlcal dlmenslons Identifled ln the staff

development plans as areas in which training

was needed and those dimensions identified in

the monthly logs as areas in which training ac-
tually took place and {b) the critical dimensions
that did not appear in the monthly logs. The re-

sults are reported in Table 4. o

_ Tabie 4 shows that greater increases were
found in the fail and spring degree of implemen-
tation scores for dimensions in which training

took place than in the scores for dimensions not

included in the training: Of the 1,108 critical di-
mansions in which training took place, 80%
(886) showed improvement. On the other hand,

only 40% (219) ¢¢ the 548 criticai dimensions for

which no specific training was pianned showed
improvement. Differences were found between
the percentage of critical dimensions included

in trainingsbat not showing any change and the

percentage of those excluded from training and
showing no change {last column of Table 4).
Scores for only 14% (155) of the critical dimen-

sions in which training took place remained
stable; while 52% (285) of the scores for critical
dimensions not included in the staff develop-
ment plans remained stable.

SUMMARY AND DISCUSSION
Data from thie study provide prellmlnary evl-

dence of the feasibility and effectlveness of us-

Table 4

ing degree of implementation as adata base for
designing staff development programs that
meet the training needs of individual teachers.

Three major findings from the study seem most
relevant to increasing understanding of, and im-
proving capabilities to provide; effective staff
developrmient systems. First, information da-

rived from degree of implementation measures

that are based on the use of specific perfor-
mance indicators is useful in identifying staff
development needs for improving program im-

plementation: Second; staff development activi-

ties desilgrled on the basis of identified needs

can be effective in improving the degree of im-
plementation of specific program dimensions.

Finally, training does make a difference. Teach-

ers tend to improve their program impiementa-
tion in areas where specific statf development
work is conducted.

The long-range implication of this work cen- -

ter on the development of much-needed techni-
cal support for Sschool$ in their efforts to provide
relevant ongoing staff development programs

that meet changlng implementation needs. Al-
though preliminary evidence seems to support
the effectiveness of the Data-Based Staff Devel-

opment Program, this study represents only a

first step: At least two types of further research
and development work are needed. One obvious
line of future work includes replication of this

Compamon of Patterns of Changes in Degree of Implementation
Betwean Fali. 1980 and Spring; 1981
{N = 138 Teachers)

Criticat Dimensions Increase Decrease No Change
Number of 1108°* 886 67 155
Critical Dimensions (80%) {6%) {13%)
incladed in
Training
Number of 548°* 219, 4 285 _
Critical Dimansions {40%) (8%) {52%)
Exciuded from
Training } ~

Noto x2-2878, P > 0

**Represents the sum of the critical dimensions across ail 138 teachers
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study and additional detailed descriptive stud-

Data-Based Staff Development Program. In
such studies, other sources of efficacy informa-
tion should b= tapped (e.g., teachers’, education

specialists’; and other professionai staffs’ as-
sessments of the usefulness ot the data-based
approach). Moreover, emphasis shouid be placed
on documenting the various alternative strate-

gies empioyed by teachers and other school
personnel in systematically using the Data-
Based Staff Development Program. In addition,
forther refinement and development in wide-

spread use of the data based approach dis-

avallabmty of detalled |nformatlon on how the
arogram can be integrated to support ongoing

stat! development efforts. For example. infor-
mation is needed on the types of training activi-
ties designed and used, the decision-

-making
rules used to prioritize tralnmg needs the trme

ing activities. the extent of teachers' invoive-
ment_in designing specific training activities,
and the sfficacy of various tralning strategiesin
meeting individual staffs’ training needs:

The secand line of research needed in this
general top:c area is investigation of the *‘gener-

. alizability” of the particular data-based ap-

proach deSchbed in this article. At [east two

volve testing the valldity and ‘utllity of usmg the

Data-Based Staff Development Program to Im-

prove teachers’ expertise in providing adaptive
instruction in classrooms where educational
programs other than the ALEM are imple-

mented: The second type of study would focus
on investigating the use of the basic strategies
and concepts of the data-based approach to
staff development ir: conjunction with the im-

plementation of a variety of innovative pro-
grams in a wide range of educational settings.
Thé 'o'b']éi:thé 'o'f thi§ Ilné 'o'f réééarcn WbUId b’ét'o’

played by such a staff davelopment approachin
helping schools implement different types of
programs aimed at delivering improved educa-
tional services.

The basic questiontobe addressed in invasti-
gations of the generalizabllity of the Data-
Based Staft Development Program wouid be: is

this particular training prograrn, which incorpor-

ates the ALEM's degree of irmplementation
measures, effective in providing training for the
deveiopment of expertise reguired to success-

fully impiémént other adaptive aducation pro-

only wouid provide external validation of the
ALEM's desig,; but also could prove to be very

fruitfui in the development of a systematic me-

thodology for improving the implementation of

programs with goals similar to those of the
ALEM.
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