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PREFACE

This practical paper is the third chapter of an exciting serial story
of educational pioneering involving local school systems of Wisconsin, the
Wisconsin Department of Public Imstructionm, and the Wisconsin Research and
Development Center for Cognitive Learning. The first two chapters were
written during 1966 and 1967 by relevant R & D Center staff. They took the
initiative for preparing technical reports that incorporate experimncnts,
development activities, and field tests of the preceding year in the Multiunit
Elementary Schools and for preparing practical papers for use by school per-
sonnel and others during the next school year. Each practical paper represents
a forward step in theory and in practice. From a beginning concept in 1965~
1966 has emerged a flourishing practice of the concept of individually guided
education in elementsary schools completely organized into Instruction and
Research Units. 1In 1968-1969 the Wisconsin R & D Center has sufficient staff
only to continue its close working relationship with seven elementary schools
that operated in this pattern during 1967-1968, and to provide information to
agencies and personnel outside Wisconsin. The Wisconsin Department of Public
Instruction took the leadership with four teacher-education institutions and
seven school systems in starting other Multiunit Elementary Schools in 1968-
1969. The Department of Public Instruction is assuming the initiative for
the further installation of the concept in Wisconsin. This practical paper
and a set of correlated video tapes were prepared to be used by school per-
sonnel and others and are available in Wisconsin through the Department of
Public Instruction. The tapes are listed in the introductory section of this

paper. The Wisconsin R & D Center has assisted in starting Multiunit Schools

in Californiua, lowa, Minnesota, Ohio, and Pennsylvania. The Wisconsin R & D
Center continucs to provide information and some consultant assistance to
personnel outside Wisconsin.

Not all of the personnel who participated in refining the concepts and
related practices can be mentioned in this prefatory statement. We recognize

the contributions of the 1967-196& school personnel in Janesville, Madison,

Manitowoc, and Racine:
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Janesville

Mr. fFred fLioit, Superintendent

Dr. Poblb L. Shanks, Assistant Superintendent of Instruction

Mr. Lewis Loofboro, LElementary Supervisor

Mrs. diidred Yahnke, Reading Consultant .

Adams Scuaol

Mr. Robert Cook, Principal
Mr. Dwane Kamla, Unit Leader

Wilson School

Mr. Nocman (Graper, Principal
Mrs. Connie Clowacki, Mrs. Helen Johns, Mrs. Esther Olson,
Miss Norma Smith, Mr. Thomas Delamater--Unit Leaders

Madison

Dr. Douglas S. Ritchie, Superintendent

Mr. Kenmeth M. Jensen, Director of Elementary Education
Mr. Arnold Lamberg, Title ITII Coordinator

Miss Ruth Saeman, Readins; Consultant

Mr. Peter Chiistianson, Machematics Consultant

Franklin Schooul

Mr. Domald Stoddard, Principal
Mrs. Joyce Peterson, Mrs. Lera Woodring, Mrs. Marguerite

Gilbert--Unit Leaders

Huepel School

Mr. Jerry Johnson, Principal
Mrs. Pualricia Wojtal, Mrs. Maurine Miller, Miss Betty
McMahan-~Unit Leaders

Manitowocu

Mr. Charies L. Jones, Superintendent
Mr. Vernon Childs, Assistant Superintendent
Mrs. Helen loyer, Elementary Consultant




McKinley School

Miss Constance Foley, Principal
Mrs. Constance Espeseth and Mr. James Blank--Unit Leaders

Racine

Dr. John T. Cunning, Superintendent

Mr. Harris Russell, Director of Instructional Services

Dr. John ILeBlanc, Assistant Director of Imnstructional Services
Dr. Milton Hillery, Director of Research

Mr., David Sweeney, Title I Director

Mr. L oyd Johansen, Title III Director

Mr. Neil Vail, Language Arts Consultunt

Miss Elizabeth Wiliiams, Language Arts Consultant

Miss Mildred Brady, Reading Consultant

Mr. Cameron Smith, Science Consultant

Franklin School

Mr. John Blickle, Principal
Mrs. Eileen Olsen, Miss Mary Kilgore, Mrs. Elaine McGregor,
Mr. Gerald McDermot, Mr. Joseph Dahlby--Unit Leaders

Giese School

Mr. Earl Nelson, Principal
Mrs. Barbara Thurston, Mrs. Betty Berggren, Mr. Charles
Leonard, Mr. Robert Olson--Unit Leaders

Stephen Bull School

Mr. Jerome Sullivan, Principal
Mrs. Lorraine Held, Mrs. Patricia iHansen, Miss Sandra
Reidenbach, Mr. Alvin Hovgaard--Unit Leaders

Winslow School

Miss Dawn Kloften, Principal and Unit Leader
Miss Mary Jane Clausen and Miss Audrey James--Unit Leaders

In addition, the following personnel participated in preparing the

video tapes:




Research and Development Center

Dr. Herbert J. Klausmeiler
Mr. James E, Walter

Dr. Ricliard G. Morrow
Mrs. Mary Quilling

Dr. Gary A. Davis

Tocal Schools

Mrs. Maurine Miller--Madison
Miss Linda Perta--Madison

Mrs. Patricia Wojtal--Madison
Mr. Donald Stoddard--Madison
Mr. Norman Graper--Janesville
Mrs. Esther Olson--Janesville
Mr. Dwane Kamla--Janesville
Miss Mary Jane Clausen--Racine
Mrs. Lorraine Held--Racine

Mr. Gerald McDermot--Racine

Department of Public Instruction

Dr. Allen T. Slagle

University of Wisconsin-Madison

Dr. Carl Persomnke

The R & D Center staff of Project MODELS who took major initiative in
the Multiunit Schools, 1967-1968, are as follows:

Herbert J. Klausmeier, Principal Investigator

Richard G. Morrow, Principal Investigator

Mrs. Doris M. Cook, Coordinator
Mr. Frank Fox, Field Testing and Research Consultant

The Liaison Committee of the R & D Center and the Department of Public
Instruction, 1967-1968, spent many hours deliberating about policies and

practices:
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Research and Development Center

Dr. Herbert J. Klausmeier, R & D Center Director
Dr. Richard G. Morrow, Principal Investigator
Dr. Thomas Romberg, Program 2 Director

Department of Public Instruction

Mr. Russell Way, Director, Center on Research and Program Development
Mr. George Clasrud, Field Consultant

Dr. Allen T. Slagle, Assistant Superintendent for Teacher
Preparation and Certification

Principal Investigators of the Wisconsin‘R & D Center who conducted
activities in the Multiunit Schools during 1967-1968 greatly extended the
concept of development-based research.

Although many school people and others contributed to the refinement of
concepts and to their implementation, the senior author assumes responsibility
for the major conceptualizations and also any errors of fact or interpretation
that may appear in this paper or the video tapes. Dr. Richard Morrow collabo-
rated with the senior author on "Part II, The Multiunit School Organization,"
and "Part IV. Implications,'" and wrote "Part V. A Plan for Organizing a Multi-
unit School." Mr. James Walter collaborated on "Part III. Staff Roles in the
Multiunit School." He also coordinated the production of the video tapes. Both
Dr. Morrow and Mr. Walter, who joined the R & D Center in 1967, worked with the
concepts and practices that had been developing from the outset. The senior
author wrote the remainder of this paper and edited the entire manuscript, at-
tempting to make certain that the emerging concepts were brought together into
a well integrated, internally consistent whole.

As with prior practical papers, this is not to be treated as a fimal
"solution." Rather it is the third chapter in a series of an indefinite
number, perhaps five. Within two years, the first schools will have been
operating three years and some partial answers about structure, functions,
personnel, quality, and costs will be known. At that time some revisions
and widespread installation may be in order. As with most research and

development activities, each new bit of substantive knowledge, each better
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operational strategy, each advance in practice, and each creative combination

of these paves the way for more rapid progress.

Herbert J. Klausmeiler
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INTRODUCTION

In the second semester of 1965-1966, the first thirteen Research and
Instruction Units (R & I Units) at the elementary school level started
functioning in schools of Janesville, Madison, and Racine, Wisconsin.
During the 1966-1967 school year, the number increased to nineteen, includ-
ing two in Manitowoc. In 1967-1968 seven elementary schools in Janesville,
Madison, and Racine were completely organized into Units and were designated
Multiunit Schools. Also during 1967-1968, the Wisconsin Department of
Public Instruction, the Wisconsin Research an? Development Center, four
teacher-education institutions, and eight local school systems formulated
a model for further expansion and testing of the Multiunit concepts and
strategies in Wisconsin. The teacher-ecducation institutions and the

associated schools are:

Wisconsin State University-Eau Claire
Grantsburg Public Schools
Rice Lake Public Schools

Holy Family College — Manitowoc
Manitowoc Public Schools

University of Wisconsin-Madison
Fox Point-Bayside School District
Racine Public Schools

Wisconsin State University-Stevens Point
Stevens Point Public Schools
Merrill Public Schools

The Wisconsin R & D Center also provided information to assist persomnnel
starting Multiunit Elementary Schools in other states including California,
Iowa, Minnesota, Ohio, and Pennsylvania.

The Multiunit School provides a facilitative environment for three

functions: (1) modifying current practices and developing an effective

system of individually guided education within each building; (2) partici-




pating in research, development, and dissemination activities that are
essential Lo the continuous. refinement and extension of the system of in-
dividually gsuided education; (3) conducting relevant preservice and in-
service education of teachers and other educational personnel. How well

the first two functions were performed, 1965 through 1968, is documented

in three sets of Technical Reports of the R & D Center, listed at the end

of this Introduction. The results clearly indicate that the early hypothesis
concerning educational achievement can become a reality, namely that, after
they have been in school for six years, including kindergarten, children who
Lhave been in a school with smooth Unit operations for three years will achieve
as high as children who have been in a conventional school for seven school
years. Also, Ceanter and school personnel have executed high quality, coop-
erative research and development in Multiunit Schools, most of which is of
practical value to the school; the results are also generalizable to other
situations. A principal area of developmental research in the newly estab-
lished schools in 1968-196Y is to determine how well the Multiunit School
may serve in the preservice education of internms.

The many rich and varied experiences of personnel of the participating
local schools, the Department of Public Instruction, the R & D Center, var-
ious teacher-cducation institutions, and others should be available to the
cducational community of Wisconsin and the nation. This practical paper
and an accompanying series of video tapes attempt to describe the experiences
and activities of participants. The printed and audiovisual materials arc
being distr:buv.l in Wisconsin by the Department of Public Instruction; the
R & D Center c. umes dissemination responsibility outside Wisconsin.

This practical paper first presents a rationale for recommended changes
in the elementary school by giving estimates of the current status of the
typical age-graded self-contained elementary school and by hypothesizing
the nature of elementary schools in the next decades. Then the Multiunit
organization is described. The differentiated staff roles that are essential
to the smooth functiomiug of the Multiunit School are next described. Some

implications of the organization for a system of individually guided education,

for the education of teachers, and for research and development are described.




A specific set of suggestions concerning the statewide plan in Wisconsin 1is

outlined.

Titles of the video tapes prepared to accompany this material follow:

1. The Multiunit Llementary School: The Basic Pattern

2. The Multiunit Elementary School: Individually Guided Education

3. The Multiunit Elementary School: An Overview

4o The Multiunit Llementary School: The Instructional Improvement Committee

5. The Multiunit Elementary School: Roles and Relationships

6. The Multiunit Elementary School: A Guided Program for Interns

7. The Multiunit Elementary School: Research and Development Activitices

3. Teaching in the Multiunit Llementary School: The Huegel School I ?
9. Teaching in the Multiunit Elementary School: The Huegel School 11 j

10. Teaching in the Multiunit Elementary School: The Winslow School

11. Teaching in the Multiunit Elementary School: The Stephen Bull School
12. Teaching in the Multiunit Elementary School: The Franklin School

13. Teaching in the Multiunit Elementary School: The Wilson School

14. Teaching in the Multiunit Elementary School: The Adams School

15. The Multiunit Elementary School: Creative Problem Solving

At least Tapes 1, 2, 5, and 8 should be used by relevant central staff,
board members, building principals, and representative Unit leaders and
teachers of a school system in attempting to decide whether to initiate the
organization and related practices the following year. Observation ol oper-
ating schools will be helpful also. Prior to tiie opening of the scmester in
September or in January, it would be helpful if all the staff of the building
participated in a workshop (outlined later) and studied the printed materiai,

the preceding 4 video tapes, and also Vidco Tapes 3, 4, 6, 7, 10, 13, ana 14,

After the staff hus become familiar with the operation of a Multiunit Schooi
and is ready to extend its functions, Tapes 7, 9, 11, 12, and 15 may also be

studied. The entire set mipht well be studied and reviewed by the entire

building stalf of each Multiunit School during the first year of operation.
The incoming personnel of already established Multiunit Schools will find the

tapes helpful.




This printed material and the video tapes are to be considered exper-
imental for two reasons. First, we have not formally established how well
educational personnel learn from study and use of them. Small samples of
users indicated general satisfaction and also recommended some revisions.
Thus, we need to gather information systematically to make improvements
through revision. Second, the major substantive concepts, the strategies,
and the specific practices described here and in the video tapes are them-
selves somewhat novel, haviug been tested in only a few schools of three
systems. One characteristic of the Multiunit School is continuous impiove-
ment. This means that each year present concepts, strategies, and prac-
tices will require revision and new ones will be developed and tested.

Although a continuously improving, self-renewing elementary school is
described, certain of the present concepts and strategies of a Multiunit
School are outlined that must be implemented if it is to reflect the proto-
type described. These minimum essentials, all of which are described more

fully in later sections and in the tapes, can be stated briefly:

1. An attempt to continuously improve children's learning opportunities
p g OPP

through an integrated system of individually guided education.

2. A hierarchical administrative organizational structure comprised of a
System-Wide Policy Committee, an Instructional Improvement Committee
for each building, and a new organization for instruction, namely the
non-graded Instruction and Research Unit, headed by a Unit leader,

that replaces the age-graded self-contained classroom.

3. Differentiated and clearly defined roles of educational personnel
in the Unit--Unit leader, staff teacher, intern, instructional
secretary, instructional aide; also clearly dqﬁined roles of the
central staff personnel, the building principal, and others who may

contribute to the Multiunit School.

4, Cooperative activity among teachers and other Unit personnel which
capitalizes upon the interests and strengths of all the personnel

and assures continuous pupil progress.

xiv
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Certain terms are introduced in the preceding outline. These stand
for o reality that may be observed in existing Multiunit Schools. The
reality is the important concern, not the labels, or words, which represent
it. Word preferences vary. Ior example, individually guided education might
be termed individually guided learning. A Unit leader might be called a
Unit coordinator or a learning Sp&cialist (our original terminology). A
team might be called a Unit if it also iacludes the children, has a clearly
designated leader, has precisely described roles for each member including
noncer tified personnel, executes a clearly specified set of cooperative and
integrated operations as has been outlined for a Unit, and is properly related
to the building principal and central staff. Unit personnel hesitate to be
designated as teams because of the great variability that exists chroughout
the nation among teaching teams in functions, structure, and practices. At
the same time, three or more certified teachers who have teamed cooperatively
and successfully in planning and executing an educational program for the
entire group of students normally assigned to them as separates will find

Unit operations rewarding.

Technical Reports

Klausmeier, Herbert J., Cock, Doris M., Goodwin, William L., Tagatz, Glenn L.,
& Pingel, Louis. Tndividualizing instruction in language arts through
development and research in R & 1 Units of local schools, 1965-1966.
technical Report No. 19. (out of print; available from ERIC, ED
013 255).

Wardrop, James L., Cook, Doris M., Quilling, Mary, Klausmeier, Herbert J.,
Espeseth, Constance, & Grout, Carolyn. Research and development
activities in R & [ Units of two elementary schools of Manitowoc,
Wisconsin, 1966-1967. Technical Report No. 35.

Cook, Doris M., Wardrop, James L., Tagatz, Glenn L., Quiliirg, Mary R., Kam.a,
Dwane, & Shuman, Edna. Research and development activities in R & 1
Units of two elementary schools of Janesville, Wisconsin, 1966-1967.
Techmical Report No. 453.

Quilling, Mary R., Cook, Doris M., Wardrop, James L., Kiausmeier, Herbert J.,
Baldwin, Ruth W,, & Loose, Caroline A. Research and development
activities in R & T Units of two elementary schools of Milwaukee,
Wisconsin, 1966-19067. Technical Report No. 46.

XV
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Klausmeier, Herbert J., & Quilling, Mary R. (Eds.) Research and development
activities in R & I Units of four elementary schools of Madison,
Wisconsin, 1966-1967. Technical Report No. 48.

Klausmeier, Herbert J., Quilling, Mary R. & Wardrop, James L. (Eds.) Research
and development activities in R & I Units of five elementary schools of .
Racine, Wisconsin, 1966-1967. Technical Report No. 52.

Fox, Frank, & Morrow, Richard G. Student achievement and attitudes in two -
Multiunit elementary schools in Madison, Wisconsin, 1967-1968.
Technical Report. (Manuscript in preparation,)

Fox, Frank, & Morrow, Richard G. Student achievement and attitudes in four
Multiunit elementary schools in Racine, Wisconsin, 1967-1968.
Technical Report. (Manuscript in preparation.)

Morrow, Richard G., & Fox, Frank. Student achievement and attitudes in |
Instruction and Research Units in two elementary schools in Janesville, |
Wisconsin, 1967-1968. Technical Report. (Manuscript in preparation.)

?',’: .
Other Related Reports

Klausmeier, Herbert J., Schwenn, Elizabeth, & Lamal, Peter A. The use of
concrete rewards and individual conferences as motivational techniques
in R & I Units. Technical Report. (Manuscript in preparatiom.)

Kennedy, Barbara J. Motivational effects of individual conferences and goal
setting on performance and attitudes in arithmetic. Technical Report No. b..

Otto, Wayne. Overview of the Wiscomsin prototypic system of reading instruction
in the elementary school. Practical Paper No. 5. (Revision of Working

Paper No. 7.)




L. The Elementary School of Today and in the Future

Most elementary schools of today are performing limited functioms in
comparison with what they will perform in the future. A few schools through-
out the nation, however, are the forerunners of the many schools of tomorrow.
Many functions of future schools may be observed at present in elementary
schools of Janesville, Madison, Manitnwoc, and Racine, Wisconsin.
The main function of the staff of an elementary school building today
is maintaining an instructional program that is as good as in the past.
The primary function of each elementary school in the future is developing
and executing an improved program of individually guided education. In
order to carry out this function well, there must be a continuous supply of
beginning teachers and other instructional personnel. These beginners must
develop many capabilities while on the job; they cannot be prepared to deal
with all the situational variables related to children and other elements
of a school's instructional program prior to working in the school. Also,
new ideas, mate}ials, and procedures will require testing in the school
setting before being accepted and used. Further, éince knowledge about
human learning and instruction is incomplete, some schools will also parti-
Eipate with other agencies, such as universities, in research and development
activities. : , | .
. ; —

We may summarize thus:
[ 4

Functions of the Elementary o Functions of the Elementary

School Today School in the Decades Ahead

(1) Attempting to execute a (1) Developing and executing an
system-wide standard in- effective system of individu-
structional program de- ally guided education within
signed by others each building

1Hereafter we refer to the elementary school of today to designate schools
that have not incorporated such practices as team teaching, preservice
teacher education, inservice education, or systematic instructional im-
provement.




Initiating and performing in-
service education of teachers
and other instructional per-
sonnel within each building as

(2) Accepting sporadic at- (2)
tempts by other agenciecs
to update the teaching

staff
part of a systematic system-
wide and statewide program .
(3) Accepting some innova- (3) a. Selecting carefully and

testing innovations prior N
to acceptance within each

building

tions recommended by
others without systoem-

atic testing

b. Developing and testing new
procedures and materials

(4) Accepting prestudent teach- (4) Conducting preservice educa-

ers, student teachers, and tion of teachers and other in-
interns without adequate pro- gstructional personnel within
visions for their instruction some buildings as part of a

in the school and without ade- systematic system-wide and state-
quate supervision by college wide program

or other personnel

Initiating small-scale
development-based research on
instruction and participating
with other agencies in descrip-
tive rescarch, controlled ex-
perimentation, and comprehen-
sive development~based research

(5) Permitting others to use (5)
students and instructional
staff as subjects for short-
term studies that are usually
unrelated to instructional
improvement

Not every elementary school in the future will participate in all of

these functions. BEach one should be involved in (1), (2), and (3) since

these are required for continuous educational improvement. Certain schools

within a system might also participate in either (4) or (5), usually not

both. A further examination of the three large categories—-the instructional

system; preservice and inservice ediication; and innovation, development

and research--is in order.

The Instructional System

Figure 1 shows the major components of an instructional system. The

components are now examined briefly in connection with a system of individual.y

guided education. The characteristics of individually guided education and
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the related Moltiunit Secnool organization are subsequently treated in
detail.

In individualiy guided education in the Multiunit School a building
comuittee, also called the Inscructional Improvement Committee, determines
the objectives for the particular school building, taking into account
system-wide and state reyulations. ‘These are broad institutional objectives
for the schooi building. <The stuff of each nongraded Instruction and

Rescarch Unit, the replacement Lor the graded homeroom oOr self-contained

classroom, then decides the objectives for each child in the Unit. While

the Unit leader takes tie initiative lere, cach Unit teacher also participates.
Assessment of the child's characteristics is through observation and by

means of locally constructed and standardized instruments of various types.
On the basis of the assessment each child is then placed in one-to-omne,

small group, class-size group, and Unit-size group activities. Instruction
wiich employs materials in 4 one-Lo-one relation to students, tutorial

work, and computer-assisted instruction are examples of one-to-one activities.
Activities in smnall groups of 2 to 15 are organized to attain socializing

and also skill objectives. In connection with skill objectives, 150 children
in a Unil might be placed in 15 smell groups for most of their mathematics
instruction and then regrouped in another 15 groups for part of their read-
ing imstruction. Class—~size or homeroom activities are used for achieving
any objective where heterogeneity is desired. Large Unit groups of 40 to

150 are formed mainly for giving information to the total group or for
independent study. The information is given by a teacher, television,

sound motion picture, or other means. Some music and physical education
_ctivities arc conducted in groups larger than the usual class size. In-
dependent situdy is carried out in small groups, class—size groups, and

large groups.

One implication of individually guided education 1is that the teacher
should be able to plan and lead one-to-ome, small group, class-size group,
large group, and independent study activities. At the present time, however,
complete knowledgze Las not been accumulated to determine finally how well
which educational objectives can be achieved with children of varying char-

acteristics through the different kind of groupings and related activities.
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Estimates of the current status regarding each component and hypo-
theses concerning the future of a system of individually guided education
are given next in outline form. Only a few of the component elements that

are most likely to change are noted.

Today Future

1. Students with entering behaviors and characteristics

Entering behaviors and character- Entering behaviors and characteris-
istics are not seriously consid- tics are given primary consideration
ered; children are required to ad- in relation to each set of learning
just to the existing instructional tasks or activities; instructional
system with little attention to objectives and learning tasks are
individual differences. designed for each individual based

on his entering behaviors and charac-
teristics.

2. Content and Sequence

The instructional staff accepts The instructional staff of the build-
content and sequence recommended ing, with expert consultation and
by others. within local and state regulatioms,

selects content and arranges se-
quence on the basis of such cri-
teria as the structure of knowledge
of the discipline, difficulty of
the material for children, rela-
tion to future and current study

in school, and relation to out-of-
school activities. Appropriate-
ness of content and sequence for
each child is based on continuous
assessment of children's performancec.

3. Behavioral Objectives

Global statements of broad educa- Educational objectives are developcu
tional goals, developed by outside in sufficient detail to guide pro-
groups and inadequate for both pro- gram development and evaluation
gram development and evaluation, are within the school building; iastruc—
accepted as the school's objectives. tional objectives are developed for

each child.

Varying emphasis is given to ob- The objectives of the school
jectives in the cognitive, psy- are clearly stated with respect
chomotor, and affective domain to the various domains; the objec-
on a nonsystematic basis. tives for each child are related to

the building objectives.
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4. Measurement Tools and Evaluation Procedures
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Future

Standardized and teacher~-developed
tests and procedures are infrequently
used to assess a child's present
level of achievement and readiness
for a learning task.

The use of standardized and teacher-
developed tests and procedures is
limited to evaluation of relative
position of studemts or assigmment
of a grade.

Measurement tools and evaluation
procedures are infrequently used
for evaluating the cffectiveness
of the total system or its com-
ponents,

Computers are rarcly employed in
interpreting or using the results
of tests and other tools for indi-
vidual appraisal and placement in
the program.

5, Instructional Materials

Basic textbooks and supplementary
textbooks are adopted system~-wide
and little additional printed in-
formation is available in a school
building, resulting in uniform use
of material according to grade
level, regardless of the charac-
teristics of the children.

A limited amount of audio-visual
material, mostly sound motion
pictures, is distributed from

a central location,

Standardized and teacher-developed
tests and procedures are used
systematically to assess the child's .
entering behaviors and readiness
related to each set of learning tasks
so that each child may be properly .
placed initially.

Standardized and teacher-dcveloped
tests and procedures are systematlcally
used to assess each child's progress,
to provide informative feedback to

the child, and to provide information
to the teacher for monitoring student
progress.

Measurement tools and evaluation
procedures are used continuously

to improve the instructiomal system,
including the components.

Computers are widely used in managing
a system of individually guided
education.

A large variety of printed ma-
terial--textbooks, supplementary
textbooks, programed material,
library books, unit material--
is 'adopted system-wide. From
these the building staff seleccts
that which 1s appropriate for
each child.

A large amount of audio-visual
material--sound motion pictures, .
sound tapes, video tapes, slides, |
recordings, etc.--is kept within

each building; additional material .
is distributed from a central loca-
tion.
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A limited amount of material re-
lated to various special subject
fields, such as foreign language,
science, music, and art is available.

Realia from the locality are
scldom used.

Material is available only
through direct comntact,

Teachers lack time and competence
to develop large amounts of teaching
materials,

6. Instructional Staff

The principal usually does not assume
lcadership for instructional improve-
ment.,

All teachers are cxpected to be

equally competent in all subject
fields.

All teachers are certified to per-
form at the same level of profes-
sionalism.

There is an occasional instruc-

tional sccretary or instructional
aide.

The program of a special teacher

or of a supervisor in music, art, or
forceign language is usually inde-
pendent of the total building
program.,

o

Future

Special material related to each
subject field is available, much
of which is developed locally.

Realia from the locality are
widely used.

Material is readily accessible to

the children and instructiornal staffl
and access to much material outside
the building is controlled by computer

Teachers are encouraged and given
time to develop teaching materials
and refine them.

%
The principal's first respomnsibility
is instructional lecadership.

Tcachers have a specialty in one
broad field of elementary cducation.

Teachers are certified for at
least four levels--professional
or specialist, regular or staff,
resident or first two years, and
intern as a replacement for cur-w
rent student teaching.

There are certified instructional
secretaries in each building.
Instructional aides in ecach builc-
ing arc certified at two levels
according to prior traininyg ana
experience.

Special tcachers are part of the
building staff, and programs arc
designed in accordance with the
instructional objectives for cacn
child.
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Today

Few impourtant decisions about
major instructional components
are made by the teacher.

Only a few cxperienced teachers
have the essential sub ject-matter
competence and methodological
capabilities to design and exe-
cute a program of individually
guided education.

7. Student Activities

Studenis are involved mostly in
age-graded, clasg-size group ac-
Livities and perfovm many assign-
ments common to the group. While
small group instruction in rcad-
ing is common at the primary level,
there is little grouping at other
levels in the subject arcas.

Chiildren in class-size groups
cncounter the same amount of
material in a certain period
of time.

Future

The staff of the building makes
the decisions about all thce com-
ponents of the instructiomal pru-
gram, within the local and state
requirements; each certified
tecacher makes important decisions
daily.

The building staff cooperatively
designs and ecxecutes an individuatlly
guided educational program Lor cacn
child through thesc primary activi-
ties: (a) developing and clarifying
instructional objectives; (b) devel-
oping and using appropriate meastre-s
ment tools and cvaluation proceaures;
(c) motivating children; (d) supply-
ing models to imitate; (e) sclecting
and scquencing subject matter pro-
perly; (f) arranging appropridte
learning activities, including usw vl
moierials and equipment, size of
group, ete.; (g) guiding initial pu-
pil effort; (h) managing practice
and activity effectively; (L) aiviug
children to apply and usc newly
acquired knowledge, skills, and
attitudes.

Students participate in oac-~to-ui.,
small group, class-size, and e
group activities to achieve cleursy
specified school goals and indiviuuw.
ob jectives.

Children in groups of varying sizc
encounter varying amounts of material.




Today

Most cffort is dirccted toward
the mastery of skills and the
acquisition and recall of
factual informatiom.

8. Organization for Instruction

Age-graded, self-contained class-
rooms of 20-40 children are typical;
occasional tcams and nongrading arc
found.

Ad hoc system-wide curriculum
improvement committees develop
printed curriculum guidces.

9, Use of Time

All children spend about equal time
daily in connection with the vari-

ous broad subject ficlds, e.g., 45

minutes in mathematics, 90 minutes

in language arts.

Future

Moderate emphasis is put on skill
mastery and the acquisition and
recall nf factual information; much
emphasis is on concept formation,
the application of skills and con-
cepts, creativity, and the evalua-
tion of information.

Large nongraded Imstruction and
Rescarch Units of 75-150 children,

a Unit leader, other certified tcach-
ers, interns, and paraprofessionais
constitute the instructional unit.
The ncngraded vertical organizution
facilitales continuous progression
of cach student. The horizontal
organization permits maximum flexaibiiicy
in placing each child in an appropriate
learning activity and also capitalizes
upon the capabilitics and personal
characteristics of each member ol tae
instructional staff.

A permanent Instructional Lmprovaiiit
Committee in cach building, compiriouu
of the Unit leaders and building
principal, with relevant central
office personnul as consultants, SRTPRELEN
oducational decisions at the bulidiig
level. A permanenl System-Wide RNTRTO
Committee, comprised of represcivec. ..
of the central staff who have Li.
relevant specialized knowledge an.
decision-making responsibilitics,
building principals, Unit leaders,

and teachers set system-wide polxcicu
for the Multiunit Schools.

Each child's time is allocated 1w
torms of his instructional objective.

Variation is found among children in
the amount of time spent in coniude.un
with subject fieclds and also with ro-
spect to one-to-onc, small group, Clus
size, and independent study activit.cs
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fiach teacher determines time
allocation within the limits
set by the principal and
central staff.

10. Facility

A separate elementary school
building houses 300-1200
children.

Equal-sized, box-like cliassrooms
have fixed walls and accommodate
about 30 children.

Tne building occasionaily has one
auditorium, a gymnasium, a lunch

room, and a library; some have only

one uvf these.

Space is used inflexibly.

11. Instructional Bquipment

Relatively little equipment is
available; occasionally there is
an overhecad projector, tape re~
corder, slide projector, sound
motion picturc projector, and
some special equipment for
science, art, and music.

10

Future

The time of all instructional per-
sonnel is planned by cach Unit
with the guidelines cstablished

by the building committee. Varia-
tion is found in the amount of
time spent by instructional per-—
sonnel according to subject fields,
in one-to-one, small group, and
other activities, and in planning
and development activities away
from children.

Some buildings are scparate; others
are incorporated as integrated com-
ponents of educational parks.

Pods of varying size and shape
accommodate 100-200 children and
permit one-to-one, small group,

class size, and total Umit activities.

A large flexible space is designed
for noisy and vigorous activities,
such as music and gym. Large ccn-
tral instructional resource cen-

ters are used for computer termi-
nals, audio-visual equipment, ehe li-
brary, and instructional materials

oi all types.

Space utilization cncourages maxi-
mum flexibility and an environment
conducive to many types of learn-

ing activities.

Relevant equipment-~audio, visual,
and audio-visual-—is available for
presenting information. Relevant
equipment is available for the
children and teacher to receive
information. Integrated systems
combine and coordinate the use of
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12. Other Educational Personnel

Central staff curriculum coordina-
tors, school psychologists, research
directors, home workers, audio-
visual specialists, and others
proceed relatively independently,
working infrequently with teachers
on instructional matters during

the school day.

Outside resource personnel from
universities, state departments of
education, and industry rarely consult
with the teacher except to present
information to large groups outside
regular school hours.

13. Home and Neighborhcod

A uniform instructional system
exists for all children, independent
of home and neighborhood back-
grounds.

Principal communication between the
school and home is through report
cards and is supplemented by parent-
teacher conferences.

11

Future

various materials and equipment;
e.g., language laboratory, multi-
media center. Computers are uscd
to manage integrated systems in
which each child receives informa-
tion, responds to it, has his re-
sponses analyzed, and rececives
subsequent learning tasks appro-
priately selected for him. Thus,
computers are used for one-to-one
instruction to achieve certain
objectives.

Central staff personnel work often
during school hours with the building
committee and individual Unit leaders
in interpreting and implementing
system-wide policies and in design-
ing an instructional program for

each child.

Resource personnel systematicaiiy
work with Unit leaders and other
staff during school hours in con-
nection with the instructional anc
other functions of the school.

Home and neighborhood are given
major attention in connection with
the entering behaviors and characier-
istics of each child.

Unit leaders and teachers develop

a systematic program of parent-
school, tcacher-home visits.
Reporting involves teacher, parent,
and child.
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Toduy Future
A PTA deals with peripneral Parents are brought frequequently into
problems, frequentiy identiried the Instructional Improveaent Com-
by sciiool people. mittee and into Unit meetings to

convey parent values and feelings.

The preceding outiine of hypotheses concerning the future will probably
disappoint those who sec¢ much more rapid change in connection with technolog- .
ical developments Lhat may be applied to education. The authors see the
elementary school as a human and humanizing institution. We have no firm
evidence as yel concerning how well children of varying characteristics will
learn from one-to-one instruction with a machine or autoinstructional device.
Further, we are uncertuasu as Lo which knowledge, skills, and attitudes can
be inicially acquired and retained, or how well what is learned in this
manner will transfer to other situations. The authors feel that they are
probably on the conservative side.

Many classroom teachers and humanists, however, may be alarmed by the
projections. 1t is possiblie, of course, that there will be available the
aduit human beings and the monetary resources to have much one-to-one instruc-
tion occurring between a chiid and an auult without resorting to expensive
computers and other autoinstructional devices. The precise input of material
and human resources into an effectively functioning system of individually
wuided education cannot be preaicted reliably. One conclusion is warranted,
however. At present many schoolis are not providing quality education for
many children. We should not defend or maintain the outmoded practices and
philosophy represented in the preceding statements in the left column. In-
dividually guided education is botl possible and essential.

As will be mentioned in the next sections of this introduction, inservice
and preservice teacher education must be drastically changed and quickly im-
proved. Also, involvement of the local schools in innovation, development,

and research is essential for systematic educational improvement. -

Tuservice and Preservice Teacher LEducation

Although large sums of money are going into inservice education whicn

is considered highly important by teachers and others, there are few well




planned local, scate, or unational programs.

vides constderable funding for inservice education.

Recent federal legislation pro-

The federal government

also has initiated aevelopmental and demonstration programs for preservice

education.

future are now outlined.

Sume estimates of the current situation and hypotheses for the

Future

Ilnservice Education of Instructional Personnel

Objectives are poorly defined by
local, state, and federal
agencies and other groups.

Programs on a varicty of Lopics are
poorly pilanned without considera-
tion of a total integrated system
ot inservice c¢ducation.

Credit classces are offered to uny-
one who wesires them, including
many {irst—- and second~year teach-
ers who do not continue teaching
and other experienced teachers
wilose primary interest is securing
a higher salary or maintaining cer-
tification for teaching.

Noncredit cluasses and other ac-
tivities are offered ovutside of
schocl hours by personnel from

universities, state depavtment

of education, industry, etc.

The principal evaluative criteria
are the teacher's attending in-
service activities with reasonable
regularity, participating in a
minimum number of activities, and
not expressing unfavorable opinions.

13

Clearly specified objectives are
drawn up by local schools and a
relevant state agency.

A statewide program is designed
by local school systems and a
relevant state agency. The state-
wide program is coordinated by a
relevant state agency.

Credit classcs are offered during
the school year and summer only

to those who have some teaching
experience, who intend to stay

in teaching as a lifetime carcer,
and whose primary objective is to
improve children's learning oppor-
tunities.

Noncredit activities are offered
during school hours in school
buildings by personnel within
the building. Consultants focus
their inservice efforts on the
principal and Unit leaders. The
principal and Unit leaders, in
turn, provide most of the on-the-
job training for the other Unit
personnel including the teachers
secretaries, and aides.

Measurement tools and evaluation
procedures are directly related

to objectives and provide informa-
tion about individuals and progran
improvement.
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Future

Preservice Clinical Experiences of Teachers

Student teaching is done for less
than full days and often less than
a semester.

Student teaching is done with one
teacher, thus providing a limited
acquaintance with one teacher's
methods.

The student teacher has acquaint-
ance with one limited instruc-
tional program.

The student teacher has no oppor-
tunity to participate in innova-
tion, development, and research.

The total building environment has
not been designed to provide an ex-
cellent preservice experience.

The cooperating teacher has little
time during the day to spend with
the student teacher. Supervision

and evaluation of the student teacher

is by college personnel who do not
regard supervision highly.

A year of full-time internship is
done.

Internship is done during consecu-
tive semesters in two Units under
the leadership of two Unit leaders,
thus providing experience with the
personalities and methods of two
qualified Unit leaders and several
teachers.

The intern participates in imple-
menting a total system of indivi-
dually guided education.

The intern participates in all
the functions of the Unit.

The total building environment fa-
cilitates the professional develop-
ment of the intern and induction
into the profession of teaching.

The Instructional Improvement Com-—
mittee and the Unit leaders have
time during the day to develop an
individualizad program with and
for each intern. The intern is
paid about 407% of a beginning
teacher's salary by the local
school, and that portion of the
salary of the Unit leader given
to leadership of the interns--up
to one-third for three interns--
is paid by the relevant state
agency.

Research and Development

The capabilities of a building staff of the future to engage in a

variety of research and development activities cannot be estimated reliably

at present for two main reasons. First, research and development strategies

are in the early stages of formulation, the first systematic large-scale

attempts at improving educatiomal practice through research and develop-

14




ment being of very recent origin., Second, not having clearly defined strategies,
current school personmnel have not received relevant education concerning re-
search ana development. Based on three years of experience in research and
devalopment activities in Instructioa and Research Units, we have delineated
three types of researcl, and development activities that can be executed

effectively in Multiunit Schools.

First, there is research on promising instructional materials and pro-
cedures., Here the school staff identifies a procedure or material, tries
it out, and evaluates it. They learn how much skill is required‘on the part
of the teacher to usv it, how much time is required on the part of the pupils,
how well the teachers like the material or procedure, how well the children
learn from it, and :he like. Pre- and posttests may be used. This evaluation
of materials and procedures can be done by the building staff with relatively
little outsiJde assistance. The central staff supplies consultant help when
neaded, however. A variant ol this deuals with the same problem, that is,
determining how well a material or procedure, and usually a combination of the
two, works. liere, however, a controlled experiment is conducted. The entire
Unit population may be stratiifiied according to sex, achievement level, or other
relevant bases. They are subsequently asigned randomly to two or more trcat-
ment groups. The treatment groups remain the same; however, the instructional
staff rotates among the treatments so that the effect of treatment on children
is essentially controlled rather than confounded with teacher effect. Expertise
is required in designing, executing, and reporting a controlled experiment wnica
most current Unit leaders do not seem to be able to get except with extended
education.

A second type of research and development is what might be called
development-based research, 1lere the school develops and continuously
refines instructional materials or procedures through research as outlined
above. School personnel generally need assistance in developing content and
sequence and related behavioral objectives. Most present Unit leaders do not
have the necessary subject-matter knowledge and also need initial assistance
in formulating behavioral objectives.

A variant of development~based research involves long-term develop-

ment and refinement of curriculum materials and procedures related to

15
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reading, mathematics, science, and other subject matters. Some agency,
such as an R & D Center or teacher-education institution, leads this
activity. Unit leaders and teachers can participate in it well but

usually cannot initiate and execute it independently. They assist in

all phases of the development and the subsequent controlled experimentation

to determine how well the new instructional system works. Subject-matter

specialists, methodologists, and behavioral scientists provide the es-
sential input of substantive and procedural knowledge.

A third type, sometimes called basic research, has many variants
including short-term horizontal descriptive research and controlled
experimentation. Usually this research is not directly related to the
instructional program of the school, although it could be; and the results
often have neither immediate nor long-term implications for improving
individual.y guided education in the school. Although this is the case,
the research may be of high significance in extending knowledge about a
component of the instructional system, refining theory, or contributing
to some other cause. Also, data are often collected to secure useful
information about children's interests and other characteristics, teacher
characteristics, leadership behavior, and other phenomena, all of which
eventually may bring about better education.

Long-term predictions regardiug the function of the local school
in research and development are therefore tentative. Three important

variables that will determine the amount of participation of local schools

in research and development are the amount of federal money available
for this purpose, the number of capable personnel who will commit them-
selves to this type of activity, and the commitment of local schools.
Local school systems, teacher-education institutions, and state educa-
tion agencies have been very slow in realizing that educational improve-
ment requires continuous research and development, similar to that which

is done in agriculture, medicine, industry, and space.

16
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II. The !fultiunit School Organization

The Multiunit School organization includes both a formal organiza-
tional structure and a procedural style consisting of several cssential
components. Figure 2 illustrates the formal organizational plan of a

Multiunit School of 600 students. %he organizational hierarchy of the

Multiunit School consists of groups at three distinct levels of operation.
At the classroom level are the Instructional and Research (I & R)
Units. Each 1 & R Unit has a Unit leader or professional teacher, two
or more regular staff teachers, onc or more aides or secretaries, and
in some cases an intern. The intern assumes instructional responsibili-
ties und does not perform routine and clerical duties. Each Unit is
charged with planning and conducting the total school experience of about
150 students.
Unit meetings are held once weekly and more often if necessary. A

Unit Meeting may last from 30 minutes to a half day. The meetings are

devoted to planning and evaluating the total instructional program for
the children of the Unit and require the attendance of the certified
members of the Unit. The agenda, written or mental, is supplied by the
Unit leader.

Units now in existence use one of three methods to secure time for
Unit meetings: 1) by scheduling special teachers (art, music, physical
education) into a Unit en bioc, the Unit members can be freed twice or
three times weekly; 2) by arriving early at school and deploying teacher

aides to supervise homeroom or large group activities, the Unit can meet

et . .

from 30 to 45 minutes daily; or 3) by lengthening four school days during
the week, students can arrive at school late or be dismissed early on the

fifth day, thus freeing the Unit to meet for about two hours. Each of

these solutions has advantages and disadvantages, and other solutions
. arc possible. It is essential that sufficient time be found for Unit
meetings. At least two hours per week appears to be necessary during
. the first year.
At a second level of organization, the principal and the Unit leaders

constitute the permanent Instructional Improvement Committee of the building.

17
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The principal chairs the group, which meets weekly, more often if neces-
sary. This Committee may bring in other consultants from the state
education agency or other agencies. Instructional decisions made by the
Committee arc executed in the Units. As indicated earlier, relecvant
central staff participate in formulating the building program. Consultants
from the central staff, c.g. curriculum coordinators in subject fields,
school psychologist, director cof research, meet with the Committee as it
considers a particular subject area or school function. The consultants
provide the Instructional Improvement Committee specialized knowledge.
regarding content, methodology, materials, evaluation, etc., and also link
the building program to the system-wide program. Obviously, information
from all the central staff cannot be received simultaneously in a meeting
of the Instructional Improvement Committee, nor is it feasible to have all
the central staff participate in weekly meetings of each building.

At the th.rd organizational level is the System-Wide Policy Committec.
Chaired by the superintendent or his designee, this Committee includes
principals, Unit leaders, teachers, consultants, and other relevant central
office staff. It meets less frequently than either of the other groups,
but its operation is important to the success of the Multiunit School.

Two important criteria for membership here are having decision-making
power and specialized knowledge to contribute to the success of the Multi-
unit organization. For example, when the school is making a systematic
effort to implement a program of individually guided reading, the reading
consultant serves on the System-~Wide Policy Committee and also meets regu-
larly with the Instructional Improvement Committee and with the Units.

The organizational pattern of the Multiunit School thus differs from
that of the traditional, self-contained classrocm gchool in several ways.
First, in the Multiunit School personnel work in Units or committees,
rather than in isolation as is the case in the traditional school. Second,
three new roles are added: Unit leader, teacher aide, and instructional
secretary. Finally, the addition of new roles and the use of personnel in
groups rather than alone results in considerable redefinition of the famil-

iar roles of principal, teacher, and consultant. More precise role des-

criptions are provided later in this paper.




Organizational charts and role definitions yield an incomplete
portrait of the Multiunit concept. The processes which take place within
the formal structure need further description.

As indicated, each I & R Unit is charged with the total educational
experience of about 150 children. The children are placed in Units primarily
on the basis of years of school attendance; the range in age within a Unit
varies from two to four years. Within each Unit, grade lines are completely
abandoned as children are assigned to one-~to-one, small group, class—size
group, and Unit-size activities.

The instructional process in'each Unit is determined by the staff
cooperatively. The assessment of characteristics of each child, the
development of objectives, the selection of content and activities, the
placement of each child in relevant activities, and the means of evaluation
are decided jointly. This process allows all the children in the unit to
benefit from the strengths of each teacher in the Unit; e.g., mathematics
instruction, normally a weakness in most self-contained classrooms, can be
improved because three or four Unit members can pool their knowledge to
devzlop optimal instruction in mathematics, or one teacher, strong in mathe-
matics, may do most of the teaching until the others gain more competence.
The Unit may invite consultants to assist them in planning and executing
the instructional program. The consultant's time is used more efficiently
in the Unit than in the traditional pattern. The consultant meets with the
Unit staff during regular school hours, not before or after school.

Planning for instruction and cooperative effort are crucial in Unit
operations. To plan activities, the Unit staff assesses each child's
level of achievement, progress, and other characteristics. These assess—
ments tend to be more accurate when the professional knowledge and skills
of three or four teachers, rather than one, are brought to bear. Based
on the assessment, each child is assigned to some large group, class-size
group, small group, and one~to—one activities in order to achieve the
school's goals and each child's instructional objectives. Equally impor-
tant, the teachers decide cooperatively who will perform which activities.

Noninstructional tasks (preparatioﬁ of materials, etc.) are identi-

fied, and such tasks are performed by the aide and instructional secretary,
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These nonprofessional personnel are trained and directed primarily by

the Unit leader. They work directly with the staff teachers and children.
During a school year, there is much planning and related redeployment

of the Unit staff and also planning and reassignment of students to activi-
ties in order to capitalize upon staff capabilities and to provide the

best learning opportunities for students.

The Instructional Improvement Committee of the building meets weekly
and, since the schedules of the Unit leaders and principal are more flex-
ible, they experience little difficulty in finding times to meet. The
agenda at these meetings is formulated by the principal in consultation
with the Unit leaders and avoids the routine matters too frequently associ-
ated with faculty meetings. Parenthetically, it should be mnoted that a
principal's bulletin and occasional after-school staff meetings may still
be required.

The functions of the Instructional Improvement Committee may be
considered at three levels: interpreting and synthesizing system-wide
and statewide policies that affect the instructional program of the
building, developing the broad outlines of the instructional program—-
all its components--for the school, and coordinating those uses of facil-
ities, time, material, etc., that Units do not manage independently. It
thus has both policy development and management, but not supervisory
functions. Policies and guidelines developed by the Instructional Im-
provement Committee are transmitted to the Unit staff by the Unit leader.
In turn, the highly significant decisions regarding an appropriate in-
structional program for each child are made and executed by the certified
teachers of the Unit.

The Instructional Improvement Committee draws upon specialists from
the central office and the state education agency in interpreting system—
wide and statewide policies and guidelines. Curriculum consultants,
psychologists, social workers, and others consult with the Committee.

The school buildings involved in preservice teacher education or long-
term research utilize relevant university, state department, or other per-
sonnel. A most important element in the success of the Multiunit School

is the ability of the building committee to secure relevant consultants
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during school hours for periods of time up to a half day. Further, the
entire Committee, or any member of it, may leave the building to secure
relevant information.

In Figure 1, the majior compomnents of an instructional system were
outlined. The Instructional Improvement Committee deals with all these
components. No sharp limes can be drawn to set off the responsibility of
the System-Wide Policy Committee, the building committee, and the Units in
these matters. How much responsibility to give any Unit will in part depend
upon its capabilities. In general the Instructional Improvement Committee
makes certain that each Unit leader has the information about each component
that is essential to effective Unit operations. Thus the Committee takes
the leadership in identifying or developing objectives, measurement tools
and procedures, instructional materials, a plan for devising relevant
pupil activities and groupings, and the like. The Committee transfers as
much responsibility as quickly as possible to the Units. The principal,
as the school leader, assures himself that each Unit executes the total
school program effectively.

The coordinating function of the Instructional Improvement Committee
is crucial, especially in connection with the flexible use of materials,
time, space, equipment, and special personnel such as the librarian, music
teacher, and speech therapist. The needs of each Unit for instructional
material, tests, space, assistance with instructional problems, etc. are
the proper concerns of the Instructional Improvement Committee. Two
functions other than those associated with instructional improvement are
also the responsibility of the Instructional Improvement Committee. There
are preservice and inservice teacher education and research and development
activities. The building committee, in cooperating with the System-Wide Policy
Committee, may also arrange the meetings of each Unit during school hours.

The System-Wide Policy Committee establishes the broad policies and
guidelines for the Multiunit Schools. The four primary concerns of this
Committee are the functions to be served in the Multiunit School, personnel,
material, and information service.

The System-Wide Policy Committee, with the building principal and Unit

leaders, decides the functions, in addition to curriculum improvement, to
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be performed in each Multiunit building. After this decision is made, the
System~-Wide Policy Committee makes sure that the necessary material and
human resources are made available to the school and that the functions

are properly interpreted to the school board and community. New functioms,
roles, and processes require understanding by the entire school staff and
the community. Guidelines are drawn up by the System-Wide Policy Committee
which indicate its role and that of the building staff.

Personnel are essential to a successful Multiunit operation--a capable
building principal, excellent Unit leaders, certified teachers who arc
compatible in their roles, and other personnel. The Systen-Wide Policy
Committee develops recruiting and transfer policies that make it possible
to have effective operations. Initial recruiting of a cooperative staff
is essential. Further, a bullding principal, a Unit leader, or a teacher
may find the Multiunit School uncomfortable after a semester or year. The
System~-Wide Policy Committee deals with these and other personnel matters.

Material resources are essential to individually guided educationm.

The System~Wide Policy Committee takes care of matters such as remodeling
an old building, arranging for an instructional resources center, and pro-
viding programed instructional materials. When the Multiunit School serves
the system as an experimental or demonstration school, the additional mate-
rials are made available.

This brief description of the Multiunit School serves to illustrate
several basic components which are required for the successful operation of
a Multiunit School. Any of a number of variations of the formal organiza-
tional structure are possible, and indeed desirable, if the structure is
to fit local needs. The following process components are essential.

First, whatever the number and size of Units, ea:h Unit must plan,
instruct, and evaluate cooperatively. A quasi-Unit, which meets only
to coordinate individual plans, is insufficient to the task. Optimal
Unit operations are based upon the cooperative exchange of expertise and
the division of labor according to talents. In self-contained classrooms,
labor is duplicated rather than divided; i.e., all teachers perform the
same tasks, with differential success and in isolation.

Second, in the Multiunit School, important instructional decisions

must be made by groups and at the appropriate level in the organizationm.
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In the traditional school, such is usually not the case. Often, deci-
sions about curricula are made at the central office level and imposed
without regard to differences among schools. In other cases, such

decisions are made by individual classroom teachers, who lack the com-
petence to make them and whose independent decisions result in loss of
coordination and efficiency. In the Multiunit School, decisions with

impact for a certain age range of children are made by Units, rather than .

by individual teachers. Decisions with building-wide impact are the respon-
sibility of the Instructional Improvement Committee, and those with district-
wide application are made by the System-Wide Policy Committee. This more
logical decision-making pattern requires that some decisions traditionally

made in the central office be decentralized and that some formerly made by

e

individual teachers be centralized. Furthermore, the principle of group
decision-making leads to a wider choice of alternatives, higher quality 1
decisions, and more effective implementationm.

Third, the Multiunit concept presumes greater role differentiation
and role clarity than is the case in the traditional school. The educational
task, formerly assigned in toto to each teacher, is factored into its de-
velopmental, instructional, and noninstructional parts. These in turn are
assigned to personnel according to their competencies: 1.e., to the prin-
cipal and the Unit leader, the teacher and the nonprofessional aide. The
consultant's role is redesigned for its original purposes—-to provide spe-
cialized knowledge (not to act as substitute teacher or critic) and to
interpret system-wide policies. Central office personnel function as ad-
visors and supporters in the Multiunit plan, not as mandators and monitors
as so often has been the case.

Fourth, the Multiunit concept rests upon a carefully designed leader-
ship structure. In the traditiomnal school, leadership is assumed to be
the function of the principal. It usually fails in that setting for two

reasons: 1) the principal is expected to lead too many persomns without

assistance-—i.e., his span of control is much too large; and 2) neither the
principal nor the staff have time during the day when the principal's leader- .
ship may be exefcised. The Multiunit School provides formal leadership for

each small group of personnel: the Unit leader leads the two o1 three

aides and also the three to five teachers in his Unit; the principal's
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leadership is exercised primarily with three to five Unit leaders. TFurther-
more, each group——aides, Unit teachers, or Instructional Improvement Commit-
tee--meets with its leader regularly during school hours. There is time

for leadership to have effect.

Finally, communications flow in a Multiunit School is more adequate than
it can be in the traditional school. 1In the latter, communications are usu-
ally written, often authoritarian in tone, and are commonly vertical in di-
rection. The work enviromment of the Multiunit School provides oral communi-
cations as well, and horizontal and vertical channels open naturally.

The combination of all these features changes the school tone remarkably.
The traditional, self-contained classroom school is a collection of isolated
functionaries performing the same tasks, and lacking either time or stimulation
to alter their performance substantially. The situation is subdued and static.
The Multiunit School, by contrast, is characterized by flexibility, coopera-
tiveness, and a spirit of inquiry. More time is provided to plan, test and
implement innovations.

Our position can be summarized this way: the Multiunit School concept
consists of an organizational format and certain necessary procedural elements.
The structure permits the processes to occur, and the structure and process
together produce a dynamic and highly effective enviromment for children's

learning and for professional development of the entire instructional staff.




ITII. Staff Roles in the Multiunit School

A significant characteristic of the Multiunit School is the changed
roles of the professional persomnel. The description of the elementary
school of the future presented in the introduction provides some valuable
clues about the roles of the principal, Unit leader, other certified teachers,
and paraprofessionals. These roles are becoming reasonably well delineated
in current Multiunit Schools. The descriptions that follow are based upon
continuing interactions among persomnel of local schools, the R & D Center,

and the Department of Public Instruction.

The Principal

The role of the principal is changed in the Multiunit School in two
ways. First, he assumes greater responsibility for the various functions
not common in the elementary school of today. That is, he takes greater
leadership in connection with initiating and refining the system of indi-
vidually guided education, managing the preservice and inservice teacher
education activities in his building, and administering the research and
development activities. Second, he organizes and chairs his building com-
mittee, arranges for its meetings, and sets the agenda of the meetings.

This in turn provides the mechanism and communication system through which
the principal executes administrative leadership in connection with the
three functions of the school. The purpose here is not to define all
categories of administrative responsibilities of the principal. Rather,
his work in connection with the building committee and the three functions
are emphasized.

The Instructional Improvement Committee of the building, as noted ear-—
lier, is comprised of the building principal and Unit leaders. It meets at
least weekly and makes decisions regarding the instructional program, teacher-
education program, and the program of research and development conducted with-
in the building. In connection with any of these programs, special teachers
and other personnel within the building, consultants from within the school

system, and consultants from outside the system are secured to provide assis-

tance to the building committee. The principal is responsible for all these




matters; however, he may delegate certain matters to the Unit leaders and
others to the consultants. For example, a Unit leader might assume respon-
sibility for formulating an initial statement of the school's objectives in

a subject matter field, or the representative of a teacher—education institu-
tion might be delegated responsibility for designing an experiment or for
writing an initial statement of the professional activities of the intern.

It is not assumed that the principal is the expert in any subject field, in
research design, or in teacher education. le is responsible, however, for ar-
riving at decisions on these and other matters with his building committee,
and for thelr execution in his building.

Earlier, in Figure 1, the main components of a system of individually
guided education were indicated. From these, the areas of decision making
by the building committee may be readily inferred. 1In turn, the descrip-
tions of the components provide an indication of the substantive concermns
of the building principal as he works with his committee. What are the re-
sponsibilities of the building principal with respect to knowledge about each
component and getting the component properly executed so that children learn
well?

Much variability is found and expected among building principals in
knowledge and administrative style. With respect to content of instruction,
instructional materials and media, student activities, teacher activities,
evaluation of student performances, and procedures for the placement and
management of students in a system of individually guided education, the Unit
leaders collectively are expected to have more knowledge than does the building
principal. Each Unit leader typically has a master's degree with some specialty
in a broad subject-matter field. Also, many schools have subject-matter spe-—
cialists and other specialists on thé central staff. Thus the building prin-
cipal must rely heavily upon his staff and consultants for the knowledge base
of these decisions. The principal is expected to be strong in connection
with organizing instruction; scheduling time, space, and equipment; dealing
with educational personnel both within and outside the building; dealing with
parents and other publics; evaluating the building staff; and, most important,
securing the conditions essential for his staff to carry out their responsi-

bilities. A few examples illustrate the key role of the principal.
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With regard to staffing, the principal assumes the supervisory and evalu-
ative responsibilities of all the staff, including the instructional aides
and/or secretaries. Individual staff members are responsible to him. In
choosing the personnel to work in the Multiunit School the principal should
recognize that the Units should be staffed by teachers who want to be in the
Unit. At least a year must be allowed for teachers with no previous cxperience
in cooperative planning to become an effective Unit, and during this time of
adjustment the principal must give necessary and effective support. Moreover,
in the event a teacher no longer wishes to work in such an organization, a
suitable means is arranged through the System-Wide Policy Committee for that
teacher's transfer. Finally, the central staff and building principal must
agree on how and when to replace a Unit leader, a teacher, or an aide who
for any reason seriously impedes the functioning of the Unit.

Securing instructional materials and equipment is another important con-
tribution of the principal. Both the System~Wide Policy Committee and the
Unit personnel assist here. Since education in the Multiunit School is guided
individually, it is necessary to provide a wide range of instructional materials
and resources and to assist the staff in developing materials.

Utilizing specialized < msultants significantly facilitates Unic opera-
tions. 1In the Multiunit School, the utilization of consultants from within
and outside the system is facilitated since they meet with the building com-
mittee and Units during the regular school hours. ILffective participation
by the curriculum consultants and others of the central staff, special teachers,
and other personnel is a major responsibility of the principal.

In the preceding discussion, the role of the principal in administering
a system of individually guided education has been outlined. He has a similar
role in research and development and teacher education. In general, extensive
knowledge is not assumed. However, utilizing the best knowledge available
within his staff and from consultants, delegating appropriate responsibilities,
and arriving at group decisions which can be implemented effectively are
important capabilities of the principal of the Multiunit School. Some of the

responsibilities of the principal may be inferred from the checklist which

follows.
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Principal's Checklist

Check the following regarding organization, scheduling of time, and

scheduling of space

YES
The principal meets regularly with the System-Wide Policy

Committee.

NO

The principal calls together the Instructional Improve-
ment Committee weekly during school hours and chairs its

meetings.

The principal arranges time and space for each Unit to

meet weekly during school hours.

The principal arranges for central office personnel and
others to meet with the Instructional Improvement Com-—
mittee on matters pertaining to instructional improvement,

research and development, and teacher education.

The principal arranges for special teachers and other
building personnel to participate in meetings of the In-
structional Improvement Committee, Unit meetings, and in

the total school program.

The principal with the Instructional Improvement Committee

schedules use of space and equipment shared by all Units.

Check the characteristics of the facility provided by the principal for

each Unit

YES
There is one station or room for each certified member

of the Unit (one can be smaller thanm a regular classroom).

NO

The rooms are on the same flour and are adjacent to each

other, or nearly so.

Space is available for use by nonprofessional staff

members.

One or two of the rooms are sufficiently large so that

the pupils can meet simultaneously together.
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The typical daily pattern is for the pupils to meet in

more than one room.

The typical daily pattern is for the teachers each to

be in more than one room.

The typical daily pattern is for each teacher to teach

more than one group.

Large spaces such as an instructional resources center

and gymnasium are available for all the Units.

Check the availability and quality of the following instructional equip-

ment and materials that the principal has made available for each unit

35 mm. projector and
appropriate films

16 mm. projector and
appropriate films
Tape recorder
Record player and
appropriate records
Overhead projector
Textbooks and other
printed materials
Other instructional
materials

Supplies for teacher
Listening kits

Study carrels or other facili-

ties for individual study
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4. Check the average number of times per month during regular school hours

that the following person or persons meet with each Unit leader alone,
or with each Unit leader and the other members of the Unit, to discuss

or plan the various elements of the Unit

With each Unit In meetings of the Unit
leader alone leader with all other

certified members of

the Unit
0-4 5-10 11 + 0-4 _5 - 10 11 +

Building principal

Central staff personnel

College personnel

Department of Public
Instruction

Parents of children

Others

Teachers in the Unit Not relevant

The preceding description of the responsibilities of the principal of
the Multiunit School suggest that certain characteristics are desirable as

follows:

1. Certification as an elementary school principal with a master's degree.

2. Two or more years of successful experience as a teacher, preferably
experience in Unit or team operations at the elementary school level.

3. Graduate education, including inservice practicums and seminars, in
human learning and development, research and development, and teacher
education.

4. Commitment to a life career as an elementary school principal, in-
cluding graduate work to extend knowledge and capabilities.

5. Positive attitudes toward principal leadership in curriculum improve-
ment, research and development, and teacher education.

6. Flexibility and inver*iveness in school administration.

7. Ability to assess and utilize the capabilitiws of the Unit personnel.
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8. Ability to maintain effective communication with personnel within
the building, the central office staff, parents, and others.

9. Skill in the use of creative problem solving techniques.

The Unit Leader g

The Unit leader has responsibilities as a member of the Instructional Tin—
provement Committee, as a leader of a Unit, and as a teaching member of a Unit.
Thus, the role of the Unit leader is instructio al, not administrative or
supervisory. His leadership role is in planning and coordinating. He serves
as a liaison between the Unit staff and the principal and consultants. He
coordinates the efficient utilization of the Unit staff members, materials,
and resources. As a member of the Instructional Improvement Committee, he
also contributes to developing the instructional program of the building.

As the coordinator of the activities and resources of his Unit, the Cnit
leader is responsible to the building principal for planning and executing
the instructional program of the Unit; however, the Unit organization permits
each teacher to share fully in the planning and execution. As the Unit devel-
ops individually guided education, the Unit leader takes the initiative for
the Unit's dealing successfully with ail the components—-objectives, content
materials, student activities, utilization of time, and utilization of spaces.
The principal, of course, assists. Similarly, consultants from other sources
such as state education agencies or universities, special teachers of art,
physical education, and music also participate in planning Unit activities.
Other contributors include the school psychologist, guidance personnel, anc
social workers.

In executing individually guided education, the Unit leader nakes coes-
tain that throughout the school day each child is engaged in an approplia..
one-to—one, small-group, class—size, or Unit group activity. He clso in-
sures that throughout the day each staff member of the Unit is engaged in wa
appropriate planning, management, Or instructional activity ad that space,
time, material, and equipment are being used advantageously. When suificient
time is available for the Unit to plan, and when it is used well, the UrT
staff develops the details essential for smooth functioning of the ins.. .

tional program. It is the Unit leader, however, with assistance irom tTic
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building principal, who must know which questions to raise in order to secure
appropriate planning and action from the Unit personmnel.

The Unit leader also teaches, demonstrates to other Unit members, and
assists Unit members who may experience difficulty. Often the Unit leader

gains familiarity first with new material or a procedure and tries it out.

Finally, other certified staff members may need time to plan, review, and
the like. The Unit leader does some teaching so that the Unit staff also
can plau and review.

The preceding sketch has dealt only with instructional improvement.
Other functions of the Unit include teacher education and research and de- j
velopment. Here, also, the role of the Unit leader is to exercise initiative
and assume responsibility in a manner similar to that for the instructional
program. The main responsibilities of the Unit leader in the various activi-
ties are now outlined in connection with instruction, research and related
activities, and teacher education.

The Unit leader has responsibility related to the three main functions
of an I & R Unit, namely, instruction, research and development, and teacher

education.

A. Instruction

1. Assume leadership in developing, executing, and evaluating a program
of individually guided education in the Unit, including objectives, materials,
equipment, and activities. Here the Unit leader works closely with the Unit

staff, the building principal, subject-matter specialists, and others.

2. Coordinate the assessment of children's characteristics and progress
in the Unit and the placement of children in appropriate activities. The
Unit staff, building principal, and central office personnel also are involved

here, inciuding research director, school psychologist, and subject specialists.

3. Assume leadership in initiating, establishing, and maintaining good
home-school relations. The Unit staff, building principal, social workers,

and other specialists contribute effectively to this area of concern.

4. Teach about half time, or in other ways be directly involved with the

children.
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5. Utilize a portion of the remaining time (a) to act as liaison between
the building principal and staff (and students) in his Unit; (b) to meet with
staff members in the Unit to plan instruction and to enhance the understanding
and direction of individually guided education; and (c) to meet with the In-

structional Improvement Committee. .

6. Keep abreast of advances in subject knowledge, instructional materials,

and other components of a system of individually guided education.

B. Research, Development, Innovation, Diffusion

1. Research

a. Plan research activities of the Unit with appropriate personnel

of the Unit, the building, the central office, and other agencies.

b. Coordinate the execution of research within the I & R Unit.

c. Guide the administration of experimental treatments—-instructional
methods, materia’s, media—by subexperimenters (teachers or others)
to insure continuous adherence to the specified experimental design
and to a schedule for collecting information.

d. Guide the collection and, as time permits, the analysis of informa-
tion collected.

e. Keep abreast of relevant research results and methods.

2. Development
a. Plan the development activities of the Unit with appropriate per-
sonnel of the Unit, building, the central office, and other agen-
cies.
b. Coordinate the development of a system of individually guided ed-
ucation within the Undit, including a statement of objectives, the
assessment of the capabilities of students, the instructional pro-

gram, and evaluation procedures.

c. Participate directly in preparing instructional materials, diagnostic

procedures, measurement instruments, etc.

3. Innovation
a. Coordinate the introduction of novel instructional materials,
measurement and evaluation tools and procedures, instructional

methods, etc.
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b. Stimulate the invention of new instructional methods within the
Unit.
c. Keep abreast of innovations throughout the school system, the

state, and nation through visits, conferences, and reading.

4, Diffusion

a. Provide for the proper briefing of observers of the I & R Unit.
b. Participate in the planning and actual diffusion of promising
practices within the school building and within the system as

appropriate.

C. Teacher Education

1. 1Inservice
a. Develop, cooperatively with the certified Unit staff, the building

principal, and relevant central staff, a building program of on-

the-job training for the certified personmel of the Unit, includ-
{ ing first-year teachers; execute the relevant elements of the
building program in the Unit.

b. Develop and execute a similar program for instructional secretaries

and aides.

c. Coordinate the inservice training activities of the certified and
noncertified personnel in the Unit whereby capabilities of the
aides are identified and improved and the certified teachers

learn to work effectively with aildes.

2. Preservice Education
a. Develop, with the certified Unit staff, the building principal,
relevant central staff, and representatives of teacher—education
institutions, the building program for interns; execute the rele-
vant elements in the Unit.
b. Coordinate the placement of the intern in the Unit and the in-

structional activities of the iutern with the certified and non-

certified personnel.

Certain rewards follow the kind of responsibilities enumerated; also cer-—

tain characteristics are desired of Unit leaders. Unit leaders as a group
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should reccive higher salaries than do teachers as a group. The Unit leader
should receive a higher salary than beginning teachers or regular teachers
because he earns it through meeting expanded professional responsibilities
of the type previously outlined. Also, he knows more about instruction, re-
search and development, and teacher education. Further, the Unit leader
works more hours per week and more weeks per year. It should be apparent
also that the Unit leader must continually improve his professional capabil-
ities by pursuing further education and gaining relevant experience during
the school ycar and summer. Many teachers who are committed to a career

of teaching (this is only a small percentage of the mnational total) could
qualify as Urit leaders if they desired to assume the additional responsi-
bilities, if they were willing to work eleven of twelve months each year,
and if they continuously and systematically extended their knowledge and
capabilities. It is critical to recognize that the Unit leader is an in-

structional leader, not a supervisor or administrator.

Nine characteristics should be considered in selecting beginning Unit
leaders:
1. Certification as a teacher initially and subsequent certification
as a Unit leader, or professional teacher.
2. Three or more years of successful teaching experience.
3. Master's degree, or progress toward one, for beginning Unit leaders.
4. Craduate education in human learning and development, curriculum
and instruction, and research and development. A flexible program
is recommended: the equivalent of 6-15 semester hours in human
learning and development, measurement statistics, and research and
development; and 6~15 semester hours in a broad subject field and
related instructional theory and methodology. Some practicum work
in Unit operations is essential.
5. Commitment to a lifetime career in teaching.
6. Positive attitudes toward curriculum improvement, research and de-
velopment, and teacher education.
7. TFlexibility and inventiveness in the adaption of methods, materials,

and procedures.
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8. Ability to recognize and utilize the capabilities of the Unit per-
sonnel.

9., Ability to maintain effective interaction with all personnel of the
Unit, children and parents, the building principal, central office

personnel, and other comsultants in research and in teacher education.

The Unit Teacher

The main differences between the roles of the certified teacher in the
Unit and the teacher in the self-contained classroom are in planning with
other members of the Unit, working with many children and with other Unit
members rather than working with a smaller number of children independently,
and performing at a more professional level. The higher level of professional
activity is manifested in research and development activitiles, preservice
teacher education, and in several components of the instructional system
such as formulating objectives for each child, assessing each child's
characteristics, using new materials and equipment, and trying out new in-
structional procedures. The first—year teacher and the teacher new to a
Unit are not expected to become proficient in all these during a short time
interval. One of the advantages of Unit teaching is that the Unit leader,
building principal,'and teachers together decide what they can accomplish
and proceed accordingly.

The most important rewards to the teacher in a Unit are participating in

all the relevant functions of the school, engaging in decision making about

all components of the instructional program, making a maximum contribution
according to his strengths and interests, being relieved of nonprofessional
activities by aides and secretaries, and having a stimulating learning and
teaching experience. Teaching in a Unit is strenuous at times but is always
mentally stimulating and emotionally satisfying.

For some, teaching in the Unit may threaten loss of autonomy. It can be
argued, however, that autonomy and freedom are increased as the teacher grows
professionally through the exchange of ideas. Feedback from other teachers
and opportunities to experiment stimulate and motivate the teacter to do
greater things. In the environment of the Multiunit School the teacher re-

alizes that joint planning and evaluating are vital to a more complete under-—
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standing of the teaching-learning process and to an effective program of
individually guided education.

In individually guided education the teacher is involved in developing
and clarifying instructional objectives, designing and executing a program
based on the assessment of each child, and then continuously evaluating the .
child's progress and the program. To accomplish this the teacher manages
more information than previously as profiles for each student are kept. The
Unit teacher is sensitive to individual learning problems and uses assess—
ment evidence to judge which kind of activity is best for a child. The teacher
must be able to choose from a wide range of available materials and to de-
velop materials in the event that appropriate ones are not available. He
should understand the basic concepts and skills in at least one broad subject
field and, within a subject field, be able to arrange a valid sequence of

the content.

The Intern

The intern of one semester is usually assigned to one Unit for the en-

tire semester. The intern of two semesters is usually assigned to two Units,
changing from one to the other at the end of the first semester. This works
best when at least two interns are in the same school. A larger Instruc-
tion and Research Unit may readily incorporate two interns per semester.
Thus, a school of about 700 students enrolled in five Units may have 10
semester interns each semester, 20 during the year.
[ Preinternship observation and participation may also be carried out
effectively in the Multiunit School This should probably not be done in

i any Unit where there is already an intern. The preservice teacher education
E function must not be permitted to overshadow the instructional improvement
and the research and development functions. Caution must be exercised so
that many personnel from different agencies with varying objectives do not
divert too much time and attention of the building staff from the program -
of individually guided education for the students.

The intern engages in professional activities, not in routine or cleri- -
cal duties. The latter are performed by the instructional secretary and

aide. The intern participates in the workshop preceding the opening of the
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schoul term, thus securing an overview of the specific instructional, pre-
service, inservice, and research and development functions performed in the
Unit. Also, the intern becomes acquainted with the roles of the various
Unit and building personnel.

In connection with the instructional program, the objective is for the

intern to engage at first in observation and minor participation but to move

rapidly to full responsibility at a level similar to that of a beginning cer- |
tified teacher. A well prepared intern, who has had preservice participation

in a school and in a building workshop before the opening of school, may as-—

sume full responsibility for one-to—one, small-group, and class—-size activities
within two weeks after the opening of school. The intern does not assume

decision-making responsibilities for the instructional program of the Unit

as do the Unit leader and experienced teachers. However, the intern does
execute decisions and also participates in Unit meetings.

One major attraction for the intern in the Multiunit School is partici-
pation in a research and development activity. As described earlier, a Unit
may be involved in relatively elementary but significant research on curricu-
lum materials and instructional procedures or in more sophisticated experi-
mentation. Teacher—education institutions or other agencies assist smaller
schools that do not have within—-system capability for initiating relevant

research and development activities in the Unit.

Instructional Secretaries and Teacher Aides

The two main classes of noncertified members of Units are instructional
secretaries and teacher aides. The wise use of their abilities and previous
background is the responsibility of the Unit leader in cooperation with the
building principal and the Unit staff. The instructional secretary performs
a number of clerical responsibilities such as keeping attendance records, col-

lecting and keeping records of special money from the students, duplicating

. materials, making lists of pupil supplies, typing, and filing.
The precise responsibilities of teacher aides vary greatly and are di-
. rectly related to the background of training and experience of the aide.
For example, the aide with a college degree in a subject field such as science

will perform functions different from the high school graduate who has had




no work in science after ninth grade. Even though no common set of specific
activities can be prescribed, there are some areas in which aides can partic-
ipate. They may perform many housekeeping chores connected with lighting,
ventilation, cleanliness, instructional materials, supplies, chalkboards,
plants, etc. Also, an aide may provide assistance to children in caring

for clothing, moving from one part of the building to another, or receiving
attention from a specialist such as a nurse or social worker. Lunchroom and
playground activities may also utilize the service of an aide. With regard
to individually guided education, teachers have found aides especially help-

ful with one-to-one, small group, and independent activities.




IV. Implications

This paper has discussed so far the state of current elementary
education, projected some of its future directions, explained the struc-
tural and procedural components of the Multiunit School organization,
and discussed in detail the roles and responsibilities of personnel in
such an organization. It is our position that the Multiunit approach,
or one very similar to it, is necessary if elementary education is to
develop in the desired directions.

We shall detail our position by examining the implications of the
Multiunit approach for the instructional system, for the education of

teachers, and for innovation, research, and devel. ment.

For a System of Individually Guided Education

The Multiunit appcoach provides a highly effective means of moni-
toring the entering behaviors and characteristics of students. Several
factors contribute to this: each Unit cooperatively plans the learning
tasks of its own children, and to do so it must focus attention on the
characteristics of each child in relation to the school's objectives; the
combined judgments of several professionals are applied to the assessment of
each child's entering behaviors and characteristics; and each child enters
a higher Unit with a record of his previous Unit members' judgments of his
accomplishments and characteristics. In short, initial assessment is done
by a group of professionals for each child in the Multiunit School.

Multiunit flexibility includes the ability to adapt content and sequence
to each building, each Unit, and each child. Expert consultation is more
readily available and more efficiently used. Regular Unit meetings insure
instruction in line with each child's characteristics and the school's objec-
tives. The Instructional Improvement Committee is a permanent coordinating
mechanism, assuring within-school articulation and sequence of content.

Objectives are usually stated in behavioral terms only when teachers
receive the expert assistance they need. However, precisely stated objectives

are essential to both program development and evaluation. Asgistance is

available through the Instructional Improvement Committee in a Multiunit

School, and balance and comprehensiveness of objectives are assured.
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Cooperative planning of a system of individually guided education at
both the Unit level and the building level demands the systematic use of
standardized achievement and other instruments to assess initial behaviors,
periodic progress, and terminal behaviors. The Multiunit School tends to
adapt published instruments and to supplement them with locally produced
devices, rather than to adopt published instruments only.

Because of its operational mode, the Multiunit School instructional
staff abandons the single text-workbook approach in favor of multiple texts,
a wide variety of audio-visual materials, and a heavy dependence upon teacher-
developed materials. Such an eclectic approach is almost inevitable where pro-
fessional differences of opinion are regularly expressed and accommodated.
When computer-assisted instruction or other forms of programed instruction
become widespread, the Multiunit approach offers a reasonable guarantee that
programing will remain under proper human control.

Dramatic differences in the roles of personnel occur in a Multiunit
Schooi. By creating paraprofessional positions, the roles of teacher and
Unit leader are redirected towards their primary competency in instruction.
The Unit leader and principal assume leadership functions by necessity.
Individual teachers tend to capitalize on their specialties and to bolster
their weakuesses through interaction with others. Within the Unit, two
certifiable levels (Unit leader and teacher) exist, and more are possible.
Each Unit can accommodate a professional teacher, staff teachers, resident
teachers, and inter=ns. Finally, the incorporation of special teachers into
Unit operations redefines their roles in numerous ways.

In a Multiunit School all members of the instructional staff partici-
pate in instructional decisions according to their abilities. A teacher is
not asked to decide matters beyond her competence, noOr ic she excluded from
decisions in which she has an important stake.

The variety of student learning activities available in a Unit has
already been illustrated. To emphasize the point: a staff of four to six
teachers, one or two interns, and one or more paraprofessionals working in
several rooms and locations permits much greater flexibility than one teacher
with 25 children in one room. This same flexibility permits individually

gulded learning activities and an appropriate emphasis on concept formation

and application.




A common approach in the Multiunit School is to leave the scheduling

of time to each Unit. Units commonly use large blocks of time, rather than
small modules, and often seek cross-Unit cooperation by scheduling language
arts, for example, at the same time in all Units. Whatever these directions,
the key is that the Unit can and does reschedule time frequently and can
lengthen or shorten the time any individual child gives to any subject area.

It is best if a Multiunit School has a modern and flexible facility:
pods, clusters, movable partitioms, multimedia rooms, an instructional
resources center, and so on. Whether such a facility is present or not,
the Multiunit process assures maximally efficient and effective use of each
Unit's own spaces, and the Instructional Improvement Committee assures opti-
mal use of larger spaces such as the library and gymnasium. These same con-
ditions permit the selection and maximum utilization of major instructional
equipment.

We have previously made the point that educational personnel outside
the building--central office specialists, state education agency personnel,
and university staff--are inefficiently and infrequently used by teachers
in most traditional schools. The Multiunit approach permits their use when
needed and capitalizes upon their energies by employing them with groups of
teachers rather than individuals.

Finally, home~neighborhood liaison is naturally stronger in a Multi-
unit approach for two reasons. First, the employment of aides from the
community ensures a channel of two~-way communication not available in aide-
less schools. Second, all information given the community about children's
progress or about the instructional program is developed and designed by
the joint cfforts of the Unit, the Instructional Improvement Committee, the
System-Wide Policy Committee.

The preceding discussion indicates the authors' position that the
Multiunit approach to elementary education contains the flexibility and
poo.~ the talents necessary for the improvement of the instructional pro-

gram in the directions needed in the years ahead.

For the Education of Teachers

A widespread adoption of the Multiunit approach to elementary education
has far-reaching implications for both the preservice and inservice education

of teachers. Let us examine the latter first.
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At present, .t Ls common to induct a beginning teacher by a process of
the following kind. First, the beginner attends a week or less of "orienta-
tion" meetings, usually devoted to recitals of the teachers' handbook and
board policy statements. Next, she may be assigned a 'buddy'" teacher, whom
she will see only during coffee break and lunch and occasionally after school.
Finally, she is assigned a class and left to her own devices, to be visited
infrequently by the harried principal. It is no surprise, under such condi-
tions, if the first-year teacher fails to achieve. full professional stature
by June.

Tn a Multiunit School, the new teacher also rnceives orientation and
may be assigned a buddy, but at that point her induction pattern differs.

She is assigned to a Unit rather than an isolated class, and from the first
day she works alongside more experienced teachers and under the guidance of
the Unit leader. The nit often employs specialists to the benefit of the
whole Unit including the new teacher. Frequent Unit meetings and occasional
inservice days, designed by the Tnstructional Improvement Committee, offer
the new teacher much greater opportunity for growth. Formal courses and
district-wide inservice programs are also available, as they are in tradi-
tional schools, but the important fact is that new-teacher growth is a
function of the working situatiocn.

Furthermore, the use of several levels of instructional roles provide
incentive and reward for professional grosth. The new teacher who develops
well can look forward to advancement as a fully certified teacher and eventually
as a Unit leader. 1In traditional schools, the advancement requires exit from
the classroom. What we have said of the induction of new teachers also applies
to teachers making a transition between schools or school districts, or between
levels (primary, intermediate, etc.).

Widespread use of the Multiunit approach also has profound implications
for the preservice preparation of elementary teachers. An obvious advantage
of the Multiunit School ir that it provides an ekcellent setting for the
guided clinical experiences of interns. Interns fit well into the Unit struc-
ture, beginning their experiences with observation and limited performance and
moving steadily towards full participation as a Unit member. All the benefits
listed above, in our discussion of the new teacher's induction, accrue to the

student teacher or intern.
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For Research and Development

In recent years, public pressure for educational innovation has tended
to produce an artificial and ineffective response. Schools inmovate too
rapidly, with naive acceptance of untested claims made for the innovatioms
they adopt, and often for the sake of being on the inmovation bandwagon.

The subdued professiona climate of the self-contained classroom school has

solidified natural human resistance to change and has also presented insur-

mountable barriers to systematic development-based research designed to im-

prove instruction. The Multiunit School produces a climate in which innova-
tions can readily be introduced and evaluated.

Self~contained classrooms prevent control of several variables which ham-
per valid experimentation: teacher differences, student differences, the ef-
fects of sequence of treatments, and so on. A Unit has sufficient flexibil-
ity in all these respects to allow the design of excellent research. The Unit
leader also has time to develop new procedures independently and to work with
personnel from other agencies in development activities and related testing
and refinement. These conditions in the Multiunit School provide an excellent
environment for development-based research initiated by the school and coop-
erative activities between the school and other agencies.

Basic research between the school and other agencies concerning the
structure of knowledge, the nature of learninmg, and so on can be carried on
with relative ease in a Multiunit School. Especially important is the fact
that the Unit leader can make certain that experimental treatments and data
collection are executed systematically. Th. «.rly concern of the Wisconsin
R & D Center in developing the Multiunit concept was to provide a facilita-
tive environmment for research and development. The Multiunit Schools working
directly with the R & D Center provide this environment admirably. A Multi-
unit School in Toledo provides a similar environment for the University of
Toledo. Thus the Multiunit School provides a facilitative environment for
research and development, whether initiated by the school persomnel, district
personnel, or university researchers. The Unit also might serve as locale for
an intern in research and development. Although the concept of a research in-

tern in a Multiunit School is not developed fully, it merits consideration.
Profound changes in elementary education lie ahead, and to facilitate

these changes a new concept for organizing elementary schools is needed. The

Multiunit organization is well suited to accommodate and expedite the change
which will take place.
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V. A Plan for Organizing a Multiunit School

The transition from the self-contained classroom format to the Multi-

Ve unit approach requires careful preparation and continuing attention. At
least one consultant from the central staff of the school district, one‘
from a teacher—education institution, and one from the Wisconsin Departﬁent
of Public Instruction should be assigned to assist each school in making the
transition. The consultants should meet frequently with the target district
and target school beginning several months prior to opening of the Multiunit
operation, should help conduct a preschool training session of several days'
duration for the staff of the target school, and, during the entire first year
of operation, should visit the school at least one day each week and should
help conduct from six to ten half-days of inservice training.

The transition is conceived as involving three phases, each of which
includes several critical tasks: 1) Phase I, Prior Planning; 2) Phase II,

The Preschool Workshop; 3) Phase III, The First Year of Operation. The
tables below list the critical tasks to be accomplished during each phase
and the personnel involved in each task. The following narrative indicates
some of the important factors which need to be considered as the critical
tasks are accomplished.

As shown in Table 1, the target school should, if possible, be ome of
300-800 enrollment, have adequate facilities for Unit operations, and have
a staff nucleus which is desirous of improving curriculum cooperatively.

It is desirable to identify a school in which teaching teams are already
functioning.

An information program should begin early and involve several audiences:
the board of education, the central office staff, other schools in the district,
the public at large, and the immediate public of the target school.

The qualities needed in the Multiunit principal, Unit leaders, and teachers”

are indicated earlier in this paper. Provision for a later transfer without

prejudice should be made at the time of selection.
The Instructional Improvement Committee should begin to function as soon
as possible, and teacher representatives should be involved early and often

in both the Instructional Improvement Committee and the System-Wide Policy
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Committee deliberations.
It is preferable that the Multiunit School concentrate on only one cur-—

riculum area during its first year. The curriculum area to be developed

dictates the number and identity of consultants to be involved in the school's

This consultant help should be available as needed and in suf-

operations.
t requires long

ficient amount; systematic and thorough curriculum improvemen

hours.

Any evaluation design should include measures of the success of the

Multiunit operation per se, of the progress of curriculum improv
ncluding interns

ement, and

of the inservice and preservice growth of the entire staff, i

or student teachers.
Finally, very careful attention must be given to designing the pre-

school workshop. The critical tasks in designing it and the nature of its

content are indicated in Table 2.
The preschool workshop should be planned and arrangements for it made

very early to assure maximum attendance and easier access to personnel and

materials. Lead in designing it should be taken by the Wisconsin Department

of Public Imnstruction,
Printed materials and video tapes for use during the workshop

teacher education consultants, and the Multiunit

principal.

are available from the R & D Center through the Wisconsin Department of Public

Instruction.

The content of the workshop,
which must be accomplished if the Multiunit School is to open smoothly.

listed in Table 2, represents a minimum

g the workshop should be all consultants, the Multiunit principal,
According to

Attendin
and the Unit leaders and teachers of the Multiunit School.

the objective sought at any given time, this group may meet as a whole or

break into smaller groups of System-Wide Policy Committee (SWPC), Instrue-

tional Improvement Committee (IIC), and Units.

Given the obiectives that need to be achieved, the preschool workshop

should ideally be at least three days in duration.

Assuming that the workshop can prepare the staff adequately to open

e remains a series of critical tasks to be accomplished during

gchool, ther
These tasks are indicated briefly in Table 3.

the first year of operation.

1t should be noted that these can be viewed as consisting of two fundamental




types: the achievement of operational skills and the improvement of cur-
riculum and instructional practice. The former must be accomplished first
and is likely to require the major part of the first year. The latter will
develop slowly at first and will progress more rapidly towards the end of
the first year and during the second.
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From a boginning concept in 1965-1966 has ancrged a flourisbing practice
of the coucept of individually guided education in Wisconsin elewentary schools
completely organized into Imstruction and Rescarch Units, This practical paper
and a set of correlated video tapes were prepared to be used espeeially by
school personncl intercsted in the Multiunit school which provides a facilitative !
cuviromeent for three functions: (1) wodifying current practices and developing
an c¢flfective system of individually guided education within cach building;

(2) parlicipating in rescarch, developument, and dissemination activities that frxe
essential to the coatinuous refinecment and extension of the system of dn-
dividunlly guided education; (3) conducting relevant preservice and inservice
education of teachers and other educational persomnel.

A rationsle is prescated for recaumasndad changes in the elenwntacy school |
by giving astimatcs of thoe currcesl status of the typical age-graded sclf-contained
elenvntary school and by hypothesizing the nature of. elemontary schools in the
noxt decades. The Multiumit organization, the differentioted staffl roles
cssential to the swooth funciioning of the Multiunit school, and scm2 implication~
for a system of individually guided eduneation, for the education of tcachers,
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