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The major purpose of this paper is to describe a new kind of organiza-
tion for instruction, and a related environment, in the elementary school.
Sufficient experience has been gained with this organization since 19661in
Wisconsin and Ohio schools to indicate its relevance to elementary educAtion
at present and also to estimate its utility in facilitating various Fenctions
of the elementary school of the future. A brief appraisal of the current
status of elementary education and some estimates of future trends provide
the context in which to view the Multiunit School organization.

I. The Elementary School of Today and in the Future

Most elementary schools of today are performing limited functions 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 eight elemen-
tary schools of Janesville, Madison, Manitowoc, and Racine, Wisconsin. These
schools began operating in the Multiunit pattern in 1967-1968. A statewide
model for starting other Multiunit Schools, with all funding by the local
schools, was planned during 1968 by the Wisconsin R & D Center for Cognitive
Learning, the Wisconsin Department of Public Instruction, selected teacher-
education institutions, and local school systems.

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, materials, and procedures will require testing in the school
setting before being accepted and used. Further, since knowledge about

1
Hereafter we refer to the elementary school of today to designate schools
that have not incorporated such practices as team-teaching, pre-service
teacher education, in-service education, or systematic instructional im-
provement.
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human learning and instruction is incomplete, some schools will also parti-
cipate with other agencies, such as universities, in research and development
activities.

We may summarize thus:

Functions of the Elementary Functions of the Elementary
School Today School in the Decades Ahead

(1) Attempting to execute a
system-wide standard in-
structional program de-
signed by others

(2) Accepting sporadic at-
tempts by ether agencies
to update the teaching
staff

(3) Accepting some innova-
tions recommended by
others without system-
atic testing

(4) Accepting pre-student tea,:th-
ers, studimt teachers, and
interns without adequate pro-
visions for their instruction
in the school and without ade-
quate supervision by college
or other personnel

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

(1) Developing and executing an
effective system of individu-
ally guided education within
each building

(2) Initiating and performing in-
service education of teachers
and other instructional per-
sonnel within each building as
part of a systematic system-
wide and statewide program

(3) a. Selecting carefully and
testing innovations prior
to acceptance within each
building

b. Developing and testing new
procedures and materials

(4) Conducting pre-service educa-
tion of teachers and other in-
structional personnel within
some buildings as part of a
systematic system-wide and state-
wide program

(5) Initiating small-scale
development-based research on
instruction and participating
with other agencies in descrip-
tive research, controlled ex-
perimentation, and comprehen-
sive development-based research.

Not every elementary school in the future will participate in all of
these functions. Each 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; pre-service and in-service education; and innovation, development
and research--is in order.
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The Instructional System

Figure 1 shows the major components of an instructional system. The com-
ponents are now examined briefly in connection with a system of individually
guided education. The characteristics of individually guided education and
the related Multiunit School organization are subsequently treated in detail.

In individually guided education in the Multiunit School a building
committee, also called tue Instructional Improvement Commit*-,e, determines
the objectives for the particular school building, taking inL.o accat system-

wide and state regulations. These are broad institutional objectives for the
school building. The staff of each nongraded Instruction and Research Unit,
the replacement for the graded homeroom or self-contained classroom, then
decides the objectives for each child in the unit. While the unit leader
takes the initiative here, each 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-one, small group, class-
size group, and unit-size group activities. Instruction which employs mate-
rials in a one-to-one relation to students, tutorial work, and computer-
assisted instruction are examples of one-to-one activities. Activities in
small groups of 2 to 15 are organized to attain socializing and also skill
objectives. In connection with skill objectives, 150 children in a unit
might be placed in 15 small groups for most of their mathematics instruction
and then regrouped in another 15 groups for part of their reading instruc-
tion. 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
by other means. Some music and physical education activities are conducted
in groups larger than the usual class size. Independent study is carried
out in small groups, class-size groups, and large groups.

One tmplication of individually guided education is that the teacher
should be able to plan and lead one-to-one, small group, class-size group,
large group, and independent study activities. At the present time, however,
complete knowledge has 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.

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.
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1. Students with entering behaviors and characteristics

Today

Entering behaviors and character-
istics are not seriously consid-
ered; children are required to ad-
just to the existing instructional
system with little attention to
individual differences.

2. Content and Sequence

Today

The instructional staff accepts
content and sequence recommended
by others.

3. Behavioral Objectives

Today

Global statements of broad educa-
tional goals, developed by outside
groups and inadequate for both pro-
gram development and evaluation, are
accepted as the school's objectives.

Varying emphasis is given to ob-
jectives in the cognitive, psy-
chomotor, and affective domain
on a non-systematic basis.

5

Future

Entering behaviors and characteris-
tics are given primary consideration
in relation to each set of learning
tasks or activities; instructional
objectives and learning tasks are
designed for each individual based
on his entering behaviors and charac-
teristics.

Future

The instructional staff of the build-
ing, with expert consultation, and
within local and state regulations,
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 cortent and sequence for
each child is based on continuous
assessment of children's performance.

Future

Educational objectives are developed
in sufficient detail to guide pro-
gram development and evaluation
within the school building; instruc-
tional objectives are developed for
each child.

The objectives of the school
are clearly stated with respect
to the various domains; the objec-
tives for each child are related to
the building objectives.



4. Measurement Tools and Evaluation Procedures

Today

Achievement tests or other diagnos-
tic procedures are infrequently de-
veloped by the staff to assess a
child's present level of achieve-
ment and readiness for a learning
task.

Standardized and teacher-developed
tests and procedures are infre-
quently used to assess the child's
progress and to provide informa-
tive feedback.

Measurement tools and evaluation
procedures are infrequently used
for evaluating the effectiveness of
the total system or its components.

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

5. Instructional Materials

Today.,,

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.

6

Future

Achievement tests or other diagnos-
tic procedures are developed to as-
sess the child's entering behaviors
and readiness related to each
leaning task or set of related
learning tasks.

Standardized and teacher-developed
tests and procedures are frequently
used to assess each child's
progress and to provide informa-
tive feedback.

Measurement tools and evaluation
procedures are used continuously
to improve the instructional system,
including the components.

Computers are widely used in
managing an individually guided
educational system.

Future

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 selects
that which is 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; other material is
distributed from a central loca-
tion.



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
seldom used.

Material is available only
through direct contact.

6. Instructional Staff

Today

The principal usually does not as-
sume leadership for instructional
improvement.

All teachers are expected 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 secretary or instructional
aide.

The program of a special teacher
or of a supervisor in music, art,
foreign language is usually inde-
pendent of the total building
program.

7

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 instructional staff
and access to much material outside
the building is controlled by computer.

Future

The principal's first responsi-
bility is instructional leader-
ship.

Teachers have a specialty in one
broad field of elementary educa-
tion.

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

There are certified instructional
secretaries in each building.
Instructional aides in each build-
ing are certified at two levels
according to prior training and
experience.

Special teachers are part of the
building staff, and programs are
designed in accordance with the
instructional objectives for each
child.
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Few important decisions about
major instructional components
are made by the teacher.

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

7. Student Activities

Today

Students are involved mostly in
age-graded, class-size group ac-
tivities and perform many assign-
ments common to the group. There
are few small group and independent
activities.

Children in class-size groups
encounter the same amount of
material iro a certain period
of time.

8

The staff of the building makes
the decisions about all the com-
ponents of the instructional pro-
gram, within the local and state
requirements; each certified
teacher makes hmportant decisions
daily.

The building staff cooperatively
designs and executes an individually
guided educational program for each
child through these primary activi-
ties: (a) developing and clarifying
instructional objectives, (b) devel-
oping and using appropriate measure-
ment tools and evaluation procedures,
(c) motivating children, (d) supply-
ing models to imitate, (a) selecting
and sequencing subject matter pro-
perly, (0 arranging appropriate
learning activities including use of
materials and equipment, stze of
group, etc., (g) guidiag initial pu-
pil effort, (h) managing practice
and activity effectively, (i) aiding
children to apply and use newly ac-
quired knowledge, skills, and atti-
tudes.

Future

Students participate in one-to-one,
small group, class-size, and large
group activities to achieve clearly
specified school goals and individual
child objectives.

Each child proceeds in skill sub-
jects in one-to-one and small group
activities at a rate suitable for
him. He engages in small end large
group activities to achieve social
and other objectives in the cogni-
tive and psychomotor domains.

141131,--
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Most effort is directed toward
the mastery of skills and the
acquisition and recall of
factual information.

8. Organization for Instruction

Today,

Age-graded, self-contained
classrooms of 20-40 children
are typical; occasional teams
and nongrading are found.

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

9. Use of Time

Today

All children spend about equal time
daily in connection with the vari-
ous broad subject fields, e.g., 45
minutes mathematics, 90 minutes
language arts.

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

Future

Large nongraded Instruction and
Research Units of 75-150 children,
a unit leader, othe: certified teach-
ers, and paraprofessionals constitute
the instructional unit.

A permanent Instructional Improvement
Committee in each building, comprised
of the unit leaders and building
principal, makes most of the educa-
tional decisions affecting the building.

A permanent System-wide Policy Com-
mittee, comprised of representatives
of the central staff, building prin-
cipals, unit leaders, and teachers
set system-wide policies for the
Multiunit Schools.

Vertical organizat!on facilitates con-
tinuous progression of each student.

Horizontal organization in a unit
permits maximum flexibility in placing
each child in an appropriate learning
activity and also capitalizes upon the
capabilities and personal characteris-
tics of each member of the instruc-
tional staff.

Future

Each child's time is allocated in
terms of his instructional objectives.
Variation is found among children in
the amount of time spent in connection
with subject fields and also with re-
spect to one-to-one, small group, class
size, and independent study activities.

9
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Each teacher determines time
allocation within the limits
set by the principal and
central staff.

10. Facility

Today

A separate elementary school
building houses 300-1200
children.

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

-

The building occasionally has one
auditorium, a gymnasium, a lunch
room, and a library; some have only
one of these.

Space is used inflexibly.

11. Instructional Equipment

Today

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

10

The time of all instructional per-
sonnel is planned by each unit
with the guidelines established
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.

Future

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

Pods of varying size and shape
accommodating 1007200 children
permit one-to-one, small group,
class size, and total twit activities.

A large flexible space is designed
for noisy and vigorous activities,
such as music and gym. Large cen-
tral instructional resources cen-
ters are used for computer termi-
nals, audio-visual equipment, li-
brary, and instructional materials
of all types.

Space utilization encourages maxi-
mum flexibility and an environment
conducive to many types of learn..
ing activities.

Future

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

1
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12. Other Educational Personnel

Today

Central staff curriculum coordina-
tors, school psychologists, re-
search directors, home workers,
audio-visual specialists, and
others proceed relatively inde-
pendently, working infrequently
with teachers on instructional
matters during the school day.

Outside resource personnel from uni-
versities, state departments of edu-
cation, and industry rarely consult
with the teacher except to present
information to large groups outside
regular school hours.

13. Home and_Nelzhborhood

Today

A uniform instructional system
exists for all children, inde-
pendent of home and neighborhood
backgrounds.

Principal communication between the
school and home is through report
cards and principal-parent cc fer-
ences when difficulties are encoun-
tered.

11

various materials and equipment;
e.g., language laboratory, multi-
media center.

Computers are used to manage in-
tegrated systems in which children
receive information, respond to
it, have their responses analyzed,
and receive subsequent learning
tasks appropriately selected for
each individual. Computers are
used for one-to-one instruction
to achieve certain objectives.

Future

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 designing
an instructional program for each
child.

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

Future

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

Unit leader and teachers develop
a systematic program of parent-
school, teacher-home visits.
Reporting involves teacher, parent,
and child.
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A PTA deals with peripheral
problems, frequently identified
by school people.

Parents are brought frequently into
the Instructional Improvement Com-
mittee and into unit meetings to
convey parent values and feelings.

The preceding outline of hypotheses concerning the future will probably
disappoint those who see much more rapid change in connection with technologi-
cal developments that may be applied to education. The authors see the ele-
mentary school as a human and humanizing institution. We have no firm evidence
as yet concerning how well children of varying characteristics will learn from
one-to-one instruction with a machine or autoinstructional device. Further,
we are uncertain as to which knowledge, skills, and attitudes can be initially
acquired and retained, or how well what is learned in this manner will trans-
fer to other situations. The authors feel that they are probably on the con-
servative side.

Many classroom teachers and humanists, however, may be alarmed by the
projections. It is possible, of course, that there will be available the
adult human beings and the monetary resources to have much one-to-one instruc-
tion occurring between a child and an adult without resorting to expensive
computers and other autoinstructional devices. The precise input of material
and human resources into an effectively functioning system of individually
guided education cannot be predicted reliably. One conclusion is warranted,
however. At present many schools 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 both possible and essential.

As will be mentioned in the next sections of this introduction, in-service
and pre-service 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.

In-service and Pre-service Teacher Education

Although large sums oF money are going into in-service education which
is considered highly important by teachers and others, there are few well-
planned local, state, or national programs. Recent federal legislation pro-
vides considerable funding for in-service education. The federal government
also has initiated developmental and demonstration programs for pre-service
education. Some estimates of the current situation and hypotheses for the
future are now outlined.

In-service Education of Instructional Personnel

Today

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

Programs on a variety of topics are
poorly planned without considera-
tion of a total integrated system
of in-service education.

12

Future

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 classes are offered to any-
one who desires them, including
many first- and second-year teach-

ers who do not continue teaching
and other experienced teachers
whose primary interest is securing
a higher salary or maintaining cer-
tification for teaching.

Non-credit classes and other ac-
tivities are offered outside of
school hours by personnel from
universities, departments of
public instruction, 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.

Credit classes 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 career,
and whose primary objective is to
improve children's learning oppor-
tunities.

Non-credit activities are offered
during school hours in school
buildings by personnel within
the building. Consultants focus
their in-service 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, aides, and technicians.

Measurement tools and evaluation
procedures are directly related
to objectives and provide informa-
tion about individuals and program
improvement.

Pre-service Clinical Ex eriences of Teachers

Todaz

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.

,

13

Future

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.
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The total building environment has
not been designed to provide an ex-
cellent pre-service 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.

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
individualized program with and
for each intern.

The intern is paid about 40 per-
cent of a beginning teacher's sal-
ary 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 re-
liably 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 educational practice through research
and development being of very recent origin. Second, not having clearly
defined strategies, current school personnel have not received relevant
education concerning research and development. Based on three years of
experience in research and development activities in instructional and re-
search units, we have delineated five types of research and development
activities that can be executed effectively in Multiunit Schools.

First, there is research on promising instructional materials and
procedures. 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 use 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 the like. Pre- and post-tests

may be used. This evaluation of materials and procedures can be done
by the building staff with relatively little outside assistance. The
central staff supplies consultant help when needed, however.

A second kind of research deals with the same problem, that is, deter-
mining how well a material or procedure and usually a combination of the
two works. Here, however, a controlled experiment is conducted, usually
involving a latin square design. The entire unit population may be stra-
tified according to sex, achievement level, or other relevant bases.
They are subsequently assigned randomly then to two or more treatment
groups. The treatment groups remain the same. However, the instructional
staff rotates among the treatments so that the effect of treatment on

14
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children is essentially controlled rather than confounded with teacher

effect. Expertise is required in designing, executing, and reporting

a controlled experiment which most current unit leaders do not seem to

be able to get except with extended education.

A third type of research and development is what might be called

short-term, development-based research. Here the school develops some-

thing and continuously refines it 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 fourth type of research and development involves long-term de-

velopment and refinement of curriculum materials and procedures related

to reading, mathematics, science, and other subject matters. Some agency,

such as an R & D Center or teacher education institution, leads this

activity. It is a kind of combined development and research activity

which unit leaders and teachers can participate in well but usually

cannot initiate and execute 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 fifth type is short-term horizontal descriptive research or con-
trolled experimentation, executed to secure data for the researcher.

Usually this research is unrelated to the instructional program of the

school and the results often have neither immediate nor long-term im-

plications for improving individually 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, ail of which eventually may bring about better

education.

Long-term predictions regarding 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.
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II. The Multiunit School Organization

The Multiunit School organization includes both a formal organiza-
tional structure and a procedural style consisting of several essential

components. Figure 2 illustrates the formal organizational plan of a

Multiunit School of 600 students. The 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 I & R unit has a nnit leader or professional teacher, two
or more regular staff teachers, one or more aides or secretaries, and

in some cases an intern. The intern assumes instructional responsibili-
ties and 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 bloc, 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
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

are 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.

The principal chairs the group, which meets weekly, more often if necessary.

This committee may bring in consultants from the central office, the state

educE,tion agency, or other agencies. Instructional decisions made by the

committee are executed in the units.

At the third organizational level is the System-wide Policy Committee.

Chaired by the superintendent or his designee, this committee includes

representative 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 one key to the success of the Multi-

unit School.

The organizational pattern of the Multiunit School thus differs

from that of the traditional, self-contained classroom school in several

ways. First, in the Multiunit School personnel work in units or committees,
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rather than in isolation as is the case in the traditional school.
Second, three new roles are added: unit leader, teacher aide, and in-

structional secretary. Finally, the addition of new roles and the use
of personnel in groups rather than alone results in considerable redefini-

tion of the familiar roles of principal, teacher, and consultant. More

precise role descriptions are provided later in this paper.

Organizational charts and role definii .s 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 in attendance; however, there is con-
siderable overlapping in age of the children. 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 develop optimal instrurAion in mathematics, or one
teacher, strong in mathematics, 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 im-

portant, the teachers decide cooperatively who will perform which activities.

Noninstructional tasks (preparation of materials, etc.) are identi-
fied, and such tasks are performed by the aide and instructional secre-

tary. 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 activities in order to capitalize upon staff capabilities

and to provide the best learning opportunities for students.

18

1



..

The Instructional Improvement Committee of the building meets weekly

and, since the schedules of the unit leaders and principal are more
flexible, they experience little difficulty in finding times to meet.
The agenda at these meetings are formulated by the principal in con-

sultation with the unit leaders and avoid the routine matters too fre-

quently associated with faculty meetings. Parenthetically, it should

be noted 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 fa-

cilities, 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 certi-

fied 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 consult-

ants, psychologists, social workers, and others consult with the com-

mittee. The school buildings involved in pre-service teacher education

or long-term research utilize relevant university, state department, or

other personnel. A most important element in the success of the Multi-

unit School is the ability of the building committee to secure relevant

consultants 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 2, the major components of an instructional system were
outlined. The Instructional Improvement Committee deals with all these

components. No sharp line can be drawn to set off the responsibility

of the building committee and the unit personnel 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, measure-

ment 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,
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time, space, equipment, and special personnel such as the librarian,
music teacher, and speech therapist. The needs of each unit for instruc-
tional material, tests, space, assistance with instructional problems,
etc., are the proper concerns of the Instructional Improvement Committee.
Any functions other than those associated with instructional improvement
are also the responsibility of the Instructional Improvement Committee,
for example, pre-service teacher education and research and development
activities. The building committee, in cooperation 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 leader, decides the functions, in addition to curriculum improve-
ment, to 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 functions, 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 the role of this committee and
the building staff.

Personnel are essential to a successful Multiunit operation--a
capable building principal, excellent unit leaders, certified teachers
who are compatible in their roles, and other personnel. The System-
wide Policy Committee develops recruiting and trarmfer policies that
make it possible to have effective operations. Initial recruiting of
a cooperative staff is essential. Further, a building 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 education.
The System-wide Policy Committee takes care of matters such as remodeling
an old building, arranging for an instructional resources center, pro-
viding programed instructional materials, etc. When the Multiunit School
serves the system as an experimental or demonstration school, the addi-
tional materials 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 or-
ganizational structure are possible, and indeed desirable, if the struc-
ture is to fit local needs. The following process components are
essential.

..4744:72
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First, whatever the number and size of units, each 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 decisious

must be made by groups and at the appropriate level in the organization.

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 im-

pact are the responsibility 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 decen-

tralized, and that some formerly made by individual teachers be central-

ized. Furthermore, the principle of group decision-making leads to a

wider choice of alternatives, higher quality decisions, and more ef-

fective implementation.

Third, the Multiunit concept presumes greater role differentia-

tion and role clarity than is the case in the traditional school. The

educational task, formerly assigned in toto to each teacher, is fac-

tored into its developmental, instructional, and noninstructional parts.

These in turn are assigned to personnel according to their competencies:

i.e., to the principal and the unit leader, the teacher and the nonpro-

fessional aide. The consultant's role is redesigned for its original

purpose--to provide advice (not to act as substitute teacher or critic)

at the moment advice is needed. Central office personnel function as

advisors 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 rarefully designed

leadership structure. In the traditional school, lead,trship is assumed

to be the function of the priacipal. it usually fails in that setting

far two reasons: 1) the principal is expected to lead too many per-

sons 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 leadership may be exercised. The Multiunit School

provides formal leadership for each small group of personnel: the

unit leader leads the two or three aides, and also the three to five

teachers in her unit; the principal's leadership is exercised primarily

with three to five unit leaders. Furthermore, each group--aides, unit

teachers, or Instructional Improvement Committee--meets with its leader

regularly during school hours. There is time for leadership to have

effect.
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Finally, communications flow in a Multiunit concept is more ade-
quate than it can be in the traditional school. In the latter, com-
munications are usually written, often authoritarian in tone, and are
commonly vertical in direction. The work environment of the Multiunit
School provides oral communication 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 substan-
tially. The situation is subdued and static. The Multiunit School,
by contrast, is characterized by flexibility, cooperativeness, and a
spirit of inquiry. Change is inevitable because professional inter-
actior requires it, and there is more time to plan, test, and implement
it.

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 environment for children's learning and for professional
development of the entire instructional staff.
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III. Staff Roles in the Multiunit School

A significant characteristic of the Multiunit School is the changed
raes of the professional personnel. 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 personnel 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 pre-service and in-service teacher
education activities in his building, and administering the research and
development activities. Second, he organizes and chairs his building
committee, 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 building committee, as noted earlier, 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 within the building. In con-
nection with any of these programs, special teachers and other personnel
within the building, consultants from within the school system, and consult-
ants from outside the system are secured to provide assistance to the build-
ing committee. The principal is responsible for all these matters; however,
he may delegate certain matters to the unit leaders and others to the con-
sultants. For example, a unit leader might assume responsibility for for-
mulating an initial statement of the school's objectives in a subject
matter field, or the representative of a teacher education institution 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 teacher eduration. He is responsible, however, for arriving at
decisions on these and other matters with his building committee and for
their 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. In turn, the descrip-
tions of the components provide an indication of the substantive concerns
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of the building principal as he works with his committee. What are the
responsibilities 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 instruc-
tion, instructional materials and media, student activities, teacher ac-
tivities, evaluation of student performances, and procedures for the place
ment 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 masters degree with
some specialty in a broad subject matter field, thus the building princi-
pal 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 essential conditions for his staff to carry out their
responsibilities. A few examples illustrate the key role of the principal.

With regard to staffing, the principal assumes the supervisory and
evaluative 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. A beginning teacher, another with a year or two of experi-
ence, a mature teacher who does not desire leadership of the unit and re-
lated responsibility, and a vigorous unit leader more quickly organize
effectively than does a group of seasoned teachers of many years of self-
contained classroom experience. At least a year must be allowed for teach-
ers with no previous experience in cooperative planning to become an effec-
tive 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 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 aide who
for any reason seriously tmpedes the functioning of the unit.

Securing instructional materials and equLpment is another tmportant
contribution of the principal. Since education in the Multiunit School
is guided individually, it is necessary to provide a wide range of instruc-
tional materials and resources and to assist the staff in developing materials.

Utilizing consultants significantly facilitates unit operations. In

the Multiunit School the utilization of consultants from within and outside

the system is facilitated since they meet with the building committee and
units during the regular school hours. How well the special teachers,
psychologists, and others work in the building is a major responsibility of

the principal.
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Certain personal characteristics are essential if the principal is

to execute his leadership role effectively. In addition to being well

informed about the concepts inherent in the Multiunit School and about

the instructional program, the principal manifests enthusiasm for the

organization. He is supportive of the unit leaders and the unit staff.

It is well to add here that in the Multiunit School the principal can

be more supportive because of the improved communications that enable

him to be better informed about the plans and problems of the instruc-

tional staff. Encouragement and support of the staff from the building

principal are especially critical when decision making is slow and when

best efforts do not meet with immediate success. Besides being well in-

formed, enthusiastic and supportive., the principal must be able to utilize

group problem-solving techniques skillfully in a cooperative venture.

In the preceding discussion, the role of the principal in administering

a system of individually guided learning has been outlined. He has a simi-

lar 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 consultants, delegating appropriate responsi-

bilities, and arriving at group decisions which can be implemented effectively

are important capabilities of the principal of the Multiunit School.

The Unit Leader

The unit leader has responsibilities as a member of the Instructional

Improvement Committee, as a leader of a unit, and as a teaching member of

a unit. Thus, the role of the unit leader is instructional, not administra-

tive or supervisory. His leadership role is in planning and coordinating.

He serves as a liaison between the unit staff and the principal and con-

sultants. He coordinates the efficient utilization of the unit staff members,

materials, and resources. As a member of the Instructional Improvement Com-

mittee, he also contributes to developing the instructional program of the

building.

As the coordinator of the activities and resources of his unit, the

unit leader is responsible to the building principal for planning and

executing the instructional program of the unit; however, the unit organiza-

tion permits each teacher to share fully in the planning and execution. As

the unit develops individually guided education, the unit leader takes the

initiative for the unit's dealing successfully with all 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 univer-

sities, special teachers of art, physical education, and music also partici-

pate in planning unit activities. Other contributors include the school

psychologist, guidance personnel, and social workers.

In executing individually guided education, the unit leader makes cer-

tain that throughout the school day each child is engaged in an appropriate

one-to-one, small group, class-size group, or unit group activity, he also

insures that throughout the day each staff member of the unit is engaged in an
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appropriate planning, management, or instructional activity and that space,

time, material, and equipment are being used advantageously. When sufficient

time is available for the unit to plan, and when it is used well, the unit

staff develops the details essential for smooth functioning of the instruc-

tional program. It is the unit leader, however, with assistance from the

building principal, who must know which questions to raise in order to secure

appropriate planning and action from the unit personnel.

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 unit staff also can

plan and review.

The preceding outline has dealt only with instructional improvement.

Other functions of the unit may include pre-service teacher education, par-

ticipation in cooperative research and development, and systematic in-service

education. 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.

Certain personal characteristics and qualifications are deemed es-

sential for the unit leader. The most obvious characteristic is leadership

ability. He must be able to relate to the principal and consultants as

well as to his staff in such a way that he can effectively communicate and

coordinate activities and gain the trust and confidence of his peers and

superiors. Confidence is achieved largely through demonstrating higher

competence, more knowledge, and greater effort in comparison with most

classroom teachers. The unit leader must also be willing to continually

tmprove his professional capabilities by pursuing further education and

gaining relevant experience during the school year and summer. Unit leaders

should be chosen from those teachers who are committed to a career of teach-

ing, who desire additional responsibilities which will require them to work

eleven months, and who continuously and systematically extend their knowledge

and capabilities.

The competencies expected in the unit leader differ to some extent with

the activities intended for the unit. Generally, however, he should have

graduate training in the areas of learning, a curriculum field, and research

methods. A positive attitude toward research, development, and innovation

is essential. Flexibility and inventiveness in the adaptation and develop-

ment of methods and materials are also tmportant.

The 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 mem-

bers 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 activities, pre-service

teacher education, and in several components of the instructional system,
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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. This is one of the advantages of unit teaching. 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 contri-

bution according to one's strengths and interests, being relieved of non-

professional 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 teacher

to do great things. In the environment of the Multiunit School the teacher

realizes that joint planning and evaluating are vital to a more complete

understanding of the teacher-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

Multiunit teacher is sensitive to individual learning problems and uses

assessment 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 develop materials in the event that appropriate ones are not avail-

able. 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

entire 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

instructional 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.

Pre-internship observation and participation may also be carried out

effectively in the Multiunit School. The should probably not be done in

any unit where there is already an intern. The pre-service teacher education
function must not be permitted to overshadow the instructional tmprovement
and the research and development functions. Caution must be exercised so
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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 learning 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
school term, thus securing an overview of the specific instructional, pre-
service, in-service, and research and development functions performed in the
unit. Also, the intern becomes acquainted with the roles of the various
unit and building personnel.

TAVPMTM7N7,0,"--

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
certified teacher. A well prepared intern who has had pre-service participa-
tion in a school and in a building workshop before the opening of school
may assume full responsibility for one-to-one, small group, and class-size
group 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 non-certified 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,
collecting and keeping records of special money from the students, dupli-
cating materials, making lists of pupil supplies, typing, and filing.

The precise responsibilities of teacher aides vary greatly and are
directly 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 the ninth grade. Even though no
common set of specific activities can be prescribed, there are some areas
in which aides can participate. 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.
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With regard to individually guided education, teachers have found
aides especially helpful with one-to-one, small group, and independent
activities. In connection with reading, for example, an aide with rele-
vant education and personal characteristics may assist the unit leader
and teachers in (1) administering and scoring group tests and other assess-
ment procedures, and in recording the results and r2intaining a record
of each child; (2) managing the instructional materials--securing in-
structional material and equipment, already identified by the unit staff
that the child will use in attaining specified objectives, returning,
filing, and storing it; (3) assuring that each child learns well by
using the material--an aide may assist with mechanical matters, with
content that may be exceptionally difficult, and provide encouragement
and reinforcement; (4) assuring that each child learns well from oral
reading activities--an aide may listen to and provide information needed
for the child to progress, reinforce correct responses, and inform the
teacher of learning difficulties; (5) assuring that each child learns
well in small discussion activities, silent reading activities in other
subject fields, etc.,--an aide may receive and answer some questions,
refer others to the teacher; and (6) recording each child's progress
toward achieving all the objectives of the reading program. This is
not a complete,listing but suggests the activities of an aide in con-
nection with various components of a system of individually guided reading
as noted earlier in Figure 1.
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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 development.

For a S stem of Individually Guided Education

The Multiunit approach 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 as-
sessment of each child's entering behaviors and characteristics; and
each child enters a higher unit with a record of his previous unit mem-
bers' 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 consulta-
tion is more readily available and more efficiently used. Regular unit
meetings insure instruction in line with each child's characteristics
and the school's objectives. The Instructional Improvement Committee
is a permanent coordinating mechanism, assuring within-school articula-
tion and sequence of content.

Objectives are usually stated in behavioral terms only when teachers
feel required to do so and when they can receive the expert assistance
they need. However, precisely stated objectives are essential to both
program development and evaluation. Assistance is available through
the Instructional Improvement Committee in a Multiunit School and balance
and comprehensiveness of objectives are assured.

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 adopt published instruments and to supplement them with
locally-produced devices, rather than to adopt published instruments
only.
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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 professional differences of opinion are regularly ex-
pressed 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 Multi-
unit School. By creating paraprofessional positions, the roles of teacher
and unit leader are redirected towards their primary competency in in-
struction. The unit leader and principal assume leadership functions
by necessity. Individual teachers tend to capitalize on their specialties
and to bolster their weaknesses through interaction with others. Within
the unit, two certifiable levels (unit leader and teacher) exist, and
more are possible. Each unit can accommcdate a professional teacher,
staff teachers, resident teachers, and interns. Finally, the incorpora-
tion of special teachers into unit operations redefines their roles in
inumerous ways.

In a Multiunit School all members of the instructional staff par-
ticipate in instructional decisions according to their abilities. A
teacher is not asked to decide matters beyond her competence, nor is
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 guided learning activities and an appropriate em-
phasis on concept formation and application.

A common approach ir 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
the decisions, 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 partitions, 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 its own spaces, and the Instructional Improvement Committee as-
sures optimal use of larger spaces such as the library and gymnasium.
These same conditions permit the selection and maximum utilization of
major instructional equipment.
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We have previously made the point that educational personnel out-
side 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 efforts of the unit, the Instructional Improve-
ment Committee, the system-wide policy committee, or all three.

The preceding discussion indicates the authors' position that the
Multiunit approach to elementary education contains the flexibility
and pools the talents necessary for the improvement of the instructional
program in the directions needed in the years ahead.

For the Education of Teachers

A widespread adoption of the Multiunit approach to elementary edu-
cation has far-reaching implications for both the pre-service and in-
service education of teachers. Let us examine the latter first.

At present, it is common to induct a beginning teacher by a process
of the following kind. First, the beginner attends a week or less of
"orientation" 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 occa-
sionally 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 conditions, if the first-year teacher

fails to achieve full professional stature by June.

In a Multiunit School, the new teacher also receives 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 unit often employs special-
ists to the benefit of the whole unit including the new teacher. Fre-

quent unit meetings and oc.asional in-service days, designed by the
Instructional Improvement Committee, offer the new teacher much greater
opportunity for growth. Formal courses and district-wide in-service
programs are also available, as they are in traditional schools, but
the important fact is that new-teacher growth is a function of the working

situation.

Furthermore, the use of several levels of instructional roles pro-
vide incentive and reward for professional growth. The new teacher
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who develops well can look forward to advancement as a fully certified

teacher and eventually as a unit leader. In traditional schools, ad-

vancement 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 411:ricts, or between levels (primary, inter-

mediate, etc.).

Widespread use of the Multiunit approach also has prcfound impli-

cations for the pre-service preparation of eleinentary teachers. An

obvious advantage of the Multiunit School is that it provides an excel-

lent setting for the guided clinical experiences of interns. Interns

fit well into the unit structure, beginning their expe:iences with ob-

servation and limited performance and moving steadily towards full par-

ticipation 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.

For Research and Develo ment

In recent years, public pressure for educational innovation has

tended to produce an artificial and ineffective response. Schools in-

novate too rapidly, with naive acceptance of untested claims made for

the innovations they adopt and often for the sake of being on the in-

novation bandwagon. The subdued professional climate of the self-contained

classroom school has solidified natural human resistance to change and

has also presented insurmountable barriers to systematic development-

based research designed to improve instruction. The Multiunit School

produces a climate in which innovations can readily be introduced and

evaluated.

Self-contained classrooms prevent control of several variables

which hamper valid experimentation: teacher differences, student dif-

ferences, the effects of sequence of treatments, and so on. A unit

has sufficient flexibility 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 cooperative

activities between the school and other agencies.

Basic research between the school and other agencies concerning

the structure of knowledge, the nature of learning, 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 treat-

ments and data collection are executed systematically. The early concern

of the Wisconsin R & D Center in,developing the Multiunit concept was to

provide a facilitative environment for research and development. The Multi-

unit Schools working directly with the R & D Center provide this environ-

ment admirably. A Multiunit School in Toledo provides a similar environ-

ment for the University of Toledo. Thus the Multiunit School provides

facilitative environment for research and development, whether initiated
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by the school personnel, district personnel, or university researchers.

The unit also might serve as locale for an intern in research and de-

velopment. Although the concept of research intern in a Multiunit

School is not developed fully, it merits consideration.

Profound changes in elementary education lie ahead, and to facili-

tate these changes a new concept for organizing elementary schools is

needed. The Multiunit organization is well suited to accomodate and
expedite the changes which will take place.

34

7/1/68


