PO LY ,,Qw:i;
R *
/ﬁ(
1] LY
1

o ko ks iy oot

R S B § e ey 7S K8 BB 5 R AR Wi IO R E N S HR AP T R PP 28 SIS -

ot

AN PITCEL S ey,

SRR RN

o o P i

. o
i e Ll

v AT Tl g e, S

DOCUMENT RESUME

ED 038 777 ERX 002 856

TITLE Implementation: Planned Change: PROJECT DESIGN,
Educational Master Plan, Fresno, 196%, Volume C.

TNSTITUTION Fresno City Unified School District, Calif.

SPOMS RAGFNCY Office of Education (DHEW), Washington, D.C. Bureau
of Elementary and Secondary Education.

PUB DATE 69

NOQTR 4L13p.

AVATLARLE FROM Presno City Unified School District, Calif. 93707

EDPS PRICE FDRS Price MF-$1.75% HC Not aAvailable from EDRS.

DESCRIPTORS Adult Fducation, Advisory Committees, Board of

Education Role, Curriculum Development, Farly
Childhood Education, *Educational Needs,
*Rducational Objectives, *Educational Planning,
Educational Research, Evaluation Needs, Guidance
Programs, *Guidelines, Individualized Instruction,
*Interagency Cooperation, Minority Group Children,
School Commrnity Relationship, Staff Improvement,
Vocational Education

IDENTIFIERS FSEA Title 3 Programs, Fresno, Project Desigrn

ABRSTRACT

This third volume of the Educational Master Plan for
Fresno, California, developed by PROJECT DESIGN and funded under ESEA
Title III, summarizes present and future educational needs of the
community and recommends a number of specific, time-related
activities to meet these needs. In the first section, educational
needs are identified and translated into mission objectives related
to: (1) developing school-community relationships, (2) building a
superior program, (3) building a superior staff, (4) utilizing
resources, and (5) resolving problems of minority groups. In the
second section, recommendations are presented in 21 sets. For each
set, the time period and specific activities required for
implementation are designated by narrative and flow-chart diagrams.
The document also contains recommendations for further study and

lists of project publications and pacticipants. Related documents are
Er 002 854 and EA 002 855, (JH)

S s .
{ ' * L hesHb g e
~r . . B

. O . . S e
i L ‘ N . . LR " vy * " - - ., S v L oeen de . L P N by

T oA GV S

M
. e

R O - S T

FEL R S VNPT L I SRPRPE R Ry = 1

¥

"

kit it ob oot s et 25 L

£

ashgrs,

S IR N L P QP XY LTV TIN

pE



P
iy W oA e T

U.S. DEPARTMENT OF HEALTH, EDUCATION & WELFARE
OFFICE OF EDUCATION

T e et

v THIS DOCUMENT HAS BEEN REPRODUCED EXACTLY AS RECEIVED FROM THE

A g PERSON OR ORGANIZATION ORIGINATING IT. POINTS OF VIEW OR OPINIONS
P STATED DO NOT NECESSARILY REPRESENT OFFICIAL OFFICE OF EDUCATION
POSITION OR POLICY.

EDUBATIONAL MASTER PLAW

U L e T e

S A N TR e Bt e

&

EDO 38777

el

. <

T
| -~

U.S. DEPARTMENT OF HEALTH, EDUCATION
OFFICE OF EDU
EDUCATION
THIS OOCUMENT HAS BEEN REPROOUCEO
EXACTLY AS RECEIVEO FROM THE PERSON OR
‘ORGANIZATION ORIGINATING IT. POINTS OF
‘.\’IEW OR OPINIONS STATEO 00 NOT NECES-
SARILY REPRESENT OFFICIAL OFFICE OF EOU-
CATION POSITION OR POLICY ki

A SURIGIARY

B b v s o el S B ~ oL a3 K

SR

DESIGN FOR THE FUTURE

C IMPLEMENTATION :
PLANNED CHANGE

§ B  GCONFIGURATIONS e

The work presented or reported herein was .
performed pursuant to a Grant from the

U. S. Office of Education, Departmept of
Health, Education and Welfare. However,

: s herein do not 9
e e e position o policy
€ —) asign

e e ity R e e N L e L

of the U, S. Office of Education, and.no
official endorsement by the U. S. Office
of Education should be inferred.

G AT g, -y

E4 COZ 856




i T -

. v : - . N
- e - - N
L4 .isa TR a2 — T

FOREWORD

PROJECT DESIGN (Interagency Planning for Urban Educational Needs)
was organized as a two year project to develop a comprehensive long-
range Master Plan of Education for the Fresno City Unified School District
in California. Funded by the United States Office of Education from
Title III provisions of the Elementary and Secondary Education Act, its
intent was to bring under one umbrella current major problems of the
schools, the relationship of the schools to the broader community, the
impact of educational change now occurring throughout the nation, and a
fresh view of the educational needs, goals and aspirations of our youth
and adults. The ultimate purpose of the project was to weld into an
integrated plan the best use of available resources to meet the totality
of current and projected educational needs. Design and application of
such a comprehensive urban, interagency, educational planning model was
an innovative planning project far exceeding in scope any known prior

education master plan,

The first year of the project was organized to assess current and
projected needs in the urban area served by the Fresno City Schools with
particular reference to certain identified major problems. Development
of new interagency planning relationships with major govermmental and

comunity groups was an optimum goal.

Second year activity focused upon generating and evaluating practical
alternate solutions and designing short=-term, intermediate and long=-range
recommendations in harmony both with the predictable future and with

current constraints and limitations.
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Extensive studies by Task Force consultants and the project
staff have been reported in thirty-six earlier proje~t publications
which are listed in the Appendix, Repetition of data and recom-
mendations from these basic publications was intentionally-avoided
to the extent possible in the two major volumes (B and C) of the
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-

Pt

haerlos¥e T L LT S B 8 s

o RRE

- it

© el B eSy  Tisi# e

s Lutbges % Ta¥ Py

g T

o

P
- o
¥ - 3 A
“
. .
- 1 -
f’ . - )
-~ ' .. f
I & . % 4 ' ‘,!'iu.
% - 0
Nk 4
.. i : ‘t‘“
pa a Wt a & g % [



[

PREFACE

This is not a final master plan of education. Neither is it
complete. Some will find a gap, a generality or a process substitute
for the well-defined solution they seek. The format will appear
rudimentary as other school systems begin to develop master plans of
similar dimension. The product, format and techniques used in the
project represent the built-in failure dimension of true innovation
while they also demonstrate the risk which the U, S. Office of
Education and the Fresno City Unified School District were willing
to take in pioneering a first model for comprehensive long~-range

urban educational planning through interagency cooperation.

This is a system design for continuous planning which makes some
significant recommendations for initiating and continuing orderly change
toward a generally predictable future which will be dramatically different.
It is a dynamic rather than a static plan, produced in a dynamic setting
where significant change occurred during the planning period. It was
produced in eighteen effective working months without prior research
models for comparison. It created little stress and interruption to the
school system and community -- and perhaps too little interest and
expectation. It represents a highly educational experience for the
project staff and, by their volunteered expression, for many of the
teachers, administrators and even external cpnsultants associated with

the project.

Both the appeal and the frustration of the project were rooted in

its ambitious scope: to find answers for such universal problems confronting
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education as how to meet the special and pervasive needs of the minorities té
and the disadvantaged, what the appropriate role of the school is in 3
a complex and changing society, how to overcome massive internal and %
i

external communication gaps, and how to utilize new and expensive ;
3

technology in a period of rising costs and shrinking resources. ;
It is truly impossible to adequately express appropriate gratitude A

5

to those commmity leaders and educators whose vision and service to the H
project exceeded any reasonable expectations. It is usually thus, it é
was so in Fresno, and their contribution was a major factor in whatever ¢
success may be cradited to the project. ;
For the abundant opportunities to freely dig through this major ;
urban school system by observation, data inspection, test and interview, ?
to pull out of important assignments the key teachers and administrators §
we needed, and to chart our own way with recommendations, the project 2
staff is most appreciative. é
¥

Edward E. Hawkins "
Project Director %
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INTRODUCTION

Recommendations of the Educational Master Plan are fully developed

in two major companion volumes, then summarized in a third volume.

Volume B is called CONFIGURATIONS: DESIGN FOR THE FUTURE. It
contains a series of indeperndent configurations of what education can
and should be like in developing human potential for a future which is
generally predictable. Perhaps the most significant recommendations of
the Educational Master Flan are those related to considering, and then
acting to select, major strategies which will provide consistent long=-
range direction for change and improvement toward the year 2000, Many

of the configurations are relevant to other school systems as well,

Volume C is called IMPLEMENTATION: PLANNED CHANGE. First, it
summarizes the systematic analysis of major current problems and
challenges for the Fresno City Schools with criteria for adequate
solutions. It then presents a number of activities recommended for
immediate implementation, Many activities are arranged in time-
related sets and'exmend into .the intermediate futures to about 1975.
Each series of activities is independent so some can be initiated
without others, but they are appropriately interfaced as there are
many interrelated activities across the independent series. Third,

some recommendations for further study are made.

Volume A is a SUMMARY, It includes highlights of the configurations

and briefly reports the principal recommendations of the major Educational

Master Plan volumes,

This is Volume C, IMPLEMENTATION: FPLANNED CHANGE.
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REVIEW OF THE NEEDS ASSESSMENT

School/Community RelationshipSeceessssessssss I- 2
Building a Superior Programsessessescesesses 1= 5
Building a Superior Staffeecesscccessssesses I=12
Utilizing Physical ResourceSeeesssecssescssees 1=19

I\’Iinority GroupS----o--.-------o-o---o--o---- I-21

"We can have facts without

thinking, but we cannot have

thinking without factsW,
-=John Dewey

"A problem well-defined is half

solved", .
-=John Dewey
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REVIEW OF THE NEEDS ASSESSMENT

During 1967-68 Project Design conducted a comprehensive Needs
Assessment as the initial step in developing the Master Plan of Education
fﬁr the Fresno City Unified School District. This process involved students,
parents, civic groups, governmental agencies, external expert consultants
in specific school service and curriculum areas, and all the personnel of

the district. The assessment results were included in thirty publications,

A system analysis of the identified needs included developing a
mission profile, mission analysis, a function analysis, and determining
constraints and limitations., Each resulting mission objective required
that Project Design develop a specific plan or definite procedure for the

school distriect to follow in order to resolve the particular major needs

it addresses.,

In the course of examining the data, twenty major mission objectives
were identified for Project Design. To better sce how ithese mission objec-

tives relate to the total school program, they are grouped as mission

objectives related to:
School and Community Relationships
Building a Superior Program
Building a Superior Staff
Utilizing Resources, and

Resolving Problems Related to Minority Groups

In the process of analyzing these mission objectives, Project Design

I-1
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was able to identify certain criteria to be met by the plans or procedures

recommended to the district. To meet the mission objectives it was deter-
mined that each plan or procedure recommended to the district by Project
Design would be written as a series of statements specifying activities for
the district to perform. Each activity statement would be explained by

a narrative paragraph. It was also determined that these requirements
would be satisfied when the completed plans or procedures were approved

by an external consultant, a majority of the Project Advisory Committee
attending an announced meeting, and were presented to the superintendent's

cabinet at a regular meeting, and published in the Educational Master
Plan in July, 1969.

This summary of the Needs Assessment reviews the criteria to be
met by Educational Master Plan recommendations of Project Design., Part II
of this volume then presents the recommended activities to meet these

missions with a complete description of each activity and its relationship

to other activities.

MISSION OBJECTIVES RELATED TO SCHOCL/COMMUNITY RELATIONSHIPS

Schools are not the only agencies in the community involved in
education. Because there are many educating agents, it seems obvious
that each agent should know what others are doing. The Needs Assessment
made it apparent that this flow of information concerning educational
activities is not adequate., This inadequacy has allowed the schools

to develop programs as the schools alone perceived the needs. When the
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schools correctly identified needs there was no problem, but as the
community changed so did educational needs. Changes can have two effects:
they may render parts of the established program irrelevant and they create
new needs which are not met. A lack of dialogue between schools and

community has led to a mutual misunderstanding of what is to be done by

various educating agents,

The following three mission objectives, A, B, and C, are designed

to improve school/community relationships.

MISSION PROJECT DESIGN SHALL
OBJECTIVE DEVELOP PROCEDURES TO IMPROVE
A EXTERNAL COMMUNICATIONS

Solution criteria:

1. The public must feel free to inquire about the school program as
demonstrated by having lay individuals and lay groups in frequent
personal contact with school personnel,

2+ There must be a comprehensive program of community involvement in
decision making as evidenced by specific assignment of lay individuals
and other agency representatives in planning processes,

3+ There must be specific provision for involving members of the
minority communities in planning processes.

4e The public must be made aware of unique educational problems associated
with minority schools as evidenced by total community response to

the unique needs of minorities.

5, Specific written provision must be made for program coordination
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between the district and community colleges as evidenced by the .
creation of a specific agency or group with this specific responsibility.
6. There must be a coordinating-planning group to relate the activities —
of the business and industrial communities to the educational
establishment in matters pertinent to vocational education. R}
7. The community must understand and be involved in the planning ~
of guidance and counseling functions as evidenced by assigning :
specific lay groups and individuals the responsibility of -
participating in this activity.
8. There must be adequate information regarding adult education ?
opportunities available to the total community as evidenced by ;
a regular dissemination procedure that reaches every citizen, }
9. There must be specific activities whereby all segments of the -
i

community are represented in developing the adult education program.

MISSION PROJECT DESIGN SHALL
OBJECTIVE DEVELOP PROCEDURES FOR THE DETERMINATION
B OF THE ROLE OF THE SCHOCLS IN THE TOTAL

COMMUNITY EDUCATIONAL PROCESS

Solution Criteria:

1. Specifie provision must be made for community, staff, and student
involvement in determining the role of the school in the educational
process as evidenced by specific activities that require this
involvement.

2. Procedures used to determine school role must provide for continuous

revision to meet changing student and community needs as evidenced

I-4
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by the establishment of regular ongoing recycling activities as a

part of any evaluative process,

MISSION PROJECT DESIGN SHALL
OBJECTIVE DESIGN AN INTERAGENCY REGISTRY SYSTEM AND
C PERTINENT PROCESSES FOR COLLECTION, SCREENING,

STORAGE, RETRIEVAL, DISSEMINATION AND USE OF
COMMUNITY PLANNING DATA ESSENTIAL FLR
l EDUCATIONAL LONG-RANGE PLANNING

Solution Criteria:

1., The design must be written in such a way that each agency involved
clearly understands what they are to contribute and what they can
expect to receive from the Interagency Registry.

2+ The design must make available all of the valuable and necessary
planning data from all agencies for effective long-range educational
planning as evidenced by a regular transmission mechanism with the
responsibility for operating the mechanism assigned to a specific

district position.

MISSION OBJECTIVES REILATED TO BUILDING A SUPERIOR PROGRAM

"Change is the name of the game" is a common phrase used by those
who comment on today's educational program. New media, changing mores,
unstable social structure and a rapidly changing economy all tell us the
cliche is a valid one. Schools, however, geem to be reluctant to play
the game. There are many constraints within a school system that make
it a dangerous and difficult game to play. Perhaps the greatest single

factor that prevents change in schools is the pressure of the community to
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preserve something of stability in the rapidly changing social environment.
The dilemma of schools in program planning results from this paradox,
succinetly stated, "Make your program relevant to our present needs,

be up-to-date; but preserve those traditional activities that I

recognize as school',

To build a superior program development is the role assigned the
school as an implementor of social change; This is a fnuction schools
are reluctant to accept but one which they must accept., The influence
that the school has during the maturing years of our young people cannot
be ignored., The school must understand its role as an instrument of social
change and must meet this responsibility. How, then, does this affect
program planning? If the schools ignore the past, present, and indicated
future social changes, the students soon realize the non-relevance of the
school program and develop a schizophrenic perspective about life which is
"school" and 1life which is "real"., School programs must be so designed

that the "school! and "real" life experiences are recognizably interrelated.

The following seven mission objectives, D through J, describe specific

areas where the district must take action to build a superior program.

MISSION PROJECT DESIGN SHALL
OBJECTIVE DEVELOP PROCEDURES FOR MORE EFFECTIVE
D STUDY AND IMPROVEMENT OF CURRICULUM

Solution Criteria
l. The district must take positive action to support imnnovation as

demonstrated by the initiation of pilot programs related to
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3.

o

curriculum improvement.

There shall be broad-based representation in curriculum development
involving lay personnel, agency representatives, parents, school staff
and students.

Specific procedures must be identified by which groups and individuals
participate in curriculum development and change.

Time must be provided for school personnel to participate in a

continuous program of curriculum study and improvement

MISSION PROJECT DESIGN SHALL
OBJECTIVE DEVELOP PROCEDURES FOR ESTABLISHING

E APPROPRIATE EDUCATIONAL OBJECTIVES

Solution Criteria

1.

24

3.

o

All curricular offerings and school supported activities shall be
defined by means of specific behaviorally stated objectives,
Specific provision shall be made for involving district and lay
personnel in the determining of educational objectives.,

District staff should receive particular instruction in the prepara-
tion of behaviorally stated objectives,

The district shall establish minimum standards of performance

based upon age and expectancy in terms of behavioral objective

achievenent,

MISSION PROJECT DESIGN SHALL

OBJECTIVE DEVELOP A PLAN FOR AN OPTIMUM TEST PROGRAM

F TO EVALUATE STUDENT ABILITIES AND ACHIEVEMENT
AND TO DIAGNOSE DEFICIENCIES
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? % Solution Criteria " §
g 1. A State testing program must be included or otherwise provided for, %
irrespective of cost in time, dollars or dilution of interest. . é

% 2. Information needs of teachers, principals, couselors, parents, :
z and students must be met in determining what is tested and how it — \E
E is reported as evidenced by specific communication procedures. Eé
; 3. The test developed shall eliminate cultural bias as evidenced by E ?
‘ involving representatives of minority groups in test development B f
and evaluation. ’

4o Provisions for appropriate use of test and other student data must i é

be described and implications for in-service training and policy . .

f revision must be included in all procedures developed for implement- T ?
: ing program changes. !
; 5 The test program must consider what and how instructional objectives ”g ‘
i' can be measured. - ?
% 6. The results, or an interpretation of the results, of any assessment - ,é
shall be given to the pupil and/or parent or guardian in written "} %
form with the student and/or parent or guardian acknowledging the ) %
i 2 4
receipt of the results., i :
ki
MISSION PROJECT DESIGN SHALL FB '
OBJECTIVE DEVELOP A PLAN FOR INCREASING THE EFFECTIVE- .
G NESS OF GUIDANCE AND COUNSELING PROGRAMS E N
Solution Criteria - ;
1. The plan must provide for the expansion of the elementary guidance — }
services as evidenced by guidance responsibilities being assigned {: ?
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2.

3.

be

certain personnel and specific time allotment made for this function.
The plan must emphasize early diagnosis of behavioral and learning
difficulties as evidenced by specific diagnostic procedures to be
taken during attendance at pre-school, kindergarten and elementary
school.

The plan must be oriented toward a program of preventative and
developmental emphasis rather than remedial as evidenced by pro-
cedures that are universally available to all student, teacher and
parent. -

The plan must provide for early vocational counseling with increased
emphasis on the community as evidenced by specific activities taken
early in a school career by which a student is made aware of the total

human commurity and the vocational opportunities preseut.

MISSION , PROJECT DESIGN SHALL
OBJECTIVE DEVELOP PROCEDURES TO EFFECTIVELY USE
H THE MOST APPROPRIATE METHODOLOGY J

Solution Criteria

1.

2e

3.

be

The procedures must include provision for increasing student
involvement in the education process.

Procedures must result in wider use of appropriate materials adapted
to social, cultural and intellectual dif.erences of students.

There must be a reduction of rigidly fixed grade level, time, and
physical plant restrictions which hinder individualization of

instruction.

There must be more effective use of community facilities external
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6.

to the formal education process as evidenced by specific activities
that require the use of facilities other than school plant

Specific provision must be made to give the staff the time, material
and responsibility for exploring a variety of methodological
techniques.,

Each experimental project or technique must include within it means

for evaluation directly related to defined program objectives.

MISSION PROJECT DESIGN SHALL
OBJECTIVE DEVELOP PROCEDURES TO STRENGTHEN
I SPECIFIC EDUCATICNAL PROGRAMS

Solution Criteria

1.

2e

3.

o

Procedures must be developed to increase total community awareness
of adult education benefits, with emphasis directed toward minority
groups as evidenced by particular activities that involve the
community as a whole in educational program development and
implementation.

Procedures must be developed to provide more suitable materials,
methods and curriculum for adult education as evidenced by involving
lay adults in planning of total educational program.

Procedures must result in adult education facilities that are readily
available to all the citizens of the community, especially those in
need of basic education.

Specific procedures must be developed to improve articulation of

a multiplicity of vocational education programs within the community

and between levels of the formal education process as evidenced by
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9.

10.

1l.

the creation of position or boards that have the assigned responsibility
for such coordination,

41l students should have a realistic view of the "World of Work" as
evidenced by specific programs and opportunities that are an integral
part of their educational experience.

Each student shall be provided with programs that afford a series of
"real life" or simulated experience for virtuzlly every socially
desirablie occupational interest.

The procedures developed must fully utilize community resources and
settings and must visibly demonstrate cooperative relationships with
local business and industry.

Procedures shall provide pre-school experiences involving both
parent and child in the process of developing positive attitudes
toward school,

All children lécking familiarity with mainstream cultural and social
experiences shall be provided an opportunity to participate in a
pre-school program as evidenced by specific procedures that acquaint
parents of such children of the opportunities and benefits of such
a program,

Specific provision must be made whereby child and parent together
can realize the full effectiveness of the regular school program
that follows a pre-school program as indicated by specific actions
involving continual parent/school/student contacts as a regular
part of the school program,

These procedures must ciarify role, function, responsibility and

limitations of student government.,
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MISSION PROJECT DESIGN SHALL

OBJECTIVE DEVELOP A PLAN FOR EVALUATING THE EFFECTIVE-

J NESS OF THE EDUCATIONAL PROGRAM IN MEETING
STATED OBJECTIVES

Solution Criteria

l. Any plan for effective evaluation must be based on established
behavioral objectives.

2¢ The plan must provide for a perivdic systematic evaluation of
ongoing and pilot programs as evidenced by the inclusion of stated
times for evaluation, who shall be responsible for the evaluation
and to whom the results of the evaluation shall be given,

3+ Evaluation plans must provide for identifying merits of pilot
programs and conilitions to be met for their extended use as a
supplement to or a replacement for any ongoing program,

4o The plan must provide for evaluation activities by both those

responsible for implementing the program to be evaluated and those
affected by the program,

MISSION OBJECTIVES RELATED TO BUILDING A SUPERIOR STAFF

Building a superior staff is one of the most difficult problems a
school district faces. If teaching was a singular task and there was
only one way to do it we could relegate the operation to a machine., There
are those today who view the education process in just such simple terms
_and seriously suggest that we employ machines to do the job, There are
some valid bases for this assumption, In the proceés of learning we may

find some mechanistic activities that can be better done by machine., A
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machine has infinite patience, a trait lacking in people. Poor performance
by some staff is another reason for looking at the machine, In such cases -

[N \
it is tempting to substitute the efficiency of the machine for the in-

effectiveness of people,

Realistically, teaching is not a simple process that can be relegated
to a machine in a vain search for efficiency. Education is an intimate
process involving both physical and intellectual personal contacts. This
continuing confrontation of ever-changing personalities in an evolving
community, where societal standards and needs are not fixed, is a rela-
tionship that cannot be escaped. The problem a school district faces is
how to staff the schools in such a way that most of this confrontation
results in changes that benefit all people involved, both teacher and
student. There is no doubt that students learn from teachers; it is what

they learn that identifies the quality of the staff,

The school district has the responsibility to provide the best staff
possible and there are certain specific things that should be done. The
following five steps to develop a superior staff are simple in concept.

In actual practice they involve many value judgments,
Step 1: A person should be properly trained to perform the task
he is expected to do. B
Step 2: A person should be assigned tasks for which he is prepared.
Step 3: A person assigned a task should understand exactly
what he is supposed to do.
Step 4: A person's performance should be evaluated in terms of

3 B

\-

2



how well assigned tasks were accomplished. In this way
we may identify excellence, correct defieciencies or

eliminate the incompetent,

Steps 1 to 4 are all oriented to the individual, and even if each

step was accomplished to perfection the total district program could lack

coordination and become a classic study in contradiction and frustration.

A further step is needed.

Step 5:

Personnel of the district must be in communication with
each other. This is perhaps the greatest problem in
building a superior staff, Our traditional heritage of
a self-contained program by a single teacher in a self-
contained classroom is most unrealistic in today's

complex interdependent social structure.

The following five mission objectives, K through P, are directly

related to these five basic steps to build a superior staff.

MISSION
OBJECTIVE
K

PROJECT DESIGN SHALL
DEVELOP PROCEDURES FOR A COORDINATED,
SYSTEMATIC PROGRAM OF IN-SERVICE TRAINING

Solution Criteria

1. The program must provide for staff participation in in-service

education on a regular basise

2., The program must provide for participation in some in-service educa-

tion as an integral part of every staff assignment.

3¢ The program must provide for correcting deficiencies in performance

as identified by evaluation.
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he The program must be structured to provide the staff with opportunities

to keep current with general and theoretical educational thought and

practice, as evidenced by specific activities that account for the

following concerns:

a,

€.

Trends in education,

Learning theories.

New and changing methodology.

Current content and material,

Provision for encouragement of active staff participation in

professional activities such as conference and conventions,

5« The program must be structured to provide practical training to

meet specific current needs within the district as evidenced by

specific activities that:

a.
b,
Ce
de
€.
f.
ge
h.

i.

Je

Ly P * ¢ e

Prepare and maintain skills of adult education staff,

Provide for unique needs of vocational education instructors.
Prepare those who evaluate staff,

Meet identified performance deficiences.

Prepare those who will initiate or be included in new programs,
Prepare staff a develop and use behavioral objectives,

Prepare those who will be assigned to work with minorities.
Maintain skills of those who work with minorities.

Develop awareness of minority educational problems on the

part of the total district.

Acquaint staff with district policies and procedures,

. b

«*

;
£ pam——

N
o B e Pl

Foahose .

L Lt

i Rk 2 aramn n S

A TIEYE™ ¥ SN VI S

R g e AR e § B RN, 0 5 et ESH BT AL o <

& et

T At



L l", }:7’

PN

?”“‘*& = e - - Mm m
[ s
; i
: ‘~
2 -
=
t r :
:
MISSION PROJECT DESIGN SHALL
¢ OBJECTIVE DEVELOP PROCEDURES FOR PERSONNEL ASSIGNMENT — :
k L WHICH WILL MAXIMIZE EFFECTIVENESS OF ;
g : DISTRICT STAFF f
. — —— }
Solution Criteria
: : 3
' 1. The procedures must include consideration of the following: . x;
: a, Restructuring of staff to meet the needs of individual schools; E
: emphasis on minority schools. t ;
: b, Recruitment of minority staff to accomplish "ethnic balance", z
: Ce Recruitment and maintenance of balanced level of staff experience; {j 5
emphasis on junior high and minority schools, §3 ;
d. Recruitment and retention of personnel who are effective in “ §
minority schools. gﬁ 5
e. Utilization of special talents of individuals who are self- g
: trained or whom the district has trained. EE f
é 2. The procedure must clearly show that: {1 4
1 Coloa
: a. All personnel assignments are made in cooperation with the : :
: person being assigned. [T é
? b,  All assignments made shall be subject to review with the right é
to initiate the review granted to any party affected by the [E %
. assignment., ~} %
: 3. The procedures developed must include a clear understanding of steps ~ é
) to be taken by those desiring promotion, ] §
- Lok
f: !
- "
MISSION PROJECT DESIGN SHALL ] ’
OBJECTIVE DEVELOP PROCEDURES FOR ESTABLISHING APPROPRIATELY é
M DEFINED ROLES AND RESPONSIBILITIES FOR ALL :

DISTRICT PERSONNEL

. S
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Solution Criteria &
1. The procedures developed must: g
ae Be a product of involvement of personnel concerned. é

b. Include the mechanism for a continual up-dating of job é

%

descriptions., %

N

2. The products of the procedure shall be: k&
ae A description in writing of what each district employee is i
expected to do and in the hands of that employee.

b. Every task in the district assigned to a specific position. ﬁ

Ce Every employee given in writing, the name of the position ;

(or person) to whom he is immediately responsible in the .

performing of his assigned duties, %

A

MISSION PROJECT DESIGN i
OBJECTIVE DEVELCP A PROCEDURE FOR IMPROVED :

N PERSONNEL PERFCRMANCE EVALUATION 3

|
‘ Solution Criteria i
1. The evaluation procedure must: é
£

a. Be uniform throughout the district. g

&

¥

b, Be objective in its orientation. §

Ce Include employees at all levels. ;

de  Provide for uniform evaluation by different evaluators. #

#

€. Concentrate on defined job responsibilities. i

H

f. Emphasize strengths. M

ge Provide mechanism for developing solutions for identified 4
weaknesses . 4

Note = No Mission O designated to avoid confusion with numeral O, %
£

!
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ﬁi h. Increase dimensions of self-evaluation .

é% i. Provide for periodic evaluations at specific times.

i

3o Je Provide for evaluation by both those responsible to as well

Qi as responsible for the person being evaluated.

? k. Provide a means by which the results of any evaluation shall
be made known to all parties involved in writing.

¥ MISSION DEVELOP PROCEDURES FOR IMPROVING

: OBJECTIVE INTERNAL COMMUNICATIONS

: P

13

Solution Criteria

l. The procedures must provide fovr elimination of the following

general weaknesses:

Qe
be

Ce

d.

€

f.

Lack of feeling of "openness" or inquiry within the district.

Weak intra aﬁd inter-disciplinary articulation.

Lack of agreement and understanding of general and specific
curricular objectives,

Lack of staff involvement in planning for change.

Lact of understanding as to limits of authority and responsibility
of district personnel at all levels,

Lack of understanding regarding district policies and

procedures,

2. The procedures must provide for elimination of the following

specifiec curricular or program communications problem:

8e Lack of staff understanding of purposes and operation,
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guidance and counseling, vocational education, adult ]

education, and student activity programs. %
1
b. ILack of effective communication with adult education students i
P
and dropouts. l%
x
o
MISSION OBJECTIVES RELATED TO UTILIZING PHYSICAL RESQOURCES %
Physical resources are essential to enable a superior staff to E
develop and maintain a superior educational program. However, such :
resources must be effectively and efficiently managed if the district is ;
to fully benefit from their use. The following four missions Q through T, 1
identified in the Needs Assessment related to the use of resources. %
é
MISSION PROSECT DESIGN SHALL '
OBJECTIVE DEVEIOP A PLAN FOR MANAGEMENT REORGANIZATICN TO :
Q EFFECTIVELY MEET CRITICAL MANAGEMENT RESPONSIBILITIES ;

Solution Criteria

1., The plan must identify major management responsibilities,
2. The plan must provide for administrative staff reorganization.
3« The plan must provide for availability of appropriate and

necessary information in readily usable form.

MISSION
OBJECTIVE
R

PROJECT DESIGN SHALL

DEVELOP A PILAN FOR FUTURE SCHOOL
SITE ACQUISITION

WY gt el Megdeess TREGEE Wheean Dol b abbmdhanteidry B e o, DR

Solution Criteria
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1. The plan must include provision for appropriate interagency long-
range planning involvement.

2. The plan must include recognition of current building program plans.

3. The plan must include school organization patterns with appropriate
rationale,

4o  The plan must include projection as far into the future as practicable.

MISSION PROJECT DESIGN SHALL
OBJECTIVE DEVELOP PROCEDURES FOR MAINTAINING AND IMPROVING
S STAFF PARTICIPATION IN DEVELOPING EDUCATIONAL

SPECIFICATIONS FOR SCHOOL FACILITIES

éélution Criteria

1. ‘The procedures must provide for an evaluation of the current building
spééification structure,

2. The procedures must include recommendations for the orderly collection
of improvement suggestions,

3. The procedures must include recommendations for strengthening

future educational specification development.,

MISSION PROJECT DESIGN SHALL
OBJECTIVE DEVELOP A PLAN FOR MAXIMAL UTILIZATION
7 OF FISCAL RESOURGES

Solution Criteria

l. This plan must include procédures to increase benefits from available

resources

2. This plan must identify potential resources not currently used.
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Many minority students attending Fresno City Schools are not
receiving the education that they should: the reasons for this condition
are many, varied, and extremely complex, The student who is a member of a
minority group living in an economically depressed area often lacks the
individual skills and motivation to realize the total benefit of what
the schools have to offer, All to often, what the schools offer is not
relevant to his life as he lives it at home and in his local neighborhoood.
The schools and the total Fresno community both realize they have an obli-

gation to this child but do not know how best to meet this obligation,

A lack of effective communication between the student, his family,
and the schools is one of the greatest barriers to developing a program
both meaningful to the student and in keeping with the adopted objectives
of the district. The minority student is not sure just what he wants nor
are his parents or guardians, but they are sure that what they are presently
being offered is not what they want. The schools, on the other hand, try
to provide the minority student with exactly the same opportunities given
the majority student of the community and are consequently puzzled when

this offering is not accepted.

At the present time all govermmental levels, Federal, State and local,
realize the severity of social problems presented by minority ethnic groups
and they realize that the problem is compounded by the generally unfavorable
economic conditions that are associated with these groups. The common cry

from both ghetto and community as a whole is "Education", The schools are
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assigned the task of correcting a social ill not of their creation. Some
help is provided in a massive program generally called compensatory
education. While gains of some types have been made, notably pre-school,

we continue to have a wider separation in both educational achievement and

meaningful communication. The result of this increasing separation of skills

and economic ability is evident in any community with a significant minority

population.

The schools cannot by themselves eliminate the problems resulting
from conditions of ethnic and economic imbalance., Indeed,these problems
may never be totally resolved. However, the schools must take significant
steps to improve the education of minority group students. The Needs

Assessment recognized this primary mission.

MISSION PROJECT DESIGN SHALL
OBJECTIVE DEVELOP PROCEDURES FOR REDUCING THE INEQUALITY OF
U EDUCATICNAL ATTAINMENT BY MINORITY STUDENTS

Solution Criteria

l. Procedures must be based on community value decisions.

2. Procedures must include decisions about ethnic balance of facilities
and student populations.

3. Procedures must provide for meaningful curriculum, materials, and
methodology based on ethnic interests and cultural backgrounds of
minority students.

4Le Implementation of recommended procedures must result in the

following:
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Achievement will reveal no difference among students that
can be identified with ethnicity.

Any student may attend any school within the district that
gives nim the maximum opportunity for educational attainment,
Compliance with all State and Federal laws and regulations
concerning ethnic balance in a school district.

Student performance as measured by standardized evaluation
instruments that is comparable to that of other communities

with comparable population composition.
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How Recommendations Were Generated

A great many potentially valuable tentative recommendations for

S ml l

improving educational services for the citizens of Fresno were produced.

The project staff secured these from many sources, and over a span of

4M ﬁﬁaﬂl;&
[ |

many months. Some were "little" suggestions, others had more sweeping

o~
TerTa

potential.

In spite of the Phase I focus on assessing needs, a number of ideas

and suggestions were made by school staff, citizens and students in the

Brainstorm and Speak-Up subprojects. Local educational leaders con-

tributed recommendations. Task Force specialists in the curricular

fields and those assessing service areas and particular needs of

e 1

minorities c~tributed heavily.

During the conversion of identified educational concerns into

i

validated needs the project committees, drawn from outstanding district

teachers and administrators, were asked to suggest recommendations when

they had just finished their detailed review of certain areas of

gg educational need.

As the basic and causal needs became clear through a partial system

analysis, the project moved into Phase II, the design of the Educational

Available recommendatlions were focused directly on specific needs.,

I
ﬂ Master Plan.
]

The project staff rearranged data to generate more recommendations.
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District and staff members visitsd various schools and school systems
vhere relevant exemplary educational activities were operating. A
comprehensive scrapbook was made of local newspaper reports about
community planning, educational problems, minorities, and school
activities. Superintendent's cabinet members were individually probed
for their recommendations and cabinet meetings were monitored. Meetings
of the interagency Technical Liaison Committee were monitored and con-
ferences were held with various member agency representatives. The
Project Advisory Committee discussed major community educational problems
and some solutions with the staff. School board meetings were monitored
and minutes were screened. Selected school staff members were invited
to the project office for penetrating interviews through which the staff
facilitated development of more alternative recommendations and evaluated
others. Periodic meetings of the Fresno Commmity Council were attended.
Staff attended meetings of committees of the Fresno Teachers Assoclation
upon request and several conventions were attended when it appeared that
the content might be valuable. Iiterature was researched for fresh ideas
to improve education. Telephone calls were made to expert resources in a
number of states. Contracts to develop certain kinds of recommendations
according to specifications shaped by mission criteria were lssued to

qualified consultants,

From this gestalt of technlques was produced a vast array of
tentative recommendations ranging from the frivolous through humorous
to the most serious, from the instant and specific to those of breadth,
daring and imagination.
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How Optimum Recommendations Were Selected

Major strategy configurations are the most difficult to understand
and to develop. Yet they are highly significant because they provide

the coordinative framework on which other decisions are built.

The sequence by which recommendations were evaluated thus began
with the so=called "big" decisions and progressed to those with less

probable impact.

The primary criterion was, of course, relevance. What strategies
could be visualized to be pertinent to the greatest number of mission
criteria? At every level of decision making about recommendations, staff
members vigorously debated with each other, with the principal consultant,
and with many others to evaluate recommendations by the following criteria
which are ranked in order of importance:

Te Relevance - Does it satisfy an identified Fresno need

as shown by the mission criteria?

20 Effective - Will it be beneficial, really produce a

valuable change for education?

3 Feasible - Is it practical and possible within current

constrgints without creating new problems?

e Internally consistent - Does it fit into the framework

of the Educational Master Plan and match with other
recommendations?

Se Efficient = Is it manageable, simple to execute, the most

éirect way of doing what is needed without wasted effort?

6. Clearly stated = Is it worded so it can be easily understood

- B

by all?
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How Recommendations Are Reported

Because of the broad scope and interdependence of identified
missions, it was not feasible to design direct solutlons for each
mission objective as such. Instead, a number of activities were
developed as recommendations. The sum of these recommendations meet
the total of the mission criteria reported in Part I of this volume.

The missions addressed are identified at the beginning of each group

of recommended activities.

Most of the recommendations reported in this section are in sets,

each called an Activity Serles. Each series is conlplete; requiring
several years and many decisions and activities for implementation.
Most activities would affect more than oné of the missions with which
the Fresno City Schools should concexrn itself,

These recommendations were designed to allow each series to be

implemented elther individually or in combination with others; elther
simil taneously or at differing time periods. For optimum effect all
should be implemented,

Behind the narrative for each activity 1s a fold=out diagram.
Opening and referring to the flow chart diagram of activity recom=
mendations will assist the reader in understanding the explanations
about each Activity Seriles.

After the Activity Series are other recommendations which did
not lend themselves to the time sequence serialization of the first
reported recommendations. Following Activity 21, is an index of

recommendations which satisfy each mission criterionm.
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"Perhaps the most valuable result of all

education is the ability to make your-

self do the things you have to do, when

it ought to be done, whether you like

it or not; it is the first lesson that

ought to be learned; and however early

a marfs training begins, it is probably

the last lesson that he learns thoroughly."
-~ Thomas Henry Huxley 1877

ACTIVITIES SERIES 1 DEVELOP EDUCATIONAL OBJECTIVES

Rationale

The need for specific behavioral educational objectives was
documented in section III of Volume B. Objectives define in precise
terms exactly what identified individuals should do. Tasks assigned
the *'school" are literally assigned to an institution as an entity,
rather than to people, even though it is people who must~eventually
perform them. This activity series describes what the district should
do to define its program in "people", rather than, "institutional" terms.
As it is implemented the district will:

Te Identify meaningful activities currently performed that should

be maintained.
2. Identify irrelevant activities that should be discarded.

3. Identify deficiencies that need to be corrected.

Activity 1.1 Review Project Design examples and concepts regarding
School Year establishment of educational objectives system
1969-70 A pattern for the establishment of educational.objectives

was presented in section III of Volume B. The proposed
pattern is not arbitrary, nor is it the only possible

pattern to use. The definition of levels of objectives
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Activity 1.2

Spring 1970

Activity 1.3

as discussed, however, is particularly appropriate to the

recormended configuration of management accountability.

It is recommended that the superintendent's cabinet approve
or modify the pattern as proposed, and then approve or
modify the implementation plan as it is described in the

remainder of Activity 1.0.

Secure Board of Education commitment to pattern of

educational objectives

The Fresno City Board of Education has operationally
approved and encouraged the creation of behavioral
objectives within its many programs. It is recommended,
therefore, that the Board of Education give its formal
approval to the establishment of such a system. Such

action will concentrate effort in this direction.

A commitment to the development of a comprehensive battery
of objectives within the district is directly correlated
with functions within the area of in-service education
(Activity 8.7). If all levels of the district are to be
encompassed, it is necessary that a significant mumber

of individuals in key positions be well-aquainted with the

procedures and criteria for developing behavioral objectives.

Operation Renewal has trained a cadre of administrators

and teachers to prepare behavioral objectives.

Collect available educational objectives
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Fall 1970

Activity 1.4

Spring 1969

It is to the credit of the district that the process

of censtructing educational objectives has been initiated
and is already underway., Individual teachers, some
administrators, and some department heads have already
begun to construct and to secure approval of behavioral
objectives pertinent to their own particular areas.

A comprehensive compilation of existing behavioral
objectives should contimue to take place at the district
level. Copies of every teaching objective should be
maintained at the office of the division head. This
activity is the responsibility of all teaching
personnel but should be monitored through the Division

of Instruction.

Initiate development of new objectives for current

ongoing programs

As in-service education increases, each level of the
school district's operation should begin to develop
comprehensive objectives according to the adopted format.
It is anticipated that within the year a basic bank of
objectives will have been established to provide the
basis for developing evaluation instruments, and
initiating development of individual student program
objectives. It should be pointed out that, in its
beginning stages, a demand for precise well~organized
objectives, written in the characteristic behavioral

form, would be unrealistic. Those districts which
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Activity 1.5
1969-70 .

Activity 1.6
School Year
1970
Continuing

have attempted to produce comprehensive behavioral object-
ives have found that demands or expectation for objectives
in the "pure" form discourage the process to a significant
degree. The developing of objectives must be considered a
continuing process of creation, review and revision. Only
after an operating period of several years can objectives be
considered sufficiently solid and comprehensive to provide a

valid base for evaluation.

Require objectives from any proposed new program

It is presently the policy of Federal and State programs to
require objectives to be stated in behavioral terms; conse-
quently, a Federal or State funded program currently
operating is either now based upon or being adapted to an
evaluative process based upon behavioral objectives. It

is recommended that Beard policy require that objectives be
clearly stated and means for evaluation be included as

new programs (whether Federal or State Funded, or locally

sponsored) are established.

Establish an ongoiggﬁdistrict bank of instructional and

managerial objectives

At a centrally located place a complete bank of district
objectives, from the Board level down to school levels
should be created. This bank should include all currently
accepted instruction and managerial objectives at the Board

of Education and superintendent levels, but should not
necessarily include the instructional and management
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Activity 1.7

Spring 1971

Activity 1.8

Continuous

Activity 1.9

objectives of the schools nor classroom instructional
objectives, It is anticipated that the objective

bank will be kept in conjunction with the proposed
policy and value banks described in Volume B, and
will be collectively employed as a base for managerial

and instructional operation within the district.

Establish and maintain bank of district objectives

As the comprehensive data bank involving behavioral
objectives for the district at all levels is composed,

and initial district testing takes place, the determination
of district-wide minimum standards of performance becomes

a practical possibility. It is recommended that, by the
Spring of 1971, a representative committee of educators
(Activity 9.2) be created to establish a structure for

defining a system of minimum standards of performance.

:These'minimum standards shall constitute go/no-go

standards at all appropriate levels of the educational

programs,

Continue rqucle

Activities 1.8 and 1.10 involve the process of recycle in
which a continuous process of re-evaluation and modifica=-
tion is employed. In the former case the constant
evaluation of existing minimum standards or £0/no=go

specifications is required.

Examine objectives in terms of relevance
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Spring 1971

Activity 1.10
Fall 1972

Contimuing

Activity 1.12

Activity 1.13

Activity 1.1k

At the same time that the process of determining minimum
standards takes place, a comprehensive examination of exist-
ing objectives in terms of relevance should also take place.
This process must be coordinated with Activities L.8, 4.9,

5.4 and 5.7, which involve the definitions of role functions
of the schools with provisions for reaction through represent-

ative advisory curricular and program committees.

Initiate program changes

On the combined evaluations of minimum standards, district
objectives, the relevance of district objectives, and the
continuing evaluation process as provided in Activity 9.0

a basis for modification of current school program will exist.

Modifications may take place as described in Activities 1.12,

1013 and 1.1’40

Continual updating of present relevant programs

(Self-explanatory)

Addition of needed programs to curriculum

(Self-explanatory)

Deletion of unnecessary programs

(Self-explanatory)
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"Team teaching deflates pomposity, exposes
nonsense and illuminates the dark corners
of the classroon.,”
-~ Dr, James Garvey
ACTIVITY SERIES 2 ADOPT STAFFING PROCEDURES TO MEET
INDIVIDUAL SCHOOL NEEDS
Rationale
Personnel shall be assigned to positions in such a way that the
students attending school shall receive the maximum benefit of the

personnel available to the district.

At the present time personnel assignments are made independently
for certificated and non-certificated staff. Certificated personnel
are assigned to schools on the basis of a pupil~teacher ratio, with the
specific pupil contact time determined by minutes at the elementary level
and by periods at the secondary level. Classified personnel are
assigned to schools according to the number of teachers in that school,
with the exact number assigned slightly modified when the enrollment
of the school exceeds a fixed number. Such an assignment policy, based
on numbers of pupils only, appears to be a fair and equitable system.

However, such a plan fails to take into account several considerations.

| One consideration is the specific program selected by an individual
school. Modification of programs and changes in instructional methodology
require modification in personnel assignment. An effective teaching
operation ipcludés activities performed by both certificated and non-
certificated staff. Such modifications already occur at Ahwahnee Junior
High,where modular scheduling presently utilizes cooperative action of
both certificated and non-certificated personnel and the usual 6 period
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per day teacher is not relevant. Therefore, at this school the present policy

is not being used. Grouping of students for specific programs at the

. SR e

elementary level, (for example, Project Read), also would benefit from the

. B

% combined operation of various personnel with varying degree of student contact.

The district has demonstrated its willingness to implement innovative
programs and such innovation should be encouraged. The staffing procedures

proposed in this document provide the mechanism whereby the district can pro-

vide appropriate staff for such programs without departing frowm normal

e

+ : operating procedures.

A second consideration that raises questions about fixed pupil-
teacher-time ratios is the fact that services needed in a school are not
always directly proportional to the size of the school. There are certain

¥ services that are needed regardless of the school size, even though some

modification can be made by making an assignment in which one person pro-
vides services for more than one small school. Such assignments cause

changes in established staffing ratios.

A third consideration that affects established fixed staffing
ratios is the socio-economic condition of the majority of the student
body. At the present time staffing patterns are modified as various
compensatory education programs are implemented and the étaffing of such

programs varies as the resources for providing these program changes.

Personnel assignment by staffing unit describes a method

by which the district can staff the schools within the identified budget

restrictions for any year and yet meet the specific educational needs that
are unique to individual echools. This proposal places the responsibility

I1-1h




'5 for determining how staff resources shall be used at the individual g
;E school level where the program is to be implemented and accourntability ;
§ is focused.
g The implementation of the procedures proposed in Activity Series 2
 % will result in the following: }
;i 1. Each school will determine, within the resources provided “é
f% by the district, the number and type of positions needed f
% to best implement the adopted program of that school.
.é 2. Each school will have the responsibility for determining :
? exactly how personnel shall be used to implement an adopted 3
*g program, :
% 3. Each shool will be given some flexibility in staffing so %
% that varying types oif methodology may be used in implementing N
; it program. %
E li.  The mechanism will be created whereby varying instructional %
g metnods may be compared for effectiveness. é
;, 5. More accurate cost/benefit analysis of specific educational E
%- activities at the various levels of instruction will be possible. é
.; 6. More interstaff contact which encourages the sharing of %
% effective methods and means will result. %
%% Activity 2.1 Accept staffing unit concept ;
}E Fall 1969 The district at either the board or administrative é
'é‘ level makes the decision to modify the present method {
3% of staffing schools. E
_; II-15 @
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Activity 2.2 Determine pilot program only E

Fall 1969 The decision to modify staffing methods shall be implemented !

first on a pilot school basis. Before making any selection [~ E

of pilot schools, Activities 2.3 and 2./ should be completed é

with the resulting information disseminated throughout é

the district. h i

Activity 2,3 Iranslate present school staffing pattern into ;

196970 "steffing units" '

The school staffs throughout the district should be {ﬂ

translated into "staffing units", This has been done . §

by Project Design with the following results: E? :

. :
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NAME OF SCHCCL

* Indicates Compensatory designation

Addams
Aynesworth
Baird
Birney
Bullard Elem.
Burroughs
Calwa
Carver
Centennial
Columbia
Dailey
Del Mar
Easterby
Emerson .
Ericson
Ewing
Figarden
Franklin
Fremont
Heaton
Gibson
Holland
Homan
Jackson
Jefferson
Kirk
Kratt
Lafayette
Lane
Lincoln
Lowell
Malloch
Manchester
Mayfair
Muir
Norseman
Powers
Pyle
Robinson
Roeding
Rowell
Scandinavian
Tielman
Themas
Turner
Viking
Vinland
Webster
Wilson
Winchell
Wishon
Wolters

NO. STAFFING UNITS

16.56
1/4..84
18.34
22,78
17.37
33.00
31.69
25432
28449
21,50
21,56
15,28
26498
10.03
15,28
30.56

5.10
37.08
20.28
20.28
20,28
39443
21.28
18.09
28.87
29.61
14428
18,28
3945
40.05
18.54
11.28
18.03
21,28
24428
22,28
16.28
22,62
31.81
21.28
28,62
20.28
18,00
38429
19.22
29,18
25456
2453
3936
36.83
14428
37.36

JAVA
302
560
603
542
822
798
528
822
503
591

761
209
417
822
110
652
438
580
613
1016
590
493
614
542
428
517
1031
721
405
281
467
588
610
608
460
676
854
579
706
553
379
1056
517

735
596
1096
928
403
1057

NO. OF PUPILS

PUPILS/STAFFING UNIT

(data 1968-69 schocl year)

25.,00%
20434%
30453
26447
31.19
24491
25,18%
20,85+
2B.8
23.38%
2741
26483
28,20
20484
2729
26.89
21..56%
17.58%
21.59
28.59
306<2
25476
27,72
27.2,
2] ,26%
18.30%
29,27
28,28
26413%
18,00%
21 .84%
24691
25.90
27463
2512
27428
28425
29,87
26.84
27.20
24 +66%
27426
21,06% -
26.90
26,90
28440
28,75
R/ ¢ 29%
2784
25.,19%
28.22
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NAME OF SCHOCL NO. STAFFING UNITS NO, PUPILS PUPILS/STAFFING UNIT
Addams Jr. High 11.64 189 16.23%
Ahwahnee 34497 818 2339
Cooper 41.19 9217 22.50
Fort Miller 464l 1080 23.25
Hamilton 4286 1074 25.05
Irwin 43455 569 13.06%
Kings Canyon 45.09 1086 24,08
Sequoia 51.65 1176 22, 76%
Sierra 55,19 1339 2626
Tenaya 41.98 1036 24,67
Tioga 48,75 1193 24417
Wawona 33.72 768 22.77
Yosemite 55,02 1270 23.08
Bullaerd High 73.50 1448 19.70
Edison High 79.55 1034 12.99%
Fresno High 116.76 2453 21.00
Hoover High . 88.86 1873 21.07
Mclane High 125,16 2715 21.69
“"Roosevelt High 126.60 2388 18,86

Initially it is recommended that the following student/staffing unit

ratios be adopted for use in pilot schools,

General
Elementary 2752
Junior High 23,75
Senior High

20.86

Compensatory Education

The adoption of these ratios will allow the staffing units to be

implemented with no major changes in the cost of staffing schools.

Each school should have a principal and one secretary independently of

staffing units assigned.

Material of a similar nature developed by the Newport-Mesa Unified

School District is ineluded in the Appendix,

[T P
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The following table translates the present staff of Fresno City

Schools into staffing units based upon present positions and the

average salaries of personnel presently in those positions,

Type Position

Cost in Staffing Units

Teachers

Sr. High Vice-Principal
Sr. High Dean
Psychologist

Jr., High Dean

Sr. High Counselor
Jr. High Counselor
Psychometrist

Elem, Head Teachers
Nurse

Secretary - Clerk

Classroom aide (40 hour/week)

1,00
1,68
1,56
1.52
1.52
1.42
1.36
1.30
1.23

.94
.56

.25

II-19

Cost in $

9,780.59
16,452,00
15, 326.00
14,946.00
14,892,00
13,943.00
13,308.00
12,753.00
12,110,00

9,267,060

5,520,00

2,464,400
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Activity 2.1

Fall 1970

Activity 2.5
Start Fall,
1970 Continuing
through imple-
mentation of
first year

pilot program

Activity 2.6
Spring-Summer
1971

Identify staff variations possible under present budget

allocation using "staffing units"

Determine what variations in staff would be available to

the selected pilot schools on the basis of existing staffing
unit assignment. This step involves reviewing Fresno
staffing data and doing extensive research into what is

being done in other districts where different programs are
in effect, i.e., Newport-Mesa, Fountain Valley. District
personnel, teachers and school administrators should partici=-
pate and prepare a report of their investigation of possible

variations for distribution by Spring 1970.

Examine present ratio differences in schools due to grade

level, SES, etc.

At the same time that staffing variations are being discussed
for possible implementation, the district should also examine
the variations in our present assignments when they are
converted to staffing units (refer to Activity 2.3). Any
observed differences in present staff availability in a school
should be justified or procedures should be initiated to achieve
a more equitable staff allowance. This study should be
completed by Fall, 1973.

Select pilot schools for initial development of staffing

unit implementation

Select the pilot schools to be involved in implementing the

pilot program in staffing units. The selection should be
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Activity 2.7
School Year

1971-72

Activity 2.8
School Year
1972-73

made upon the basis of the individual school staff's
understanding of staffing-unit concepts and its
demonstrated willingnesa to try this activity.

(See Activity 8.12)

Train selected personnel to fully utilize staffing unit

concept in developing pilot school program

During this school year the staffs of schools

selected for pilot implementation of the staffing unit
concept should participate in an in-depth preparation program
for the following year when this concept is to be implemented.
This will involve training as developed in Activity 8.1kL.

By Spring 1972 the selected staffs should prepare individual
school programs for specific students (Activity 7.20) and
make specific recommendations to the personnel office in
regard to staffing needs for the following year to implement
the designed programe. The development of the total school
program plan should be done in cooperation with parents

P

(Activity 7.14) whose children will be affected by the
proposed modiﬁcations. When the total plan is completed
and approved (Activity 7.21) the staff should clearly state
the expected outcome of the program to aid in the first
year evaluation (Activities 7.28, 7.29 and 2.9).

DY
itz

Implement first year of pilot program
Implement the pilot program of staffing, i. e., teach

school.
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Activity 2.9
Spring 1973

Activity 2.10
School Year

1973-74

Activity 2.1

Fall 1973

T
.-
T N
=y Bhn

Evaluate pilot program and propose modifications

Evaluation of the first year of the pilot program is
really an ongoing activity that has been concurrent
with the implementation (Activity 2.8). In the spring
the evaluation should be completed and the results
disseminated to other schools and to parents of children
in the pilot. The experiences of the first pilot year
plus results of the ongoing study of staffing unit varia-
tion (Activity 2.5) should be incorporated for planning
the second year pilot. The same student/parent staff
planning relationships that occurred in Soring, 1972 are
repeated in designing the program for the second year of
the pilot. It is desirable to increase the number of
schools involved in the pilot study at this time. This
would involve the preparation and training of additional

personnel.

Implement second year of pilot program

Implement the pilot program for the second year.

Propose changes in staffing unit ratios based upon

identified specific school needs
Utilize the information gained in the staffing unit

variation study (Activity 2.5) plus the information from
the first year pilot (Activity 2.9).to make recommendations
for changing the numbers of staffing units assigned to

schools with identified unique needs. Insofar as changing
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Activity 2.12

Spring 1973

Activity 2.13

Spring 1973

the ratio as a cost item there will have to be some

in-depth budget priority determination (Activity 9.16).

Any proposed changes in the assignment of staffing units to

a school should be such as to enhance the school's opportunity
to perform its unique functions (Activity L.8), and any
expected improvements should be included prior to selection

of pilot schools where ratio changes are to be implemented.

Evaluate second pilot year and propose modifications

Evaluate the second year of the pilot program. Prepare
third year of the program. In light of the two years!'
experience, the third year of the pilot may be expected

to involve some in-depth differentiated staffing. Positions

such as a coordinating teacher for several grades, greater

utilization of guidance trained personnel, and non-certificated

aldes are anticipated. Designing the specific student
programs for the third year of the pilot should continue

as a student/parent/teacher activity. Specific note should
be taken of the nature of parent involvement in program
planning. The effectiveness of the advisory committee
(Activity 5.8) should also be considered and specific

recommendations made for increasing its effectiveness.

Select schools for piloting ratio changes

Select schools for piloting the implementation of varisd
ratio of staffing units assigned to schools. The schools

selected could well be those that have had two years'

experience utilizing staffing unit concepts. At this
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Activity 2.1L
School Year

1973-7k

Activity 2.15 -
School Year
1973-7h

point the staffs of the schools to be selected should

have considerable experience in identifying exactly

what it is they expect students to achieve (Activities 1.6
and 7.18), and the approximate cost of gaining these
achievements (Activity 7.27), using the cost/benefit
ratios of the past and present operations. Specific

proposals can be made for improving this ratio.

Implement third pilot year

Implement third year of pilot program in utilizing staffing
unit concept. Special effort should be made to gather
data during the year for final pubiished evaluation of the
program (Activity 2.16). Of particular interest will be
information relating to schools that are currently ia the
first year of the pilot, for from thenaen much information
can be gained as to effective methods for district adoption

of the pilot.

Implement first pilot year with ratio changes

Implement the pilot program of varying the number of'Ftaff-
ing units assigned a school. During this year special
attention should be given by staff members to describing
exactly what they are doing in their redesigned positions
(Activity 3.10). Realistic job descriptions related to

the varying responsibilities of personnel in differentiated
staffing can be included in the final evaluation. Another

significant activity this year is close cooperation with the
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Activity 2.16
Spring 1974

Activity 2.17
Spring 1974

local school advisory committee and principal in
identifying resources that aid the program
(Activities 7.5 and 7.22).

Publish results and recommendations from all staffing
unit pilot programs

Prepare a final evaluation of all pilot programs related

to the use of staffing units. This evaluation should include

specific information in regard to the roles developed by
district personnel (Activity 3.17), unique educational
objectives achieved because of the use of this concept
(Activity 1.6), the effect of involving parents in
planning (Activity 5.11), and the inter-relationships
developed between the principal and staff in program

development (Activities 7.8 and 7.9). The results of

this evaluation should be used in making specific recommenda-

tions to the district in regard to the total implementation
of staffing units. The recormendations should be quite
specific as to the rate at which the program should be
phased in district-wide and the personnel training

required for effective district-wlde adoption.

Adopt formally the staffing unit concept for all schools
The district administration recommnends to the Board of

Education major changes in the method of staffing séhools
as proposed district policy. The recommendations should

include a resumé of the plans to be followed in the process
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Activity 2.18

Spring 1974

Activity 2.19

Fall 1974

Activity 2.20
Fall 197k
continuing to

completion.

Activity 2.21
Fall 197k

of district-wide implementation amd the rationale
for making changes in the present adopted staffing

policies,

Modify administrative procedural policies on persomnel

assiggment

The district administration makes the necessary changes in
administrative procedures to implement the district-wide

use of staffing units.

Continue staffing units in schools where established

Continue the use of staffing unit concepts in schocl and
pupil program design in those schools where it has been
established. These schools could well serve as a major
reference for the district-wide training necessary for

eventual complete implementation,

Phase-in staffing unit application as trained personnel

become available

Determine exactly what schools and in what order staffing
unit concepts are to be implemented. If trained perscnnel
are available the program could start at once. As

trained personnel are available implement staffing units

in schools.

Train district personnel for utilization of staffing unit

concepts in designing school programs

Establish a district-wide, in-service education program

(Activities 8.7 and 8.23) to train personnel to effectively
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Activity 2.22

1980

use the staffing unit method of determining school
personnel needs. This training should be given to identified
gchool staffs, including the principal, for effective

program planning and subsequent program implementation.

Implement program district-wide

It is anticipated that an effective training program
coupled with implementation as personnel become
available would allow complete implementation of

the staffing unit concept by the year 1980.
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NEWPORT-MESA UNIFIED SCHOOL DISTRICT

BUDGET FORMULAS FOR ALLOCATING CERTAIN PERSONNEL,

SUPPLIES AND EQUIPMENT

Staffing

1.  Every school will have 1 principal and 1 secretary.
2.  Each school will be allocated staff units in the following ratios:

(@) Kindergarten = 1 staff unit per 30 pupils

(b) Elementary (1-6) = 1 staff unit per 24.5 pupils

(c) Intermediate (7-8) = 1 staff unit per 21 pupils

(d)  High School (9-12) - 1 staff unit per 19 pupils

As used in the above formula, a staff unit is defined as o personnel
item, either certificated or classified clerical, with a certificated
unit having a value of 1.0 and classified, 0.5.

The total staff units in a school includes all regular and special
teachers, assistant and vice principals, counselors, librarians,
learning analysts, nurses, secretaries, clerks, accompanists,
teacher aides and rurses aides.

Special class teachers, e.g., physically handicapped class teachers,
etc., are budgeted for separately in accordance with State require-
ments and are not included as a staff unit in formula application.
They are:

(e) Educable Mentally Retarded - 1 certificated staff unit per 15 pupils

(f)  Educationally Handicapped
Grades 1-8 = 1 certificated staff unit per 11 pupils
Grades 9-12 = 1 certificated staff unit per 12 pupils

() Hard of Hearing (1-12) -1 certificated staff unit per 8 pupils

(h) Trainable Mentally Retarded (1-12) = 1 certificated staff unit
per 12 pupils

(i)  Adaptive Physical Education = 1 certificated staff unit for each
5 classes of 20 pupils (or prorated portion thereof)

(i) Reading lnstructors = Minimum of 1 teacher qualified under
Miller=Unruh Reading Program to each K =54 school
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Budget Formulas for Aiiocating Certain
Personne!, Supplies and Equipment ( continued)

Instructional Supplies and Materials

Instructional supplies and materials (budget categeries 290 and 490) of the
following types will be allotted to the schools by the budget formulas as
indicated:

Warehouse supplies, art supplies, music supplies, physical education
supplies, curriculum aids, general and special instructional supplies,
graduation expenses, programs, diplomas, periodicals, -magazines, office
supplies, travel, and workbooks (other than those that are supplied as a
part of a regular textbook)

Elementary (K=6) Schools

$7.50 per pupil enrolled plus an additional $7.50 for pupils enrolled in new
schools, plus an additional $7.50 per pupil for pupils in excess of the number
enrolled as of May 17, 1968 of which 15 cents per pupil enrolled will be
allocated for health supplies, $2.00 per staff unit will be allocated for
mileage, $10.00 per staff unit will be allocated for professional meetings
and professional growth activities, and $500.00 per school for principal's
office supplies

Intermediate (7-8) Schools

$12.50 per pupil enrolled plus an additional $12.50 for pupils enrolled in
new schools, plus an additional $12.50 per pupil for pupils in excess of the
number enrolled as of May 17, 1968 of which 15 cents per pupil enrolled
will be allocated for health supplies, $2.00 per staff unit will be allocated
for mileage, $10.00 per staff unit will be allocated for professional meetings
and professional growth activities, and $1,000.00 per school for principal’s
office supplies

High Schools (9-12)

$22.00 per pupil enrolled plus an additional $22.00 for pupils enrolled in
new schools, plus an additional $22.00 per pupil for pupils in excess of the
number enrolled as of May 17, 1968 of which 15 cents per pupil enrolled
will be allocated for health supplies, $2.00 per staff unit will be allocated
for mileage, $10.00 per staff unit will be allocated for professional meetings
and professional growth activities, and $2,000.00 per school for principal's
office supplies

'.fhe above allotments are made to the schools for regular pupils only. The basic
Instructional supply and material allotment for special education students will
be made to the Special Education Coordinator's Operating Unit.

II-29 @

- s ot Saiwer  am




v w2

P . L L L mpony
e gt g etiadas s erd e

Budget Formulas for Allocating Certain
Personnel, Supplies and Equipment ( continued)

The above formulas do not provide for travel and professional growth activities
for the principals which are budgeted in the Assistant Superintendent, Operations
Division, Operating Unit on a non-formula basis.

Towel Service

Funds for towel service will be allocated to the Operations Operating Unit on
the basis of $3.00 per pupil enrolled in Grades 7-12,

Student Instructional Study Trips

Funds to provide transportation of pupils for instructional study trips and athletics
will be budgeted intc one line item in the Operating Unit of the Assistant Super=
intendent, Operations Division, on the basis of $2.00 per pupil enrolled.

Emergency Fund

$10,000 to be allocated to budget category 290, Instructional Expenses, as a
line item in the Operating Unit of the Assistant Superintendent, Operations
Division, for special or emergency purposes as needed

Instructional Equipment

All existing Newport-Mesa Unified District schools, as well as new schools

and classrooms to be constructed, are expected to be provided with basic minimum
instructional equipment. In order to provide a gradual and continual upgruding
of instructional equipment; to provide schools the opportunity to take advantage
of technological developments in instructional equipment; to acquire furniture
and equipment necessary to carry on specific instructional programs; to provide
equipment designed to meet the unique needs of the particular pupil clientele

of any given school; provision for instructional equipment is authorized within

the limitations of the following formulas:

Elementary (K-6) $chools = $500.00 plus $2.00 times the number
of pupils enrolled in excess of 250

Intermediate (7-8) Schools - $500.00 plus $3.00 times the
number of pupils enrolled in excess of 200

High Schools (9-12) - $500.00 plus $5.00 times the number of
pupils enrolled in excess of 167

Library Books (Replacement and Maintenance)

Funds for library books, other than major accessions to libraries, will be
allocated by the following formulas:
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Budget Formulas for Allocating Certain
Personnel, Supplies and Equipment ( continued)

K.

Elementary (K-6) Schools - $600.00 plus $3.00 per pupil for those
enrolled in excess of 100, this amount to be budgeted into one line
item in the Instructional Materials Operating Unit

Intermediate (7-8) Schools = $600.00 plus $4.00 per pupil for those
enrolled in excess of 100

High Schools (9-12) - $600.00 plus $6.00 per pupil for those
enrolled in excess of 100

Library Supplies

Funds for library supplies will be allocated to the Instructional Materials Oper=
ating Unit for the use of all schools on the basis of 25 cents per pupil enrolled
in all schools of the district.

Other Books

Funds for supplemental texts and other reference books will be allocated to the
schools on the basis of the following fermulas:

Elementary (K-8) Schools = $1.00 per pupil

High Schools (9-12) = $1.50 per pupil

Textbooks
Funds for textbooks will be allocated by the following formulas:
Elementary (K-6) Schools = 50 cents per pupil, this amount to

be budgeted in one line item in the Instructional Materials
Operating Unit

Intermediate (7-8) Schools = $1.00 per pupil, this amount to
be budgeted in one line item in the Instructional Materials
Operating Unit

High Schools (9=12) - $6.00 per pupill

Textbook Repairs

Funds for textbook repairs will be allocated to the Instructional Materials Oper~
ating Unit for all schools on the basis of the following formulas:
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Budget Formulas for Allocating Certain
Personnel, Supplies and Equipment (continued)

Elementary (K-8) ~ 20 cents per pupil

High School (9-12) - 40 cents per pupil

L. Custodial Supplies

Funds for custodial supplies will be allocated to the Operations Unit on the basis
of $2.00 per pupil enrolled in all schools of the district

M. Grounds Supplies

Grounds supplies will be allocated to the Operations Unit on the basis of $3.00
per pupil enrolled in all schools of the district.

Anproved by Board of Education
January 2, 1968
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BUDGET FORMULA REVISIONS

In reconciling operating unit budget requests to Budget Guide amounts, Dr. Loats,
in his memorandum of March 22, 1968, made the following Budget Formula revisions:

Staffing

Each school will be allocated staff units in the following ratios:

(b) Elemeniary (1-6) - 1 staff unit per 24.75 pupils

Instructional Supplies and Materials

D.

1.

Elementary (K~6) Schools

$7.00 per pupil enrolled plus an additional $7.00 for pupils enrolled

in new schools, plus an additicnal $7.00 per pupil for pupils in excess
of the number enrolled as of May 17, 1968 of which 15 cents per pupil
enrolled will be allocated for health supplies, $2.00 per staff unit

will be allocated for mileage, $10.00 per staff unit will be allocated
for professional meetings and professional growth activities and $500.00
per school for principal's office supplies.

Intermediate (7-8) Schools

$12.00 per pupil enrolled plus an additional $12.00 for pupils enrolled
in new schools, plus an additional $12.00 per pupil for pupils in excess
of the number enrolled as of May 17, 1968 of which 15 cents per pupil
enrolled will be allocated for health supplies, $2.00 per staff unit will
be allocated for mileage, $10.00 per staff unit will be allocated for
professional meetings and professional growth activities and $1,000 per
school for principal's office supplies.

High Schools (9-12)

$21.50 per pupil enrolled plus an additional $21.50 for pupils enrolled
in new schools, plus an additional $21.50 per pupil for pupils in excess
of the number enralled as of May 17, 1968 of which 15 cents per pupil
enrolled will be allocated for health supplies, $2.00 per staff unit will
be allocated for mileage, $10.00 per staff unit will be allocated for
professional meetings and professional growth activities and $2,000.00
per school for principal's office supplies.

Student Instructional Study Trips

Funds to provide transportation of pupils for instructional study trips and athletics
will be budgeted into one line item in the Operating Unit of the Assistant Super-

intendent, Operations Division, on the basis of $1.75 per pupil enrolled.
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Budget Formula Revisions (continued)

E. Emergency Fund

$5,000.00 to be allocated to budget category 290, Instructional Expenses, as
a line item in the Operating Unit of the Assistant Superintendent, Operations
Division, for special or emergency purposes as needed.

F. Instructional Equipment

1. Elementary (K-6) Schools - $250.00 plus $1.00 times the number of pupils
enrolled in excess of 250

2. Intermediate (7-8) Schools - $300.00 plus $2.00 times the number of
pupils enrolled in excess of 200

e

3. High Schools (9-12) - $333.00 plus $4.00 times the number of pupils

enrolled in excess of 167

e T

g H. Library Supplies

| Funds for library supplies will be allocated to the Instructional Materials
* Operating Unit for the use of all schools on the basis of 20 cents per pupil
enrolled in all schools of the district.

b
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BUDGET FORMULA REVISIONS

Len it became possible to reinstate certain items that had previously been cut from
the budget, Dr. Locts in his memorandum of June 20, 1968, made the following
reinstatements in Budget Formulas which have been incorporated in this Operating

Budget:

B. Instructional Supplies and Materials

1. $7.50 per pupil enrolled plus an additional $7.50 for pupils enrolled in
new schools, plus an additional $7.50 per pupil for pupils in excess of
the number enrolled as of May 17, 1968 of which 15 cents per pupil
enrolled will be allocated for health supplies, $2.00 per staff unit will
be allocated for mileage, $10.00 per staff unit will be allocated for
professional meetings and professionc i growth activities and $500
per school for principal's office supplies.

2. Intermediate (7-8) Schools

$12.50 per pupi! enrolled plus an additional $12.50 for pupils znrolled
in new schools, plus an additional $12.50 per pupil for pupils in excess
of the number enrolled as of May 17, 1968, of which 15 cents per pupil
enrolled will be allocated for health supplies, $2.00 per staff unit will
be allocated for mileage, $10.00 per staff unit will be allocated for
professional meetings and professional growth activities and $1,000

per school for principals office supplies.

3. High Schools (9-12)

$22.00 per pupil enrolled plus an additional $22.00 for pupils enrolled
in new schools, plus an additional $22.00 per pupil for pupils in excess
of the number enrolled as of May 17, 1968 of which 15 cents per pupil
enrolled will be allocated for health supplies, $2.00 per staff unit will
be allocated for mileage, $10.00 per staff unit will be allocated for
professional meetings and professional growth activities and $2,000 per
school for principal's office supplies.

o

Student Instructional Study Trips

Funds to provide transportation of pupils for instructional study trips and
athletics will be budgeted into one line item in the Opersting Unit of the
Associate Superintendent, Operations Division, on the basis of $2.00 per

pupil enrolled.
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Budget Formula Revisions (continued) Pl
F. Insrructional Equipment . A
| F
1. Elementary (K-6) Schools - $500 plus $1.00 times the number of pupils L
enrolled in excess of 250
2. Intermediate (7-8) Schools = $500 plus $2.00 times the number of
pupils enrolled in excess of 200.
3. High Schools (9-12)
P
$500 plus $4.00 times the number of pupils erirolled in excess of 167
H. Library Supplies

Funds for library supplies will be allocated to the Instructional Materials
Operating Unit for the use of all schools on the basis of 25 cents per
pupil enrolled in all schools of the district.
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"So little done —
So much to do",
esesesCecil Rhodes 1902
ACTIVITY SERIES 3 FPUBLISH ACCURATE JOB DESCRIPTICI! OF =ACH

POSITION IN THE DISTRICT

Rationale

Throughout the Needs Assessment documents, a consistent theme existed
regarding the inaccuracy and inadequacy of existing statements defining
roles. The Brainstorm process produced 35 separate items which related
to this particular problem. The concern exists regarding jobs from the
highest to the lowest level in both classified and certificated positions,
The situation at times appears to stem from a lack of understanding between
the holder of a particular position and his superior, and sometimes from
the ambiguity of a position itself., The situation could be remedied through
a process in which precise agreement upon job descriptions is developed for
each existing position with the district. Job descriptions may then
provide a basis for a more realistic evaluation in terms of functions
to be accomplished, It is'recognized that in many cases defined and
published job descriptions already exist with the district already exist.
The recommended process which would include all district positions enumerates
the steps through which the initial job description and compilation process
may take place, provides a system for continual reassessment and updating
of job descriptions as created, and provides specifically for modifications
designed to allow an orderly entrance into the system of management aécount—
ability. It must be recognized that the mere publication of a job description

does not insure compliance nor that the job description is relative and
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to the task to be performed. However, it is felt that the process of

creating job descriptions on a cooperative basis, periodically reassessed,

may serve to eliminate the pressing concern that exists within the district

at the present time,

Activity 3.1

Fall 1969

Activity 3.2

Fall 1969

Activity 3.3

Fall 1969

Activity 3.4
Fall 1969

Identify present position

The activities involved in the accomplishment of 3.1
include those Activities 3,2 through 3.7. The process
basically involves the mutual agreement upon tasks
assigned by the holder of a position and by his
immediate superior., it should be noted that written
job descriptions should exist at all levels of the
school district organization from superintendent through

all positions in the classified and certificated staff,

Individuals create tentative job description for present

position
Require an initial description of each position in the
district independently by the individual who holds that

position, and by the position's immediate supervisor,

Harmonize job description with supervisor

Such additional tasks deemed acceptable and reasonable

by both parties may be included,

Assign tasks not assigned
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Activity 3.5 Identify proper assignments
B Fall 1969 In this activity is is the responsibility of both the
) person examining his own position and his supervisor
to be sure that tasks expected are in keeping with the
individual's preparation. 1In addition, when a person is
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presently £illing a position where he is uniquely
qualified, it should be noted to avoid changes that

might lessen the person's effort.

Activity 3.6 Fliminate overlaps
Fall 1969 Eliminate overlaps in function which are identified by

the supervisor.,

Activity 3.7 Eliminate unnecessary tasks

Fall 1969

Summary of Activities 3.1 through 3.7

Should unresolvable conflicts result at the time of the conference
the supervisor!s immediate superior may, at the option of the supervisor,
be consulted.

Job descriptions should include:

1. A clear definition of authority and responsibility for

each position.

2, Specific tasks for which the individual shall

assume sole responsibility.

3. Specific tasks for which the individual will

share responsibility.

4o A statement of time requirements on the job and

IT~41 (E%
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extracurricular duties involved,

5e The basis upon which an individual will be evaluated.

5 Means for the resolution of problems deemed

emergency in nature.

7. A statement indicating the person or persons to hom

the position is directly responsible (preferably one).

It is suggested that in terms of job descriptions, as many functions

of the position as are possible should be described in terms of behavioral

objectives so as to provide a means for the individual to determine when the

job in fact is accomplished, and to provide as objective a means as possible

to evaluate the effectiveness of a person in a position, or the position

itself.

Activity 3.8

Fall 1970

hetivity 3.9
Fall 1970

Activity 3,10

Recycling

Activity 3.11

Recycling

Publish job desecription for each position

It is recommended that a complete job description file
for each operating unit or school or division be kept
by the unit or office or division administrator and that
specific responsibility be assigned to individuals or

positions to maintain and update these files,

Perform services

Reassesg_job descrigtion in view of services performed

Define district tasks (management accountibility)
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Activity 3.12

Recyecling

Activity 3.13

Recycling

Activity 3.14

Recycling

Activity 3.15

Recycling

Activity 3.16

Recycling

Activity 3.17

Recycling

Define school tasks (management accountability)

Jdentify present positions

Inidvidual appraise role in terms of published job

description

Harmonize job descriptions with task to be performed

Publish current job description for each position in

the district

Perform services

Activities 3,10 through 3.17 provide a continuing process of re.ssess-

ment and re-evaluation of positions and provides a means for the identifica-

tion of positions modified to meet the requirements of a management

accountability system. It should be noted in Activities 3.1l and 3,12

that at this point the management accountability process begins to develop

and an attempt must be made to define as precisely as possible the changes

in responsibility and function of the district office and the individual

school which are involved.
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"How come nothing's like it was
until it's gone?"

==Will Mastin

In "Yes, I Can!"

by Sammy Davis, Jr.
ACTIVITY SERIES L DEFINE FUNCTION OF SCHOOLS IN RELATION
TO OTHER AGENCIES IN COMMUNITY EDUCATION

Rationale

Perhaps no area in the operation of the public school systems in
the United States is more open to direct and indirect debate than that
of the appropriate function of the school within the commmity. Few
would question the point that it is the task of the school to educate,
However, most would argue vehemently as to precisely what the definition
of education is as it is interpreted through the American public school
systemo A great number of vocal citizens hold to the theory that the
function of the school is to provide training in the basic skills only;
another equally vocal group maintains that the function of the school
is té develop the child as a total entity. Some feel that moral aspects
of training are the legitimate concern of the schools; some feel it is no
business of the schools to deal with these functions which they consider
the direct responsibility of the family. Questions of sex education and
the function of the schools in the process of integration as a social

change force, for example, are subjects of intense current debate.

Aside from these philosophical questions, the role of the scheol
in current soclety is complicated by the fact that a growing number of
educational functions are pursued and accomplished by various public
and private sectors of society other than the formal education system.
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Proprietary technical training schools are common. The Federal
government sponsors a number of programs designed to provide specific
vocational training to economically underprivileged groupse. Private
schools with curricula parallel to that of the public schools now
exist in significant numbers. The church and the family have
traditionally maintained the primary responsibility for moral and
ethical training, but the public schools appear to be assuming more
of a responsibility in these areas by default., Aside from these
formalized educational processes there exists now an increasingly
effective battery of educational weapons with which those interested
in the complete educational process mist deal, Foremost among these is
the medium of television; any teacher will testify to the power of TV
in creating change in the minds of the young people they teach as well
as older citizens with whom they come in contact. As the population
becomes more literate, the traditional written forms of commnication

and educaticn in the society also become increasingly potent in force.

Such factors, as examples, indicate the changing nature of
educational forces influencing the individual in our society and
point out the fact that formal education processes are but one part.
The concepts discussed in detail in Volume B provide a potential
direction for the future in which the form2l educational processes

are much more recognizably interrelated with the total educational

functions of the commumnity.

There has been a tendency, most disturbing to educators in the

past few years, in that whenever a function which has any educational
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connection whatsoever is being performed inadequately by society
in general, the function devolves quickly upon the schools. The
schools, in turn, often accept the responsibility and, in many cases
by assuming the responsibility, are accused of being responsible for

the existence of the problem itself. A case in point in the Fresno

City Unified School District is that of the problem of drug abuse.
‘ In Fresno the school district was perhaps the first agency to take
a significant step in the field of education for the elimination of

drug abuse, and, consequently appeared to have assumed the responsibility

]m; for the existence of the problem in the first place. Only after consider-
able effort by the school district does the community now generally accept
this as a community problem rather than a "school! problem,

™

R In summary, there remains a great deal of confusion as to what role

formal education plays within the total commnity educational process.

Ir'@ml

Project Speak-Up, a first year Project Design activity, indicated clearly

that the commmity held very little apparent agreement as to what the

e

role of the school in the community should be. Comments ranged the total

gamut from areas of economic, social relationsh’ps, political education

,‘._
[

to a multitude of opinions as to needs in basic skills area. It appeared
..] that the only commonly accepted function of the school is the teaching of

) readings Considering the number of recent books written on the subject

of teaching children to read at home, it may not be long before this

area of unanimity becomes a thing of the past.

Despite the difficulty of determining attitudes toward the school's

foed

role in the commmnity, the task must be accomplished if the school is to

o
-




be held in any sense accountable for its efforts and its products.

This task is the responsibility of both the schools and the community.
The commmity does not have reasonable justification in condemning the
educational system if it has not defined what it expects schools to do.
The schools, in turn, cannot justifiably plead that the expectations of
the commmnity are unreasonable if they, themselves have made no attempt
to clarify the situation. The changing role of the schools, as changes
mist inevitably come, makes all the more crucial the development of a
process in which continuing interaction may provide defined bases for
the operation of the school system within the community. The schools
must be willing to accept new and increasingly difficult tasks in the
educational process, and the schools must also be willing to relinquish
functions that are traditionally theirs. The commmnity, in turn, must

be willing to provide the necessary support fur those responsibilities

with which it charges the schools. There exists a very obvious correlation

between definition of commmity education and roles and the creation and
establishment of a comprehensive philosophy of education and a system of
educational objectives as recommended in Activity 1. Another major

interface factor lies within the process of external commmications

(Activity Series 5).

It is recognized that the precise definition of the school'!s role
in the commmity is not a simple task, nor is it likely that there will
be unanimous agreement within the commmity; however, some consensus is

necessary if a process of education is going to be other than a hap-

hazard conglomeration of miscellaneous educational and pseudo-educational

experiencess
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. Activity L1 Collect data
“ School Year It is recommended that a permanent committee be
1969=T70 established to include all those community agencies

involved in the process of education. Project Design's

project advisory committee may be used as a base for
e the development of this committee, However, the

committee itself needs to determine additional agencies

which may and should be included,

l'r'a‘—;&l

e e,

—

Activity L.2 Identify agencies involved in education
% School Year As previously mentioned the established committee
| gl 1969=70 should be charged with the task of identifying
- various asgencies involved in education within the

commnity and should select from these identified

agencies representative additions to the committee.

Activity L.3 Describe role
School Year The initial function of this committee would be to
1969=-70 provide an individual description of the educational

I

_ \ : :
e e
——1 -

functions of included agencies by the representative

members, The sz2cond function of the committee would

1

ve to discuss and describe the existing interrelation-

L1

ships among the agencies represented.

—

Activity L.k Describe Agency Roles

School Year

- 1969=70

-

.
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Activity L.5

School Year

1969=70

School Year

1969-70

Activity L7

Spring 1970

School Year

1969-70

T s e PR m A T e S

Describe Agency interrelations

Produce tentative report

The product of the committee's deliberation should be
written statements agreed upon as defining both the
existing situation in terms of the contribution of

each to the total commmnity educational effort.

Submit report to agencies for reaction

The report shouid than be submitted to the Boards of

Directors of the appropriate agencies for their reaction

and their statement of agreement or disagreement as to:
Te The general approach to the subject and,

2e Their agency's function as described.

It should be emphasized at this point that the function
of this committee to date has been primarily a descrip-

tion of the status quo rather than the determination of

what the agency roles should be,

Seléct optimum roles for the educational process

This activity represents the point at which decisions
take place regarding the delineation of roles for the
schools, and for the community, respectively. At this
point an interface exists between Activities 4.8 and 6.5.

Activity 5.4 involves the analysis of community needs as
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Activity L9
Spring 1970

interpreted through curriculum, and Activity 6.5
involves the collective process of parent, pupil,
teacher involvement and determination of specific
objectives for individual students. An interface
likewise takes place at this point with the process
of developing philosophy and objectives for the
district. Logically the selection and delineation
of roles among community educational agencies is
directly related to the purposes and consequently

to the specific objectives of the school district.

Report on definition of school role

The product of committee activity to this point
should be a written report defining, as specifically
as is practicable in the minds of the members, the
respective educational roles of the various agencies
of the commmity. The committee should, also, to the
extent possible, project likely modifications and

changes in the immediate future.

It is hoped that the product at this point might
serve to:

Te Clarify in the minds of the general public
some of the ambiguity that exists regarding
the responsibility of the schools,

2. Demonstrate the magnitude of the educational

process,
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Activity L.10
Spring 1971

Continuing

3e Direct public attention to a serious,
realistic need for public involvement,
be Provide the basis for plamming through

representative commmnity involvement.

Continue interagency identification of school roles

in community

It must be recognized that the product of the school
year 1969-70, in terms of a definition of the role of
schools (Activities L0 through Le9), must be expected
to be a primary document from which to work rather than

a completed statement of roles for long term utilization.

The value of the process of role definition lies primarily

in the continuing process of maintaining a sense of
awareness, a sense of change, and a willingness to

adapt to the changing character of education in the
urban community. Committees established in this

process must be maintained and should be expected to
deliver periodic comprehensive reports indicating trends
in school-community role development, ard to provide,
when necessary, the direction needed for modification of
available resources in the commumnity as change demands.
The committee assigned this responsibility must maintain
contact with the district objectives bank as well as with
the changing functions of educational process for and by

each of the educational agencies identified. It is
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anticipated that this committee could serve as a
valuable advisor in the resolution of such community
role questions as those pertaining to integration, sex
education, drug abuse, the function of the schools in
the commmity's recreational program, relationships
between school district and county library systems, etce.
An important interface must be also recognized between
this committee and the Community Data Register

(Activity 18.0).
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"We grope together and avoid speech."
- ToSo Eliot

ACTIVITY SERIES 5 ORGANIZE CONTINUING SCHOOL ADVISCRY
COMMITTEES TO IMPROVE EXTERNAL COMMUNICATION

Rationale

The process of external communication was not specified in the

original project proposal as an area of major concern for investigation.

It became clear, hbwever, before the process of Needs Assessment had
proceeded very far, that external communications or public relations

was a major concern area for both the district staff and for the
commmunity as a whole., The "Speak-Up" process involving community

groups exnressed external communications concerns in 29 separate
instances. The "Brainstorm" process involving educational staff made
127 references to the question of commnity-school relationships and

the need for their improvement. In the synthesis of conclusions from
the total Needs Assessment, as noted in Publication 29, (see publication
list in Appendix) some 22 major items with direct reference to problems of
external communications or community relationships were defined. The
end product of the Needs Assessment was the establishment of Mission

Objective A, External Communication.

Activity Series 5 is a recommended procedure for coming to grips
with this crucial area in a manner that meets the criteria of Mission
Objective A in conjunction and coordination with the total Educational

Master Plan.
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Activity 5.1

1967-68

Activity 5.2
1968~69

Activity 5.3
1969-70
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Evaluate oresent external communication process

The first activity in this sequence was accomplished, for
practical purposes, by the Project Design survey. The
criteria of Mission Objective A may be considered as
tentative performance requirements for meeting communication

needs of the district.

Define external communication functions; four levels of

external commnication

In order to provide a basic pattern for commmunication and
considering the Needs Assessment findings, the different
functions of communications were defined as levels at which

the commnication process must be strengthened (Activities

Sy, 5.5, 5.6 and 5.11).

The four sub-activities represent first the pupil/parent/
teacher relationship (Activity 5.11); second, the relation-
ship between curriculum and community needs (Activity 5.lL);
third, the ncwed for communications between the individual
school and its neighborhood (Activity 5.5); and fourth,

the commnications function involving the numerous established

agencies and the formal educational system (Activity 5.6).

Board commitment

During school year 1969-70 it is deemed advisable that the
district Board of Education commit itself to an organized
plan to attack the problems of external communications at all

four defined levels. The commitment does not in itself
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Activity 5.4
School Year
1970=-71

necessarily constitute a commitment of additional
funds since the major solution structure requires a
priority of emphasis rather than expenditure. It
also constitutes, primarily, a question of staff time
utilization rather than reorganization of staff

structure,

Analyze existing curriculum in terms of commmity needs

It is anticipated that the Needs Assessment study

conducted by Project Design during the school year

1967-68 may serve as a basis for this analysis. This

activity may be solely a district staff function or

could include from the very outset lay citizens,

(Activity 5.7). It is proposed that a curriculum

coordinating committee be formed that includes educational

representatives of each major curriculum and student
services area within the existing school structure, and
lay representatives in each of the curricular areas

(chosen on the basis of their occupational skills).

The function of this committee would be:

1. To establish the specific format, representative
base, and to establish clear definitions of function
authority, and responsibility of each defined
curricular area committee.

2. To assist the superintendent the following year
in selection of individual members for each of

the curricular advisory committees.
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It is proposed that this committee ke established on a
permanent basis to meet as necessary and to make annual
reports to the superintendent and to the Board of Education
on matters pertaining to the relevance or relationship of

curricular natterns to community needs.

Activity 5.5 Define character of school/neighborhood
% School Year The initial activity in the process of improving school-neigh-
1970-71 borhood community relationships must be a cooperative analysis

on a school~by-school basis of those factors which are unique,
or which characterize each school as an individual entity. The
cooperative analysis must involve school staff, administration,

and parents. The product of the first year activity shall be:

Te A written statement of characteristics unique to that

particular school.

M.

2. A specific plan for organization and initiation of an
individual school advisory committee. B
3. The method for insuring a representative base, and
defining committee responsibility and authority, indicat- ?
ing necessary adaptations from the normal committee
pattern deemed necessary to meet the unique needs of :}g
the particular school. ‘}f
A
Activity 5.6 Develop interagency information register ~1,
Fall 1967 Refer to Activity Series 18.0. =5
Continuing ]
-
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Activity 5.7
School Year

1971=172

Activity 5.8
School Year

1971=72

Establish curricular area advisory committees

This is the responsibility of the Board of Education.

It is proposed that the advisory committee described

in Activity 5.4, begin functioning no later than this
time. The function of the curriculum advisory committee
shall be to organize individual subject area sub committees

whose task is:

1. To provide for lay involvement in district curricular
development
2. To provide a means for interpretation of curriculum

to the community through informed individuals
other than those directly connected with the
educational establishment

3. To participate in the process of formulatinz distric’

educational objectives (Activity 1.6).

Establish individual school advisory committees

During 1971-72 it is recommended that individual school
advisory committees be established. Basic guidelines for
their crgation were to have been defined under Activity 5.5.
It is suggested that the advisory committee include
representatives of existing groups such as PTA and Booster
clubs. Activities 5.13, 5.1L and 5.15, as such, are not
activities but rather are criteria or statements of purpose
for the functioning of the individual school advisory
committees. Activities 5.13 and 5.1k are self-explanatory.

Activity 5.15 refers to the fact that the Needs Assessment

II-63

et et Lt s i & o e el

N

-



memzzr -

Activity 5.9

197

Activity 5.10
1969-70

Continuing

Activity 5.11

Fall 1972

o~ i’y & P
P g R e

defined a need to take advantage of available resources

within the commnity other than those specifically within

the functioning of the formal educacvional process. This
process is used by the Fountain Valley School District,
Californiae. Periodically a questionnaire is sent to all

parents within the school community asking them to indicate
particular skills, occupational areas of information and exper-
tise and express their willingness to participate in the
educational process. Considerable local talent is used in

this program. Wawona Junior High School in Fresno has

initiated such a program.

Include representatives of existing groups

Establish and maintain interagency information register

Beginning in the school year 1969-70, and extending
indefinitely as has been previously described, a Community
Data Register is developed in conjunction with pertinent
agencies involved in the educational process within the

Fresno metropolitan area.(Activity series 18.0). A particular
interface is indicated with Activity 5.15, although 5.15
concerns individual school advisory committees. Information
provided through Activity 5.10 is also intended to be made

available to those functioning at the individual school level.

Formulate individual educational objectives

At this time, pilot schools should be beginning the process

TI-6L
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Activity 5.12
Spring 1971

Continuing

Activity 5.13
1972-73

Activity 5.14
1972-73

O ey s

of formilating individual student educational objectives.
This activity, as described in Activity 5.0, is directly
coordinated with Activity 7.20 (Teacher Role), and should
be done cooperatively with the parent, pupil, teacher,
and principal. This activity was included as part of
external comminications since it was strongly implied

in Needs Assessment documents that additional effort
needs to be made in the area of individual parent-

school communications.

Participate in formulation of district educational objectives

The curriculum advisory committee developed in Activities
5.4 and 5.7 should actively participate with district per-
sonnel in the forming of specific educational objectives.
Although the solution model indicates the process as a
given period in time, thereis an obvious interface at this
point with the continuing process of developing and re-~
vising educational objectives (Activity 1.6). It is
anticipated that this curriculum advisory committee
utilizing its specific area subcommittees may serve in

such a contimuing capacity.

Provide a direct and personal channel for information

input and output

Serve in an advisory capacity in the development of the

school program
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Activity 5.15

1972-73

Activity 5.16
School Year

1973-Th

Activity 5.17

Soring 1974

Activity 5.18

Spring 1975

Activity 5.19
Fall 1976

Continuing

ey e T w P m——r Y S

Identify resources to be used in school program

Evaluation

As the individual school advisory committees are organized

and begin to function, a process evaluation will be necessary.

It is anticipated that by the school year 1973-7L some

experience will have been achieved (Activity 7.22) and a

reasonable evaluation might at this time be effectively

accomplished. The evaluation should include:

1. The extent to which the organization of the individual
advisory committee is realistic and effective in terms
of operation.

2. An evaluation of the general effectiveness for the

purpose of determining whether the advisory committee

shall be required of all schools or shall be optional.

Evaluation report

At the end of the school year 1973-7L it is anticipated that
a final evaluation and recommendation document shall be
published for the purpose of guiding the board in a decision

on policy regarding school advisory committees (Activity 5.18).

Adopt district policy statement in regard to_individual school

advisory groups

Expand involvement in advisory committees as management account-

ability expands

It is anticipated that during the school year 1975-76
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modification should be made in the existing advisory
comnittee structures as the processes of the manage-
ment accountability expands within the school district.
No specific recommendations are presented at this point
since developments in this area of parent-school
relationships are difficult to anticipatc past a

period of five to ten years.
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"The most important part of the school
curriculum is too important to be left to

chance. Our very survival in an antomated,

time-on-our hands, urban-centered society

is dependent on this. Now, more than ever,

one must have respect for the attitudes,
sensitivity, pride, and personal worth of
one's fellow man, If we do not succeed in

reaching out to each other and caring about

each other, then there probably is not too

much point in the other school objectives or

in succeeding at anything else',
Education Now for Tomarrow's World
Report of the CASSA. Administrators
Curriculum Committee May, 1968

ACTIVITY SERIES 6 INVOLVE STUDENTS AND PARENTS IN CURRICULUM
STUDY
Rationale

Parents are concerned with what is taught in the schools. The
Speak-Up sessions conducted by Project Design clearly indicated that
parents in all parts of the community want the schools to teach their
children to read. Beyond this, parental concern with curriculum varied
as to what topics should be covered, but, though they lacked uniformity
of concern, they were in no way apathetic toward current school offerings.
In most cases parental concern is directed in two ways; either add something
to the program (family life life education) or drop something from the
program (sex education). When parental groups say nothing about a program
being offered it can mean either they are satisfied with it or, often, they
did not know the schools were doing it. Even though parents have valid
concerns about the school program, there is at present no readily accessible
means by which the parents can share their ideas in program development

with the schools., Instead, if enough parents, and not necessarily a
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majority, huve a common concern about an anticipated change they can either E- !
call the teacher, principal or superintendent, and voice their concern. ‘
Souie descend upon the Board of Education as a pressure producing emotion-
laden mass. In neither case is there much opportunity to discuss the values
with which they are really concerned., The fact that many proposed curriculum
§ changes do result in either individual or group confrontation discourages

the schools from initiating program changes in areas where the need for

e AT CEATREC T ED

Students also, especially at the upper grade levels, are concerned

change is clearly perceived. E
with what is taught in school. This was shown by the Student Speak-Up i[
conducted by Froject Design. It is no surprise to learn that to a large
extent their concerns were the same as their parents., They clearly iE
recognize the need for achieving reading competence, but thereafter their

curricular interests vary. They did, however, express a desire for more ii

courses that deal with interhuman personal relationships. They seem to be

more aware than their parents or school persornel of the need to learn lt

how to live with other people. B

At the present time students have virtually no opportunity to -

participate in curriculum development programs and they see little chance -

& e R A B g W 2

of being participants in the program. When any of them seriously question

the relevance of a specific program they are often told that the material

being presented is something they will need in the future. Although this

. is often true, the material is irrelevant to the student at the time he is |

involved taking it. When a student views parts of the curriculum as

i
o

irrelevant, he usually just turns school off for that period of time and

P
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tunes in again when the program is seen by him to meet his needs. Recently
there has been some student action directed toward program development

but such incipient responsible action all too often degenerates into "demands"
and emotional confrontation with the value of common concern for meeting

educational needs lost.,

Activity Series 6 describes a series of activities that can be taken
to involve both parents and students with school personnel in program
planning, Implementation of the procedures proposed in Activity Series 6
will result in the following:
1. The district will receive on a regular basis a report from
a parent-student group reviewing the current school curriculum
as they see it. |

2e Parents at every grade level will be in close contact with
the schools on a regulaxr basis for the purpose of discussing,
the school curriculum.

3. A specific mechanism will be established whereby parents and

students can make constructive suggestions for curriculum

modification.

be A specific mechenism will be established whereby curriculum
modifications proposed by the district can be described for

students and parents with ample opportunity for explaining

why such modifications are proposed.

Activity 6.1 Begin curriculum improvement study
Fall 1969 Specific commitment on the part of the administration

to develop a more relevant and current curriculum by
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Activities
6.2, 6.3, 6.4
Fall 1969 to

Spring 1970

Activity 6.5
School Year

1970-71

involving parents and students should be made. A specific
needed action is assigning at least one person to supervise
the implementation of the curriculum development activity
developed by Project Design. This person should be familiar
with, and work closely with those involved in the develop-
ment of, educational objectives (Activity 1l.4). This person
will also be responsible for selecting additional perscnnel
as described in Activity 6.2, 6.3, and 6.4 to assist in
designing this program of curriculum development. This
person should become totally familiar with the present

district operations related to curriculum development.

Select an advisor for elementary curriculum

Select an advisor for secondary curriculum

Select an advisor for guidance services

Design a specific process by which parents and pupils are

involved with district personnel in curriculum development

This activity is strictly a design phase., The four persons
selected (Activities 6.1, 6.2, 6.3 and 6.4) are to develop
a specific detailed plan of what they intend to do and how
they will accomplish it in the succeeding parent and student
involvement, This designing will have to involve teachers
and the currently existing curriculum committees and
district curriculum council, Inasmuch as these groups

have virtually had total responsibility for curriculum
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Activity 6.6
School Year

1970-71

development in the past, and indicated change may appear
threatening or be interpreted as inadequate performance
in the past. These groups will have to be involved in the
designing of the plan in such a way that they can see the
parental and student information input as an aid to their

decision making.

Consider student selection

This is a task requiring special care if meaningful involve-
ment is to be gained., These students should not be repre-
sentative of any one group, such as student leaders . They
should not be selected from the top of the class only.

A special effort should be made to include some students

who have high aptitudes yet demonstrate relatively

low achievement. These are the students who are most apt

to be viewing our present curriculum as non-relevant to
their needs as they perseive them, This is a very difficult
thing to do. It will not be the job of the curriculum
development group to change these students! attitudes but
rather to respect them and gain from the students informa-
tion needed for developing a more relevant program. In a
word, diversity is needed in student representation. The
student involvement should be'done in such a way that the
students are clearly allowed to understand that they are
contributing, not just condoning prior decisions made by

aduits.
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Activity 6.7
School Year

1970-71

Activity 6.8
School Year

1970-71
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Consider the degree of parental involvement

Here the designing group is moving into an area where they
will have to make decisions for which there is no clear
precedent. Productive, responsible adults do not

want to serve as members of advisory groups where their
only permitted function is to approve and never disapprove
that which has been decided by others. Some means must be
developed to convince participating parents that their
contributions are being sought. Parents have information
that school personnel may interpret differently and

school personnel need concern themselves not only with

the information, but the interpretation of it as well, in
order to design effective curriculum that meets current
needs of the district. In no way should this group feel
subservient or superior to existing lay advisory groups

or organizations like Boosters or PTA. Their function
must be clearly shown as giving significant advice in
curriculum development so that the school program meets

community needs as viewed by parents,

Consider effects on present program

In designing this additional information input system
for the total program of curriculum development, our
present program of curriculum development must not be
ignored. Initially, parental and student function must

be supplementary to present curriculum development

1176

o —

"*ﬁ:ﬂ

—1 e oW s Y

P

'

[t

A e ban e

P A [NV



[ e e e i

Activity 6.9
School Year

1970-71

Activity 6.10
Spring 1971

procedures. It may be that some time later (Activity
6.16) significant changes in the present program of
curriculum development may be proposed, but earlier

changes would be premature.

Consider existing constraints, i.e., laws, board policies,

dollars

District personnel, responsible for designing this program
of parent and student involvement, must take care not to
establish a lay group that is a pseudo Board of Education
assigned curriculum responsibilities. The advisory nature
of the group must be emphasized. All board policies re-
lating to curriculum development must be in harmony with
any determined action of these groups. In designing how
the groups will funetion, any and all costs must be
considered, and when presenting the final plan for imple-
mentation the plan must include budget considerations such
as substitute teacher use or travel time if it is deemed
necessary. Secretarial time and materials for producing

sequential reports of activities are a must.

Submit plan for district implementations

The tentative plan for involving parents and students
should be presented to the administration for approval
and implementation. The plan, developed by district,
elementary, secondary, and guidance personnel, should have

considered in depth each factor listed in Activities 6.6,
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Activity 6,11

Spring 1971

Activity 6.12

Fall 1971

Activity 6.13
Fall 1971 or

Spring 1972

6.7, 6.8 and 6.9. All activities subsequent to Activity

6.10 would depend on the specific plan presented at this

point,

Determine schools to be involved involved in pilot

The nature of the plan developed in Activity 6.5 will
deterniine the scope of the pilot program. It may be

that the decision will be to gain district wide in-

formation or perhaps begin the program on a more limited

basis., This recommendation can be made by those who

design the specific plan to be followed.

Select individuals to serve as members of student and

varent curriculum advisory committees

The actual selectior: process will be determined by the
group designing the plan, The method will depend upon
the scope of the program and the actual selection
should be made by the designing group utilizing the
advice of principals, PTA, Boosters and guidance

personnel.

Establish parent and student groups

Pre~school through grade three/Curriculum Advisory
Committee (15 members).

Grade four through six/Curriculum Advisory Committee
(9 members).

Grade seven through nine/Parent Curriculum Advisory
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Activity 6.14

Fall 1971 or
Spring 1972

Comnittee (9 members).,

Grade ten through twelve/Parent Curriculum Advisory
comnittee (9 members).

Each committee member should serve a three year term.
This will develop continuity of committee membership and
allow the individual committee members to observe the
continuity of the curriculum as it extends from one

grade level through others. The initial assignment to
the comnittees would have to be staggered so one-third of
each comnittee would be new each year. It is recommended
that the committees be relatively small to encourage
participation and dialogue by each committee member,
Small committees would also make out-of-district

travel more feasible if the committee became aware of an
exemplary program they wished to view first hand. If

the design+ e to develop this committee structure,

the district's elementary representative would supervise
the activity of 24 parents and the secondary representa-

tive would supervise 18 parents and 18 students.

Establish a single advisory group representative of each

individual parent and student committee

This would be a seven member coordinating group consisting
of one representative, parent or student, and a representa-
tive of the district's curriculum development department.

It is likely that this would be the same person identified
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activity 6.15

Spring 1973

Activity 6.16

Spring 1973
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in Activity 6.1. This grcup would have the responsibility
for coordinating the activities of each curriculum advisory
conmittee, producing specific reports and evaluating the
effectiveness of thie type of involvement., The individual
committee and coordinating group would first function

during the 1972-73 school year, and each subsequent year,

roduce a report on curriculum development and modification

1t would be the responsibility of the coordinating committee

to produce the final yearly report on the current district
curriculum, This report would make recormendations for
maintaining, modifying, adding, or deleting material
related to our present curriculumn. The reports would be
advisory only and should include considerable rationale
for any proposed changes., Another aspect of the report,
especially from the student input, would be corments re-
lative to methodologye. Special care will have to be taken
to insure that the report relates to curriculum relevance

and not individual teacher evaluation,

Evaluate function of committees in terms of structure

and quality of product

At the end of the first full year of committee activity

there should be an evaluation made of the committee product.

This should focus on how well the committees functioned.
It is too soon to say how well the product can be used by

the district in curriculum development, The evaluation
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Activity 6.17
Conclusion

of each year

Activity 6.18

School Year

1973=74

E Activity 6.19

Spring 1974

is related to the plan developed in Activity 6.5 and

how well it was implemented. The evaluation may include

some specific recommendations for structural modification

in the committees and suggest some changes in how they

transfer generated information to the district.

Submit recommendations for curriculim modification

The coordinating cormittee, as a part of its regular
annual report, should submit specific recommendations
or describe areas of concern to the curriculum council

and to the specific subject or grade leve committees

in the district for consideration in their ongoing function

of program development, (Activity 1.11),

Continue activity on an annual basis

Evaluate committee effectiveness

The evaluation of the second year of the pilot program
would be produced this year., The evaluation could now
include statements relative to the use of the first
year product (Activity 6.17). Specific recommendations
as to the ongoing parent and student involvement would
be made, and the basis for future ongoing evaluation

reports would be established.
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1City schools as they now exist largely
confine students to sitting in boxes
with the choice of acquiescing to teacher
demands or getting out."
~- TEACHING AS A SUBVERSIVE ACTIVITY,
1968

ACTIVITY SERIES 7 MODIFY SCHOOL OPERATION STRUCTURES TO
FACILITATE INDIVIDUALIZED INSTRUCTION

Rationale

Responsibility, decision making and accountability must all be
integral parts of any defined role. ' When these three factors are
assigned to different management levels none of them can be effectively
accomplished. It is not reasonable to hold the teacher accountable
for student performance when the principal has decised how the teacher
shall assist the student in gaining identified objectives; neither is
it reasonable to hold the principal responsible for individval student
performance in objective achievement when the student follows a program
designed by just the teacher. At the school level the teacher and
principal should each have a clearly defined role so that each under-
stands those things for which he is responsible, what decisions he shall
make, and how he will be accountable for what he does.

Activity Series 7 really consists of two parallel activities, one
developing the principal's role, the other developing the teacher's role.
They should be viewed together for the interface between the two is
constant. The program within the school is not a line and staff oper-
ation. It is a team effort in which each member of the team performs
certain functions that aid students in achieving educational objectives.

When the students in the school succeed it is because each member of the
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team performed effectively; if students fail to achieve reasonable
objectives related to their needs and capacities to learn it is
because the team failed. Each member of the team (principal and

teacher) must be held accountable for accomplishing his assigned

tasks .

This definition of function is most important at the school
level for it is here that the student is placéd in intimate personal
contact with the commnity's public educational services. All school
district activities exist only to make the student/teacher contact
effective. Clarification of what teachers and prinecipals do is tﬁe
prime function of management accountability, a major configuration

of designing educational improvement.

Activity Series 7 describes a series of related activities
that should take place to define the furr tions of principal and
teacher in such a way that each clearly understands what the other
is to do. These activities can and should begin at once. They
would be effective in our traditionally staffed finger~-plan buildings
of self-contained classrooms, and will be effective in our open
space structures where a differentiated staff is implementing an
ongoing, non-graded individualized program. The implementation
of Activity Series 7 is vital to developing schools that can
effectively serve the needs of today's students and the students

who must be served in the Yyears to come.

Activity 7.1 Initiate changing the principal's role

Fall 1969
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Activity 7.2
Fall 1969

Activity 7.3
Fall 1969

Activity 7.4
Fall 1969

Initiate changing the teacher's role

Accept in principle the role of the school principal as

defined by Project Design

This involves a reduction in the emphasis of the current
role as school manager and an increase in the role of
the principal as the educational leader of the school.
It also means the principal becomes responsible for
developing the educational program of the school as the
district assigns this responsibility to him by relieving
him of some of the routine managerial functions that

can be done as well by other persomnel or machine. The
complete descritpion of this role is found in Volume B
of this Educational Master Plan. The role will be further
defined as the implementation of Activity Series 7 is

accomplished.

Accept in principle the role of the teacher as defined

by Project Design

The role of the teacher is changing at the present time..
Changes are occurring as new media and materials

dictate new methodology. The role is also changing
because of the introduction of paraprofessional staff
into the classroom. Changing patterns in the use of time
also cause a role change. These influences, along with

others, make it impossible to state unilateral specific
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Activity 7.5

Spring 1970

or Fall 197
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job descriptions for teachers in general. It can be seen,
however, that increased flexibility of staff utilization,

time utilization and media allow the teacher the oppor-
tunity to define educational programs for specific students
rather than just classes. With the inevitable variation

in nrograms that occurs when each child has an individual

set of objectives designed to meet this personal needs, the
teacher will have to smend more time in evaluation of nrogress.
This evaluation is not primarily for grading as in the past,
but becomes an integral part of program planning. The role
of the teacher is perhaps best seen as an educational diagnos-
tician and a designer of the dynamic environment exposure

that best serves the student's needs.

Select personnel for training and specific role definition

development

This step is perhaps the most crucial one in the implementation
of these activities leading toward role definition_in the schools
of the future. These personnel will have the dual responsibility
of specifically identifying and implementing education roles
different from those in effect today. They will have to do this
while they continue to serve their present roles. The person-

nel needed for this operation are those who are doing a good

job now, recognize they are doing a good job under the present
conditions, and yet realize that there are unlimited opportunities
to do better by doing things differently. It is unlikely that

the entire staff of any one school would meet these criteria.
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Activity 7.6
Fall 1971
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It may be that people from several different schools
may have to be selected with the understanding that they
will become leaders to implement this program in
selected pilot schools. The number of people chosen for
this inlitial training and development period will
depend upon the number of schools in which the pilot

is to be implemented. The training program will take
one full school year and be divided roughly into two
parts. The first part of the year will be spent
primarily in role definition (Activities 7.6 to 7.13)
and the second part of the year in program preparation
(Activities 7.1L to 7.21).

lefine relationship to the community

The responsibility for making this definition is
primarily the principal's. He will have to become

aware of the conditions that are unique to his specific

school. This means knowing the SES (socio~economic status)

of the immediate neighborhood, what people do for work
and recreation, what aspirations they have for their
children and perhaps most important of all, what they
expect from the school. The principal then must make
his teaching staff equally aware of these values. The
principal must not only convey commnity values to the
school's personalized interest in the community. This
may be more difficult than getting information because

for many years an apathy to school involvement has
developed in many parts of our community.
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Fall 1971

Activity 7.8
Fall 1971

Activity 7.9
Fall 1971

e

Define relationship to central office

Even though the district will have given the go-ahead to

the program by this time, one can expect difficulty in
defining this changing relationship. The mechanics alone
computer programs, standardized forms, traditional central
control of resources, etc. = will make this a trying

task. It may be necessary to establish a separate budgeting
record for each selected pilot school. It will be the
principal's responsibility to keep this information channel
flowing freely. Effective commmications during the entire

development phase is essential. Neither the Central Office

nor the pilot school principal should receive many surprises.

The principal's relationship with the central office will be
essentially liaison between programs developed by teachers

and resources distributed by central management.

Principal define relationship to school staff

School staff define relationship to principal

Activities 7.8 and 7.9 must be concurrent. It

will require some in-depth analysis as to what the
educational program of the school is to be. The principal
must supply the information relevant to the unique needs
and values of people to be served by the school, and the
staff must supply information as to specific educational

objectives to be accomplished and the methodology by which
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they feel tasks can best be done. These activities are
ongoing and are done with the understanding that they
will never fully be completed. Any school program is

a dynamic operation and should be. The principal/staff
relationship should be such that opportunity for effective
change is built into the relationship. As new tasks
occur they must be done by someone and, equally important,
as certain tasks become irrelevant they should be
eliminated. The mutual examination of all tasks to be
performed produces the best chance of assigning tasks

to those who can best perform them.

Teachers define relationship to others on school staff

This activity is closely related to Activities 7.8 and 7.9.
The difference lies in making the best use of personnel
other than the principal and teacher. The degree to

which the school uses auxlliary non-certificated staff
will determine the amount of activity, as will the use of
teaching teams and departmentalization. This activity
will involve declsion making as to who can best and most
economically perform certaln tasks. Examples of items

to be considered will be generating supply orders, ordering
films, supervising yard activitlies, guiding small group
activities, designing field trips, preparing written
materials, supervising the learning center, coordinating

use of space in open space buildings, etc.
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Activity 7.11
Fall 1971
Continuing
into

Spring 1972
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Teachers define relationship to parents

There will be two aspects to this activity. First,

the teachers together should determine to what extent,
and how,they wish to involve parents in the process of
educating the child so that when they actually approach
parents the operation is coherent and organized. Second,

the teachers personally contact the parents.

The first activity must be done in cooperation with the
principal. He must know specifically how parents are to

be involved. The teachers must also design methods of in-
forming parents in a positive way of their child's progress
to date so they can realistically participate in the prepara-
tion of an educational program for their own child. Decisions
will have to be made as to whether the teacher goes to the
home or the parents come to the school. All questions
related to when to contact, where to contact, how long to
contact, and degree of decision to be given to parent

should be answered by the teachers before any of the second

part of this activity begins.

The second part of this activity must be carefully executed.
Historically, a school/parent contact that is initiated by
the school frequently means trouble. Usually the child

has done "something". The parents then respond in a

variety of ways, very few of which are positive.
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Sometimes the parent sides with the school which does

little to strengthen family ties. Sometimes the parent

sides with the child and together they view the school

LI R PR S O

as an oppressive inhuman educational machine, or, some-

(S S ——

times worst of all, the parent supports the school in
front of his child but inwardly questions the wisdom

of school decisions and effectively alienates himself

from both scheool and child. This pattern of past parent/
school relationship must be considered before teachers
approach parents for significant involvement. The
institutional threat of the school, while common in all
parts of the community, is most pronounced in low socio=
economic and minority commnities where any agency is

viewed as a threat. It is anticipated that tact, patience,

and frustration will be the components of this initial
program of involving parents as the personal representatives
of their child in deciding what the child's future in

school shall be.

It will be easy to decide to abandon Activity 7.11 and
the temptation to do so will be great. However, misunder-
standing and non-relevance are two of the school's major

weaknesses at the present time. ‘Meaningful dialogue

between parents and teachers is the best way. to overcome
these weaknesses and this activity is vital to the
development of educational programs that meet children's

needs and are understood by the schools. There have been
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and are now some instances of significant cooperative
efforts in education between school and parent. Private
schools do this extensively and it is being done in
Fresno City Schools at the nursery, preschool, and
kindergarten "follow through" programs. It is not easy
to change an attitude developed through several genera-
tions, but that attitude of separation of school and

home must be changed and only teachers can do it.

Teachers define relationship to students

Fall 197 This activity is one that could easily be overlooked. Many
teachers feel that they already understand their relation-
ships to the student and that their present understanding
is satisfactory. Teacher/pupil relationships were examined
in depth by Dr. Don Delay in Project Design's Needs
Assessment Publication No. 18, Teaching(Learning Processes.

A major conclusion from this investigaiion is "A
sound basis for learning should be predicated upon
creation of behavioral change resulting from the
acquisition of information which has personal
meaning. In the process the student must:

a. Learn to select from a breadth of
alternatives and to accept the
responsibility for his choices.

b. Be actively involved in the learning
processes.

c. Develop tools of inquiry.

d. Be motivated intrinsically rather
than extrinsically.

€. Feel confident in his own learning
skills because the teacher believes
in his ability to learn; self-esteem
must exist for instruction to be
offective.

f. FIe allowed to participate in a
learning design which is a con-
tinuous human process reflecting
open-endedness,"
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The examination of this publication, along with others

such as Glasser's Schools Without Failure, should be the

beginning steps in this activity. Together, teachers
will develop methods by which students really do partici-
pate in the design of their own educational programs.

The tzachers should conduct this activity in such a way
that students along with parents (Activity 7.11) are the
designers of personalized educationa. "rograms based on
goals and objectives that students themselves see as
relngnt and as attainable with their own skills. The
general change in teacher role at this point is a emphasis

shif't from "teacher teaching" to "student learning".

Define professional responsibility

As the various roles of school personnel are developed in
Activities 7.6 through 7.12, it will be the responsibility
of those involved in making those definitions to share |
them with the rest of the profession. This must be done
at least at the local level so that all members of the
Fresno teaching staff can understand what is happening in
the pilot schools. If time permits, the results should
receive a wider dissemination by means of conference
participation, workshop organization and through profes-
sional literature. The dissemination should be made in
such a way that response is encouraged and these responses

can add to the continuing process of role definition.

B
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Activity 7.1L
School Year

1971-72

Activity 7.15
School Year

1971=-72

Schoel Year

1971=72

Activity 7.1
School Year

1971=72

~

Initiate extensive communications with lay groups and

individuals

This activity will be initiated by the principal. At first
it consists of describing the ongoing planning activities
and making people aware of the desired outcomes. As
specific pilot schools are identified, parent groups associ-
ated with the schools are involved. As opportunities
present tinemselves, final plans should be widely dissemi=
nated in the commnity through luncheon club talks, press,

and any other media.

Report activities -== receive information - procure

resources
These are ongoing activities of the principal following

ACtiVity 7 07 .

Consider budget constraints

The responsibility for observing budget constraints lies
with the principal. The allocation of budget resources
within the school will be jointly done by principal and
gtaff. This will involve making value judgments and

be the initial step in developing Program Planning Budget-
ing Systems (PPBS).

Principal aids and supervises staff planning activities
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Activity 7.18 Identify educational objectives

School Year The staff should state, behaviorally if possible, what

1971 -72 specific objectives they want - students to achieve
(Activity 1.6). These will vary from those
applicable to all students, like a degree of increasing

reading accomplishment, to individually designed objectives

1

tailored specifically to student desires like making a

[ S
1 ]

paper-mache puppet with arms that wiggle.

Activity 7.19 Identify resources

School Year Resources to be identified by the planning group include
1971=72 the following:

a. People As specific activities to be performed are
defined, consideration should be given to the training
and skills required for proper performance. It may
well be that many things can be done by non-certificated
personnel, and in many cases even the services of parent

volunteers could be considerede.

» be '&iggg Items to be considered here will depend on

- availability of materials currently present in the
district and the specific methodolagies to be used.

Care should be taken in the selection of things to

be sure that each item selected will actually contribute
] to the achievement of stated objectives. Consideration

- should be given to things available in the commnity
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. at large as well as in the school. In some cases

it may prove less expensive to make a field trip
than to bring materials to the school.
This operation must be closely correlated with

Activity T7.16.

Time This is the most limited resource and the
one over which the staff has least control. As
educational objectives are identified and given
priority, time should be budgeted on a corresponding
priority. If specific items having time constraints
are used, such as films or field trips, the time

involved should be carefully considered.

Another time consideration is made in developing

the sequence of presentation. Evaluation procedures
must be determined in advance and sufficient time
allotted for administering evaluation instruments,
examining the evaluation and making effective use

of it., If all evaluation procedures

are left to the end of the program much of their

potential use is lost.

Design specific educational program for each individual

student

This activity is primarily a teacher responsibility. It

should be done in cooperation with both student and parent.
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Activity 7.21

Spring 1972

Activity 7.22

Spring 1972

The final program should include the following things

with a general description of how each is to be

accomplished and evaluated,

1« Objectives determined by the district for students
of that grade level.

2« Objectives determined by the parent as relevant
to their child's needs.

3. Objectives determined by the student as things he
would like to do.

L. Objectives to be accomplished by the class as a
whole,

5. Objectives to be accomplished by subgroups within
the class.

6. Objectives to be accomplished by the student as

an individual,

As the individual student programs are completed they are

to be submitted to the principal for approval and/or

modification before being implemented in the year following.

Principal approve teacher-designed educational programs

Develop advisory committee for pilot schools

As the planning activities have been going on, the principal
should be in constant communication with lay people related
to the school (Activity 7e14). As the time for implementing

the program approaches it may be desirable to establish a

117 G
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Activity 7.23
School Year
1972-73

Activity 7.2L
School Year
1972-73

AW i an S YEITIT v ——— T gl . ou 21 L PP

final means for communicating with lay people representing
the school. A district initiated school advisory committee
should be considered (Activity 5.8). It may or may not
have the PTA as its mucleus. Through such a group the
principal would have access to local opinion concerning

the program to be implemented and could respond to the
concerns expressed. Information gained would be made
available to the teacher who could then also benefit from

this communication channel.

Define the school program in lay terms

This is a supplement to Activity 7.11 that continues
through the school year as the new program is implemented.
It is anticipated that many questions will arise as
results of the new program are evident. It will be the
responsibility of the principal to allay fears and
reconcile misunderstandings that are bound to occur when

a long established traditional behavior pattern is modified.

Supervise program implementation

The principal is responsible for seeing to it that the
individual educational programs designed by teachers

for students are effectively implemented. Much of his

time will have to be spent in the classrooms with teachers
and students making firsthand observations of the teaching
processes. This will be necessary so he can make realistic

reports of progress (Activities T7.15, 7.23 and 7.31).
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Also, he will serve the role of educational leader and ;
should make constructive suggestions on the use of the

r various resources available. During this first year of
implementation, no plan should be so rigid that it cannot *
be modified; however, the principal must be aware of any

modifications that are made. By being personally involved

in the implementation process he will be better able to
. discern the strengths and weaknesses of the first year

- implementation.

Activity 7.25 Staff implement the program

School Year This is the staff counterpart of Activity 7.2L. However,

=

1972-73 there will be a greater emphasis on student response and
- input. This program will not appear as different to students
as the staff feels it is. Student's actions have tradi-

tionally been guided by the teacher and they will still

P SRR

expect that degree of direction. The problems that will
be faced by the staff during the first year of implementa-

tion have been well-described by Herbert Kohl in the

May/June 1969 issue of the Grade Teacher:

am ot et i i ok il i

As much as we desire to be open we also find
ourselves fearing that freedom will turn into
chaos. I remember telling my students that
they were free to choose what they wanted to
do, and then taking back that freedom in
moments of impatience, frustration and anger.
I remember fearing the opinions of other teachers
and losing faith in what I was trying to do,
I also remember moments when I felt empty of
ideas, when my pupils asked me what it was
5 possible to do and when I had nothing to tell them.
: Conformity and authority are sometimes very
tempting.

II-99 @ z




i

Activity 7.26
School Year
1972-73

Spring 1973

Activity 7.28

Spring 1973

Activi‘by 7 029

Spring 1973
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Particular attention should be given to modifying
statements of objectives and redefining individual
programs with students and parents as changes are

indicated.

Develop specific evaluation procedures

This will be a continual exercise in doing what is
possible., The initial program design, Activity 7.20

will have included means for evaluation, and the utiliza=-
tion of resources, Activity 7.19, will have indicated that
evaluation will take place. However, specific instruments
will have to be developed and finalized as the actual

student product is observed.

Complete ongoing evaluation

This activity is done by teachers and will be largely based

on cognitive gains and student adaptation to the program.

Report to parents

In addition to "grades", which will ultimately vanish,
there should be some summary statement of significant
accomplishment due to the involvement of the children
in the pilot program. This statement may well follow

the more complete staff evaluation process (Activity 7.29).

Evaluate total program effectiveness

This is an internmal activity involving the principal and
his staff. It would be wise to plan for additional on-

the=-job time for this task after school is out. This is
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Activity 7.30

Surmer 1973

Activity 7.31

Surmer 1973

Activity 7.32

Surmer 1973

when memory, evaluation facts, cognitive achievement
measures, indicated affective area changes, and pure emotion
must all be allowed to come into play. Every member should
look at the year's experiences in terms of the expectations
from the past the fall. The results of this internal

evaluation are the basis for next year's specific plans.

Report results of pilot in terms of Program Planning

Budgeting System (PPBS)

This activity is optional. It will largely depend on the
nature of budget reporting done in the district and the
completeness of records kept during the pilot on cost per
activity. Any figure presented at this time in a PPBS
report should not be taken as ongoing fixed costs for they re-
present "first times" and "lack of familiarity" experiences

which usually reflect higher costs.

Review school accomplishment

This is an assigned tack of the principal. This complete
review is the written report of Activity 7.19. It

should be given to the parents, students (depending on
maturity), school advisory committee, district administra-
tion and Board of Education. If at all possible it should
also be directed to an evaluator outside the district.
This written review of the first pilot year will serve

as an important tool in Activity 7.32.

Design second pilot year
This involves either re-doing or modifying Activities 7.6

210 © ‘ .
i
T SR SCANAN

- e sty g o e e o T R T wmE R ST R Mt T3 W OTISeS e TIT
ST TTeeITULT =t T T ey I S TR I R T ST TS AT e R =

s - N nn =




Activity 7.33
School Year
1973-T4

Activity 7.34

Spring 197k

School Year

197L~75

Early Spring
1975

aew el

T e e s T

to 7.20. In most cases the necessary modifications would

have been made as the first year of the pilot was implemented.

Activities 7.20 and 7.21 will have to be done each year.

Knowledge of effective techniques will allow some speeding
up of the program planning, but too much speed at this
point is not desired. These two activities describe the

initial parent/student/teacher contact and are the first

crucial steps in designing a full year's education experience.

Implement second pilot year

This involves repeating Activities 7.2L4 and 7.25.

Evaluate second pilot year

This involves repeating Activities 7.27 to 31,

Conduct third pilot year

Publish final evaluation of three-year pilot program

This final evaluation will be a summary of the previous

two evaluations plus what information has been gained

during the third year. It should be distributed prior to
the close of school so that all district personnel have
time to respond to it. This document would contain
recommendations, if any, for the district, with implementa-
tion of management accountability as the operational format

for all district schools,
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ACtiVity 7037

Spring 1975

Activity 7.38

Spring 1975

ACtiVity 7039
Spring 1975

Continuing

Activity 7.4O
Begin Spring
1975

Activity T.UL1
Begin
Fall 1975

Continuing

Secure Board of Education commitment to formally accept

the concept of management accountability as the operational

procedure at the individual school level

Modify district administrative procedures related to

individual school management to conform with Board of

Education policy

Continue to use management accountability in th9se schools

where it is established

Phase in management accountability as the school operational

format as trained personnel become available

There is a possibility that the phasing-in process may be
best done by following a specific group of students
through grade levels. The students and parents who have
been exposed to the opportunity to participate in responsible
decision making may be the best group to implement the
program at successive grade levels. Taking away oppcr-

tunities once given is usually hard to do.

Train district personnel to fully utilize the benefits of

management accountability

Such training would become an ongoing program and should
be provided, not only for staff currently employed, but

for all personnel new to the disﬁrict.
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"Training is everything. The peach
was once a bitter almond; cauliflower
is nothing but a cabbage with a college
education."

-=Mark Twain
ACTIVITY SERIES 8 DEVELOP A COMPREHENSIVE COORDINATED PROGRAM

OF IN-SERVICE EDUCATION

Rationale
Education is inseparably caught up in the tempo of change. It

is difficult to justify much that we do when we honestly ponder what
we already know of technology, of man's problems in his relations to
other men., Educators are responsible for generating the educational
productivity which will enable men to remain masters over their social
as well as their physical environments. Planning for change obviously
requires training for change. The school systems of the future will

demand significantly different training for their personnel.

In-service training has traditionally been an integral part of
any program planning. In many school districts, including Fresno City,
the in-service education of its staff members has been developed on an
ad hoc basis. As a need for a specific skill or competency develops,
a program for in-service education is initiated. In planning new programs
and making adjustments to established programs, the training of staff has
been an important segment of the planning process. Much training has

originated at the school level and has operated exclusively within a

given school,

On the surface it might appear that the change needed at the local
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level for the in-service program is relatively minor in comparison to

other problems of the district.

The Needs Assessment, however, identified need for sweeping changes
in the in-service program. Criticism included the need for organization.
Currently there is no single administrative division which has the
responsibility for in-service education in the district. Thus, there
is little coordination of programs currently operating or planned for
the future. There is no system whereby programs which contribute to one
another are coordinated in their in-service objectives. Operating on an
ad hoc basis does not lend itself to effective future in-service program

planning.

All staff groups identified specific concerns for the in-service
education they felt they nendeds The staff should have an ongoing program
in which expertise is evaluated and updated. As was stated earlier in
this volume, one of the five steps toward developing a superior staff is
that every person is properly trained to perform the task he is expected
to do. As the functions of the staff change, new expectations for
individual performance will demand a well-organized program of in=-service
training., In-service education has specifically been r mutioned or has been
implied in some phase of operation for each of the activity series
recommended in this volume. A total district commitment to progress

necessitates a coordinated systematic program of in-service education,

Activity 8.1 Board of Education makes a commitment to organize and

Fall 1969 control management of in-service education

This commitment would place a responsibility on the
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Fall 1969
to

Spring 1971

Spring 1970

district administration to organize and manage a
stronger in=-service education program. As one of

the accepted communicative agencies for community
involvement, the board must be in a position to

make suggestions to the district administration.

With such a commitment by the board, the communication
between the board and district administration would be

facilitated,

Continue present district operatiun of in-service

training

The conversion of the district's in-service program can-
not be accomplished overnight; because of the time
necessary to initiate change in a2 systematic manner,

the present in=service program must continue. The

need for such programs is not being questioned and
their continuance must be adhered to until significant

changes can be made.

Identify objectives of present in-service program

This would entail the listing of all in-service programs,
with an identification of those objectives which have
been stated for each. No attempt would be made at

this time to change or alter any objectives; the
activity would consist of gathering those objectives

which do exist.
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Activity 8.4
Spring 1970

Activity 8.5
Spring=Fall
1970

Activity 8.6
Spring 1970
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Consider present budget for in-service program

Budgetary items specifically related to in-service
programs would be identified. These expenditures

are a necessary ingredient for program evaluation.

Begin design of district-wide coordinated program

of in=service education

After identifying the objectives of the present in-service
programs, considering the present budgets, and examining
other in=-service educational programs, the design of a
newly coordinated program should begin. Coordination
should take place between all levels of district operation
including teachers, administrators, and students. The
design of the new program should be cocrdinated with the
interagency register so that in-service program neseds
external to the schools are identified. The initial

design of such a program should be completed in one year,
allowing for a continuing input during the year from
within and outside the district. A specific organizational
pattern for ineservice activities including its administra-

tive structure and implementation is the target.

Examine other in-service educational programs

On a county, state, and national level, successful
in-service programs chould be identified, with the
common elements which precipitated success identified

along with unique programs which show promise.
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Activity 8.7
Fall 1970
Continuing
Activity- 8.8
Spring 1971

- T e g

Design programs to accommodate identified needs E
Utilizing the administrative operational pattern establlished j
in Activity 8.5, programs in which identified needs for
in-service education exist are:

1. Objectives preparation = this was identified

in the Needs Assessment and is implied in

Activity 1.4 and specified in Activity 9.5.

2. Staff modification opportunities = this was
implied in the Needs Assessment and is identified
in Activity 2.7.

3« Minority problem awareness = one of the pri.ary
concerns identified in the Needs Assessment and

also specified in Activities 10.13 and 10.23.

4. Open space facility utilization - this has been
identified by the district and has been accounted
for in the preliminary budget for school year
1969-70.

5. Others from Needs Assessment - these would include
specific programs for adult and vocational education,
those who evaluate staff, those who initiate or are
included in new programs, those who need acquaintance

with district policies and procedures.

Budget for identified in-service education programs

As a result of the plamning procedure (Activity 8.5),

the selected in~-service programs would ther: be budgeted.
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Activity 8.9

Fall 1971

Activity 8.10

Fall 1971

Fall 1971

Begin phasing out present ad hoc system of providing

ine-service education

The continuing in=-service programs (Activity 8.2) would
be phased out as a result of the new design for the
program (Activity 8.5) and budgeted in Activity 8.8.
However, some programs would undcubtedly continue to
function if they met the new design and their continuance

served a justifiable purpose.

Continue development of centralized in-cervice education

program

In order to develop a centrally controlled program, a
centralized management structure must be established.
This office, department, or section must have as its
responsibility the over-all management and coordination
of all ongoing programs, and must plan to systemize the
meeting of future program needs. This suggests a
management pattern with a single administrative
position to have responsibility for the total

program. This would more effectively facilitate the
program in that one administrator could be easily

identified with these responsibilities.

Implement centralized in-service education program

on 2 limited basis

Those programs identified in Activity 8.7 and budgeted

in Activity 8.8, which could be implemented on a limited
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Activity 8.12

Fall 1971

School Year
1971 =72

Activity 8.1
Spring 1972
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basis would be initiated at this time. No programs,
however, even though on a pilot basis, should be
implemented unless they were in harmony with
Activity 8.7. One of the programs which would be

piloted at this time is Activity 8.5,

Select personnel

The selection process would normally include those
individuals who would be actively involved in the
program for which the education is being provided.
In some instances there would undoubtedly be
flexibility involved in personnel selection.
Selection should also include as many levels as
possible so that coordination of the product of

such programs would be facilitated.

Carry out training

The training program would not necessarily be confined
to any one school year, but if it did extend into

more than one year, an evaluation should be made at
least once during the year. One of the identified
pilot projects to be initiated this year is shown

in ACtiVity 2e7

Evaluate Results

This evaluation process would be based on objectives

determined in Activity 8.11., Although evaluation on

IT=113




[ O

Activity 8,15
Fall 1972

Activity 8,16
Fall 1972

Fall 1972

T e i

a longitudinal basis would of necessity be delayed,
progress evaluations should be m2de at the end of the
first year's operation. The evaluative prrocess must be
cornsistent with the guidelines developed in Activity
Series 9. The results of such an evaluation wculd be

input material for Activity 8.10.

Complete design for centralized program ¢f in-service

edqucation

The design for the program would be the result of
Activities 8,10 and 8,11« The limited programs which
were carried out the previous yecar after being evaluated
would become guidelines for the completed design. The
design for such a centralized program would not be
rigid, inflexible or unchangeable, Instead, at this
time the pattern for such a design would be identified
and the mechanism for change would be incorporated

into such a design.

Continue operation of centralized program

As was mentioned in Activity 8.15, the program would be

continuous, ongoing, and flexible to meet changing needs,

Develop a register of personnel with specific training

Throughout the district many individuals have had
educational experiences which could contribute to the
betterment of the district!s operation. Examples of

this would be teachers who have been involved in NDEA
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Institutes, National Science Foundation Institutes, and
other governmental training activities. It could also
include teachers who have traveled, attended local in-
service programs, or acquired special talents or
expertise in certain areas in a variety of ways. If
these individuals were identified, the district could
utilize their talents. Through this identification
process we could match areas in which there is a need
for such skills or expertise. A personnel skills registry
system would of necessity be a continuing process with
new skills identified as they are acquired. In order
to facilitate this procedure, data processing staff

should work closely with the personnel office.

Consider district credit

The design of an ine-service program must include the means
by which recognition for involvement is identified. The
utilization of acquired skills and talents would be a
basic means by which the professional educator could
experience this recognition. Other forms of recognition
vwhich would motivate participants should also be included
in the design. District in-service programs conducted
after school should be treated similarly to regular
college classes so the participant can obtaln both college
credit and/or salary remmeration. This type of recogni=-

tion, currently operational in the Los Angeles City Schools,
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Activity 8419

Fall 1972

Activity 8420
Fall 1973

Activity 8,21
Fall 1973

is based on the belief that programs initiated within

the district are just as likely to fill district needs

as are college classes. Participants in district programs
in Los Angeles may use ine~service credit for salary
advancement. Released time, or the inclusion of the
in-service program within the regular school day, would
further indicate Fresno's recognition of the value of

such a program.

Identify specific program needs
Each of the operational programs in the district would
continue te be evaluated and identified, This identifica=-

tion process would be an input to Activity 8.15.

Establish the in~service education program as an

integral part of the district management

This would involve a decision by the Board of Education
to establish a program unifying in-cervice components.
This decision would be considered as an outgrowth and in

harmony with Activity 1.6, the district objectives bank.

Relate training to personnel assignment

As special talents and skills are identified, the
matching of those having such talents to situations

in which such qualifications are needed must take

place .
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Activity 8.22

Fall 1973

Activity 8.23

Fall 1974

Activity 8.2
Fall 197k

Fall 1974

Fall 1974

-

Relate district in-service to salary

As was stated in Activity 8.18, salary advancement is
one form of recognition for those who participate in

such programs. Programs which would relate to salary
advancement would operate outside the regularly

contracted time for staff,.

Continue district-wide in-service education functions

utilizing centralized management

As changing in-service education needs are identified,
the programs would change to satisfy such needs. The
central management of such a program would have as its
sole responsibility the identification of needs, the
design of subprograms, the implementation of changes
deemed necessary, and should share in the evaluation

of the effectiveness of any changes.

Identify needed programs

Part of the continuing process identified in

Activity 8.23.

Design appropriate program

Part of the continuing process identified in

ActiVi'by 8 023 )

Implement program

Part of the continuing process identified in

Activity 8.23,
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Activity 8.27 Evaluate programs
Spring 1975 Part ef the continuing process identified in
Activity 8.23.
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"Educators seem to be in the business
of pulling up plants by the roots
everyday to see if they're growing"

-~Anonymous
ACTIVITY SERIES 9 DESIGN MECHANISMS TO EVALUATE PRECISE

ACHIEVEMENT OF EDUCATICNAL OBJECTIVES

Rationale

The evaluation of student achievement has been and continues to be
an area of great concern, as indicated in the Needs Assessment report.
A realistic appraisal of student performance is not required only for
identifying student strengths and weaknesses, but is paramount to the
evaluation of the program in which the student operates, and essential for
a more realistic evaluation of the teacher and administrator in their
roles as educators. An adequate testing program in which a realistic
evaluation of student performance can be accomplished would have a
positive influence on district operations, staff morale, student orienta-
tion, and parent understanding. Properly designed evaluation programs
should be viewed as opportunities and not as threats to individual

integrity.

If present trends continue, there is every indication that more and
more emphasis will be placed on evaluation. On the Federal level, as
more expenditures are used in local district programs, there is evidence
that increasing evaluative criteria must be included., This is dramatized
in the new gulidelines for compensatory education programs. These demands
are paralled on the State level. It 1s probable that in the near future
the State legislature will mandate a more stringent testing program

stressing an approach consistent with a Planning-Programming-Budgeting
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System (PPBS). Recently, Senate Bill 1, although opening the door for
innovative programs within the schools, also included requirements for
determining the success for such programs, The Green Act also mandated
a more stringent comprehensive evaluative system although allowing the

flexibility for districts supplying their own measurement instruments.

In local district operation the need for a more effective evaluative
system was emphasized in recent district programs such as Operation
Renewal, staff orientations at Wawona Junior High, and th¢ READ and

RAP elementary projects.

Cn each level ~ Federal, State, and local - the required basis for
evaluation is stated objectives, such objectives being defined as quantified
achlevements accomplished within a specific time period. These objectives
must also be stated in behavioral terms so that measurable determinates
can be made., As true behavioral objectives are established, the evaluative

task becomes an identifiable procedural operation.

The operational aspects of PPBS (Planning, Programming Budgeting,
System)mandate an investigation of the product or what is produced.
Within the Fresno City Unified School District the primary testing instru-
ment for evaluating the product has been the standarized test. Standardized
tests, however, do not take into account significant differences in the
community's cultural and economic characteristics., Also, standardized
tests are not available to measure the effectiveness of specialized or
unique programse. Another of the drawbacks in relying primarily on these
tests is that many educational objectives are not evaluated because of

their subjective nature., This is particularly true in the affective
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domain., A partial solution to this dilemma is to involve those who are
the closest to the students, the classroom teachers, who should participate
in developing criteria and procedures to make comprehensive evaluations

of every progrem within the total educational process.

To strengthen the current operation/evaluatior. process, Activity

Series 9 is recommended.

Activity 9.1 Select personnel to design format for test development

Fall 1969 and to supervise all committee activities and communication

In order to initiate an effective testing program, a

primary functional operation must be the selection and
appointment of a person who would have the respeonsibility

for the program. This position would include responsibilities
for organization, coordination and supervision of operations,
The designation of one individual would expedite administra-

tive procedures and tend to eliminate bureaucratic tie-ups.

Activity 9.2 Establish a test editing and coordinating committee

Fall 1969 consisting of: district personnel, college personnel,
and State Department of Education personnel

Establish a test editing and coordinating committee. A
suggested composition would include representatives

from all levels of district operation, college, and the
State Department of Education. Each of these would not
only contribute through its divergent frames of reference

to the actual test production, but through its participa-
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Activity 9.3

Fall 1969

e

Activity 94
Fall 1970
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tion the mechanies of an adoption of the testing program
would be facilitated, State testing guidelines would be
incorporated. College level thinking would reflect
current testing theory and practice, District personnel
participation would enhance base level acceptance for

effective implementation,

Establish committees for specific test item identification

in the following areas: Kindergarten - grade 3, grades

L ~ 6, grades 7 - 9 and grades 10 - 12

Establish committees for specific test item identification,
This committee would be divided into grade level operations,
with a suggestion for the first subdivision being a
subcommittee for each of these identified four grade

levels (K-3, 4-6, 7-9, 10-12), A further subdividing

into subject areas and grade level divisions would

probably be necessary. Specific suggestions for sub-
committee formation are not given because of the desirable
flexibility necessary for an effective organization. The

committee should, however, consist exclusively of teachers.

Develop familiarity with present instructional program

in the district

Initiate an orientation process to acquaint members of
the committee with current. operational programs of the
district, the district's current objectives, and other

background knowledge.
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Activity 9.5
Fall 1970

Spring 1971

Receive training related to the developing of educational

objectives

This committee would undergo an intensive in-service
program related to the development of educational objec-
tives. This in-service program would include many other
participants. The development of educational objectives
was identified in the Needs Assessment as a priority pro-
ject for district attention and is indicated in Activity
8.,7. Concurrent with this training the committee parti-
cipants would begin to function as the primary test

construction agency.

Produce grade level tests of uniform design

The coordinating committee would have as its primary
responsibility the production of grade level tests. In
order to achieve this primary responsibility the input

of questions from the grade and subject committees

would have to be coordinated between the disciplines,

and articulated between grade levels. Establishing of
continuity showlng sequential relationship of learning
progression would be a functional change to this

committee, Questions relating *o basic factual understand-
ings would be followed in subsequent grades by questions
which would, if answered correctly, indicate an understand-
ing of progressively more complex ideas and conceptual
material., Relations between subject areas would be

stressed through questions concerning such relationships,
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Activity 9.7

Spring 1971

Activity 9.8

Fall 1971

Activity 9.9

Spring 1971

Activity 9,10

Spring 1971

-

Gather and submit specific item for inclusion in district

grade level tests

Specifically the various grade level, subject area
subcommittees would gather items to be considered for
inclusion in the firal test. This committee would be
responsible for the identification of specific test
questions for each grade and in each subject area. The
four grade level committees would also serve as the first
screening mechanism, filtering out those questions which
were not consistent with established district objectives.
The specific test questions which survided this initial
winnowing process would then be passed on to the coordina-

ting committee.

Examine proposed tests for sccuracy and continuity

This test would then he sent to the various grade
subject committees to be examined for accuracy and

continuity.

Deliver completed test to district for administration

to every student at appropriate grade

The adopted tests would then be sent to the district for
administration to every student at the appropriate grade

level .

Produce a report of expected student performance
Based on this assessment, a report would be produced by

these committees as to the expected student performaace
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Activity 9.11

Spring 1971

Activity 9.12

Fall 1971

Fall 1971

Activity 9.14
Fall 1971

Activity 9.15
Spring 1972

ol X A
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on the accepted test.

District administers test 1

The actual administration of the tests woul. culminate

during the school year of 1971.

Determine statistical information

The results would be utilized by the district for a
statistical analysis of the administered tests. This
anglysis would also provide information on performance
in relation to socio-economic status.

Produce item anaylsis

The results would also go through an item analysis

process at this time,

Supervise standardization

The standardization process would be supervised by the

coordinating committee so that pertinent input information

and desirable output results would be known by the district

statistical staff,

Produce a report of test effectiveness

A test effectiveness report would be produced by the

coordinating committee and sent to the grade subject

committees. This report would be based on the following

factors:

1) The ytatistical information used for standardiza-

tion.
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Activity 9.16

Spring 1972

Activity 9.17

Spring 1972

Activity 9,18

Spring 1972

Activity 9,19

Spring 1972

Activity 9,20

Spring 1972

Activity 9.21
Fall 1972

2) Information on performance in relation
to socio-economic status.
3) An item analysis and
/) The grade subject committee report on anticipated

student performance,

Examine test effectiveness report by grade level

The test effectiveness report would be reviewed by the
grade subject cormittees, This report would also be a
significant input element for the continuing process of

formulating district objective, (Activity 1.6).

Produce revisions as rneeded
Revisions would be made when needed by the coordinating

committee,

Suggest revisions

Revisions would be made when needed by the grade subject

committees,

Deliver test to district

The revised test produced by coordinating committee

would then be sent to be administered to students,.

District administers test 2

Revised test administered as the culminating activity

for school year.

Determine statistical information

District compiles statistical data from results.
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Activity 9.22
Fall 1972

Activity 9.23
Fall 1972

Activity 9.2/
Fall 1972

Activity 9.25
Fall 1972

Activity 9.26
Spring 1972

Activity 9.27
Spring 1972

ActiVity 9 028
Spring 1972

-

~
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Produce item anaylsis

The district completes an item analysis from results.

Examine test results by grade level

The coordinating committee!s effectiveness report, along
with suggested revisions, would constitute the grade
subject committee's recommendations as to revisions

needed,

Produce a report of test effectiveness second year

The coordinating committee would utilize the analysis
information from the district to produce a report of

test efiectiveness for the second year,

Suggest revisions

The recommended revisicns of the grade subject committees

would be sent to the coordinating committee.

Produce test

The coordinating committee would produce the third test.

District administers test 3

The district administers the third test to all students
in the district.

Submit tests 1, 2, and 3 with evaluation to State

Department of Education for approval as district
The Board of Education would submit tests 1, 2, and 3

with an evaluation of each, to the State Department of
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Activity 9.29

Ongoing

Activity 9.30

Cngoing

Activity 9.31

Cngoing

Activity 9.32

i Ongoing

Education for its approval as the district's evaluation

instrument.

Continue coordinating and editing cycle

The coordinating committee would continue to function as

a coordinating editing body, revising tests when necessary,

Continue administration cyecle

The District would continue to administer revised tests

as they are produced and then evaluate results,

Continue evaluation and update cycle

The gruode subject committees would continue to evaluate

and to update test items as needed,

Utilize test data in student, program and personnel

evaluation

The test results would contribute to evaluation process

of pupil progress, program effectiveness, teacher effective-
ness, and management accountability., The assessment of
pupil progress would be facilitated by the development

of such tests. The instructional programs of the district
would be evaluated by such tests in a manner which

would be accountable to flexible, changing district
objectives, Teacher effectiveness would be better identi-
fied with an input based on student performance. Manage-

ment accountability would be enhanced similarly by such

an input,
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"When pressed for a single word which
characterizes the essential element of
American democracy, Max Lerner, the
distinguished author of Americg as a
¢ n came up with the word access-
ibility. This one word, accessibility,
provides a singularly fruitful expression
of the purpose of guidance in the American
school.”

- Ho Bo Mc Daniel

ACTIVITY SERIES 10 PROVIDE A COMPREHENSIVE GUIDANCE PROGRAM WITH

EMPHASIS ON DEVELOPMENTAL SERVICES FOR EVERY STUDENT

Rationale

The Needs Assessment identified several major weaknesses in the
guidance program:
Te The services now rendered do not constitute a coordinated
progran.
2. There is virtually no guidance service provided at the
elementary level.
3. There are very limited services at the junior high level.

L. Guidance services offered at the senior high level are not

readily available to the individual student when he has need.
5  The role of guidance personnel is perceived by both instructional

gtaff and administration as administratively oriented rather
than instructionally oriented.

6. Guidance services for individuals are largely remedial and
made available late in the student's career rather than

developmental and beginning when the student's career begins.

This activity series is designed to make three major changes: one,
identify the role of the guidance personnel; two, shift the guidance
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emphasis from remedial to developmental; and three, provide full guidance
services for every student in the district, preschool through high school

graduation.

Role of Gpidance Personnel

At the present time guidance personnel are serving both
instructional and administrative functions. The proper function should
be instructional. A guidance service is one that assists students in
making personal decisions related to designing their future. The
decisions that an individual student makes are based on his past experi-
ence and future plans. The art of making wise decisions has to be
learned and guidance personnel are the experts in teaching this art.

The administrative function that guidance personnel presently have is one
that has evolved as a result of current practices. Because their numbers
are limited they are located at either the central office level or in the
administrative complex on an individual campus. This causes them to be
viewed by students, teachers, administrators and even themselves as
administration oriented. This trend toward administrative role is
accelerated by two factors. Because they are available in the office,
school administrateors are quick to assign them administrative tasks as a
matter of convenience. This causes the individual counselor to become,
in effect, an apprentice administratar. Also, in recognition of this
apprenticeship, the district seeks its administrators from the ranks of
counselors. Hence, the counseling position, rather than emphasizing

student service, has become the stepping stone to administration.

Shift Guidance Services from Remedial to Developmental

Decision making should become an integral part of every student's
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educational program. Therefore, every student should have the benefit

of an expert guide in decision making. Because this service is not

presently available in the early part of the student's educational program,
his training in decision making is lacking. By the time students mature
in their educational program many of them are faced with serious problems.
The number and magnitude of these problems is presently so great that

our limited staff is unable to effectively meet them, nuch less provide

the developmental services that could have prevented them.

Provide Full Guidance Service for Every Student

Students should have available guidance service at any time
they have to make a decision. This means that the time and place of
guidance cammot be predicted. The single word that best describes the
totally student-oriented effective guidance program is "accessibility".
Who then is the logical person to provide the guidance service directly
to the student? Obviously it camnot be the guidance personnel directly.
They are too few. The services must be rendered by people immediately
accessible to the student = his parent, guardian or teacher. It is the
responsibility of the guidance personnel to work closely with the teachers
to provide them with the training and tools they need to meet individual
student and parent guidance needs. There should be times, however, when
guidance personnel work directly with students, either in large groups
when all will benefit by information, or with an individual student when
a specific need arises. Another area of guidance frequently overlooked
is that which students provide one another. A fully developed guidance
program should provide groups of students with the opportunity to work
with each other in clarifying their educational plans, their goals, their
aspirations and to more fully understand their future.
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Activity 10.0
School Year

1969-T70

Activity 10.2
School Year
1969-70

Activity 10.3
School Year
1569-70

Develop specific guidance objectives

This activity is the responsibility of guidance
persommel. 1In performing this activity the guidance
personnel should not focus on what is presently being
done but rather should emphasize guidance tasks that
need doing. Each objective identified should clearly
state what will be done, how much, to what degree, by
whom, when, where, under what conditions, for whom or

to whom, and how success or failure will be measured.,

Define present roles of guidance personnel

This activity has already been initiated by the Dspart-
ment of Guidance and Testing in 1967 when they published

Handbook on Guidance Services. However, the handbook

currently represents an ideal rather than a practice.

To gain an accurate picture of present roles, time studies
for individuals should be undertaken. These would consist
of individuals recording at specified times through the

day the exact activity they were currently engaged in.

Determine total district cost of present guidance services

This activity is the responsibility of the director of
guidance services. It involves putting into a single
document guidance costs at the district level .- guidance
related costs of electronic data processing, the costs
of special consultants with guidance functions and the

costs of individual counselors within individual schools.
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Activity 10.4
School Year
1969-70

Activity 10.5
School Year

1969-70

The document should also include the costs of maine
taining the physical facilities that guidance personnel

presently occupy.

Determine program needs by relating identified objectives

with present performance

This is the responsibility of the director of guidance
services. To meet this responsibility, however, the
director will have to employ the services of other
guidance personnel at the district and school level and
should also include representatives of the teaching staff

and of parents. This task in itself is a needs assessment.

A program need is a mismatch between the identified
specific guidance objectives and the present role of
guidance personnel. Mismatches occur when present
personnel are doing things that do not lead to the
achievement of an adopted objective or ‘when present
personnel are failing to do the things necessary to
achieve identified guidance objectives.

Identify guidance related tasks that can be done by

teachers or non certificated staff

This is the responsibility of the director of guidance.
This activity is one of the most important of the entire
series, It is at this point that it will be determined
what functions can best be done by other than the limited
guidance staff directly. For example, talking to students
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Activity 10.6
School Year

1969-70

is something that can be and is conveniently done by
teachers. Those guidance tasks that involve student
commnication directly should be considered as assign-
able to the certificated staff. Mechanical handling

of paper, test results, etc., should be considered the
proper tasks for non certificated staff. Presently

at the secondary level, the counselors are totally
responsivle for the preparation and supervision of each
individual student's program. This program preparation
should be done by the student in cooperation with his
teacher and parent. The counselor would only be involved
at the individual level with the student when significant
problems occurred that could not be reconciled by the
student, parent and teacher working together. Another
task that should be seriously questioned is the function
of the counselor in designing the master schedule for
the entire school program. This task is one that is
largely mechanical and is related to the administration
of the school program. The single criterion to be used
in determining what tasks must be performed by guidance
personnel is they should perform tasks that no one else

is qualified to perform.

Determine most effective use of electronic data processing

services

To effectively guide students in program planning and in
implementation, the teachers need all of the data possible
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Activity 10.7
School Year

1070-71

Activity 10.8
School Year

1970=-71

to assist in this taske. They should have readily
available information concerning the student's
previous nerformance in various areas and a record
of programs that students have previously designed.
Consideration should be given to making ‘the data
available at teacher call rather than at specified

times during the school year,

Maintain effective operations that meet identified

obgectives

This is the responsibility of the director of guidance.
The sum of information gained in Activities 10.L, 10.5
and 10.6 will have identified guidance related tasks that
meet identified objectives and are appropriate for
guidance personnel. Programs of this nature should

be contimied and as a complete district-wide program of
guidance is developed in Activity 10.8 each identified

operation will become an integral part of that vrogram.

Develop a program that coordinates guidance services at

individual school and district wide levels (see narrative

for suggested preliminary design)

The chart on the next facing pages presents an outline
of a guidance program correlated with the program of
individualized instruction. The program is designed
in such a way that guidance is fully integrated with

the instructional vrogram and becomes a cooperative

function of guidance personnel and teacher, student
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OUTLINE OF A GUIDANCE PROGRAM CORRELATED WITH A PROGRAM OF

Prime Time

-Responsibility

Early Childhood
Age 3-7 Grade Pre School - K

Elementary School
Age 6-12 Grade 1-5 or 6

Guidance Function

Provide Teachers with
training and tools needed
to meet individual student
guidance requirements,

Distri- Administrative
bution of Developmental
time Remedial

1. Initiate and maintain an ongoing record of individual
pupil achievement to be used in individual program

Serve individuals referred for in-depth counseling

or provide additional referral to appropriate agency.

preparation.

2.
managerial 10%
teacher consulation 75%

individual consulation

group related activities 10%

10%
65%
155
10%

Teacher Function

Assist student and parent
in designing and
irplementing a program
that meets individual
student needs.

[
[ ]

Maintain constant contact
with guidance personnel
for administering and
interpreting tests.

2. Design and guide student
use of learning
environment

3. Participate with parents
in test evaluation.

4o Refer individuals,

student with parent,

to guidance specialist

when indicated,

Continue 1 = 4
5. Include student with
parent in test
evaluation,
6. Direct stuvdent in
linited decision
making; i.e., time-use,
location of activity.
7. Provide curriculum
concentrating on
basic communication
skills,

Student Function

lMature physically,
emotionally,
intellectually and
socially,

1., Participate in activities
that require speaking,
manipulating, observing
and relating to others.

2. Participate in physical,
cognitive and
attitudinal testing.

Sontinue 1 - 2

3. Begin self=determination
of time and space
utilization within well-
defined limits.

Parent Function

Provide physical
and mental
environment for
maturing child,

1. Supply learning
environment
cooperatively with
school.

2. Participate with
teacher in test
evaluation.

3. Participate with
other parents in
education oriented
discussions.

Continue 1 = 3

4o Participate with
teacher in selection
of specific objectives
related to communication
skills .

5. Monitor student off=-
campus activity.
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INDIVIDUALIZED INSTRUCTION THAT MEETS THE UNIQUE NEEDS OF ALL STUDENTS

Middle School

Age 10-14 Grade 6 or 7-8

Junior High School
Age 13-15 Grade 9

Senior High School

Age 15-19 C(Grade 10-12

Continue 1-2

3e
L.

Assist teacher in problem identvitication.

Coordinate specialized

guidance function: i.e.,

attendance, speech, physical handicaps.

10%

45%
30%

e 158

- 10%

25%
35%
30%

10%
20%

20%

50%

Continue 1 - 7

8.

9

10.

Assist student and
parent in test
interpretation,
Increase student
responsibility in
decision making; i.e.,
add activity selection.
Begin guicdance oriented
student discussion
groupse

Provide exploratory
curriculum; i.e.,
geographic, politiecal,
econonic

Continue 1 - 11

12. Guide student and parent
in test interpretation.

13, Guide student and parent
in educational objective
selection.

1li. Provide opportunity for

guided in-depth student
discussions related to
world of work, use of
leisure and community
responsibility.

Guide student in initial
selection of educational
goals to be achieved

in senior high school.

15,

Continue 1 - 15

16.

17,

18.

Exert less cortrol over
student decision making,
Provide opportunities
for student directed in-
depth discussion of
career planning and
social responsibility.
Provide wide range of
off-campus experience,
work, community service,
student exchange.

Continue 1 - 3

be

Expand decision making
to include some
activity selection.

Continue 1 = 4

5. Make preliminary but
comprehensive plans for
three year high school
program to achieve
identified personal goals.

Continue 1 - 5

6.

Te

Follow program developed
in junior high with
relevant modifications.
Make preliminary but
comprehensive plans for
achieving modified
personal goals.

Continue 1 - 5

6.

T

Participate with
student in addition to
teacher in selecting
specific educational
objectives. ﬂ
Participate with schoo
in providing community-
wide exploratory
experiences.

Continue 1 -~ 7

8. Share equal responsibility
with student and schoul
staff in designing a
comprehensive three yrar
educational program,

Continue 1 - &

%

Exert less control over
student decision making.
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Activity 10.9
School Year
1970-71
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and parent. The program is designed in such a way that
guidance services are immediately accessible to teacher,
student or parent because it is physically impossible

for the limited mumber of guidance personnel available

to be immediately accessible. The prime function of

the guidance personnel is to provide teachers with
training and tools needed to meet individual student
guidance requirements. Because the teacher is immediately
accessible to student and parent the guidance role of

the teacher is to assist the student and parent in
designing and implemeniing a program to meet individual
needs. The guidance program begins with early childhood
education and continues through the senior high school
program. Recommendations emphasize providing developmental
services in which the guidance personnel work with
individual teachers or groups of teachers in interpreting
to them their guidance role, and with groups of students
and parents. There is provision for the guidance
personnel to render service to individuals when the need

arises.

Update cost data

This activity is the responsibility of the director of
guidance. It means making current that information

previously gained in Activity 10.3.
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: Activity 10.10 Analyze proposed program in terms of cost benefit
School Year This activity is the responsibility of the director of

1970-71 guidance. The proposed program should be analyzed to

X see to it that the guidance needs of each individual

are being met as economically as possible. Develop=-

mental services presernted through the teacher or @
| directly to groups should do much to prevent severe

individual problems arising later. With the emphasis

% on these developmental services in the early childhood
f} programs and elementary school, there should be less
- need for such services in the middle school, junior
high school and senior high that follow,
While improved guidance services at the elementary
level will eliminate many problems of individuals, it
i cannot eliminate them all., Therefore, the time devoted E
by guidance personnel to individual consultation with |
B

j referrals gradually-increascs. The cost benefit of these
two types of service, developmental and remedial, should

[

be projected for each individual student. The information

prepared in these preliminary cost/benefit analyses

i

should be saved and utilized in evaluating the program

PO |

when it is implemented.

-
Activity 10.11 Adopt selected proposed program for pilot implementation

- School Year

L 1970-T1
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Activity 10.12
School Year

1970-T71

Activity 10.13
School Year

1970-71

Activity 10.1L
School Year

1970=-71

Activity 10.15

School Year
1971=72

~y

Provide training for current senior high guidance staff

to assist in implementing modified role

At this point the total guidance staff, particularly the
counselors presently assigned to senior high schools,
should be made fully aware of the adopted program extend-
ing from early childhood education through senior high.
The training should emphasize working with teachers

and groups of students in guidance function. This
training is extremely important because it will be the

responsibility of these people to direct teachers in

their guidance role.

Select staff for district-wide services

1t is not anticipated that this selection will make any

major changes in the distribution of guidance personnel.

Select elementary and middle schools for pilot implementation

This is the responsibility of the superintendent. The
elementary and middle schools selected should be those
that have available differentiated staffing and individu-

alized instruction.

Select elementary and middle school staff for pilot

implementation

This activity is the joint responsibility of the director

of guidance and the principals of the schools involved.
It is at this point that the guidance program will

truly become an integral part of the instructional
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program., The school staff should include a teacher who
is a guidance specialist. This teacher should be fully
certificated with a pupil personnel credential to serve
guidance functions, but the title should remain as teacher.
This teacher will not be assigned a specific grade level
or a specific number of students. The teacher will act as

a resource person to serve the entire staff and student

body of the school. The function of this person will be to

work with all teachers and to work with groups of parents
and students in helping them make decisions. When
individual teachers identify a student with a unique
problem that cannot be handled through group situations,
the teacher can then refer this student to the guidance
teacher. The guidance teacher can perform the necessary
services that the individual needs, or in turn refer the
student to another source of help. The teacher who
coordinates the guidance services within the school also
has the responsibility of coordinating the guidance
services that are provided by the district at large,

such as speech handicaps, physical handicaps, etc. The
attendance counseling function would be assumed by the
total school staff. When the child has an extended period
of absence it would be the responsibility of that child's
individual teacher to make the home contact to determine
the conditions., This is logical in that it is the

child's teacher who has the most intimate relationship
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Activity 10.16
School Year

1971=72

Activity 10.17
School Year
1971-72

L Ba ot 23 et

with the parent and student. Time will be available
for this within the school day if the school program is
designed -around individualized instruction and teachers
are sharing this responsibility. Home calls would be

a total staff responsibility and not delegated to just

one person.

Publish and distribute district-wide adopted program for g

prekindergarten through 12th grade coordinated guidance

program

This is the responsibility of the superintendent, The
entire school staff at all grade levels should be made
familiar with the guidance program being piloted at the
elementary and middle schools. This is necessary so they
can compare the operaticn of the pilot program to the
current operation in their own schools. Portions of the
pilot may be adopted at individual schools where personnel
and time make such adoption feasible. The monitoring of

pilot activities will make total district implementation

easier,

Implement modified guidance program at secondary level

This is the responsibility of the secondary principals
and guidance personnel. This task is perhaps the most
difficult in this activity series. It involves changing
the current role of guidance personnel; particularly
those located at specific schools. It is at this stage

that the administrative apprenticeship role must be
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Activity 10.18
School Ybér
1971=72

Activity 10.19
School Year
1972-73

abandoned and developmental guidance roles emphasized.
Secondary guidance personnel working in cooperation
with secondary teachers must make specific efforts to
increase their teaching function. Guidance personnel
should be given the specific responsibility of leading
student discussions where students formulate their own

goals.

Provide continuing services of:

1. District-wide testing programs

2. Assisting teachers with student class related data

3. Serving referrals

L. Coordinating and monitoring the prekindergarten
through grade 12 guidance program

This is the responsibility of the guidance staff operating

from the central office. The central office personnel

will maintain close contact with the individual guidance

personnel that are school based. They will provide the

school guidance person with the materials needed for

coordinated guidance programs.

Provide training

This training is provided to the selected staffs of the
pilot schools. The training program should be directed

toward total school staff, not the resource guidance
teacher alone. It is only through total staff com-
prehension of the program that it can be effectively
implemented.

+
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Activity 10.20
School Year

1971=72
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Activity 10.21
School Year

1972-73

Make preliminary evaluation of modified guidance services

with recommendations for changes

This is the responsibility of the guidance personnel
located at individual schools in cooperation with the
teachers of those schools. The preliminary evaluation
should specifically point out what services are being
adequately rendered and what services the teachers and
students require that are not provided. The evaluation
should be accompanied with specific recommendations for
improving the guidance services in the secondary schools.

A valuable input to this guidance evaluation will be

information available from students and parents. It should

be recognized that at this particular time the evaluation

will be biased by the experiences of the more traditional

guidance program in the years immediately preceeding.

Implement guidance program at pilot elementary and middle

schools

This is the responsibility of the selected pilot schools!
instructional staffs. Implementation at the early child-
hood education level should be relatively easy since it

has already been accomplished at preschool levels. The

challenge for grades 2 - 8 will be to realistically
involve the students and parents in decision making,.
The product of an effective guidance program will be

seen in the types of decisions that students make while
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Activity 10.22
School Year
1972=73

Activity 10,23
School Year
1972=73

working in cooperation with teacher, parent and guidance
personnel. In the upper grades there will be a credibility
gap that will have to be filled. Prior school experience
will not have given the student realistic opportunities

fer making and implementing his own decisions. The
challenge to the staff will be t¢ provide the students

with situations where they must rinke decisions and then
grant each student the freedom to follow and live with the
results of his own decision making. In order to do this
the decision latitude given to the student must be clearly
defined and then the staff must allow the student to

follow through and implement the results of his own decision.
This is the process that will require patience on the part
of staff who previously have had total personal control

of student activities.

Continue modified guidance program at secondary level

This is the responsibility of the secondary school staff.
As they continue the guidance program developed and
implemented in the previous two years, recommendations

from Activity 10.20 should be considered.

Make preliminary evaluation of elementary guidance program

This activity is the responsibility of the school principal.
It should be done in cooperation with the guidance'

resource teacher, the total staff, the parents,

and the students. The evaluation should be an informal
procedure that consists of things that went well and of
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things that did not go well. Particular attention should
be given to the fact that it is an introductory pilot

program and subject to much modification.

Activity 10.24  Evaluate second year of modified guidance program

School Year This activity is a repetition of Activity 10.20.
1972-73

Activity 10.25 Combine elementary and secondary evaluations to produce

School Year recommendations for improving coordination

1972-73 This is the responsibility of the superintendent in

cooperation with district guidance personnel. Data from

Activities 10.23 and 10.2L should be combined. The
purpose in combining this data is to better define the
coordinated guidance activities that should be part of
the preschool through grade 12 guidance program. At this
point it is realistic to expect that two types of guidance
programs will still be functioning - a modified secondary
program that has followed a long traditional program,

and a newly implemented elementary guidance program.
Specific recommendations should be made by this evaluating
group that will lead toward blending the functions of
these two developing programs. The recommendations of
this group should then be relayed in a single meeting

and at a single time to guidance personnel at both

elementary and secondary level, so that they can be

responsible for blending the programs.
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Activity 10.26
School Year
197L~75

Activity 10.27
School Year
1973=-7h

Activity 10.28

Spring 197k

Implement second year guidance program at elementary

schools

This is the responsibility of the school principal and
staff. In implementing the second year program the
school staff should be aware of recommendations made by
the individual school evaluation in Activity 10.23 and
recommendations made at the central disurict level

through Activity 10.25.

Contimue modified guidance program at secondary level,

this activity is the responsibility of the principal

and staffs of the secondary schools.

It is a contimmation of Activity 10.17 and 10.22,

Produce single evaluation of a prekindergarten through

grade 12 coordinated guidance program

This evaluation is the responsibility of the superintendent
in cooperation with the director of the guldance program.
This evaluation will provide data from two years of imple-
mentation at the elementary level and from three years

of the modified guidance program at the secondary level.
Sufficient data should be available at this point for the
final design and implementation of a fully coordinated
prekindergarten through grade 12 guidance program.
Specific attention should be given to the effect of
modifications proposed in Activity 10.25. This evalu=
ation should consider the possibility of recommending non-

graded programs in the elementary and secondary schools
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Activity 10.29
School Year

197L=75

Activity 10.30

Spring 1975

to fully utilize the opportunities created in developing

individual student programs.

Implement third year of coordinated guidance program

This is the responsibility of the principals and staffs
involved in the program. This third year of operation
should have a minimum of changes as well as be con-
ducted as a control over the changes that were implemernited
in the first and second years of the pilot program. The
emphasis should be on refining program rather than

designing program.,

Produce and publish final evaluation of pilot guidance
program |

This is the responsibility of the superintendent in
cooperation with guidance personnel. The published
evaluation should include the specific guidance objectives
developed in Activity 10.1 and should specify how and to
what extent each objective has been achieved in the pilot
program and what specific personnel were responsible for
its achievement. The evaluation should include recom-
mendations for district~wide implementation of a
coordinated guidance program. These recommendations
would include a phasing-in schedule and provide for
specific training of staff to accompany the phasing-in

processes.
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"There are obviously two educations.

One shoulc¢ *each us how to make a

living, and the other how to live."
~-=James Truslow Adams

ACTIVITY SERIES 11 CREATE A NEW COMPREHENSIVE VOCATIONAL
EDUCATION FROGRAM FOR EVERY STUDENT, IN
PARTNERSHIP WITH THE TOTAL COMMUNITY AND
THE COMMUNITY COLLEGE

Rationale

The means by which an individual prepares for his life work is
of vital concern to ouwr society. The rapidly changing employment needs
of society have been unmet in many occupational fields by the various
private and public agencies which have traditionally assumed the job
preparation function. Novel jobs and entirely new occupational fields
are inevitable in the future, making it imperative that an individual

be prepared to change jobs several times during his life.

The public schools have traditionally assumed a part of the
responsibility for job preparation. This responsibility includes
provision of programs for students prepgring to become welders as it pro=-
vides for those who aspire to be doctors. Both must be equipped with a

well-rounded basic education and with certain technical specialization.

In a broad sense, then, vocaiional training can include training
for teachers, artchitects, doctors, nurses, and others in the professions.
More commonly, vocational training has been defined as that experience

which prepares an individual for an occupation which does not require
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further training at the collegiate level. The latter definition will
be used throughout this activity series. Vocational education, occupa-
tional education, and training will also be interpreted as synonymous
with this definition of vocational training. H. S. Smith, in We Call

It Industrial Education, defines industrial arts as the preparation of

young people to live in an industrial society, while hedefines technical
education as the preparation of persons for employment in jobs of a
technical nature. These definitions are not to be confused with the

previous definition of vocational training.

Questions have arisen concerning the types of programs that the
schools should offer for job preparation other than basic education
courses. Fresno City Unified School District, as well as many other
districts, have struggled with such questions. This exploration has
exposed a variety of possibilities, alternate suggestions and attempted

solutions.

Vocational training, preparing for one's occupation, has taken
many different forms, historically. The vocational technical high school
was at one time an acceptable facility for training in those occupational
fields not requiring advanced academic preparation. As stigmas developed,
based on the lower esteem held by parents, teachers, students and the
general public, the technical high schools virtually disappeared and
vocational classes were housed again in the comprehensive high school.
Recently, pressures have been felt by districts to go back to some form

of separate facilities for vocational students.
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An examination of this shifting historical setting reveals reasons
for the changes and the dissatisfactions in vocational education which

exist today in the minds of many persons.

The values of a strong basic education are not questioned. The
school must provide a setting which will hold students as long as
possible so that the school's influence on such basic education can
be fully exploited. More technical jobs and periodic retraining serve
to emphasize need for a strong program in "learning to learn". The
increasing older age limits for job entrance constitute another imperative
for prolonging an individual's terminal educational experience. The
dropout of today is that student for which the school has not provided
an adequate experience and for which society has no place. Vocational
education classes were felt to be the answer for certain students; however,
they had no positive effect on the dropout, since the program did not
relate closely enough with real life. The cost of duplicating the real
life work-setting in a classroom or lab became increasingly prohibitive

as the equipment, tools, and facilities became more complex and diversified.

All Fresno comprehensive high schools established vocational
education programs which would better prepare their students for general
and specific occupations. This further added to the cost through
duplication of expensive programs in several high schools. Proliferation
of these programs also led to staffing and administrative problems.
Certain vocational classes could not be offered because of the small

numbers desiring them. Other districts, close to Fresno, were also attempt-

G
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ing to make extensive vocational offerings to a very limited enrollment.
As space became available, some of the vocational classes within the
Fresno City Unified School District were shifted to the Washington
Vocational Center and to Edison High School. This did concentrate several

of the high school courses into one faecility, but duplication still

existed in some classes within the high schools. Duplication also
existed between classes offered in high schools and similar classes

in the vocational centers. Fresno City College also offered many of
the same vocational classes as those of the high schools or vocational
center, in addition to many different classes not offered by the city
schools. Although many of these conrmunity college classes were

geared to the post high school student, a large number were virtually

the samé as those offered within the high schools.

Attempts are being made to overcome these deficiencies. Recently,
a verbal agreement has been reached with Fresno City College to allow
a limited number of 11th and 12th grade students to take certain vocational
classes on the City College campus on a spéce available basis. This
restores an arrangement which was in existence several years ago. Some
interdistrict (Clovis-Fresno) exchange of students for vocational prepara-
tion has taken place on an informal basis. In 1969, a vocational
education study, entitled "A Regional Occupational Center System for
Fresno County" was completed for the county schools by'Managemént and

Economics Research Incorporated (MERI), which had specific recommendations

for regional occupational centers. Fresno City Schools plans to hire a

full-time coordinator to expand the work-experience program in 1969-70.
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The recently passed Vocational Educational Act of 1968 has
identified specific areas of vocational education for which Federal funds
are available. This allocation includes some general funds from which
money can be snent for vocational education as the district chooses, a

special earmarked fund for a work study program which must be of the

public service nature, a vocational work experience or cooperative
educational program for vocational training, and a consumer economics
fund for projects including diet management and consumer buying pointed
toward the lower socio-economic individual., It is broader legislation
than before, encouraging new means to solve old problems, but the level

of funding is yet uncertain.

This Act echoes a major conclusion from the Project Needs Assessment
report on vocational education by Dr. Emil Toews, who felt that vocational
education should be part of the program for all students, not just those
identified as non-academic. The Needs Assessment also identified four
criteria to be met in order to strengthen the vocational education program.

Thes= were:

1. Specific procedures must be developed to improve articulation
of a multiplicity of vocational education programs within the
commnity and between levels of the formal education process
as evidenced by the creation of positions or boards that have
the assigned responsibility for such coordination.

2. A1l students should have a realistic view of the "World of
Work" as evidenced by specific programs and opportunities that
are an integral part of their educational experience.

3. Each student shall be provided with programs that afford a
series of "real life" or simlated experience for virtually
every socially desirable occupational interest.

I The procedures developed must fully utilize community
resources ard settings and must visibly demonstrate
cooperative relationships with local business and industry.
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In line with recently enacted Federal legislation, and in response
to the Needs Assessment, it is recommended that the vocational education
program for the Fresno City Schools be focused into three major thrusts:

1 Develop a strong organized, sequential, articulated

curriculum for the world of work, including programs
for K=12 with vocational guidance emphasis,

2 Expand work-experience programs to provide for every

high school student some off=-campus real life experience
during a part of his high school years.

3. Concentrate most technical terminal vocational offerings

in one central facility.

World of Work

The world of work curriculum should begin in the elementary schools
with a program designed for children to study their own environment,
including out-of=-school experience within the community, and strong
parent involvement. Middle schools should provide for expanded explora=-
tory time for students to discover talents and interests, find success,
and develop skills, attitudes and knowledge about the world of work.
They should use instruments, handle tools, measure, design, learn symbols,
experiment with many materials. Ninth grade schools should include a
career oriented guidance curriculum. The high school curriculum should
continue the basic educational skills with emphasis on mathematics and
language, and should expand the world of work exploratory program into
a work experience program that includes the commmity and provides more

meaningful experiences for this age level,

Work Experience

Work experience is defined as that part of a student's program in

which he either works on or closely observes a job away from school
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and this job is related to his total school curriculum. This is in
contrast to work study which is specifically a Federally funded !
program in which vocational education students are given jobs, usually
on campus, to provide support during school., The work study program is

not part of this review, ;

A1l high school students will be enrolled in a work expérience

program and may select one of three directions during part of the high
school years. These directions parallel the three types identified in
the recommendations made by the California State Plan for Vocational
Education, One direction would also be general in nature, similar to
exploratory, but with a definite assignment, deeper involvement, longer

term, and emphasis on community service with the possibility of pay.

include a prepared program for an occupation, including supervision

and evaluation, with students paid for their work by employer trainers.

Terminal Vocational Education 3

Certain vocational classes in business education should be maintained
on campus, as these classes have relevance for many students. Other %
classes such as industrial arts and home economics are often incorrectly
assumed to be vocational education classes and should also remain on

each high school campus as general education.

The concentration of other vocational education classes into one
facility, except for those mentioned earlier, should take one of two

directions. Fresno City College is a facility which would require little f

G
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modification to house such a concentrated program. It already houses
the largest number of diversified vocational education classes within
the Fresno metropolitan area. Its central location would offer to
high school students, who need specialized vocational training not
possible in the above work experience program, an opportunity for part

of their day to be spent away from high school.

Because of recent California legislation, (Educational Code 6L03)
the junior college as well as the high school district can now each
receive full A.D.A. funds with some restrictions. The community college
can offer more specialized programs of better quality at reduced costé,
and, when articulated with further post high school study, offers a
prestige factor for the vocational student. To expand this brogram, which

will be implemented in the Fall of 1970, a commitment by the State Center

Junior College must be made to continue to meet the responsibility for

such programs and not on a space available basis as proved unsatisfactogz

in the past.

An example of this delegation of responsibility is seen in Hawaii
whefe the State Board of Education supported the separation of.éﬁblié;
technical schools from their domain and encouraged the development of
community colleges that have major responsibilities for technical
vocational education as adjunct to the Reéent-administered University.
This state board went further by adopting a position that the requirements
for a complete basic general education precluded much terminal training
prior to high school completion. Experience during the first. few years

in which Hawaii community-technical schools have operated indicates that
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they can provide programs, library support and staff expertise at a
high level commensurate with the rapid change in technology and its

effcct on employment opportunities.

If such an arrangement cannot be made in Fresno, it is recommended

that a separate vocational-technical school be provided to house metro-

politan high school and adult vocational prozrams. This facility would

operate on the same principle as the community college vocational center,
with vocational secondary students spending part of their day at such a
center. With interdistrict commitments the center could assume some

regional coverage as suggested in the MERI report. Such a school would

parallel and compete with the community college, and should be planned

only if the trend of community colleges toward academic preoccupation
indicates they can no longer retain their broader role. The MERI report
opnosed such an added capital expense as does this report if the more

desirable alternate is attainable.

There is precedent for the public schools assuming the total
responsibility for all vocational training. Georgia has established a
series of area technical schools operated by the State Board of Education.
These are intentionally independent of the community colleges, which are
operated as part of the University system under direction of the Board
of Regents. This pattern appears to represent a failure of ccrmunity

colleges to meet one dimension of educational need for which many commnity

colleges were created.

Activiby 11.1 Establish an advisory committee to monitor all community
School Year vocational education
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The appointment of such a committee is the responsibility
of the superintendent working with the present staff

who have responsibilities in vocational areas. This
committee would be composed of high-level managerial
personnel from business and industry, representatives

of governmental agencies hiring large numbers of people,

labor leaders and representatives of the professions.

The responsibility of such a committee would primarily
be advisory in that they would recommend to other working
committees directions to be taken concerning programs to
be implemented, and make vocational education recommenda-
tions to the Council of Fresno Educational Agencies
(Activity 11.30) which, when formed, will coordinate
Fresno's Commnity educational programs. This comittee
will also function as a monitoring element in evaluating
the effectiveness of vocational programs in relation to
the community occupational needs. This committee would
be one of the curriculum area advisory committees

(Activity 5.7).

Develop an organized, sequential curriculum for the

world of work in grades K-12

An introduction to the world of work is a prerequisite to
any meaningful occupation choice. Currently, a child's
experiences with the world of work develop from the home
and his out-of-school contacts. Although this is not

undesirable, if kept within this narrow context the child
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Activity 11.3
School Year
1970-71

would be left with limited concepts of the complexities
of the real world of work in which he will participate.
To broaden his awareness of real life the school, the

agency responsible for monitoring his development must

provide the framework.

Appoint a world of work curriculum monitoring committee

including all levels of teachers, administrators, and

counselors

One of the first steps to initiate continuity of program
is to include all levels of teachers in the curriculum
planning process. Different levels of administrators
must also be included in this committee, for, if they
are to retain their roles as instructional leaders
within their schools, they must be included in curricular
decision making. Counselors (Activity 10.0) should also
be a part of this committee. All levels mentioned in
this activity refer to grades K-12. As interlevel
curricular continmuity is developed by 1971-72, this
committee would include representatives from grades

13-1L as identified in Activity 11.32.

This committee would be appointed by the director of
the world of work curriculum and the work experience
program (Activity 11.4). This cormittee should:

1. Identify current program opportunities for expand-

ing the curriculum of the world of work (Activity 11.6),

11165 (E%
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Activity 11.h
School Year
1970~71 and

Contimuing

3.

Monitor the grade level curriculum committees
(Activity 11.7). This monitoring process would
take the form of making articulation decisions
and would not be involved in specific program
development.

Receive information fram the specific occupational
advisory committee (Activity 11.3) concerning
specific occupational information.

Provide curricular informaticn for and receive
curriculum recommendations from the commnity
advisory committee (Activity 11.1).

Serve in an advisory capacity to the director

of the world of work and work experience programs.
Represent the world of work curricular areas on

the presently operating curriculum council.

Direct the world of work program and the work experience

program

The direction of the world of work ﬁrogram and the work

experience program would be best acéémplished by one

(or possibly two) individuals appointed by the superin-

tendent.

He would function as the curriculum coordinator for

vocational education. This position would not be the

same as the industrial arts coordinator, but would take

on many of the same job responsibilities.

would place heavy emphasis on advice in curriculum content

1I-166
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Activity 11.5
School Year

1970-11

Activity 11.6

Spring 1971
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and would function as a consultant to curriculum
cormittees such as those formed in Activities 11.3,
117.7 and 11.32. The second resvonsibility would
be to direct the work exncrience program. Responsi-
hilitirs would include adninistering a staff of
vork cxperience roordinators (Activity 11.5) and
would facilitate the recormendations made by the

pnlanning comittecs (Activity 11.16).

Continue to ecxmand prescntly operating worlt experience

Drograns

This is the responsibility of the director of the world
of work program., He will contact local places of
ermloyment, establish a working arrangement for hiring
students on a part-time basis, select the vocational
students for the program and match the student with his
work exnerience opportunity, supervise the student's job
situation and work towards a periodic evaluation of the
work-exnerience as it relates to educational objectives.
As this orogram expands, there will be a need for work
experience coordinators as determined by the director

of the work experience program (Activity 11.L).

Identify current orogram onportunities for expanding

thz curricalum of the world of work

This is the responsibility of the world of work curri-
culum monitoring committee. They should examine the

comprehensive curriculum currently used to identify

G
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Activity 11.7

Soring 1972

Activity 11.8
School Year
1972-73

subjects and activities that are compatible with a
world of work program. The over-all specific wcrld
of work objectives should be determined by this
comnittee and be contributed to the district objective
data bank (Activity 1.6). Another function of this
committee would be the researching of materials and
methods which have been developed in other districts
in the world of work curricular areas. T. : committee
should form grade level subcommittees to provide

specific data (Activity 11.7).

Form curriculum cormittees for each grade level

(K-6, 7-8, 9, 10-12)

This is the responsibility of the world of work
monitoring committee. These committees would compile
a specific world of work curriculum for their particu-

lar grade levels (Activities 11.8-11.11).

Begin to develop K~-6 curriculum

The world of work curriculum for this level should be
based on the child's exploration of his own environment.
The curriculum should begin with that environment most
familiar =~ the home - and progress to a more abstract
environment - the local community, state and nation.
Parents should be actively involved (Activity 6.13).

The child is already taking part in many out~of-school

activities such as visits to a fire station, police
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Activity 11.9
School Year
1972-73

Activity 11.10
School Year
1972=73
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headquarters, dairy etc. These should be part of
an organized sequential curriculum which meets specific

formulated objectives.

Begin to develop grade 7-8 curriculum

This curriculum would be similar to the K-6 program,
but with more in-depth study of a variety of real-
life situations. As the visual concepts perceived

by the middle school student on his field trips are
better understood, in-school activities are developed
that complement out-of-school activities. These
activities offer him a chance to use his hands in
psychomotor skill development. Industrial arts, along
with home economics, should be expanded to include a
variety of interests not presently offered. Shops for
girls, cooking and sewing for boys, facilities to
tinker with small home appliances; these along with a

variety of other exploratory resources should be provided.

Begin to develop a curriculum for ninth grade, stressing

vocational guidance

The curriculum for the ninth grade school must continue
with the sequential pattern developed through the elemen-
tary and middle schools. The exploratory nature of the
curriculum should be expanded by developing units to
explore world of wark occupations not seen in the local
commnity. The guidance aspect of the school should

be based on an accurate assessment of the student by

G
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Activity 11.11
School Year

1972-173

Activity 11.12
School Year

1973-74L

himself. This assessment would include a personal

evaluation of interests, talents, etc.

Begin to develop a curriculum for grades 10-12

Generally, world of work exploration should be

tied to the basic education curriculum at this level.
Math classes should better relate to real life
situations. The fundamentals of English should be
more practically applicable to occupational require-
ments. Business classes should be extended to include
courses such as business law, banking, etc. Business
for every day living has meaning for all students.
Close ties between classes taken at school and jobs
held under the work experience programs should be
established. The skills learned on the job should be

coordinated with skills and knowledge learned at school.

Implement programs with articulation, evaluation and

coordination by monitoring committees

As the curricular programs established in Activities
11.8 through 11.11 are implemented, the world of work
monitoring cormittee (Activity 11.3).and the vocational
education advisory committee (Activity 11.1) would
begin to function as evaluative committees determining
what objectives are being met. On the basis of pre-
viously stated objectives, program changes would be
made by the director of world of work (Activity 1.11).

These monitoring committees would also make contributions
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Activity 11.13
197L-75

Activity 11.1L
School Year

1975-76

activity 11.15
School Year
1969-70

Continuing
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to a curriculum report (Activity 6.15)

Continue to evaluate and revise the curriculum as

vocational education needs are determined

Continuation of Activity 11.12.

Revise curriculum to accommodate nongraded school

structure

When the nongraded school is adopted (Activity 15.2l)
the world of work curriculum would be revised to

provide for the non-graded approach.

Expand the work experience program for all students

grades 10-12

Many secondary students, academic and otherwise, feel
their school classes are of no value to them and tend

to become drop-outs. Vocational students, however,

constitute a larger percentage of the dropouts. because

of job opportunities.

One approach to cutting down the number of dropouts
has been the continuation school concept. It is
recommended that this concept be expanded by giving
all students the opportunity to spend part of their
school day in a meaningful out-of-school activity such
as working on a part-time job for pay, or volunteering

to help in a commnity service program.

It is the intent of this activity series to develop a

G
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Activity 11.16

1970-71

Activity 11.17
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process which will produce a curriculum to prepare
students for the inevitability of change that the

future holds, rather than a specific skill.

Establish a commnity-school-business monitoring

and planning committee in each of the three work

exXperience areas

These committees would be a working vart of the Council
of Fresno Educational Agencies (Activity 11.30) and

each would include representatives of public and private
schools, public non-school agencies, and business.

They would have responsibilities for monitoring, respec-
tively.

1 Exploratory Work Experience

2, General Work Experience, or

3o Vocational Work Experience,

The responsibilities of each committee should be to
review possibilities for program expansion, offer plans
to implement identified program needs, act as the

control element for each of the work study areas, and
make recommendations to the Council of Fresno Educational
Agencies. Other specific responsibilities were shown in
Activities 11.17 and 5.7. These committees should also
contribute to the determination of the role of the school

(Activity L4.10).

Identify off-campus facilities for work experience
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1971=-72

Activity 11.18

Spring 1972
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The monitoring and planning committees discussed in
Activity 11.16 would have as their initial responsi-
bility the identification of off-campus facilities

which could be utilized for each of the three work
experience areas. Potential facilities would have

to be evaluated in terms of their predictable educational
values when used by students for any one of the three
work experience areas. Several examples of the types

of facilities possible far work experience are discussed

in Activity 15.10.

Begin to develop an exploratory work experience nrogram

This is the responsibility of the exmloratory work
experience committee. An exploratory work experience
program has been defined in the California Plan for
Vocational Education. It provides academically oriented
students the opportunity to systematically observe a
variety of conditions of work so that they may ascertain
their suitability for the occupations they are observing.
The committee should make arrangements with identified
agencies and business to allow students to observe
operations on an informal casual basis. This type of
experience, being an integral part of the regular
curriculum, should lend authenticity to basic education
classes. Civics should have more meaning to a student
who has viewed city governmental operations on a regular

basis. A math class should become more meaningful to
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Activity 11.19

Snring 1971-72

Activity 11.20

Spring 1972

a student who had visited a local accounting firm.
The exploratory work experience program trings
relevance to the classroom. Additional benefits of
the program could be positive attitudinal change
towards the world of work, the possibility for in-

terest development, and more realistic career choices.

Begin to develop a general work experience program

This is the responsibility of the general work exper-
ience committee. This program would be similar to

the exploratory program mentioned in Activity 11.18.
The principal difference between the two is that the
general student would enter into a formal agreement

to perform certain tasks for a specified length of time.
This agreement could include pay, but not necessarily.
Some academically motivated students who want to earn
money might find this program attractive but it would
not emphasize earning money. In fact, many of the work
experiences of a general nature would be non-paying
commnity service experiénces. It is through this pro-
gram that students could be placed in the county

health facilities, Social welfare offices, and other
non-profit public and private agencies. 1In each of
these experiences the student would become more deeply

involved in understanding the nature of work.

Continue to develop a program of vocational work experience

This is the responsibility of the vocational work
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Activity 11.21

Spring 1972
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exnericnce committee. A vocational (as contrasted

with exploratory) work exnerience program has also

been defined in the California State plan for

Vocational Education., This is a program of vocatiornl
education for persons who, through a cooperative
arrangement between the school and employers, receives
concurrent related vocational classroom instruction and
practical on-the-job training planned and sunervised

by the school and employers so that each contributes

to the student's education emnloyability. This progran,
in contrast to the exploratory and the general, would

be for the student who wants emnloyment upon completion
of the program., His regular academic class work should
reflect the real life situation that his work experience
rrovides. If his chosen occupation is renresented in

the commnity he should be given access to the local
facility as an employee so that the most realistic setting
possible is offered the student. If, however, no local
facility exists the student should enter into a vocational
education class (Activities 11.28 - 11.h4L). The
objectives of this program would parallel those objectives

of the currently operating vocational education classes.

Select a pilot school for initial work experience progran

This is the responsibility of the superintendent in
cooperation with the director(s) of the world of work

program (Activity 11.L).
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Activity 11.22 Initiate a commnicative program for students and

Spring 1972 staff ﬁ
This communicative program should be initiated by the
director of work experience (Activity 11.L) and
implemented at the school level by counselors and teachers. .

In the ninth grade schools, (Activity 10.13), a major

A N

emphasis should be placed on describing the program so

. o

that those ninth graders wanting such a program would

e

select the designated pilot school. A counseling program g

should also be undertaken in the pilot school to acquaint

g A P AR R W

students with the three types of programs to be offered.

The pilot school staff should receive training for the
following year's curriculum changes. This initial in-
service program should become an integral part of the
centralized in-service organization (Activitiy 8.19).
Work experience coordinators (Activity 11.5) should be T

]

included in such a program,

j Activity 11.23 Initiate a full work experience program at the selected !'

School Year high school

1972 This is the responsibility of the director of the world

of work program in cooperation with the principal. Those
students, who in the previous year selected one of the N
three work experience programs, would enter into it as -7
part of their regular school program. The first few
months of school would orient the student to his chosen P

work experience program. Through discussion of factors
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Activity 11.2L

Surmer 1973

Activity 11.25
School Year

1973=74

Activity 11.26

Snring 197k

Activity 11.27
School Year
1974~75 and

Continuing

Activity 11.28

School Year

such as time, transnortation and evaluation. A
constraint to a full implementation may be a

shortage of off-campus facilities,

Evaluate the effects of the initial pilot year

This evaluation is the responsibility of the three
committees identified in Activity 11.16. Students,
staff and comrmnity attitudes as well as objective

achievement should be considered.

Implement recommended changes and continue onerations

This is a continuation of Activity 11.23.

Evaluate 2nd pilot year

Continue evaluation similar to that described in

Activity 11.24.

Continue to expand program into other high schools

As problems are resolved in the pilot school, the

work exverience programs should be extended to other
high schools. Expansion of the program should continue
until all students are included in one of the three
types of work experience nrograms. This expansion is
devendent on continuing community support of such
programs and the values which come from such ovrograms

as they are perceived by students, parents and staff.

Concentrate most vocational classes in one central

II-177 GB
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1969~70 and

Contimuing

Activibty 11.29
School Year

1970-71

The complete elimination of all vocationally oriented
classes from the high schools is not recommended.
Business education classes should remain on each campus,
as should industrial arts and home economics as general

education subjects.

As stated in the rationale, this concentration can take
one of two directions, the utilization of the Fresno

City College or the establishement of another facility.

It is recommended that the City College become the
facility for concentration of vocational-technical classes
on a regional basis. If this recommendation cannot be
followed, it is recommended that attempts should be

made to enter into regional agreements for the establish-
ment of another facility for centralized vocational-

technical offerings.

Adopt a'goliqzrconcerning housing of technical vocational

educational training for high school, Fresno City College and

adult students

The administration should initiate discussions'ﬁith the

State Center Junior College and other districts in close
proximity to Fresno. These discussions should result in

a decision agreed to by all to transfer all vocational
classes irncluding those for adults, to a centralized facility.
As these decisions are made, recommendations from the admin-
istration to the Board of Education should initiate imple-

menting policy.
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Activity 11.30
Spring 1971
and

Continuing

Activity 11.31
Fall 1971

Activity 11.32
School Year
1971=72

School Year
1971-72 and

Continuing
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Initiate the establishment of a Council

of Fresno Educational Agencies

This council (Activity 17.7) would have policy making,
program coordinating, and advisory responsibilities.
A representative of the Fresno City Schools: Board of

Education would be a member of such a council. Through

this council interagency policies can be coordinated
in regard to utilization of a centralized vocational

education facility.

Direct the wvocational education program

Upon recommendations of the Council of Fresno Educational
Agencies and the commmity advisory éhd monitoiing
committee (Activity 11.1), a central administrative
position should be established at Fresno City College

for the vocational education program in cooperation

with the superintendents of the school districts involved.

Expand world of work curriculum committee to include

grades 13 and 14

A world of work curriculum committee similar in structure
and function to those established in Activity 11.3

should be organized.

Continue existing specific_occupational advisory

committees with expanded roles

The junior college, and to a limited degree Fresno City

Schools, presently have advisory committees operating
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Activity 11.34
School Year

197172

Activity 11.35
School Year
1971=72

e

within each major occupational area. These committees

should:
1, Serve in an advisory capacity to the
world of work curriculum committees
(Activities 11.8, 11.9, 11.10, 11.11
and 11.32),
24 Monitor student placement.
3e Coordinate their activities through

the Director of Vocational Education

at the Fresno City College.

Provide fiscal support for wvocational education center

The Fresno Council of Educational Agencies should monitor
the funds available by combining ADA resources., Actual
fiscal administration would be the responsibility of
Fresno City College. Capital outlay initially would be
minimum as present facilities at Fresno City College are
not operating to maximum capacity. Other sources of
income should be explored., These income avenues should
include private as well as expanded public support. As
other districts are included, special taxing mechanisms
such as the recently enacted Regional Occupation Center

tax can be utilized.,

Expand the transfer of high school vocational education

students to Fresno City College

As program expands to match available space, transfer

students to City College for half days.
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Activity 11.36
School Year
1971=72 and

Continuing

-1

[

o]

e

-
| ]
»
...
B Activity 11.37
r School Year
] 1972=73
’ Activity 11.38
l School Year

1972-73

IO SRS g v 1

Eliminate legal restraints for full use of Fresno City

College
This is the responsibility of the Council of Fresno

Educational Agencies. In order for the junior college

to be able to accept all high school students who require
classes, certain legal restraints would have to be re-
moved. The Education Code , Section 6401 specifies
that only 11th and 12th graders can attend a junior
college as special part-time students and also that

the number cannot exceed 15 per cent of the 11th and 12th
graders at each feeder high school. In order for 10th
graders to participate in such programs and to increase
the number greater than 15 per cent, it would be necessary
to change this section of the Education Code. Time
constraint given in the Education Code, Section 11052

should be modified to accommodate flexible scheduling.

Expand facilities for increased enrollment at the

commmity college

Begin to close some vocational education classes in the

Fresno City Schools

This is the responsibility of the director of the world
of work program. As increased facilities at Fresno City
College become available, vocational classes at local
schools should be cleosed and students accommodated in

the City College.
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Activity 11,39
School Year

1972=173

Activity 11,40
School Year

1972=73

Activity 11.11
Spring =
Surmer
1972=13

Activity 11.L2
School Year
1973=7L

Activity 11.43
School Year
173=7L

Provide curriculum and guidance service as programs

develop

The two world of work curriculum committees responsible
for grades 10 = 1} should work with the occupational
advisory committee to develop curriculum and appropriate

guidance services for the program.

Provide job placement as programs develop

This is the responsibility of the Director of Vocational
Education, who in turn will depend upon the occupational

advisory committees for specific placement opportunities.

Evaluate the results of limited City College control

This evaluation is the responsibility of the Director
of Vocational Education (Activity 11.31), with results
sent to the curriculum and guidance committees
(Activity 11.L42). This evaluation should include
attitudinal as well as achievement appraisal, by

students, staff and commmity.

Recommend curricular and guidance revisions

The world of work curriculum committees would have the
responsibility to make recommendations for curriculum
and guidance changes, and the Director of Vocational

Education would implement these recommendations,

Provide increased placement services

This activity is a continuation of Activity 11.40 and
should include increased coordination with the work

experience program.(Activity 11.25).
I1-182
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Activity 11.LL
School Year

1974=75 and
Continuing

Expand the program to include all 10th to iLth grade

students and adults needing vocational training in a

central facility

As the fiscal and legal restraints are eliminated in
Activities 11434 and 11.36, increased space should be

made for expanding the programs on the Fresno City

College campuse. These programs of vocational training
should continue to expand as they meet identified

student needs.,
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#"If school is failing to do the job that
it should do, we should not look for
environmental scapegoats, we should improve
the school."
~= William Glasser
Schools Without Failure 1969

ACTIVITY SERIES 12 DEVELOP A PROGRAM FOR EFFECTIVE AND

PRODUCTIVE PERSONNEL EVALUATION

Rationale

The district has the responsibility of monitoring the performance
of all its employees. This requires, in addition to daily supervision,
a periodic written evéluation of performance. This evaluation should be

done to identify those employees giving satisfactory performance. Employees

should be told when their performance is satisfactory and they should be
encouraged to contirme their good work. Employees giving exemplary per-
formance should be identified first, so that they realize the district
recoénizes their outstanding work and in addition the district as a whole
can benefit by disseminating the methods and results that have come from
their exemplary activities. Employees giving inadequate performance mst
be identified so that they may be given specific help that will improve
their performance; or if it appears there is no way to obtain satisfactory

improvement the employee should be dismissed.

Present evaluation precedures in the district do not achieve these

ends., Several factors contribute to this:

Te Specific roles and responsibilities of district personnel

are not well-defined.
2. Specific objectives that describe the role of the school in

the education process are not well-uefined.
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Present evaluation procedures result in ratings that are
umrealistic in that they classify inadequate performance as
"o ocd", satisfactory perfernunce an forreellent® and truly
excellent pcrformance is not identified.

Staff assigned the responsibility for making personnel
evaluations have no specific training or pniform guidelines
for this activity.

Littls if any specific action follows the evaluation of

permanent personnel.

The activities recommended in Activity 12.0 will enable the district
to identify present activities related to evaluation and to develop

specific procedures for an effective productive system of personnel

evaluation.

Activity 12.1 Determine specific goals to be achieved by personnel

School Year evaluation
1969-70 This activity is the responsibility of the personnel

office, It should be done in cooperation with the
superintendent, the Division of Instruction, the
Division of Business Services, and professional
organizations. Each goal de “ermined should be justified
in terms of maintaining and improving the service of
district personnel, The product of this activity
should be a written document of specific goals, and
present operations should not be a constraint in its

preparation.
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Activity 12.2
School Year
1969-70

Activity 12.3
Schoel Year
1970-71

Assess present evaluation practices in terms of method,

product and utilization

This activity is the responsibility of the Division of
Research and Development. The product of this activity
should be a written report of what is currently
happening in personnel evaluation. It should include
reactions of both those being evaluated and those doing
the evaluating. It should specifically point out areas
where present methods of evaluation are inconsistent.
It should also clearly state what use is made of

evaluations for both permanent and probationary employees.,

Determine specific personnel evaluation needs as indicated

by mismatches of Activities 12.1 and 12.2

This activity is the responsibility of the Division of
Research and Development. It will consist of a careful
comparison of the goals to be achieved by an evaluation
program with what is currently being done in the district.
The product of this activity will be written statements
that describe what the goals are and relates those

goals to current activities. Included in this written
statement will be specific actions the district must

take to achieve the stated goals. It is antieipated

that specific items in this statement will allow the
continued implementation of Activities i2./ through 12.14.
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Activity 12.4
School Year

1971-72
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hetivity 12.5
School Year

1971-72

Activity 12.6

School Year

1971-72

Activity 12.7

School Year

1971-72

Exanine personnel evaluation schemes of publie and

private agencies

This activity is the responsibility of the Division

of Research and Development, It will involve obtaining
from ocutside the district as many evaluation procedures
as feasible, Lvaluation programs of both public and
private agencies should be examined. The product of
this activity will be a written report presented in
such a way that component parts of various evaluation
systems can be compared in terms of methods used, use

of results and acceptance by employee groups invclved,

Identify district positicns in terms of role and

responsibility

Information will be available at this time as a

result of the activities identified in Activity 3.0.

Identify specific objectives to be achieved by

the school district

This information will be available at this time

as a result of the activities described in Activity 1.0,
These objectives will be continually updated in the
years subsequent to 1972. Current objectives should

be used in the actual design of any evaluation procedures.

Identify speecific devices to be used in determining

quantity and quality of objective achievement

Specific testing devices uniquely designed to serve the

I1-190
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Activity 12.8
School Year

197172

Activity 12.9
School Year
1972-73

needs will become available as the product of the

activities described in Activity 9.0.

Identify legal constraints associated with personnel

procedures

This is a responsibility of the Division of Research and
Development. It involves an in-depth look at those
parts of the Education Code that affect personnel.

It may be that the district should propose a legislative

change that would modify current constraints.

Deéign a specific procedure to be followed in evaluating

personnel
This activity is the responsibility of the Division

of Research and Development and should be done in
cooperation with the Division of Personnel and representa-
tives of professional associations. The procedures

should be based on the data available in documents
resulting from Activities 12.3 through 12.8, The
procedures should clearly state who is to be evaluated and
by whom, when evaluations are to be performed, who is

to be made aware of the results, how the evaluation is

to report strengths, how the evaluation is to report
weaknesses, what guarantees exist for uniform implementa-
tion of evaluating procedures, how the evaluation
procedures recognize unique functions associated with

specific positions and how the evaluation results will

be used to improve performance where improvement is

II-191 (E%
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Activity 12,10

Fall 1973

Activity 12.11

Fall 1973

Activity 12,12

Spring 1974

Provide opportunity for district administrative staff

to examine the proposed procedures

This activity is the responsibility of the Division of
Research and Development. The proposed procedures
should be given to the superintendent who in turn
should review them with his cabinet. Following

this review, the procedures should be made available

to all district personnel having a responsibility for

evaluating or being evaluated.

Provide opportunity for professional organizations

to examine proposed procedures

Thié activity is the responsibility of the Division of Re=-
search and Development. Coples of the proposed procedures
should be made available to all organizations repre-
Senting district employees. They should be given a
reasonable time to examine the proposed procedures,
including time to get legal opinions about them if

they so desire. A specific time should be designated
when the review would end so that final adoption

procedures may be prepared.

Prepare final design of personnel evaluation procedures

This activity is the responsibility of the Division of
Research and Development. The final design should
consider the contribution obtained by Activities 12,10

and 12,11, The final plan should be prepared as a
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Activity 12.13

Fall 1974

Activity 12.1)4

Spring 1975

Activity 12.15
Spring 1976

Continuing

specific recommendation for adoption as Board of
Education policy and be accompanied by appropriate
written administrative procedures needed to implement

the policy.

Distribute proposed evaluation procedures to all

district personnel

This activity.is the responsibility of the superintendent.

Materials distributed should include:

1. The proposed board policy

2. The proposed administrative procedures

3. A rationale for the proposal that clearly states
the need for adoption, how the adoption will affect
individuals, and the effect of implementation on
the district.

Specifiic opportunity should be provided for all staff to

discuss the relationship of personnel evaluation to the

evaluation of students and program.

Adopt evaluation procedures and begin implementation

Adoption is a responsibility of the Board of Education,
followed by a responsibility of the administration for

implementation,

Evaluate effectiveness of evaluation procedures

This is an ongoing activity of the personnel division.

The results of the evaluation should be made available
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Activity 12,16
School Year

1975-76

Activity 12,17
School Year

1976-77

I et s W ST

to the Division of Research and Development. The first
evaluation, Spring 1976, will be primarily concerned
with mechanics. In the years to follow, more data

will become available as the evaluation process

becomes more effective.

Modify personnel evaluation procedures as indicated

by evaluation of proecedures

This is a responsibility of the Division of Personnel.
Proposed modifications should be reported through the
Division of Research and Planning to any individual

or group of individuals who would be affected.

Continued implementation of adopted personnel evaluation

procedures

This is a responsibility of the district administration
that should be conducted through the Division of
Personnel with data obtained sent to the appropriate

division for utilization.
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"Educational planning is neither an end

in itself nor a formula for achieving

the impossible. It is implying a nethod

of getting more and better educational

results from the resources available ..."
International Institute
Educational Planning

ACTIVITY SERIES 13 MAINTAIN UP-TO-DATE EDUCATIONAL SPECIFICATIONS

Rationale

The educational program of the schools is defined by specific
educational objectives., School personnel are responsible for insur-
ing that the students achieve these objectives. The school facilities
are present to assist the staff in this and should be dgsigned in such a
way as to help, not hinder, the staff in this function. As objectives
change so do the tasks assigned the staff. The school facilities should
also.change to meet any specified need. At any point in time there will
be a need to either provide additional facilities or modify present ones.
In order to produce the most effective plant or plant modification there
should be present within the district a source of data that relates current
building needs to current programs. This is best done by having an up~to-
date set of educational specifications available at all times, These
specifications can best be produced.by those using the present facilities
to implement any program. This activity series describes the functions to

be taken in the district to establish and maintain an effective set of
educational specifications.

Activity 13.1 Establish Educational Specifications Committee as a

Fall 1969 permanent district committee

I1-197 @
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Activity 13.2

Fall 1969

The present Educational Specifications Committee was
estahlished jointly by the administration and the Iresno
Teachers Association. They had the task of developing
educational specifications for all grade levels, pre-
school through grade 12 and a minimum of time in which
to do it. The experience gained by'the present personnel
who have served in this capacity should be utilized in
the development of an ongoing continually current set

of educational specifications. They should serve as

the nucleus of a group of district persornel who have
this assignment responsibility. The assignment to the
Educational Specifications Committee would be considered
an integral part of their total assigmment with an
appropriate recognition of responsibility made either

in salary, by a factor if the work is to be done out

of school, or by specific time provisions if the work is

to be done concurrent with other responsibilities,

Involve representatives of central administration, senior

high, junior high, middle school, elementary school and

building services

At the present time all these groups are represented on
the Building Specifications Committee., This practice

should continue,

Determine gﬁecific oﬁﬁectives to be achieved by maintaining
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School Year

1969-70

Activity 13.4
School Year

1969-70

a_complete current set of educational specifications

The present district educational specifications are based

on similar documents from other districts, with many
modifications to meet local needs., Educational specifica-
tions could be more meaningful and less prone to misinterpre-
tation if, prior to stating specific items, the educational
specifications were designed to answer a set of uniform
questions relating facilities to program. A clear state-
ment of such objectives is needed to be sure the educational
specifications are complete and to avoid the insertion

of irrelevant data,

Develop a general model for a set of educational specifica-

tions

The model developed by the Educational Specifications
Committee should provide a specific arrangement of the

data necessary to satisfy all the stated objectives. It
may be that a coding system relating program, student age,
teaching need, physical space and community availability
should be designed, The model should allow for the
insertion or removal of individual parts without disturbing
the whole. A part of the model should provide for a clear
statement of acceptable minimums for any facility considered.
It would be advisable to involve one or more local
architects in examining the model for functional effective-

ness prior to any final adoption.
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Activity 13.5
School Year

197G-71

School Year

1970-71

Evaluate present educational specifications in terms of

model and stated objectives
At this time the Educational Specifications Committee

will be prepared to evaluate the specifications completed
in 1968-69, They should be examined for the following
specific items:
a. Do they accommodate the objectives determined
in Activity 13.3% |
b. Can they be modified to fit the form
developed in Activity 13.47%
ce How well did the objectives serve as a guide
to building construction or modification? This
can be done by examining the structures that were
built after these specifications became available,
d. What specific program or facility item actually
present in new buildings is not mentioned in
cuwrrent specifications?
The results of this evaluation are not to be used as a

published document. The data is to be used in Activity 13.6.

Develop precedures for obtaining current information

regarding school program and plant

The Educational Specifications Committee is responsible
for developing or identifying procedures necessary for
gathering current data regarding programs and school
plants, Procedures developed at this time should specify
who in the district is best qualified to gather what data,
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i Activity 13.7
School Year

1970-71

Activity 13.8
School Year

197172

CActivity 13.9

School Year

to whom the data should be given and in what form, The

procedures should include some mechanism for staff other

than Educational Specifications Committee members to

show their concerns with the committee.

Determine budget for educational specification development
The procedure developed in Activity 13.@ should be provided
for in the district budget. Specific items of concern

are production of reports, secretarial time, purchase of
publications, costs of release time for teachers, travel
and salary factors if persong involved work beyond normal

contractual obligatdion.

Obtain data

This is the responsibility of the committee chairman,

He must make appropriate assigmnments, within his

budget limitation, to gather the necessary data for
preparing an adequate set of educational specifications,
He must consider time limitations so that the entire
committee will have sufficient time to adequately perform
Activity 13414 This activity, and all those-subsequent
to it, are a part of an ongoing biennial cycle that
provides the district with a continuous up-to-date set
of educational specifications.

Evaluation of curmsnt educational specifications

This activity is synonymous with Activity 13.5 and
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Activity 13,10
School Year

1971-72

Activity 13,11
School Year

1971-72

is shown here to indicate its inclusion as a part of
recycling operation every two years that will promote

the production of a continually up-tc-date- set of
educational specifications, It will involve additional
staff beyond just committee members. Reference should
be made to educational specifications of other districts
and model educational‘Specifications developed by various

professional associations and founcdations.

Evaluation of current program

This task should be assigned to spesific members of

the Educational Specifications Committee with specific
members responsible for reporting on épecific grade or
prograﬁ activities. As various program evaluations are
read the committee members should interpret the evaluations

in terms of the physicallplant effect, Where problems

or concerns are identified it may be desirable to

contact personally the person who made the program
evaluation to obtain firsthand data of the program=-

facility relatiohshipso

Review of professional literature

This task should be assigned to specific members of the
Educational Specifications Committee. Abstracts of
articles relating-facility and program should be.méde
and indexed as an appendix to the cur;ent educational

specifications. As individual appendix items become
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Activity 13,12
School Year
1971-72

Activity 13,13
School Year
1971-72

outdated they should be maintained in a set of educational
specification archives, Any item found in this literature
review that is particularly pertinent to a current or
proposed program should be channeled to the personnel
involved and in some cases the district should assume

the responsibility for a district-wide distribution of

the data.

Participation in professional conferences

This task is an editing function and should be assigned

to a specific member of the Educational Specifications
Committee, A district employee who attends a couaference
at district expense should be required to submit a
resume' of the conference in writing to the district.

A copy of the resumd should be forwarded to the appropriate
member of the Educational Specifications Committee., The
resume’ would then be treated in the same fashion as

literature in Activity 13,11,

Visitations

This activity should be used only after Activities 13,9
through 13.12 have been completed, If in the course of
these activities it becomes evident that there is a
specific reason for making a certain visitation, such

an activity should be permitted, Prior to the visit

the committee should prepare a complete list of questions

to be answered and activities to be observed. In most

G
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Activity 13.14
School Year

1971-72

Fall 1972

Activity 13.16

Continuing as

appropriate

< rraan sy e F 1)

cases it will be desirable to take photographs to aid in
displaying the data obtained, The results of any
visitation should be submitted in a written report

similar to those that follow attendance of a conference,
Specific records should be kept on who makes visitations,

to avoid unnecessary duplication and to vary the individuals

given this responsibility.

Modify present educational specifications

This activity is the respcnsibility of the chairman of
the committee and will involve all members utilizing the
datae obtained in Activities 13.9 through 13.13 plus the
original educational specifications. This activity

will subsequently be done every two year,

Publish biennial district educational specifications

This is the responsibility of the committee chairman.,
The books published in Fall 1972 will be the 2nd edition
of the educational specifications for the Fresno City
Unified School District. The 3rd edition will be
published in the Fall of 1974, 4th edition Fall 1976

at which time major decisions concerning graded versus
non-graded, academic versus comprehensive versus
vocational versus vocademic high schools and versus

progress education will have been made.

Utilize current educational specifications as a major

source of data in facility planning
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"The beginning is the most important part
of the work.

The direction in which education starts a
man will determine his future life."
-~ Plato L427-347 BC
The Republic

ACTIVITIES SERIES 1L DEVELOP A COMPREHENSIVE PROGRAM
FOR EARLY CHILDHOOD EDUCATION
Rationale
A comprehensive progranm forearly childhood education serves two vital
functions. It prepares children mentally, physically and socially to
benefit from formal educational opportunities in the following two decades.
It also encourages parents to become partners with their children so that

together they both contribute to and benefit from the entire school program.

The early childhood education program offers unique opportunity to
provide for the educational needs of adult and infant similtaneously. The
role and function of public schools is changing as rapidly as the commnity
itself, It is umrealistic to expect a parent who has been out of school

several years to be familiar with the materials, procedures and objectives

of today's educational program. It is even more unrealistic to expect adults

who have been alienated from school by unhappy personal experiences, or who
are unfamiliar with owr schools due to cultural differences, to show much

enthusiasm for school programs as they perceive them.

A comprehensive program of early childhood education is a logical
and practical way of identifying the roles of student, parent, school and
commnity in the total educational process. This proposed program
encourages the parent to wark with the school in providing educational
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opportunities for children. It provides the framework for continued
cooperative activities of planning, implementing and evaluating that are
vital for an effective program of individually relevant educational
opportunities and experiences for children. The program is designed

to involve parents at a time when interest in their child's education

is at a maximum and to involve children early enough so that they will

have time to develop learning and social skills necessary in school.

Activity Series 14 describes specific actions to be taken to
provide every parent and child in the community writh the opportunity to
participate in a program of early childhood education consistent with

identified child need and parental awvailability for participation,

This series of activities has met another great challenge, It
is designed in such a way that this program of early childhood education
is not just another program of the public schools. It involves many
individuals and agencies currently directed by separate boards, each with
its own operating philosophy and procedures. This series of activities
describes a method by which these separate individuals and agencies can
direct their unique capabilities and resources into a common effort to
achieve a common goal., As our sociéty becomes more complex, increased
interagency activity is inevitable. Too often it stifles, rather than
promotes, a common effort. The common community goal of providing the
best educational opportunity possible to all children in this area is

a goal that the various individuals and agencies will accept.

Public education, to be effective, must involve more than just the

public schools as a singular institution. An effective program for early

1I-208
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childhood education can be an ideal vehicle for developing this inter-

agency responsibility. It must develop such responsibility in the areas

of implementation and evaluation as well as planning.

Activity 14.1
School Year

1969-70

Activity 14.2
1969=70

Establish a committee to guide the development of the

program
It is the responsibility of the superintendent to establish

this committee. The job of the committee will be to develop
a program using these guidelines. It involves much data
gathering and in-depth consideration of the role of the
school in the community educational process. The work of
the committee will, at a minimum, require six years. The

committee should study in detail the report of Project Design,

particularly in regard to school organization and continuous

progress education.

Include representatives of kindergarten, all preschools,

Head Start, ajult school, public agencies, private ageuncies,

child care centers and private schools

This committee should include the widest background of
experience in early childhood education available in the
commmnity. It should be made clear in the forming‘of this
comnittee that the program to be developed is a commnity
program, not Jjust a school program. The role of the school
is to be that of organizer. Any implementation that will
fallow should be done by the individual, group, or agency

best equipped to do it. Clear recognition should be given

B
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Activity 14.3

School Year

1969-70

Activity 1lL.b
School Year

1970-71 and

1971-72

to the abilities of all groups, both public and private,

to make valuable contributions in these planning procedures.
The committee should have the authority to add to its
membership anyone perceived as helpful either on a permanent
or temporary basis. It should also have the opportunity to
call forexpert opinion out of the district when necessary.
This developing committee's function wili be complete when a
comprehensive program of early childhood education is adOpted

in Fresno.

Provide budpet allocation for committee operation

This is the responsibility of the Board of Education. The

¢ommittee, in the process of organizing, should roughly determine

what their activities will be during the period 1970-72
(Activities 14.4 through 14.11). These proposed specific
activities should be the basis of budget allocation. Serious

consideration should be given to obtaining some financial

support from the local community as well as the school district.

Agencies to he considered would be the Fresno City Council,
Fresno County Board of Supervisors, private corporations, ete.
To assist in gaining adequate financing, the committee should
present specific written procedures they develop to describe
the proposed activities.

Conduct_a. comprehensive two year study of gcurrent early
(

childhood educational programs

This is the responsibility of the developing committee. This

study, and the written report that results from it
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Activity 1L4.5
School Year

1970-71
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(Activity 1L4.10), will be the prime document for
demonstrating the need for this program and what it
can accomplish. The study should be carefully
executed utilizing expert help and employing the most

effective research techniques.

Prepare objectives to be achieved by children

These objectives should be written in such a way that they
describe:

1« what is to be done
2. how well it is to be done
3. who is to do it, and

L. how this accomplishment is to be measured.

This careful ldentification of objectives to be achieved
becomes the definition of the educaticnal program for

children. The objective sets described will vary according

to child need. The function to be served by having specific
objectives is the ability to select from the set those that
make up an educational program uniquely tailored to the
identified needs of an individual student. In preparing

these objectives it must be kept in mind that not every student
will achieve every objective. Let us consider an analogy:

the dictionary provides us with many words, but in writing

an essay upon a single topic we are not obligated to use them

all. (E%
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Activity 1L.6
School Year

1970-71

Activity 1L.7

School Year
1970=-71

School year
1970=-71

Prepare objectives to be achieved by parents

This activity is similar to Activity 14.5, but directed

toward parents,

Examine present programs

This is the responsibility of the developing committee.

At this point it is very important to have all local
programs of early childhood education represented. By
examining in detail what present programs are doing, it

is possible to identify duplication and how different programs
achieve similar objectives. A clear statement of child care
needs should be made since this is as important at this age
as is education., Consideration should be given to such
things as time, degree of parental involvement, program
cost, availability, transportation, food services, health
services, program publicity, management techniques, unique
equipment, etc., As these program examinations are made,
much information relevant to objectives will become

available.,

Include all programs related to early childhood education:

public, private, school and other agencies

This activity indicates . .individual reperts on different

programs may be desired, Special consideration should

“be given to the factors that have brought each program

into existence, what its prime function is, and how it serves

different identified needs. Special attention should be
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Activity 1449
School Year

1971-72

given to widely divergent programs such as private day
nurseries with a prime function of child care, the public
child care centers with a similar function for the less
affluent, and education oriented programs such as those
supported by AB 1331 and Head Start. Professional
organizations such as Central California Association for
the Education of Young Children, California Teachers
Association, and the National Education Association should
also be contacted for information concerning programs in
communities other than Fresno., Special effort should be
made to get specific information relevant to evaluation
procedures used in any identified program. In addition, it
would be well to contact parents of chilaren not in

pre-school programs to find the reasons contributing to

their nonparticipation.

Relate achievement of present programs to identified

objectives

This activity is the logical outgrowth of Activities 1.5
through 14.8. H;ving identified specific objectives and
evaluation procedures, it is then possible to determine

to what extent objectives are achieved by specific programs.
At the present time a lack of behaviorally stated objectives
and the corresponding lack of evaluative devices may render
this function ineffective. It must be emphasized at this

point that if such correlation of objectives to achievement

cannot be done this mismatch cannot be ignored. Any statistical

information presented at this point should be accompanied
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Activity 14.10

Spring 1972

Activity 14.11
Spring 1972

by a statement defining its validity. In other worde,

if there is something we don't know - admit it,

Publish a complete report on early childhood education

in Fresnc

This report is the written summation of Activities 1./
through 14.9. In addition to dats, it should contain
specific recommendations for establishing a community
early-education program with schools as a nucleus.

The report should include proposed activity implementa-
tion schedules and proposed methods of finaneing. This
document could well be produced in coopera£ion with

the local Edict officejparticularly if Title IIT funds

are being considered to support the program,

Initiate a search for funding to implement early

childhood education program

This activity should‘be assigned to a specific member
of the developing committee, All sources of funding
should be considered l.e., private industry, private
foundations, Federal sources, State sources etec.
Serious consideration should be given to making

the program self-supporting in part. When the need
for a community-wide early childhood education program
is adequately demonstrated, the problem becomes one

of how to do it rather than can it be done, It would be

well to consider using the permissive override taxes

1I-214
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Activity 14.12
Fall 1972
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available for adult education at this point.

Estzblish a permanent citizen's board to monitor early

childhood education

This is the responsibility of the Board of Education,
The establishment of this permanent board is the first
step in implementing the comnmunity-wide program of
early childhood education. This board will have the
responsibility of guiding, encouraging and supervising
both the initiation and operation of a total community
effort in education, This board will be responsible

for coordinzting the efforts of divefse individuals

who come from different agencies and varying economic
backgrounds, This board will supplement, not replace the
original developing comrittee, rather it will provide
the committee with a wider range of influence and

make available additional resources, This citizen's
monitoring board has the opportunity to demonstrate that
it is possible to have within a community an interagency
effort directed toward a specific goal. The board

has an advantege in that the goal, developing a rich
background for children prior to attending school,

is one that the majority of the community will accept.
The mechanics of operation, methods of communication,
and assigning of specific responsibilities to different

agencles will establish a pattern for developing future

G
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comnittee and concerned governing boards.

How much, or to what degree? This describes

the expected variation in performance or
participation by involved individuals or agencies.
By whom? This describes the assignment of responsi-
bility to those involved.

When, or within what time period? This describes
the expected time periods required to implement,
operate and evaluate the pilot program adoption.
This activity series itself has made preliminary
estimates in this area.

Where and under what conditions? This describes

the physical arrangements needed for implementa-
tions.

For whom, or to whom? This, like question 3, defines
responsibility relationships.

How will success or failure be measured? This
describes the evaluation procedures to be used

and may include some preliminary criteria. The

more specific evaluation criteria will be established
when an actual working plan is adopted for

implementation that recognizes current constraints.

rvan St

Activity 14.15 Provide for achievement of objectives related to child

School Year mental, physical and social development, parent involve-

1972-73 ment and program awareness

J G
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Activity 1L.16
School Year

1972-73

-
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Al]l objectives identified should be stated in such a way that
the seven questions in Activity 1l.1L are answered. When the

objectivec are properly stated, the program is fully defined.

Provide for full utilization of all commmunity resources

This activity is the responsibility of the developing committee
and will depend heavily upon data gathered in Activities 1l.lL.
The strength of this program will be seen in its effective use
of all resources. This program is not one of elimination, it
is one that utilizes the current available facilities, increases
their use through interagency coordinated activities and
identifies resources now being used on a limited basis or not
at all. Parks, playgrounds, classrooms, private schools, the
"Y', Red Cross facilities, day child care centers, adult school
facilities, well-baby clinics, social-welfare facilities, local
industries and public auditoriums ‘are examples of the types of

physical resources to consider.

As was mentioned in the rationale for these activities, one of
the commnity resources which has not been effectively utilized .
has been parents. Facilities which do not threaten these parents
would tend to involve them more actively in their child's

school experience. One type of facility which could be con-
structed to accomplish this is satellite neighborhood schools.
These satellite schools would be located around and act as a
feeder to an established elementary school. They would be small

schools (45-50 enrollment) built within a small neighborhood
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Activity 1L4.17
School Year

1972-73

Pt s g e ol ey &k o

so that the parent could visit with less fear and
consequently more potential involvement in their
child's education. These schools initially should be
built where there are high concentrations of minorities
as these areas are often times ones in which there are
higher percentages of noninvolved parents. As space
becomes a problem in other schools, satellites should
also be built. When those schools are built and become
operational,school exchanges involving children and
parents should be expanded to provide intercultural
exposure. The staffing of schools should include two
to three teachers and as many parent-aides as possible.
The school should be an educational experience for the
parent as well as for the childe Funding for such
schools should become an interagency function (Model
City, Redevelopment etc.). Legislative funding
(Activity 14.17) is a possibility. The appropriate
agency responsibility should be determined by the
citizens board, (Activity 14.12). Actual construction
data is found in Activity 14.22,

Seek legislation to provide funding

This activity describes exactly what is wanted. This
responsibility is assigned to the citizen's monitoring
committee as well as to the developing committee.

Expediency, demonstrated need, and political acumen are

the criteria to be used. Interim or short~term financing

G
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is better than no financing. It would be well to involve
professional associations and the State Department of
Education as additional sponsors of any legislation pro-

prosed in this area.

Activity 14.18 Seek enabling legislation to provide appropriate agency
? School Year responsibility
% 1973-7h Specific actions indicated here will be arrived at jointly
by the citizens monitoring board and the developing com- B

mittee. Any specific legislative proposals would come from
Activity 1L.13, comparing legal constraints, and Activity

1Lh.1L, initial program proposal.

Activity 1L.19 Complete plan for pilot program including objectives, along

School Year with implementation and evaluation mechanisms

1973=7h This is the completion of Activity 1L4.1Lh. This plan however,

will have to accommodate existing limits and constraints.

Activity 1L.20 Publish plan and initiate program of parent awareness

Spring 197L This is the responsibility of the citizen's monitoring &

board. Publicity for the program should be provided by
all agencies both public and priwvate that share the
responsibility for its successful implementation. All

segments of the community should be made aware of oppor-

tunities presented for both children and their parents. &
Specific methods used to develop awareness should be those =
that are effective for certain target groups. In addition r}

bl

to the usual school notices, there should be newspaper
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Activity 14.21
School Year

197L=75

stories, radio and television advertising, major
industries should assist in promotion, the
Department of Social Welfare should inform all
potential benefiting families, and specific persons
should be assigned the task of recruiting in certain

designated areas where other media are ineffective.

Initiate in-service education program for staff to be

involved in pilot

This is the responﬁ}bility of the program developing
committee. The training should involve'all personnel
in the program regardless of their agency affiliation.
They should be made aware of the uniqueness of this
combined agency effort. They each should be aware

of their responsibilities and the responsibilities of
others in implementing the program., They should under-
stand the objectives directed toward parent as well as
those directed toward children and should be told how
the success of the program is to be evaluated. They
should learn how they can communicate with others
responsible for total implementation even though they
are responsible to different agencies. Understanding
coordinating mechaniéms is vital at this point. It
may be desirable to develop a regular weekly or moﬁthly
bulletin that will assist the implementing staff to
keep constantly aware of the varying aspects of the

program as it is implemented.
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Activity 14,22

197L4-75

Activity 14.23
School Year

197475

Activity 14.24
School Year

197L=75

Construct satellite neighborhood schools

These "satellite" schools (Activity 14.16)

should be built in those locations which

will most conveniently serve the neighborhood.

Each school should be built on land no larger than a
typical residential lot, and have an exterior which
closely resembles a typical neighborhood home with
an open spaced interior. Construction should include
possibilities for conversion to a family residence
in case of the need for future resale. Initial

construction should be in low socio-economic areas.

Implement pilot program observing current legal and

financial constraints

This is it! Ideas in action!

Evaluate pilot program

The mechanics of conducting the evaluation is the responsi-
bility of the developing committee. The citizens advisory
board is responsible for interpreting the evaluation in
terms of the stated goals of the program. This evaluation
is an ongoing process concurrent with the first year
implementation., By the time the first year implementation.
is well underway some evaluation should have been made of
each of the stated specific objectives. As the data from
the ongoing evaluation accumulates, it should be shared

on a regular basis with all personnel responsible for
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Activity 1L4.25

Spring 1975

Activity 14.26

Spring 1975

e e e W AP L312 o -

implementing the program. The combined results of
all evaluation provide the data to be used in

Activity 14.25.

Make appropriate program modifications

This activity is the responsibility of the developing
committee. Proposed changes should be justified in
terms of previously stated objectives. If a change
cannot be related to a specific objective, either an
appropriate objecﬁiye should be identified to better
define the total program or the proposed change should
be dropped. It is vital that in all cases program
changes or further development be linked with objective

that meet the criteria identified in Activity 1k.1k.

Consider data from district pilot programs relating to

school organization patterns, evaluation techniques,

and staffing patterns

This data, available from Activities 2.12, 7.29, 9.2l
and 13.16, will assist in planning future activities in
the program of early childhood education. Specific
consideration should be given to the development of
continuous progress education as it relates to the
appropriate time for beginning a child's elementary
school experience. A major decision facing the plamning
comnittee at this time is the determination of the most

effective method of coordinating those activities
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Activity 14.27
through 14.31
School Year

1975-77
Activity 14.32

Spring 1977

Activity 14.33

Spring 1977

associated with early childhood education and the more

structured activities of the elementary school.

These activities are the cyclic repeating of Activities

14.23, 14.24 and 14.25, for the second and third year of the

pilot program

Publish final evaluation of pilot program with recommendations

for district adoption

This final evaluation will be a summary of the previous two
evaluations plus additional information gained during the
third year of the pilot. Special attention should be given
to effectiveness of interagency planning and implementation
of a specific program. At this time it may be possible not
only to make recommendations for the continuation of the
program for early childhood education, but to makc further
recommendations for effective interagency involvement in the

gross product of education.

District supports adoption of comprehensive community-wide

program of early childhood education

The responsibility for this adoption lies with the Board of
Education as far as the public schools are concerned. However,
the Board of Education must share this responsibility with

the other community agencies involved. In order for the
adoption of this program to be effective, the Board of Education
must commit itself to continued cooperative action with other
commnity agencies and their respective efforts be contimually

coordinated through the Citizens Advisory Board for Early
Childhood Education.
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“"There is no reason why any given concept
within a conceptual scheme should be
assigned to a given grade or given age
level.: There is no reason why different
youngsters cannot be at different concept
rungs on the conceptual latter."

-= Paul F. Brandwein

ACTIVITY SERIES 15 ADJUST SCHOOL CRGANIZATION PATTERNS TO

FACILITATE CONTINUOUS PROGRESS EDUCATION

Rationale

The prime function of any school system is to provide students
the opportunity to learn. Schodls are doing this - but they are doing
it in a very limited way. "School" :; generally a 9:00 a.m. to 3:30 p.nm.,
one hundred and eighty day operation confined within a spécific physical
space, These time and space constraints have caused thé schools to "processh
large numbers of students,resulting in an impersonal operation designed to

accommodate groups of "typical® or "normal" students rather than individuals,
even though it is individuals rather than groups who do the learning.

Professional educators are well aware of the effects of these

time and space constraints. Two recent developments in school operation
demonstrate this awareness:

Te School facilities are now being designed to increase the space
available by developing educational enviromments that serve
individuals rather than groups. The self-contained classroom
is giving way to open space;

2. There is a commitment to develop individualized instructién.
Just how this is to be done is not yet clear. In the zeal

to individualize instruction, some programs have been developed
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that isolate the student and he is required to do alone
those same things he used to do as a member of a group.

This is only substituting independent activity for group
activity while the relevance of the material being presented
is still not considered. To be effective, individualized
instruction should allow the student to progress through
material that he sees as relevant at a rate compatiblé with
his ability. This activity series describes specific

steps that can be taken to further reduce the constraints

of space and time that limit the student's educational

opportunities,

Implementation of this series of activities will achieve the

following goals:

Te

3.

6.
Te

Each student will follow a unique education program designed
by himself in cooperation with the schcol staff and parent.
The individual student may initiate, pursue, and complete

a sequence of educational activities in a time frame
compatible with his ability.

The student can set educational goals for himself, goals that
he can achieve.

Student and teacher contact occur when they are needed rather
by the mandate of a calendar or clock.

The student fully utilizes all community resources, both on
and off campus.

A1l students receive a realistic view of the world of work.

A1]1 students participate in cammnity service activities,
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8. A1l students are exposed to commnities or neighborhoods
different from their own.

9. Studentsattend school (the physical plant) to receive
services or perform activities that camnot done as well
elsewhere.

10. School staff is available fourteen hours a day, twelve
months per year to provide educational services.

1. Student, vacations can coincide with parental vacations.

12, School supervised instructional activities may be accommodated
concurrently with vacations.

13, A1l educational activities, both public and private, are
monitored so the student realizes the greatest benefit.

1. Teachers function as responsible members of the adult

community as they serve the needs of students.

Activity 15.1 Make a decision to develop a program of contimious
Fall 1969 progress education for all students, pre-school through
adult

This decision is the responsibility of the Board of
Education. It should be based upon the Master Plan
reconmendations with considerations of what is happening
in schools today and perceived needs for education in

the future. It becomes increasing clear that owr societal
structure is not equipped to constructively deal with

the "dropout". The school program must be a "stay-in®
program and mst be modified so that all students find
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Activity 15.2
Fall 1969

Beginning 1969
Contimuing

school experiences such that they want to "stay-in".
This decision by the board will give the schools
the responsibility to design programs to meet the
needs of all individual students, not just groups

of students.

Make a decision to modify school organization patterns

This is the responsibility of the Board of Education.
The general direction in which modifications will
proceed is to establish non-graded schools..

Elementary schools will concentrate on building basic
commnication skills, middle schools will have an
exploratory function in addition to continuing skill
development, junior high schools (9th grade) will
emphasize guidance and program development to be followed
in the senior high schools. The student in the senior
high experiences personal contact with the commnity and
the world of work as an integral part of his personally

designed educational program.

Initiate an appropriste ongoing in-service education .

program for total school staff

This is the responsibility of the superintendent.
Specific inmservice education programs to be implemented
relate to objective developﬁent, staff utilization,
curriculum development and space utilization as deseribed
in greater detail in Activities 1.0, 2.7, 7.5, 8.0, 11.6
and 19,0,
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Activity 15.4
School Year

1970-71

Develop specific behavioral objectives to be achieved

by students
It is the responsibility of teachers to actually

produce the objective statements while selected school
administrators will be responsible for seeing that the
teachers are given the bpportum'.ty to produce them.
These objectives are essential for defining in specific
terms:

Te What will be done?

2.- How much or to what degree?

3. By whom?

e  When or within what time period?

5.  Where and under what conditions?

6.  For whom or to whom?

Te How success or failure will be measured?

In writing the objectives, and the criteria needed to
fully define them, constraints imposed by present
school facilities should not be considered. It must
be constantly borne in mind that objectives point

to needs, whether or not aiy given objective will be
met in school. It is essential that persons preparing
objectives be aware of the total of all resources i.e.,
time, personnel and materials available within the
coomunity. Staff preparing objectives must broaden
their vision of the potential which can be achieved,

Conversely, the absence of resources should not serve

II-231 @

SEE T e

»

b |

v
o o £ . memennd 4
R " M
[T T N —— i et o okl N s e e RS Py

)
wi



o i © ==

O R R e

Activity 15.5
School Year
1970-71
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as a constraint in objective development (Activity Series 1.0).

Make preparation for separating grade nine from

grades seven and eight

This activity is the responsibility of the superintendent.

It is recommended that separate ninth grade schools
be established with curriculum and program oriented
towards in-depth guidance and counseling for students

prior to their entry into high school.

As the typical child develops socially and intellectually,

the ninth grade school year is perhaps the most
difficult. The ninth grade student, who is past or in
late puberty, has become aware of himself, his physiecal
capacity, his social setting, and looks toward his

developing maturity with mixed feelings of anticipation

and apprehension,

His position in a Jjunior high school tends to compound
his personal problem. He is not quite ready to compete

in a senior high school environment, althcugh he tends

to identify with students in the ten through twelve grade

level rather than the younger students in grades seven
and eight. The presence of these more mature students
on the junior high school campus forces an expression

of premature sophistication by seventh and eighth grade

students. Teachers and administrators in a junior high
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school will verify the gross physical and social
differences between typical seventh and ninth

grade students and will attest to the problems

created by their attendance at a single school.

Ninth grade schools have been instituted in other
school districts, both in and out of California. Two
general reasons caused their formation, either
effective space utilization or a need to achieve ethnic
balance., Project Design contacted three of these
districts. Redding, California had to find a way to
utilize a large secondary facility that they inherited
from a junior college district; Grants Pass, Oregon
had to add to their secondary facilities, but could not
afford an entire senior high school; and Midland, Texas
had to desegregate their schools due to pressure from
the Department of Health, Education and Welfare and,

because of a local court order, to take action at once.

In each case,when the district established a ninth school,

for whatever reason, they have chosen to maintain the

school as a ninth grade school because of the educational

benefits received. When asked the queétion, "Would you
establish a separate ninth grade school if there were
no extraordinary circumstances?", the answer was an
unqualified yes in every case. When asked, "if you
had to place your ninth grade with another level, would

it be eighth or tenth grade?", two replied that ninth
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grade is better with tenth and one replied emphatically
that they should not be with tenth, but was hesitant

to say place them with eigth,

The advantages of the ninth grade school were generally
given as social adjustment, curriculum development,
cultural integration and student activities. The latter
received the major attention of all three schools
contacted, particularly in regard to the number of ninth
grade students allowed to participate in activities
compared to the number of ninth grade students that can
participate in such activities in the four year high
school, Uniformly these districts felt that the benefits
gained far exceed the obvlious disadvantages of moving