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ABSTRACT
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selection, orientation, and training of staff; examination of the
theoretical, technical, and socio-psychological feasibility of each
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entire 5 years of program development and operation and $4,035 for
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program (at the University of 3eorgia). The conclusions, 30
generalized findings which summarize the highlights of the
feasibility study, are listed undtm- the same headings used to
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Chapter VIII

Summary and Conclusions

C. E. Johnson and G. F. Shearron

This is a report of an investigation which sought to
determine the feasibility of developing and operating the
Georgia model program for the preparation of elementary
school teachers.

Objectives

The objectives of this study are: (A) to establish
the feasibility of the teacher education program model in
projected sustained operat'on, (b) to provide a strategy
to implement the educational program model into sustained
operation, and (c) to provide cost estimates for the develop-
ment and operation of the instructional program with atten-
tion to rlternate paths based on limited resources.

This investigation also provides a product which is
likely to be of greater value to professicnal education
than the findings of the study itself. It is a system,
more efficient than any now in existence, designed to
develop and maintain exemplary educational programs.

Procedure

The investigation began with the selection, orienta-
tion and training of new staff members for their work assign-
ments. Next, a critical examination was made of the origi-
nal instructional model as it reflected sustained operation
to be certain that all details of the design were filled in
and to identify those features which should be investigated
for feasibility. When the design was completed investiga-
tion of the technical and sicio-psychological feasibility of
each component was undertaken and validated where necessary.
In some instances this led to the modification and/or re-
designing of the specifications for the sustained operation
of the model. That is to say, in order to establish feasi-
bility within reasonable limits of confidence, it was nec-
essary to modify some of the original specifications. Any
changes that were made in the specifications necessitated
re-examination of the system to determine whether these



changes demanded revision in other components of the design.
If so, revision followed by additional re-examination
occured.

When the investigators were satifsied that the model
was theoretically, technically, and socio- psychologically
feasibile and that all systems appeared to be compatible
and consistent with the basic intent of the operation, a
PERT chart diagram of the systems network of the instruc-
tional program in sustained operation was designed. For
each activity detailed time and cost requirements (personnel,
facilities, materials, etc.)were attached. Utilizing IBM
PMS/360 computer programs the data were fed and stored.

Investigation of cost feasibility for the model in-
structional program in sustained operation was then begun.
The primary criterion for determining cost feasibility was
that the per student cost for instruction in the model pro-
gram should be reasonable for an institution to maintain
without supplementary financial assistance. Finally, an
exploration was made of the cost for various possible modi-
fications (reductions of the instructional program in sus-
tained operation in relation to limited available funds).

Concurrently with determining the feasibility of the
model program in sustained operation the investigators de-
signed a detailed and effective strategy which would imple-
ment the instructional program into sustained operation in
a period of five years. This activity required the in-
volvement of consultants and other specialists with exper-
tise in designing strategies and engineering designs in
such fields as industry, military operations, space tech-
nology and sociology. When the conceptual model for this
strategy was completed, detailed activities were designed
and a PERT chart diagram for the strategy was prepared.
Next, time estimates were assigned to each activity and,
again utilizing IBM PMS/360 computer programs, the time
data were fed to determine the extent to which time es-
timates were such that the strategy could accomplish the
mission within the five year period. Some adjustments were
found necessary and were made.

When investigators were satisfied that the strategy
was sound and the mission could be accomplished within the
five year limit, cost estimates for personnel, facilities,
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equipment, travel, technology, materials, etc. were attached
to each activity in the strategy and computer stored. Costs
were then retrieved for purposes or reporting and an exami-
nation was made of the cost of developing and implementing
the model program into operation. Finally various reason-
able modifications (reductions) of the model based on limit-
ed available funds were considered.

Strategy for Development and Implementation

The specifications for the development strategy re-
quire the application of research and development procedural
principles providing for flexibility in management of time.
However, this flexibility is within a framework of defined
limits. For example, the starting date for the project is
assumed to be July 1, 1970. The period of funding by a con-
tractor is limited to five years. Because of these limita-
tions the strategy is designed so that all components of all
phases of the instructional program have been developed and
piloted by July 1, 1975.

The concept of sequential induction of instructional
phases was fundamental to the strategy for the development
of the model program. This concept requires that the in-
structional program be built and implemented from the point
of initial student entry and that the learning activities be
developed sequentially through to the highest level of pro-
ficiency required by the specifications of teacher perfor-
mance. This means that attention is first given to the de-
velopment of the preprofessional phase, next to the profess-
ional phase and finally to the specialist phase. Further-
more, it means that when vistained operation occurs it will
occur first with a preprofessional phase, followed next
with the professional and finally with the specialist phase.
Thuu, the attainment of the condition where all phases of
the instructional program are in sustained operation is not
complete until the specialist phase leaveft its final stage
of development.

There are six stages for deve. pment leading from pre-
paration and planning of the prepr,.essional phase to sus-
tained operation. Stage 1 provides for preliminary planning
with special attention being given to the preprofessional
phase of the instructional program. Stage 2 begins and ends
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the development of the preprofessional. phase and provides
for the planning and designing of the professional phase.
During stage 3 the preprofessional phase is piloted, the
professional phase is developed and the planning and de-
rigning of the specialist phase is completed. During stage
4 the preprofessional phase is tested in initial full-scale
operation. At this same time the professional program is
piloted and the specialist phase is developed. In stage 5
the preprofessional program begins sustained operation while
the professional phase is being tested in initial operation
and the specialist phase is piloted. During stage 6 ti J pro-
fessional phase joins the preprofessional phase in sustained
operation and the specialist phase engages in initial oper-
ation. At the end of stage 6 all three phases of the in-
structional program are in sustained operation and the
mission is thus completed.

Application of the principle of sequential induction
combined with specifications related to individualized in-
struction and accompanied by the feature of staggered re-
gistration creates particular scheduling concerns which
cause all stages to overlap.

Estimated Costs

The overall cost for the fiscal years beginning
July 1, 1970, and extending through June 30, 1976 for both
development and operation of the Georgia educational model
for the preparation of elementary school teachers is es-
timated at $18,370,000, not inclusive of facilities. Of
this total $12,499,500 is required for program development
(project activities) and $5,880,500 is required for sustained
operation (maintaining instructional program activities).
During the first fiscal year the development costs are rela-
tively low ($682,000), during the second and third years they
rise sharply ($2,581,500 and $4,484,500 respectively), and
in the remaining two years they gradually diminish.
($ Ns,000 and $1,275,000 respectively). In general the
hig.est costs for development are for key personnel to de-
velop and pilot the instructional materials (PMs) and to pre-
pare the evaluation instruments.

In 1976, when all phases of the instructional program
have been developed, piloted and passed through the initial
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period of operation, it is estimated that the cost per year
for sustained operation will be $4,841,500. Assuming a to-
tal population of 1200 students distributed throughout the
three phases the instructional program the average per
student cost per year may be estimated as $4,035, yielding
a per student cost per month of $336.

Since the student population varies from phase to phase
and year to year, and since the cost for instruction is
greatest at the graduate level and declines in the direction
of first year students, a special investigation was made to
estimate the per student cost per month during each phase of
sustained operation of the model program. These costs were
then compared with what the estimated cost of the current
program at the University of Georgia would be at the same
time. In 1974 the per student cost per month for students
in the preprofessional phase of the model program is esti-
mated to be $213, whereas the student cost per month of the
current program at the University of Georgia if extended to
that date would be $274 (this includes a 3% per year in-
crease for inflation). In 1975 the per student cost per
month for students in the professional phase of the model
program is estimated to be $339. At that same time the per
student cost per month for the currant program at the
University of Georgia if extended to that date would be
$339. In 1976 the per student cost per month for students
in the specialist or inservice phase of the model program
's estimated to be $491. Because of the dearth of data on
the 5th and 6th year elementary education programs no sound
estimate of the per student cost per month for graduate stu-
dents could be obtained. Thus, no comparative figures for
this category are available.

Estimating per student cost per month for development
is dependent upon the assumed period of sustained operation
during which students would be affected by the model pro-
gram and upon the number of students which would be affected.
Because of the self-improvement or regenerative nature of
the model it was estimated that the life of the program would
be at least 20 years, and because of provisions for coali-
tions and dissemination it was estimated that over the 20
year period approximately 137,000 students would be affected.
Calculations based on these assumptions yielded an estimated
development cost of $1.50 per student per month.
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the total cost for facilities for the fiscal years be-
ginning July 1, 1970, and extending through June 30, 1976,
for both development and operation of the educations) model
is $881,000. This total includes all required facilities
(classrooms, lecture halls, libraries, tables, desks, lab-
oratories, television facilities, etc.). The activities
associated with development and piloting phases account for
approximately $685,000 of the total cost for facilities dur-
ing sustained operation and approximately $87,000 for 1975
or approximately the came as cost would be were the present
program continued.

Conclusions Regarding B.2.22.1121.11.1y.

The following conclusions, drawn from this investigation,
are presented as generalized findings which summarize the
highlights of the study as regards to the feasibility of de-
veloping and implementing the Georgia model for the prepara-
tion of elementary school teachers. These generalizations
are classified and reported under the same headings used to
describe the subsystems of the model program in sustained
operation and are taken primarily from Chapters IV through
VII of this report.

The reader must keep in mind that these conclusions
are based on an investigation made primarily on conditions
and facilities peculiar to the State of Georgia on the
assumption that similar conditions and facilities are avail-
able or can be acquired in other localities.

Development

Underlying the specifications for the educational model
is an assumption that in a period of approximately five years,
it is feasibile to develop and to implement an instructional
program representative of the model and that once implemented
it can be maintained in sustained operation. This study
presents such a strategy for which, on the basis of the
judgment of specialists in systems design and management, is
regarded as feasible provided necessary funds are made avail-
able.
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Instruction

1. Teacher performance behaviors can be so classified
and organized as to serve as a core or basic source
for the development and operation of a model teacher
education program.

2. Students learn more effectively and efficiently
through the use of PM-. than through more conven-
tional means of organizing, sequencing and pre-
senting learning activities.

3. Students enthusiastically endorse the instructional
program of the model in all its various aspects.

4. The management and scheduling of the instructional
activities of the model program can be achieved
through the use of currently available computer
equipment. Also, computer programs can be designed
to meet these scheduling needs.

5. Equipment for computer assisted instruction (CAI)
is available, but there is a dearth of appropriate
instructional programs available to warrant large
scale use of CAI in the initial stages of the oper-
ation of the model program.

6. PMs are so designed that they provide for the use
of available CAI instructional programs and can be
easily adjusted to accommodate more such programs
when they become available.

7. Learning activities for Phis can be so designed that
students acquire target skills and attitudes as well
as the intended subject matter.

8. Provision can be made for learning laboratories
which contain the majority of the tools and materials
needed for undertaking the PM activities in selected
areas of learning.

9. A large number of staff members in all affected
colleges and departments of the University endorse
the principle of individualized instruction through
the use of PMs, are willing to receive in-service
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training to prepare themselves for the task, and
are capable and willing to proceed with the task
provided working conditions are reasonable and
that they work in teams.

10. Specifications for extended student practicuum
experiences can be accommodated. Also, there are
school districts which have exemplary elementary
school programs willing and able to serve as por-
ta] schools.

Evaluation

1. The teacher performance behaviors which form the
core of the model program can be evaluated and
the competency levels of the teachers in relation
to these specified behaviors can be determined.

2. The specifications of the evaluation program
which provide for student self-evaluation accompanied
by immediate verification can be implemented and
will facilitate effective learning and conserve
learning time.

3. The evaluation procedures of the model program
which delineate and specify particular levels of
attainment for teacher performance are strongly
supported as desirable by students in teacher
education.

4. There are qualified personnel, computers, and
computer programs available to conduct the data
processing procedures specified for the model
program.

5. Student selection and performance evaluation de-
vices are available to satisfy the majority of the
objectives of the evaluation subsystem. Devices
for the evaluation of certain affective behaviors
can be developed.

6. rvaluation specialists and supportive personnel can
be oriented and trained so that they possess the
special skills needed for the efficient and
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effective functioning of the evaluative subsystem
of the model program. Also, their performances
can be evaluated.

". Specifications which call for the constant evalua-
tion, feedback and self-renewal processes designed
to provide the regeneration necessary for maintain-
ing the model program in dynamic existence may be
met to a large extent with devices, techniques and
resources currently available. Those not currently
available can be developed.

8. There is a sufficient pool of persons eligible for
consideration for admission to the model program
that those selected will have high probability of
success in completing at least the requirements of
the professional phase of the program.

9. Student personnel services of the model program
(i.e. orientation, periodic progress reviews,
career advisement, clinical services, etc.) can
be implemented and provide a supportive system
for the instructional subsystem of the instruction-
al program.

10. The evaluation subsystem has the capability of
systematically assessing the management of all
project operations. The computers, computer pro-
grams, other equipment and trained personnel can
be made available to implement these procedures.

Management

1. The specifications of the model program which call
for the extensive use of modern management tech-
nology in carrying out project operations can be
implemented in institutions of higher learning with
effectiveness.

2. Specifications which call for institutional changes
in policies and practices (abolishment of grade
point system, semester and quarter; institution of
the calendar year for the academic year; substitu-
tion of individualized instruction for required
class attendance; accrediation, etc.) Can be satisfied.
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Cost

3. Adequate provisions have been made in the designing
of the program for students desiring to transfer
into or out of the instructional sequence.

4. Existing computers will adequately cave for the in-
tricate scheduling and other management needs of
all subsystems of the model program, and computer
technology can produce programs which will accomplish
the scheduling objectives.

5. The specifications which require that professional
educational organizations participate cooperatively
with institutions of higher learning in the de-
velopment of the model program as well as in its
operation were found to be reasonable and enthusi-
astically endorsed by all concerned.

6. The model ,rogram requires personnel with skills
not nor; ly required in program development and
implemer,a- In in higher education. Personnel with
some of t 'cial abilities are already avail-
able and , ; can be trained.

7. Coalitions between developing institutions and
public school dis,-ricts required for successful
operation of the model program can be arranged.
The notion of such alliances is met with enthusi-
astic endorsement with implied commitment by both
groups of educators.

1. The per student cost for maintaining the model pro-
gram in sustained operation is the same or less
than the per student cost for maintaining the pre-
sent teacher education program for elementary school
teachers.

2. Provided there are available funds for development,
the per student cost for development of the entiro
three phase program is sufficiently low in compari-
son to the assumed cost benefits to be acquired to
warrant undertaking the entire development project.
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3. If only limited funds are available for program
development there are other reasonable paths of
action which would maintain the basic structures
and specifications of the model but would re-
quire less cost. These include: (a) the develop-
ment and operation of the preprofessional and pro-
fessional phases without provision for the special-
ist or inservice phase, (b) the development of the
professional and specialist phases without pro-
vision for the preprofessional, (c) the development
and operation of either the preprofessional or the
professional phases without provision for the other
two, (d) the development and operation of all, two
or only one of the phases of the program with a
reduction in the number of alternative learning
activities provided in the PMs, and (e) the develop-
ment and operation of all three, two or only one
of the phases of the program but over a longer
period of time utilizing volunteer assistance of
both staff and students.

A Closing Note

In interpreting these conclusions the reader must be
fully aware that their validity is based on numerous assump-
tions. For examples; the total number of students accounted
for by the computer model is 1,200, the assumed inflation
rate for the next six years is estimated at 3% per year, the
salaries for key and supportive personnel were estimated on
the basis of a university level operation, and the facilities
were estimated on the costs of facilities representative for
a new structure. Any institt.tion seriously considering de-
veloping and operating an instructional program representa-
tive of the Georgia model must adjust costs to local condi-
tion. This report and the reference volumes which accompany
it provide a systematic procedure and cost data for under-
taking such an adjustment.

Special attention in undertaking any feasibility pro-
ject based on this one should be given to the fact that
in general this study assumed that the operations, facili-
ties, and policies of the university system of Georgia and
especially the University of Georgia were reasonably typical
of conditions in other localities.
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The key note of feasibility is the extent to which in-
stitutions of higher learning are willing and able to change
their policies and practices. Commitment such as that pro-
vided by the President of the University of Georgia in the
preface of this report is the foundation for institutional
change.
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