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PREFACE

Nineteen came during the 1969-70 academic year to participate in the
Illinois Resident Program in Educational Leadership. They came from Illi-
nois, Arizona, California, Kansas, New York, North Caroling, Washington,
They were mid-career established school administrators who saw a unique
opportunity for some time to study and think and discuss some idea of con-
cern more comprehensively than is possible in the usual harried schedule
of the contemporary schowl administrator,

They came to ’the University of Illinois Champaign-Urbana Campus as
temporary colleagues of the staff members of the Department of Educational
Administrat.ion and Supervision., They spent three weeks with ué at a time
which best fit their own schedules, Three weeks was considered to be about
the minimum amount of time to get a good start on serious consideration of
their respective interests. On the other hand it was also considered to be
about the maximum amount of time a busy administrator could arrange to be
away from his position without taking longer term study leave of vacation.

They were selected for participation on the basis of their applica~
tions, These needed to show at least training equivalent to the AASA
membership requirement of two years of graduate work in an approved pro-
gram; employment in a career assignment in educational administration; and
a statement of an area of concern clear enough to make possible a judgment
as to its feasibility in terms of the human and other resources of the
University and sufficiently focused to assure a good chance of some closure
during the limited time available,

During the course of the year there was some overlap of the times the
men were on canipus and their mutual interchange was enjoyable and

i
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profitable. Thus every one of them showed up for a final four-day con-
ference when each presented at least some aspects of his thinking to the
others for further discussion and development. This conference proved to
be a stimulating experience especially since each had something of his own
with which to buy into the professional interchange, The faper each pro-
duced was not the end product of his participation but represented a
vehicle providing motivation and all of the other experiences related to
the visit., Without something specific on which the participant proposed
to work most would have been hearers only and rather passive tourisis to
the campus. With a point of real interest established the basis was pro-
vided to a collegial relationship with all with whom each worked.

While participants were on campus for their respective three-week
visits some made presentations to the informal graduate student seminar,
some served as resource personnel for regular classes, some participated
in regular meetings of the Department, and most got in a considerable
amount of professional interchange with graduate students and with profes-
sérs in informai settings. The communication between participants and
Vuniversity professors was a key point in the whole program. A number of
the visits were with members of the Department of Educational Administra-
tion and Supervision, but a large numher were with University personnel in
other departmenfs of the College of Education aﬁd in an array of University
Departments outside the College of Education.

The basic purpose of the project was to establish such a linkage of
imutua.l respect and common interests between those practitioners in the
field of educational administration ahd the university scholars in rele;

vant fields of study. Some called this the merging of practical common
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sense and of rational egghead intelligence. At their best the conferences
between the program participants and professors in related disciplines
were highly stimulating. In such a conference there as an able person
seeking the knowledge and wisdom of the professor, not to write a term
paper or pass an examination, but because he intended to dc; something with
it in a real life situation in which he was personally involved. It was
important to have as participants individuals well established and secure
enough that they felt no status disadventage as between themselves and the
professors. When such truly live conversations occurred the practicing
administrator was Just as favorably excited about having the clarification
and the wise perspective of the professor brought to bear on his own area
of concern.

Each participant had the help of a graduate assistant in locating re-
ference materials, in arranging appointments, in an interchange of ideas,
end in whatever other ways help and stimulation could be provided. Thus
graduate assistants found themselves at the confluence of keen able inter-
est from the field with the sharp scholarly thinking relevent to it. The
normal assignment for a graduate assistant brought him into close contact
with five or six participants and the array of relationships they had on
campus. The program was also useful in strengthening the linkage of the
Department of Educational Administration and Supervision to other related
fields on the campus és well as to the practitioners in the field.

A responsible and responsive professior finds its top leaders among
members who both pra:ctice and study their profession and who are in com-
munication with other scholar-practitioners, university professors, a.nd.

the many other practicing school administrators., The Illinois Resident
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Program in Educational Leadership has clearly demonstrated the feasibility
of such a notion and of one way of bringing it into existence. With a few
successive years of such operation it could well set a pattern for a new
level of relationships beneficial to schools generally,

Our sincere appreciation is extended to those named elsewhere--the
program participants, the project staff, staff members of the Department of
Educational Administration and Supervision, and many other University staff
members both within and outside of the College o' Education. The project
was funded under Title V, Section D of the Education Professions Develop-

ment Act.
Co=-Directors

Van Millar
Tom Sergiovanni
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CHAPTER I

School-Community Linkages

by
Dr. Eugene Litwak

I would like to talk about a problem area that is somewhat new to me
and use this occasion to deal with a set of problems I think are very criw
cial. I think of it mostly as the problems of big city school systems., I
am interésted in the problem of linkages between school and community. ‘The
problem is basically, how does a community intervene into a school system?
Ultimately what we went is to bring both of these things together and say
that the school cammunity relationship somehow consists of stra‘begiesl'ésf
hoy the school tries to influence the community, and the counter strategy
of how the community tries to influence thé school. At this point I am
really going to be talking from the point of the community and what are
the optimal strategies the community can use to influence the school sys-
tem,

I would like to start out with a partial list of techniques, Since
we do not have names for these I have given my own names to this 1list of
techniques.

1. Advocate Bureaucracy: any time the community decides to develop
its own bureaucracy.; There are two ways 'Eo do this: (a) seize it politi-
cally--capture the board of education, fire the superintendent,' c'leian
house, so you have a; tea.ching staff that represents your point of view;
(b) private ccmpetition by starting your own school system--this is done

in many of the iarger cities.

- =3-



-l

2. Delegated Bureaucracy: o procedure by which you use organizations
already in existance such as the courts where you hire a lawyer and file
suit against the school district, or if you are involved with ethnic
groups you can use NAACP, John Birch Society, etc.

3. Mess Media: newspapers, TV, etc.

L, Common Messenger: legitimate members of an organization as well
as the cammunity (speaking mostly of the big cities). I have four cate-
gories.under this: (a) indigence.expert--where the teacher lives in the
district where she teaches, (b) proto indigence expert--the teacher does
not have to live in’the district where she teaches but must have the same
ethnic characteristics as those she teaches, i.e, black teaches biack;

(¢) high=-powered ihdigence non expert-~lay persons in decision-making roles
such as on boards of education, part of the school system but revresenting
the community; (d) low-powered indigence--non-expert persons from the
nelghborhood working with the school and helping to increase communication
with the school system, i.e, lunchroom attendants, crosslnq guards, tu-
toring aides,

‘ 5. Mass marches, boycotts, strikes: all ways which receive spec-
»tacular attentlon, especlally in the large cities.

6. Slngle person, ad. hoc, slngle parent contact typical ways which

| used to be used slngly (a) letters, (b) telephone, (e) face-to-fafe,
(d) d1sruptlons.
There are many more techniques'than llsted above."‘
| I would like to talk about the problem of developlng a theory which
,would tell you under what circumstances any one of these may be used to
.‘Tachleve your goals, and to say under what c1rcumstances may any dev1ce be

classlfied as to strategy for 1nfluenc1ng schools.
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I would like to proceed with basically two ideas, I want to outline
that in order to educate a child you need non-expert tasks and expert
tasks, The first point I wa._nt to make is that when the community tries to
intervene in non-expert tasks they can be direct, but when they want to
intervene in expert tasks they must do it through another éxpert who is
sympathetic to them, The second point I wish to meke is that the community,
family, friends, and neighborhoods have a different structure and different
set of norms than the bureaucracy, and not only is it different but con=-
tradictofy to each other. We run a big denger in bringing these too
closely tégether. Family relationship is commitment, This is family-=
your child=-he can do a great deal and he is still your child.- You don't
fire him out of the family for inefficiency. You put a positive value on
love, affection, etc. and you will try anything to preserve that, In
contrast in a school system we are in a much more, comparatively speaking,
instrumental cont acgua.l inter-personal relationship to our colleagues and
to tﬁe child., If a child has not learneéd and has not absorbed things,
t.hen we have to 'acknowledge this and make speclal provisions, In a job
situation where you have favoritism or nepotism this is viewed as bad, but
in a family situation where you have the same type of relationship this is
considered good. It is in this sense that I say there is a contradic‘t;.ion
between these two structures. That is the dilemma of any community inter-
w}ention inr the school sy'stem; It has to recognize the two different kinds
of tasks and it has to recognize. the fac£ that the two structures eve some-

".what cont_rédictory; 'Around these two points I want to build a theory of
i‘nterirention'.‘ | A . _ .‘ |
| v‘Fvir'st of all I.waht'to expiain what is meant by non-expert tasks and

“gee in what sense a school system uust incorparate this in its educational
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process, I feel that there are three areas where we can not bring trained
knowledge in--where the ordinary citizen can do as well as the expert.

1. Activities so simple that the ordinary person does them as well as
the expert, such a school crossing guards, lunchrooxﬁ attendants, aides in
tutoring programs,

2. Froﬁtier areas where there 1s little technical knowledge. It is
pr.imarily basic value or policy decisions.

3. Unpredictable events such as everyday discipline problems, every-
day sociélization. |

These non-expert tasks are often very essential to the educational
process. A child is easier to educate if he has had good training at home
such as vocabulary, development of motivation, development of discipline.
The initial training on these lines is the task of the family and is con-
sidered non-expert. Another thing that can be said about these tasks is
that they are highly interdependent--they are difficult to separate in
'terms' of time, people, and place, On those tasks I just mentioned like
" the faxhiiy early socialization, the language, the supervision of homework--
these are all tasks that we can separate into time, people and place, The
famlly does them on non=-school time at the home and they are completely.
separate -from tfle school, On the other extreme we can think of situations
- where you can't separate them., In the area of the classroom we can say
there. are two activities‘going on simultaneously. One is the teacher tranz-
| mitting technical knowledge such as math (expert) and at the same time the

v'feapher‘ has to be involved in the problem of classroom-discipline aml the
f‘ormslof soc.’_i.alization (non-expert).. Both of theée tasks are necessary.
-to ‘fct.l.e; 'evducati‘on 6:f‘ childzfeh and as shown:,here some can be separated as

.-.to t:i,-ine., people, and place .and,. others can not be separated. Sometimes . the
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non-expert tasks have to take place within the boundary of the school
system,

The point I want to make now is that a community seeking to intervene
in a school system must make a diagnosis: does it want to change the tech-
nical (expert) part or does it went to change the non-technical (non=
expert) pert? Are they saying the teachers are teaching math, English, etc.
poorly, or is it the tact that the teachers perhaps do not conform with
the moral, religious, and other values of the community? The community
must make this diagnosis first because they require different strategies
of intervention, If a community seeks to intervene directly into the ex=
pert tasks they may well end up destroying the goals which they seek, In=-
tervention into this area should be done through an expert who can do the
evaluating for them. On the other hand when you are talking about none
expert tasks the community can successfﬁz].iy intervene directly without
disrupting the system. This is the first point. Now the second point is
that we still have to deal with the problem that the community has in the
contradictory atmosphere to the bureaucratic structure, When you make
fhe se interventions you still have to ¢_io it within the context of insuring

“tha'yb these organizational structures do not get too close to each other.
Then the Quest:_i.on is, how do you do that? |

_ The argument goee something like this., When the community and the

bureaucracy are very distant and hostile to each other, then you can run
the risk of moving them "close together in terms of time, people and place

" without fear of the kind of dangers of one system being introduced againstl--.

’ “the other because the hostility in this case preserves these 'bwo systems
from each other. When the community end the bureaucracy are quite close

in ideology then you have to use & series of procedures that separate them,
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that keeps them at a distance. The ‘other thing you want to do is consider
the degree of interdependence of the expert and non-expert tasksi.,

Now I want to use a chart in which we place both of these ideas and
have a beginning of what we consider a diagnostic scheme of where a given
community stands relative to the school system and the generic types of
strategies. Then I want to iay out for you a series of underlying dimen=-
sions for classifying this system which would also permit you to classify
any new technique that anyone developes and see what it could do to the

school system.

Community=-School - Community-School
Close Too Distant
Expert task l. delegate to school, 2. hire own expert and
or passive approach work closely
(i.e. introduction
of ethnic curric
or sex education)
Non-expert task 3. centralized board of L, 1local boards of
education approach & education
(i.e. policy issue) delegate to staff
Closely integrated 5. hires superintendent 6. hold veto power
task for his values & lets over superintendent
him delegate & hire hold veto power
(i.e. classroom staff with same values . over selection of
discipline) teachers depending
on degree of hos-
tility may bring
parent into school
and classroom

_ This_i_s now an initial diagnosis. In terms of this diagnosis there» are
some :mellcit underlying dimensions that we would liké. to use to classify
any one of these lir;kage prqcedureé; Oné of ‘the dimensions we wou).d J.ike
to use is the extent to which the proceqﬁré: (1) pe;'mits one to have

experts as ‘part of the linkage or not, (2) allows one to have non-experts



-9-

or not, (3) permits one to simultaneously have both expert and non-expert
activities. Another dimension I would like to add to this is tlie scope~=
how many people do you reach with these linkages. What you want to know is
under what circumstances when you are using a linkage do you want to reach
a large number of people and under what circumstances do yoﬁ want to reach
a small number of people. The key dimension here is wﬁat is the relation=-
ship of a larger community to the local community that is seeking to change
the school system, The general rule would be that if a larger community

is with ybu then you use a large scope method that would reach a large
group of people. When the large community is against you then you use a

method that has low scope.
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Professional Development: The Roles of the Professional,
the School, and the University

by
Dr. William Attea
Wilmette Public Schools
Wilmette, Illinois

Du.riné the past few years, the Wilmette Public Schools have initiated
several.programs which provide teachers or prospective teachers with mean-
ingful pre=-service or in-service activities. Much still needs to be done
in the development of a program for professional development which will be
comprehensive, effective, and continuous. |

Projects initiated furing the past three yeers include:

1. Program for Beginning Teachers = funded under Title III of the
Elementery and Secondary Education Act (ESEA). This program has five com=
ponents which attempt to provide individualized in-service vopportunities
for teachers during their pre-tenure years. Teachers are involved in iden=-
tifying the areas in which they desire help and thep resources are secured
from within‘ the district, neighboring districts, colleges and universities,
or bﬁsiness and industry as appropriate., The program provides pre=-tenure
‘ teechets twith:

a. An‘ orientation program during the summer.

b. Released time and Saturday morning workshops.

c. ‘Helping teachers. ' |

d Adviser-consultants :t‘rom local colleges a.nd um.versitles.

e. An opportunity to self-assess thei:r prof‘essn.onal strengths and

" ‘weaknesses.
‘ /of'/'-lil
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2. Program for Training Middle-School Teachers and Teacher Aides -
funded under provisions of the Education Profession Developmert Act (EPDA).
In cooperation with seven other elementary school districts and National
College of Education, & program was developed which provided for realistic
school-university involvement in the preparation of teachers and teacher-
aides for middle schools. The middle schools were selected as a focal
point because of two distinguishing characteristics., First, middle school
teachers need a greater degree of specialization than the ty'pic.al generalist
in the 1ower grades. Students at this age level have been exposed to a
great variety of experience and sometimes possess greater sophistication
in some areas than teachers who are generalists., Second, students at this
age .level are at a stage of rapid physical, sociological, and psychological
development. They are no longer children, but they are not yet adults.
Teachers need special preparation to understand and appreciate this criti-
cal period_in the development of the students, This program used the re-
sources of both the school and the university to effectively prepare
teachers to neet the challenges posed by these : characteristics.

3. Studen'.“‘Teacher in-service program, Workshops have been set up
to supplement the ty'p:Lcal experiences student teachers have during their
on-the-gob stay in the d:Lstr:Lct. An effort has also been made to increase
the number of student teachers 1nvolved in this district. Currently, we
have about 100 student teachers. in the dzstrlct annually. |

1+. Cont:Lnu:Lng Educat:Lon Center - In cooperat:Lon w:Lth Northeastern
Ill:Lno:Ls Sta‘be College one of the Jun:Lor h:Lgh schools has become an off-
campus extens1on center. About 20 courses are ava:l.lable to teachers per
semes .._wr‘.‘ The courses are conducted after school hours a.nd carry graduate

 credit. Arrangements are being made w_hich will permit teachers to secure
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their entire master's degree at the extension center. Although most course
offerings are in the area of education, some are in the area: of philo-
sophy, economics, political science, literature, etc,

The Wilmette Public Schools havé experienced success with these pro-
Jects., However, the successes indicate more clearly that more must be
done. As one works with student or beginning teachers, the weaknesses of
the traditional and accepted teacher preparation programs become more ap-
varent. These people need practicel guidance in materials, content and
methodolc.:gy, orientation to the profession and the commuhity, opportuniﬁies
to express thelr individual abllities, support to try new approaches, as-
sistence in the classroom, opportunities to observe master teachers and
outstanding progrems, opportunities for extended consultations with speci-
alists, and a variety of other similar services. Tré.ditionally, students
have gone through three and one=half years of theory, one=half year of
superficial involvement, have graduated, secured thelr first Job, and,
.then, as téachers, have been given a schedule or a class, textbooks, and
si)ace, and have been ﬁaced on their own, This procedure has created cone
fusion and ‘a.nxiety on the part of teachers. Unfortunately, this confusion
and anxiety has beeﬁ translated into the classroom and has had a detri-
mental effect on c;hildren in many cases, Consequently, many teachers,
‘é.i‘ter a few monﬁhs or years of sincere effort, leave< the profession in
pursult of a position which will provide more support or "security". 1In
other words, a begimﬂng teacher finds himself beset with a new way of life
over night; a way of life oﬁ-vhich the growth and development of meny
children depend,A _ab vway of life‘i:.n which t_here are few pat answers, Thié
'-Wajof life is é. far cry from vthé ‘pro'_te_c':ted college classroom and the

" theory expounded therein."
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It is in view of the experience which this district has had in cor=
recting some of these deficiencies and in recognition of the meny publica-
tions that have been written on the topic of teache_r preparation thafc the
Wilmette Public Schools would propose that they join efforts with a uni=-
versity or several universities and develop a meaningful pfepara‘bion
program for teachers,

The urgency for a new approach to teacher preparation is aécentuated
by the changes which are being effected in the schools. Continuous progress
progz'ams; multi-age grouping, differentiated staffing, ihterdisciplinar&
teaming, and specialization are just a few of the things teachers will face
in the real world of teaching. Unfortunately, the first exposure to these
situations, other than in college texts, is when the teachers report for -
their first jobs. For the few lucky teachers, some exposure to these may
4 be had during a student teaching. situation.

Orgenization is not the only new thing teachers find on their first
Jobs. Materials, support personnel, and methodelogy are all changing very
rapidly-more rapidly than most teacher preperation institutions are,
| How can this deficiency be corrected? How can teaching aspirants bve
provided ‘greater exposure to new organizational patterns, materials, and
methodology?  How can teaching aspirants be provided more substantive
'beaching éxperiencé_? How can ‘theby be better prepared to know how to use
sﬁpport pe_rsonnél and faéilities? - How can the teacher preparation insti=
tutions serve their function more effectively? These are imporfa.nt qués-
tions to which{ there are few cle»arv-cut_ answers., b

a One: appr‘c;achi ,'t.:o answéring, these questions is in providing more ex-.
teﬁsivé.v 6n-the-,j§b;_oppo’rtunitie,s, for teacher aspirants. In order to do

‘this, ’dhevpréparation,’.pqriod may need to be extended. However, on=-the-job



-15-

experiences should and could be made more meaningful if there were some
renumeration., This would permit the trainee to fit into a diferentiated
staffing organization at a support levei to certified professionals. With
the renumeration, a prospective teacher would not be penalized for the ex-
tra schooling since he will be receiving some payment throughout his
apprenticeship. )

This concept of differentiated staffing during the training period
has been experimented with at several institutions. The University of
Colorado‘ teamed with the Cherry Creek Schools for the implementation of a
seven year preparation progrem. The objectives of this program are:

l. To provide a continuous program of teacher prepax:ation and pro-
fessional induction as a cooperative endeavor of both the university and
the school district.

-2, To improve teacher competency by providing prospective
teachers service training and work experience with multi-age levels, with
different school e'nvironments, with metropolita.h serviée agencies, with
i)rivate training programé, with several subject and task assignments; and
at least some expoéﬁre to a wide spectrum of community institutions and
-services tha'b deal with special educational and social problems.

3. To provide school districts an oppoftuni‘by to develop differén-
tia‘bed instructionaJ. roles and salary compensation,

Yo To minihlizé the wasteful "dropout" of teachers by a.n earlier and
- more meaningﬁz.'l._ sc_:?eening and selection process, and thrc.:ugh cooperative ,
séhobifuniﬁersit& indﬁcfion_ efforts.

| I't':'”is“suggest'ed ‘that :avmodiﬁcation of this prégpam could be desiéned
along. 'Ehé,i xfo]ioﬁving_ ﬁa‘btern: S
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Year
LIBERAL ARTS
1 INTRODUCTORY COURSES IN EDUCATION OBSERVATION
..................... --
LIBERAL ARTS .
2 Foundation Courses AIDE
I 7
LIBERAL ARTS
3 Cognate Courses AIDE
- LIBERAL ARTY§ Methods and Materials
4 Cognates - Problem Solving ASSISTANT
Psychology, Guidance, and other Ed.
51 courses RESIDENT-
o Independent Study
BAecadeccaccmaacmaccccmcccccccccccccccccccaanaa 4
Independent Study TERN
6 Electives m
MA=-

‘The course work outlined in the upper left-hand section of the diagram
would be presented’ on campus. The. material outlined in 'the~lower right
: section. would be presented in the participating schools as part of the uni-
fied r-program. These course would be- taught by master teachers in the school

dlstrict and neighboring districts and university personnel The electives

o for the master s degree (6th year) would ‘be’ pursued either: on or off campus

‘ depending on the course desired or needed to meet requirements.»
- In this proposed program both the university and- the school district

J 'must assume the responsibility for the 'orogram and must provide knowledge-

s B able and experienced staff members to sta.ff it.

-fThe types ‘o »,ma.terials used in the course work also need t0 be re-

i '_,examined Ihe traditiona.l lecture or self-dn.rected seminar approaches

AIt is*suggested that the case study approach




-17-

be given serious consideration in the preparation of teachers., In pre-
paring oﬁe to effectively handle the case study approach, he must be pre=
pared to analyze situations, understand concepts, recognize or diagnose
deficiencies and prescribe remedies or effective approaches to rectify the
deficiency or meet the need. . ‘

The case study approach will require new materials and techniques.
Some suggested materials for this program would include:

1. Filmed or video-taped classroom situations.

2, ﬁ‘ranscripts of classroom activities,

3. School records such as psychological test results, cumulative
folders, etc.

L4, Practice exercises for which prescribed behavior could be followed.

5. Taped segments of student activities.

These are just examples of a wide variety of materials which could be
prepared for use with students in the case study approach. Both the school
and university should cooperate in the development of these materials,

It 1s recognized that this description of what might be is brief and
needs more dialogue before it can become a reality. Many alternatives or
modifications to a preparation program can be offered. The responsibilities
of the school and university would have to be more clearly defined; the pro=-
grem for studenfs more vspecifically spelled out.

It is hoped that this can be done and that the university and schools
can develop & program in which they could cooperate. The major roles of
the 'Ewo institutions might be spelled ou'i: as follows:

1., The University must:

a. .Provide leadership in the preparation of teacher-tra:l.ning
material that is pertinent,
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a.
b.
C.

Once we
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Prepare teacher aspirants in the conceptual areas of philo=
sophy, psychology, etc.

Prepare teachers in the public schools to assist in the
preparation of other teachers.

Schools must:
Provide centers for meaningful teacher trainiﬁg.

Provide faculty to assist or take the major responsibility
in the treining of teachers '

Provide staff members' time to become involved in this
process.

have prepared teachers, the univérsity and échools must think

of imaginative ways to provide continuing education to the certified staff.

Involving them in ‘the preparation of other teachers is one facet cf the

con{;inuing education éycle.



‘ ' CHAPTER III

Our Day Care Center
by
Dr, Carl Bergstrom

McHenry Public Schools
McHenry, Illinois

WHY EARLY EDUCATION?

The growing emphasis of early education is welcomed at last., Early
education.is finally recognized &s an aid to rec.lving prdblems in subse;-
quent education, drop-out problem, job training, family security, econamic
stability,

An increasing number of psychologist are agreelng on the advantages of
early education. More psychologist believe that a youngsters mental capaci-
ties are largely formed by age U4 and that creativity patterns are nurtured
by age 6. .

Surely, fuller experiences in pre~school years .have a great impact on
the success in regular school activities. Any Kindergarten teacher quickly
sees the culturally and socially'disadvantaged child in the first Aays of
school. And regrettably, too many of these youngsters are found on drop-out
lists when they reach age 16. |

The Day«Care Centers are now also providing an ecoﬁomic avenue. The
creation of rebutable Day-Care Center releases working mothers and widowed
fathers for fuller éﬁxploé;nent. This release provides a whole_s,omé upJ.ifting
centerv ﬁhere éhildren may be confidently left while parents enroll in
training programs and engege in continuous emplo&hénf thereafter. Hesiﬁent

Nixon most recent interest was indicated by proposing an expenditure of 623

-19.
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million dollars to assist in the operation of Day-Care centers for parents

attending training programs.

TODAY 'S NEED

The Bureau of the Census indicates that there were 55,786,000 children
age fourteen and under in the United States in 1960, Of these 20,318,000
were under five years of age. These figures are projected to be by 1970
fram 62,459,000 to 67,750,000 for age fourteen and under, and from
.Mél,600,000 to 25,135,000 for children under five years of age. The same
source indicates that 2k,146,000 women, fourteen years of age and over
(more than 36 percgnt of the female population in that age group) were em=
ployed in 1962. It is estimated that there will be 29,649,000 émployed
women fourteen years of age and older by 1970. Since 60.4 percent of the
women employed were married, widowed, or divorced, it becomes obvious that
millions of pre=school age children have mothers working outside the home
and receive little or no education other than that provided by maids, rela=-
tives, or the many inadequate day care centers and baby-sifting services,

Few people realize that in 1960 children under five years of age
accounted for approximately 11 percent of the total population in- the United
St.ates, while the important ten=year age span fram twenty-five through
thirty-four only amoﬁn'bed to a little over 12 percent and about 17 percent
of all citizens were fifty-five years of age and .older. Only élightly over
7 percent of the total population were in the aﬂblescen‘b yeérs fifteen
thro@ nineteen, | The.latter group included the senior high school and
lover college‘c.iivision age’ groﬁp ’where millions »of dollers are ‘spent _for

educational purposes.
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PHILOSOFPHY AND GOALS

Our school will practice the highest ideals in American Eiucation.
Each individual pupil has his own program. We are concerned with a human
and all aspects of his growing.

The relevent princiyples emerge from the notion that pﬁpils should live
more fully and richly now. Similarly we are greatly concerned about the
development of independence and responsibility in children. We accept the
significance of processz over product where we show concern for how a child
learns, | Our program is viewed as a series of jumping-off places. An idea,
a word, .a feeling expressed act to trigger an activity. The pupil, then,
is drawn across academic lines in the study that may evolve in.the class-
room, Finally, we are concerned with learning as opposed to teaching.

The goal of good schools for young children is to provide a succession

of experiences whereby each child may have the opportunity to develop at

his own rate in the following areas:

Personal Values and Skills by:

.Learning to manage his feelings

.Developing the ability to organize, to plan, and to follow through
on simple tasks

.Increasing in ability to make wise choices and decisions in a con=
sistent manner

.Developing a sense of the importance of and relationship between
independence and dependence

.Developing the sbility to set standards for personal behavior and
to live by them; reaching immediate concepts of right and wrong

Establishing routines and patterns of living
Developing spiritual values

.Developing physical adequacy and mentsl health



-29-
.Firding both satisfactions and limitations in the field of make=-
believe

Expecting failures as well as successes

Academic Learnings Through:

Satisfying natural curiosity which results in creative learnings
. Pursuing an interest whole-heartedly to greater depth and breadth
.Developing new interests and building upon recent ones

Bringing :Ln'bo consciousness those things in his environment that he
does not perceive (physical and biological)

.Developing meaningful vocabularies basic to thinking; developing
language as a satisfactory means of communication

.Applying mathematical and scientific information to the solution of
a pro_blem

.Expanding his knowledge through exploration, investigation,
assimilation, and reflection

.Building new or expanding concepts and correcting misconceptions
Having experiences with many types of media and yet using them wisely

.Becoming interested in and apprecia‘bihg books

‘Group Values and Relationships by:

Feel:mg wanted, valued, and cared Ffor by his peers and the adults
in his life

.Becoming a social person; developing ablility to interact with age
mates.

Developing ‘the attitude toward and the ability for being a part of
a social group

' Knowing what is acceptable socially for his development and having
~: the desire to apply this knowledge consistently in functional
situations

.Learning to distinguish between private or personal property and
that which belongs to the group

Learning the ""‘nécessi'by of sharing and cooperating with others
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Partnership With Parents Through:

.Learning to relate self to family and near associates

.Selecting clothing, toys, and activities (books, television, and
radio programs) appropriate to his developmental level

Developing an understanding of changes in himself as.he progresses
through his own developmental sequence

Participating in educational experiences that cannot be offered
through the home situation; extending these experiences through
cooperative planning involving teacher, parent, and child

.Beginning to recognize hié sex role through identification with

family members and other age mates
ROOM ARRANGEMENTS

The pioneering spirit of pre-school education encourages piéneering
organizational plans., The spatial and psychological concept is open.

The open concept of struéture is merely a large room with portable
partitions. Corners for specific functicms are available, but the large
spanse in the middle is open for groupings and re-groupings on a.need basis.
Moaximum flexibility for instruction is hereby permitted and the maximum
éonservafion of space and equipment is facilitamed.

The center provides a positive teaching environment, Needed are
‘ places for quiét timeé; areas for active physical'work; large section; and
small; open spabes and more contained ones. The arrangement of space will
depend of course, on the number of children and their backgrounds, the
amount of time they spend at the center, the day-to-day schedules, the
physical relationship of the indoor space to an outdoor playground, and the
' layout of the building or connecting roams.

These basic components of space are needed:

Bloék Bui;ding Area

Library Corner
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. Dramatic Play Area (Wendy House)
Table Work Area
Painting and Woodworking Area
Storage Space
Outdoor Space
This space, even the open space, is merely the tool of the teacher to teach

a child.

LEAD TEACHER AND TEACHER COORDINATORS

In recent years the public’ schools have faced overcrowded classrooms
and spiraling costs. Perhaps the only feasible means of beginning a pre-
school program which might gain tenure and status is to make tﬁe economics

more reasonable than regular school programs., Our solution to these prob-

lems is to differentia‘be the tasks of the teacher and provide additional

‘personnel in the classroom, The Lead Teacher then prescribes the learning

for each child; the para-professional called the Teacher Coordinator,

carry out the instructions of the lead teacher. Together they can handle

- 75 youngsters., Four Teacher Coordinators would assist a Lead Teacher.

The Lead Teacher mvst be an expert in communication arts. The Lead
Teacher is sensitive tc the diagnosis of pupils needs and interests, This
sensitivity must be the product of direct observation and the interchange

of observations from the Teacher Coordinators. The recording of these

observations oh speéia.lly prepared need cards provides the basis for on-

going individualized educational programs. At least weekly these cards,

as entecdotal records, should be reviewed by the Lesd Teacher. The Lead

Teacher then 'inifbiatés', prescribes, and evaluates the progress made by

each and every individual studgnt. Only by the prescription concept can

one teacher be held conceivably responsible for 75 boys and girls.
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.-One Teacher Coordinator will be employed for every 15 youngsters.

The Teacher Coordinator assumes responsibility for continﬁation,
follow=up, and partial evaluation of each pupil. The Teacher Coordinsators
are a broadly prepared group. Care should be taken to select individuals
who possess the personal qualities of the Teacher in so far.as possible.
Technical qualities or job description should be ascertained and delegation
of responsibility of these qualities should be made, Ideally, qualities
as music, science, mathematics, literature, physical education, and clerical
could be discernible and these functions would be utilizéd. Team teaching
variations would be possible with the individual pupil being assigned to a
particular Teacher Coordinator for a particular task or learning process.

.The Teacher Coordinator is a person who is not a certified teacher.
As such, she works with a certified teacher. The Lead Teacher is respon=
sible for the basic organization and instruction. The Teacher Coordinator's
duties-include both instructional and non-instructional tasks. Though she
dpes not introduce or teach new subject matter, the Teacher Coordinator
supervisés and encourages in the learning of skills and concepts. As an
integral pa:t‘of the teaching team, the Teacher Cooidinator contributes to
- the program-through her resources and falents, as well as through her
undeistanding and concern for children,

The Teacher>Coordinator must fulfill the requirements of a high school
diploma; She does not possess the specific education and training expected
of a profbssipnal teacher., She may be requiréd to gain specifié academic
study'beYOhd high school or gain specific technical training.

We fEei ihat thé Leaé Teacher and.regular teacher“who is the most
significaht faétbr in determiﬂg'the quality of expeiience a child will

have in school. In asddition, thérefdre, to the certification requirenments,
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we should exert every effort to secure per sonnel who will exemplify the
high personal qualities desired of a good teacher,

Love of children is basic to successful work with children. Love,
however, is not enough. The teacher must also_,en;joy working with children
and the love of the mother or of other adults who work with the child.
‘Patience and understanding not only of what is happening but why it is
happening is essential to guiding the development of the young child.,

Only the teacher who is secure herself can build security within children.

A warm, outgoing, but not dominating, individual can work well with children
and parents. However, a teacher may have all the desirable personal quali=-
ties and not be a good teacher. Basic information, understanding, know=
ledge, skill, and appreciation can only be sectred through training and

| experience. The teacher must apply this knowledge in her daily work with
'children. Many programs that prepare one for teaching in the field of

“ ea'r'ljr .childhood education provide counseling and guidance in the develop-
ment of these essentia.'L qualities while the training and experience are
secured ‘ ‘ ‘

- The ideal is to have teachers who are college graduates with a major
in Nursery Education, Nursery-i{indergarten Education or Early Childhood
Education. In addition, it is considered advissble for teachers to have
studied in such related f‘ields as psychology, child welfare and medicine
to prov:.de an adequate background for leadershlp in Child Development
| _Centers. In the selection of teachers of pre-school children, specia.l
attention is given to qua.lities of personality and character such as
warmth, sense of humour, a ready sm:l.le, well organized a.nd conﬁdent an
. ,active body, curious with an urge to explore and to find out creative,
ard able to communicate well through speaking clearly and choosing words
carefully. o
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CURRICULUM

The curriculum of the center is the total of all experienées made
avallable for the children by the teacher. The teaqher stimulates ex-
rloration, creation organization, questioning, verbalization, mastery, and
physical skills, The teacher coordinators assist the 'beachér who support,
encourage, love, guide, and assist children lesp froam stepping stone to
stepping stone. .

Curriculum for teachers of four and five year olds is harder to pin
down in words than for elemen‘ba.i'y school teachers, where .sub;jects, as |
reading and arithmetic, are understood. For pre-schoolers, curriculum is
harder to describe and quite different to teacher from academic subjects.
You teach everything you know and are, and everything children want to know
about. You use his words. You teach things like: Self-discipline; sen-
sorymotor discrimination; social skills; ethics; gymn; ert; nutrition;
literature; science; mathematics; linguistics; geography; economics al-
though you may never use those terms. |

You teach on the level of the young child--glways starting with his
questions, his thoughts, his glances, his emotions, " You teach the children
in the straight-forward and humorous language of the 1& year old and in or-
derly &nd grown-up words S5-year-olds are cdnpetent to employ. It is well
to recall that "child's work is play" since at this age valuable learning
and developmental experiences come thrpugh play. |

Conversa‘i;ions gbout the concerns of this hour and this day‘a.re of'ten
the raw materials from which a creative teaching plan grows. Children's
immediate questiohs and problems must feed into the curriculum if the
children are to enjoy learning, to remember whaf they have learned, to

connect it with what they a.lreédy know, and to want to learn still more.
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The importance of tools cannot be over?emphasized. If pley is the
chief method used by the child to learn, and the response to tlie child and
the extension of knowledge by the teacher is the chief directing force for

" that learning, then the things--shovels, ants under a stone, magnifying
‘glasses, blocks, clay, a climbing tree, glasses filled with water giving
‘off different sounds--of ‘a child's environment are the chief building

blocks of a foundation for learniné.
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APFENDIX
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THESE 7PLANS ARE SUBJECT TO VARIANCE IN TIME SEQUENCE AS THE GROUP MOTIVATES
ITSELF, THE 3'S AND 4'S ARE SEPARATE PROGRAMS DESIGNED TO MEET NEEDS OF
EACH AGE GROUP,

TIME ACTIVITY PURPOSE

8:15 Preparation for the Conference with aide to achieve organ-
12:15 arrival of children ization and definition of purposes,

Preparation of materials, activities,
and devices to be used.

8:30 Greeting Children Visual Health examination. Attendance

1l2:30 check. Give children an opportunity
to freely select an activity within
limits available, i.e., books, puzzles,
drawing, tape recorder, music.

8:k45 Children Gathering Group Planning of the day's activities

12:k45 Together within the guidelines of the teacher's
planning., Orientation to activities.
Reinforced by songs, conversation,
role playing, informal dramatization.

9:00 Work Period: To help the child in making individual
1l:00 Housekeeping decisions and then completing a task.
Blocks & Trucks " - To become involved in group inter-
Painting at Easel action, recognize the purpose of so-
Clay cializing and one's relationship to
Finger Painting others, To learn new skills and tasks,
To develop initiative,
g:40 Clean Up To recognize that the right of choice
1:40 carries the responsibility of clean=~
up and the restoration for others.
- 9:50 Rest Room To recognize rules of cleanliness and
l:50 Wash for lunch good health. To develop good health
habits.
9:55 Preparation for To develop & sense of responsibility
1:55 lunch and self=importance. To recognize
the value of a given task.
10:00 Lunch To recognize certain health values.
2:00 Conversation To develop correct attitudes concern=-
ing manners’ and personal interaction
with others at meal time, .
10:15 Finger Plays Small muscle activities to develop
2:15 Songs a sense of self-csteem, coordination

and balance, inter=-group action,
sharing,
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TIME | ACTIVITY PURPOSE
10:30 Rest To give the young child an opportunity
2:30 to rest and reorient himself in the
morning activities. Restful music
will help to develop aesthetic values.
10:40 Activity Period: To develop large muscles and provide
2:40 Dramatization the child with an opportrnity to ex-
Outdoor Play plore his imaginative skills.,
Films
Experiments
11:00 Story Time To develop a sense of aesthetic values
3:00 and to gein an appreciation of liter-
ature and its association with read-
ing. _ :
11:10 Preparation Reinforcement of concepts presented
3:10 for Dismissal and values.
11:15 Dismissal
3:15

AT THE CONCLUSION OF THE MORNING SESSION THE TEACHER AND AIDE WILL MAKE ANY
ANECDOTAL RECORDS, COMMENTS OR NOTATIONS NECESSARY FOR RECORDS AND FILES.
THE SAME PROCEDURE IS FOLLOWED AT 3:15.
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DRISCOLL IDENTIFICATION SHEET

School - Grade - Teacher

Pupil ' : Age

To Teachers:

On the basis of your daily woik with the children in your class, please
check the following behavior items which are consistently shown by the in-
dividual pupils, using a separate sheet for each child.

X. a. Usually conforms to and accepts classroom regulations,
b. Needs frequent reminders about classroom regulations.
¢. Unpredictable in response to classroom regulations.

2. a. Works steadily ori self-selected activity.
b. Easily diverted from self-selected activity.
¢. Seeks undue amount of help and attention from teacher.

3. . a. Spontaneous in contributing ideas.
b. Never contributes unless called upon.
¢. Inconsistent in contribution. .- . :
d. Self-conscious in contributing ideas.

4, a., Apparently bright and is doing well.
b. Appears slow in comprehension.

5. a. Popular with other children.
b. Avoided or ignored by other children.

6. a. Continually seeks contact with other children.
b. Seeks undue attention from adults.
c. Seldom initiates contact with other children.
d. Ignores advances made to him by other children.

7. a. Usually seems happy.
b. Appears tense; easily upset.
¢. Has nervous habits:
l. Nail-biting.,
2. Sucking small objects.
3. Facial twitching. !
4, Lapses into daydreaming.

8. a. Attendance regular
b. Absent frequently for minor illnesses (state general character
of absences.)
¢, In school but seems listless, fatigues, pale or unweli.
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Driscoll Identification Sheet Con't.

9. a., Particularly well coordinated
b, Obviously awkwerd.

10. =a. Has speech inaccuracies:
Poor enunciation (baby talk)
2. Lisping
3. Stuttering or stammering
4, Substituting letters
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SUMMER, 1965 HEADSTART PROGRAM

In comparing the children in your class who participated in the Head Start
program, please indicate in the appropriate space whether the Head Start
children perform better than, the same as, or not as well as the children
in your class who did not participate in the Head Start project.

School  No.

Date S 10

Above| Same Than

Play vigorously and joyously =eeeecececccaaa —————

Relax through quiet games or rest on rugSe-aecaaa

Stay at home when illaaccaccacccccccccccacccana

-P'L.JOI\)I—‘

Display intelligent attitudes toward doctor,
dentist and NUrsS€ecwecccccccccmemccncccicccaa-

React positively to school standardsS-e-ccc-ecacaa

. Zractice habits of cleanliness; have pride
in personal appearanCee-eceeccececemeccmmcccccoaaa-

Sit, stand and walk correctlyaceccecucaccmccnaaa

Walk up and downstairs without fear--cececececaaaaa

O ®] o\t
.

Use scissors and other tools with some degree

10, Work and play with others harmoniously;
cooperate with the groupe-ceceaccaaaa. ———mme————a

1ll. Are regular in attendance and prompte-c-cecccccaa-

12, Observe simple rules of courtesy: asking
- permission, saying "thank you", inviting
others to play, taking turns willingly,

listening rather than interruptinge-ece-cccacacaaa
13. Talk over problems instead of hitting, grabbing
: Or pushing-<e--ccaceccmccccacacccccmcccccaaoooao
14, Hear sounds clearly and discriminate between
sounds and word meaningSeeeeeeccccccccmccaccacaa-
15, Look at and interpret pictureseeeecammccaeooo...
16. Speak in sentences and use correct speech
patternS-emccecuccnncnccccaccacaacaaa P ——
17. ©Speak with ease and fluency, using a pleasing
Voice-emcmmcccacacncccccccncc e ~mcmmmacaaa
18, IListen closely: make comment relevant to the
discussion---cmcmcocccccccmcccccmana. ~——mmmelaaa
19. ©Show an interest in learning new wordseee-eca-a-

20. Understand the relationships inherent in such
directional words as up, down, top, bottom, left,

right, ete,~====cceccmccccccaaccacaan e

21, Match colors, objects, numbers, shapes, etCom===

" 22, Recognize own nam@e==----- ~emcccccccacccccccccas
23. Note likeness and differences in pictures,

objects and thingSeee-m-a-- e

2h. Are aware of logical sequence of events, e.g.,
plan, work, cleanup, evaluidt@emmcec-a ——m——— —————
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HEADSTART (cont'd.)

25.
26.
27.
28.
29.

Recognize differences in shapes and slzes---=--=
Use a wide variety of manipulative materials----
Enjoy singing songs-----eee--cec-eccmcccccececaa-
Respond well to musice-c-cemvamacaccacccanceaaa-
Express their ideas and feelings with art media-

Above

Same

Less
Than
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CHAPTER IV

An Analysis of Illinois State Support
of Elementarx and Secondary Education

by

Dr. Fred Bradshaw
Office of Superintendent of Public Instruction
Springfield, Illinois

There appears to be agreement among the states that those school dis-
tricts with less ability as measured by certain acceptable criteria, gener-
ally district equalized or assessed valuation, shall receive greater aid
per pupil than the more affluent districts. The existing formulas indicate
that a majority of the states are committed to the "equalizatiori" concept
as the most equitable criteria, Although many school administrators sub-
scribe to this, we splinter completely when we attempt to de\}eloP an
"equalization" formula.

Before any defensible state support plan may be implemented, it is
necessary to determine the educational needs of all students in each school
district. The Illinois 1969-1970 Foundation Program assumes that the cam-
bined State and local minimum effort is $520 for a K-8 grade pupil and $650
for a 9-12 grade pupil. These amounts are overstated as the units of
payment' are for the best six months' average daily attendance pupil and,
therefore, ﬁeans that the pupil in actual membership receives less than the
minimum dollar support. No two pupils have the same educational abilities
and/or needs. Some districts have a small percentage of pupils with mini-
mal needs, whereas other districts with the same number of'pupils may have
greater educational responsibilities because of the necessity for differ-

entiated educational programs. State distribution of funds based on the

3 8/—39- |
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anasunption that wull pupils huve equal abilities and needs just isn't
practicnl,

To provide stute support proper considerstion should be given to the
aggrepnte responsibllity of educuting ull pupils in the district., This
would be n more renlistic appronch to measuring « district's responsibility
than by using o stundardized per pupil basis. One of the formulus pre-
scribed later in this puper provides an approach to the problem,

An Tllinols school district's local revenues nre bused on the property
viduatlon within the distriet's boundary thut is converted to :n equilized
or ussessed value, ‘lhere 1s consider:ble disngreement on wssessed values
ng determined in the assessment procedure. ‘he question ulsno urises whether
property control is a fair and equituble meuns of meusuring «u person's
ability to pay tuxes.

The inclusion of incaome with proeverty valuution mwy be a better way
of mensuring a taxpayer's ubility to pay., However, if the support program
should inciude income as u varisble in thé formula, it may work as o dis-
'udvantage to the school district, This would prove to be true if the in-
come is considered in colculating a district's qualifying amount and the
district should be unable to obtain revenue from the income variable,

Another approach to the State's total funding program may be to use
socioeconomic variables, such as ethnic stock, broken homes, mobility, and
parents' schooling to determine additional allotments to school districts
in an attempt to achieve the goal of educational opportunity equalization.
This position can be documented as scund. The Coleman Study, among others,
indicates the high correlation between femily sociceccnomic status and

pupil achievement.
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It is becoming more apparent that the expenditures per pupil within
an attendance center with pupils of low socioeconcmic status are less than
those in centers with pupils of high socioeconomic status. The U,S, Office
of Education's new guidelines for Title I, Elemen'ba.;z'y and Secondary Educa-

tion Act eligibility requires comparability of expenditures. within districts.

District Reorganization

Illinois does provide some assistance and financial reward for district
reorganization. The 1969-1970 formula has a qualifying tex rate of .90 per-
cent in elementary and high school districts., The qualifying rate for a
12-grade district is 1.08 percent 3 and for special equalization duel dis-
tricts that are formed as a 12-grade district, there is a ﬁscél advantage
of .72 percent (190 + .90 - 1.08). Assuming a district has a $10,000,000
assessed valuation, State support would bé increased in the amount of
$72,000. The State agrees with the concept that a greater opportunity for
quality education exists in 12-grade districts under the control of a -
single board of education, The Illinois General Assembly has created a
Department of School District Organization within the Office of the Super=
intendent of Public Instruction for the organization of more effective
school distriects.

Currently, there 1s no State fiscal advantage for two or more l2=-grade
districts to consolidate, but additionsal State support could be provided
to encourage small 12=-grade diS‘t;ricts. This could be accomplished by pro-
viding a bonus allotment of support for the first year of district re-
organizaition and in yearly dacreasing amounts for three or' four or even-
five years to encourage +this type of district reorganization.

A major objecti{re of state support programs is to stimulate local

spending in the‘school systems, To be specific, the desired hope is that
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increased funding by the State for education will encourage local officials
to increase expenditures to a higher plateau, The districts in which high
plateaus occur could be a demonstration to others that a greater gain in
social and private benefits exist,

However, the basic Strayer-Haig Formula lacks a State’incentive to
meke a local district levy which causes an extension of a tax rate exceeding
the State qualifying tax rate for participation in the special equalization
distribution. The opposite of the desired effect may occur when State sup-
port is increased by raising the foundation level while fetaining the séme
qualifying tax rate. A local district may reduce the levy by a proportion
of additional State aid.

 Most school financial experts would prefer a formula with the percent-
age of State support constant or increasing. Disbursements by the State
would increase while local effort increases, This is one form of tax re-
lief for local distriets,

The situetion between the two examples cited would exist when State
support is increased and local districts maintain the same tax rates. The
édditional support results in increased district expenditures, but local
districts are not making a greater effort,

Additional State support may be provided to districts that make a
greater effort. This is one way to reward local districts for an effort
beyond the qualifying rate for participation in the foundation level pro=-
gram, Increases in State support would occur in conjunction with increases
in local effort. A joint participation for increasing local district reve-
nues in those districts with greater demand for education would result.

The Illinois State Aid Formula does not include moneys for transpor-

tation and school buildings. There are special aids that provide
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transportation reimbursement to eligible districts., The State is rather
generous in its support for transportation of special and vocational educa-
tion pupils. The State's share is 80 percent of the transportation costs.
For the transportation of regular pupils, a sparsit& formula is in effect
for 1969-1970 that will reimburse approximately one-third of the district's
total costs. A new transportation formula has been legislated intc a Law
that becomes effective in 1970-1971. It is an equelization formula with a
local district's qualifying amount based on its assessed valuation., The
meximum amount of reimbursement to any one district wowld be 80 percent of
the cost of transporting eligible pupils with a minimum guarantee of $16

~—per-eligible pupil. State support under this formula will increase to ap-
Troximately 55 percent of the cost for transporting eligible pupils., This
is a major accamplishment for Illinois., The categorical aid is based on
the equalization concept, and the formula has flexibility. As district
costs increase, State funding increases along with the local distriect's
effort through an increased assessed valuation. If the local district's
aéséssed valuation should decrease, State supp;rt would increase.

This formula warrants a follow-up study to determine whether a flex-
ible formula is practical in school financing. Findings may be generalized
to a flexible General State Aid Formula.

Illinois does very little to aid districts in solving capital outlay
problems., The only support available is'to those districts very close to
the five percent bonding power limitation. If a district needs additional
buildings, and qualifies under the above requirement, State moneys may be
borrowed with no interest charges for construction purposes., A number 6f
districts are in this position, but the State has not made ample appro-

priations to meet these needs. The State has not recognized that a
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building is a large piece of instructional'equipnent and that without ample
facilities of quantity and quality, the educational program is severely cur-
tailed. State participation in the financing of school buildings is a
basic need in Illinois. A State plan could be developed to include incen-

tives for district organization,

Stebility vs. Flexibility

The fixed foundation level concept is subject to review. Local ef-
fort is directed toward funding the basic progrem with State assistance
through special equalization aid to the foundation level. Iocsal vigor
provides revenue beyond the foundation level, but in many districts these
moneys are needed to fund the basic educational program a.nd/or. the district
dc2s not possess the ability to make a major dollar expenditure. State
and Federal categorical aids have various goals: (1) compensatory educa=
tion, (2) incentive programs, a.nd/or (3) enrichment programs. The problem
may be stated: Too much of the cost for the basic common school education
must be provided by the local school district leaving no funds (in many
.cases) for offerings beyond the basic program. Too often the basic pro-
gram is the only program.

Stability is ideal in certain instances, but not for funding educa=-
tional costs. The fixed foundation level forces local districts to absorb
increased costs due to inflation and built-in opgfating costs.

How can we avoid the dilemma of providing General State Aid to an un-
realistically low level which is considerably below the State level of
expenditure? District reimbursement premised on a percentage based on -
distriet ability, as measured by assessed valuation per pupil compared with

the State average assessed va.lqation per pupil Jor each district type



bl}5-

(elementary, high school, and unit) multiplied by the per capita tuition
charge may help solve this problem.

This method for distributing General State Aid money includes the

following advantages:

1. Flexibility. When district costs increase, State i)articipation
increagses. This results in both the local school district and
the State participating in the increased costs of education,

2. Effort. Measured Sy revenue dollars from the local district is
recognized as effort, There are strong feelingsl expressed by |
many persons that proper recognition and considerafion' should be
given to those districts that make a greater dollar effcrf.

3. The State is. committed to a percentage of the total educational

program cost.s .

Illinois Capacity

State support of education in Illinois should be highly corz';elated o
with the State's fiscal capacity. The increased private and sociai‘ goc.wd's'_ ‘
derived from investment in education justifies a high level of sup‘port'. |
Illinois is fortunate in that it is one of the wealthiest States and does -
have the capacity to fund an adequate and rising level of educational op-

portunity within the State.

State Sources of Revenue

The revenue sources to support the Common Schooi Fund are évailable
and fairly equitable. Two basic sources of school supporte=-property taxes
and sales taxes--are regressive, but a third source--State income tax-=-is
progressive, These State taxes combined with the Federal income tax pro-

vide revenues that produce a balanced program with a considerable degree
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of equity. An increase in the progressiveness of the State income tax
could result in a reduction of the property tax, which bears l:ttle rela-

tionship to income and is highly regressive.

District Accountability

A sound State support program of education includes the avowed intent
to improve the operating efficiency within the respective school district.
The processes and product are central' features of any system. State legis-
lation and State Department of Education guidelines will encourage the
growth_ and expansion of certain program areas. District organization, dis-
semination of materials, and ideas to improve educaﬁibn will be made avail-
- able or thrust-upon _tht_e_wdistr.icts. Both the State and the local district
benefit or are penalized through the efﬁ.cie'ncy or inefficiéncy of their

operation,

SUMMARY

The points discussed above would be applicable in analyzing any State
educational support program. Almost all of the Spécific. comments are
directed toward the Illincis situation. To provide data for an analysis,
thq following section shows different formulas applied at various ability

levels,

\

Various State Approaches to Financing K-12 Grade Education in Illinois

The followine tables show alternative methods of financing education
in Illinois, Tables 1, 2 and 3 show applications of the Strayer-Haig
Formula with different foundation levels, weighting, flat grants, and
qualifying tax rates. Tables 4, 5,“ a.nq 6 rresent versions of the percent-

age equalization formula, with adaptations, that are under consideration.
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Tables 7 and 8 show the Strayer-Haig formulas with flexibility features;
and Table 9 shows a more advanced means of distributing State Support.

The purpose of presenting these formulas is to provide the advantages,
disadvantages and the estimated total State cost of.each.

For comparison purposes, each formula is measured by district assessed
valuation per best six months' averasge daily attendance and applied to a
high ability district; to the State median ability district; and to a less

affluent, low ability district.

Formula 1. The $400 Strayer-Haig Formula

The $400 foundation level Strayer-Haig Formula was the basis for dis-
tributing General State Aid during the two-year period from Juiy 1, 1967
through June 30, 1969. The required qualifying tax rates for dual systems
(K-8 and 9-12) was .84 percent of the district's equalized or assessed
valuation, a weighting of 1.15 for pupils in high school districts only,
and a flat grant of $48 for each K-8 best six months' ADA pupil, and
$54.,05 for each 9=12 pupil. The computation of a district's claim is a
simple process once the two variables--ADA data and district assessed valu-
ation--are known, The State guerantees that a district will have revenue
in the amount of the WADA multiplied by the mandated foundation level. The
local qualifying amount is determined by finding the product of the dis-
trict's assessed valuation times the qualifying tax rate. The difference
between the State legislated guerantee and the district's qualifying amount
is the claim amount, unless the flat grant computation would provide more
revenue to the district. In that situation, the district @ould receive - the
flat grant amount. During 1968-1969 there were 158 flat grant elementary

districts, 158 flat grant high school districts, and 47 flat grant unit
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(K-12) districts. Flat grant payments amounted to approximately $1l4 mil-

lion (4.0 percent) of the General State Aid distributed durin;; 1968-1969.

Formula 2. The Weighted $520 Streyer-Haig Formula'

The Illinois State Aid Formula for 1969-1970 was based on a foundation
level of $520 per pupil in best six months' averasge daily attendance (ADA),
with a flat grant for all pupils of $48 with qualifying tax rates of 0.90
‘percent 'in dual districts, 1.08 percent in l2-grade districts, and the
weighting of the ADA of all high school (grades 9~12) pupils 1.25.

The weighting of all high school pupils actually provides a foundation
level of $650 in high school districts end of $559 in twelve-grade dis-
tricts (this is based on the assumpticn that 30 percent of the district's
ADA is in grades 9-12 and 70 percent is in elementary grades). Under the
$520 foundation level, the number of flat grant elementary districts was
reduced from 158 to 102, the number of high school flat grant districts was
reduced from 158 to 100, and the number of 12-grade flat grant districts |
was reduced from 47 to 10. Flat grant payments amount to about $7 million

‘(1.2 percent) of the General State Aid entitlement for 1969-1970.

Formula 3. The Weighted $550 Strayer-Haig Tormula

Governor Richard B. Ogilvie proposed a $550 foundation level formula
for 1970-1971 in his budget message to ‘the General Assembly, It is based
on best six months' average daily attendance data, with a flat grant of
$u8, .with qualifying tax rates of .94 percent in dual districts‘, 1.15 per-
cent in 12-grade districts, and with a weighting of a-.'i.l high school (grades
9-12) pupils of 1.25. The weighting of high school pupils provides a
foundation level in high school distri'cts of $687.50. The number of flat

grant districts would remain about the same as 1969-1970.
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Additional features of the Governor's proposal included (1) urban
and rural factors. Those districts with 20,000 or more District Weighted
Average Daily Attendance (DWADA) or 200 and below receive an 8 percent
weighting factor in computing the State Aid bonus, .Districts with a DWADA
in the range of 10,000 through 19,999 or 201 through 400 réceive al perqent
weighting factor, In addition, a total education tax rate effort bonus is
to be considered in computing a district's claim, For those districts of
each type (elementary, secondary, 12-~érade) making an effort greater than
95 perceﬁt of the districts receive a 3 percent weighting of their DWADA
in computing the district's bonus. Districts with a tax rate greater than
90 percent but less than 95 percent of the districts receives a 2 percent
bonus, and districts with a tax rate greater than 85 percent but less than
90 percent of the districts receive a 1 percent bonus. The estimated total
cost of the urban, rural, and effort bonuses is 42 million dollars for

- fiseal 1971,

Formula 4, Percentage Equalization Formula

Table 4 shows the State and local support per ADA pupil i‘or. the three
district types at different ability levels. The foundation level is the
district's per capita cost., For comperison purposes, the per capita cost
has been fixed at the same level for the different ability levels to show
‘the extent of "equalization" in the percentage equalization formula. The
extent of State sharing has been set at 50 percent in determining an allot-
ment ratio, This means that the State and the local district would share
equally in providing revenues when a district's ability :|.s equal to the

_State's average assessed valuation per pupil for the type of district.
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Formule 5. Percentage Equalization Formula With Bonus Computed to the State
Average Assessed Valuation Per Pupil Level

Table 5 shows the bonus affect on low ability districts of each type.
Districts with abllity less than the State average for each type would hawve

the foundation level increased resulting in increased State support.

Formula 6, Percentage Equalization Formula With Bonus Computed to
Guaranteed Levels of Ability. ($10,000 Unit, $14,000
Elementary, and $33,000 High School)

Table 6 shows the bonus effect on low ability districts of each type.
Tvelve-grade districts with sbility of less than $10,000 per pupil, ele-
4mentary districts with less than $14 ,000, and high school districts with
less than $33,000 would have the foundation level increased resulting in
increased State support for the respective distriét. The table shows that
the low ability elementery districts would receive a minimal increase in
State support, b_ut the high school and unit districts would receive no
benefits .a'b these selected levels. If a significant number of districts
are to benefit, then the gueranteed level of assessed valuation per pupil

must be increased,

Formula 7. Quality Level Foundation Program

Another basic weakness in the Strayer-Haig Formula has been the lack
of flexibility. The quality level formula provides that the percent of
State support is determined by having a legislated foundation level that
includes a qualifying tax rate. The amount of Stafe support per pupil is
divided by the foundation level to determine the percent of State support
for the respective district. The approved spending level, .an this case
the district's per capita cost, is mu;tiplied by the applicable percent

for the district to determine 'b_hé amount of State aid per pupil the district
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is entitled to. The net result is State pérticipation based on the dise
triet's ability and the per capita cost. This formula has three outstanding

features--flexibility, incentive, and equalization.

Formula 8. Improvement Level Foundation Program

Taeble 8 shows thé improvement level foundation program and is identi-
cal to Formula 7 except tke maximum per caplita cost allowable is the State
average per capita cost for each type of district. The formula retains
the feature of per:zentage sharing of increased costs as the State average
expenditure per pupil increases and it stimulates increased spending by

the local districet.

Formula 9. Illinois 90-20

Formula 9 shows the amount of State support per ADA pupil, However,
the application of this formula would not be on a per pupil basis, The
district would determine the allowable educaticnal expeniitures, subtract

é#qualifying amount, and receive the dliference in State Aid.
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TABLE 11, COMPARISON OF THE STATE
OF FORMULAS 1 THROUGH 9

COST

FORMULA
$400.00 Streyer-Heig
$520,00 Strayer-Haig

$550.00 S*rayer-Haig

- Percentage Equalization; no bonus

‘ Percentage Equalization; borius to State Airéré.ge

Assessed Valuation Per Pupil

.vPeréen{;age Equalization, bonus to

“$10,000, $1k,000, or $33,000 A.V./Pupil
Quality Level
Improvement Level

Illinpis 90-20

ESTIMATED
STATE COST (MILLIONS)

357.6
597.3
632.1
5794

586.0
800.3
: 685.6
64h.3




Comgarison of Formulas l=9

'l‘able 10, Column 2 presents the amount of State A:Ld_ per -pupil using
each formula for each type of district. Each type of district was cate=
gorized within three ability levels (Hi, Med, Lo). .'.'.‘he.data shows high
abllity elementary districts receiving asbout the Seme amount of State.aid
per pupil under each formula. High ability hish school distrigts are Ipro-
vided more Gtate aid per pup:l.l under formulas 7 and 8, High ability unit
districts are provided with wore State aid per pupil under formulas 2, 3,
7, and 9.

R

Median ability eleyentery districts benefit the gredtest: under formulas '

7y 8’. and 9. Median ability high school districts are favored under for-
mulas 4, 5, 6, and 9. Median ability unit districts are grovided the
greaiest support under formulas 7, 8, and 9.- | | L

Low ability alementary districts are provided the greatest amount of
; State aid under formulas 5, 4, and 9. Low ability high school districts
are favored under formulas 5 and 9 Low ability ynit districts are pro-

, v1ded more State ald per pupil under formulas 5, 7, a.nd 9.

When examining Table lo, &,olumn 3, data for equa.lization revea.'l.s the
following.\ Low ability elementa.ry districts are in the most favorable re- _
lationship with high a_bility districts under foz_‘mu,'l.a 5, the percentage
equalization formula which equalizes assessed valuation per pupil to the
State average. The *:hree basic Strayer=llaig formulas became more equalizing
as the foundation 1evels were increased along with increased qualifying tax
rates.

Low ability high schoql districts when compared to high ability high
school districts are in a more favorable position under formulas L, 5, 6

H

and‘9.
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In exsmining unit district equalizatién,;'the_ daete: show low.sbility
-distric’ts-'ﬁould benefit ‘the most ‘through implementation of formulas 1, ki,
5, end 6, G .. L o

- Tablé 10, Column L date show totul revenue avallable per pupll at the
high, median, and low ebility levels under each formule. High ebility ele-
" mentexry d:ﬁst::icts renge from $600.00 per pupll to $665.38 per pupll. ' High
ability high school districts range from $975.00 to $1,128.26 per pupll.
High ability unit districts range from $627.40 to $926.3k4..

Median ability elementary districts renge fram $415.97 to $655.70.
Medisn abllity high school districts renge frai” $610.78 to'$1,038.60. Me-
" dlan ebllity unit districts renge from $528.58 'to $846.06. '

Low abllity elementary districts range from $407.84% to $74L.56. Low

ability high school districts range from $474.78 to $1,033.67. Low ability
" unlt ‘dlstricts range from $473.67 to $872.15. 0 ¢

An exemination cf the extent of the eéua.lizatidn of total revenue aveil-
able to the respective districts under the formilas is shown in Teble 10,
column 5. The iéw"ability'elezhbhtary distriets would have more revenué
'1.-;ha.n the high é.bility'diisfri'éts under formulas 5 and 6.  Equel ‘amounts
of revenue would be available under formules'y and 9., The low ability
high ‘school districts-would have more revenue ‘then the high ability dis-
tricts under formula 5. Equel emounts of revenue would be avallable' under
" formulas L, 6, and 9. ' In addition, the ratio of high ebility district
révenue to low ability district revenue under formulas 7 énd 8 are 1:01
t0 1,00, '

" Low ebility unit ‘districts would hdve more revenue than high abimy
districts under formula 5. The "&dtal"révunub’ avallable would be equal’

under formulas 4, 6, and 9.
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A basic weakness in the conclusions drawn from Tgble 10, column 3 and
5 data are that the foundation level or per capita cost figures used in
column 1 would be the same for all high, median, or low ability districts.
The assumed equal per capita cost figures used in foz.'mulas 4, 5, 6, and 9
shows a high level of equalization to exist for State aid pér pupil and
total revenues available. If the median and low ability districts are not
meking expenditures at the same level as the high ability districts, their
State aid per pupil and total revenue would be reduced resulting in less
.equal:i.zat:i.on in the respective formula. |

Table 11 da.a show the "estim'ated cost in millions of each of the nine
formulas presented. Eaph of the formulas require a different amount of
State funds. Although eacﬁ formula does cqst a different amount, certain
basic comparisons can be made .. It is asswhed that the underlying reasons
of State support are tc enable school districts to provide a good common
school education; to equalize the tax effort among the d:i.s;tr:i.cts to sup=-
port education; to stimulate local districts to make a greater effort; and
to equalize edu\f‘atlonal opportuni.ty through equal fiscal resources. For-
mula 7 appears to be the formula most likely to aid in the accomplishment
‘of these State goals. The quality level formula retains the best _of the
Strayer-Haig formula, the _minimum qualifying tax ra.te. The quality level
formila adds the feature of a flexible foundation level which is dependent
on local effort which should stimulate the local district into meking a
greater effort. Increased costs due to inflation, expanded programs, and
pupil growth which result in increased district expenditures would be
shared by the State and the local district in an equalizéd manner depending
on local ability as measured by assessed valuat:i.;m per pupil. The quality

level formula is easy to undersfand. The same principles existing in the
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- standard Strayer-Haig are carried one step ferward to compute district
entitlement under the quality level formula.

Formuln 8 is an improvement over the standerd Strayer-Haig and it
does include some flexibility in the foundation level. As State -average
expenditure per pupil increases, the improvement formula would teke this

into consideration.

Conclusion ‘
Illinois is at the crossroads in determining State school support of
elementary and secondary education. A State income tax was enacted into

law during 1969._ State revenu:s are available when and if the decision is

made to adequately fund education. On the other side of the coin, a re- ;
duction in 1océl ability to finance education has oécurred becaﬁse of the
1egislated reduction of some personal property tax and the homesteadﬁex-
emption on some real property. A_total loss of revenu:s frém personal

property may occur in the near future. The combination of increased State

ability and_dgcrga;ed local ability mandates thg State of Illinois to pro- |

vide greaxef supéort'of the schools. _ | | _ |
Eormulas 7 and 8 provide a temporary solutiop to the State support

incréaée, The long-range, 1980 and beyond, ansvei to the_problem may be

fdmnula 9. | | | : | |
.qumula 9 wouid require the State to meet the yrobliem of district or-

ganization in Illinois, Far too many of the 1,200 séhool districts in

Illinoié are toobsmall in puﬁil popui#fion and reédufces to provide satis-

_factory programs. A reduction in nqmber to at least below SQO must be the

first step. As pr5gramrplanning-bgdgéting;syéféms are ;efined, £he Office

of the Superintendent of Publié Instruction in cooperation with the Educa-

tional Serwvice Regions could approve district budgets. State support could
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be the difference between the approved budget and a local district's quali-
fying amount. This type of State support would be flexible, easily under-
stood, include State categorical aids, reduce the number 6f claims end
reports filed by the district, and alter the role of.school district audi-
tors, The end result would be a more ﬁroductive and efficient public

- school system in the State of Illinois,
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CHAPTER V

PPBS: Will it Make a Difference

by
Dr. Quentin Bryan

PLANNING AND PROGRAM BUDGETING

; - A planning apd proéram budgeting system is a decision making process
with its major focus on short range and long range goals. In this chapter
assumptions, processes, terminology, elements, advantages; stéps for im-

© plementing, énd some potential pit.fallls in PPBS are dviscussed..:

There are six basic assumptions regarding the reality in which PPBS

will operate, as outlined in the Report on the First National Cbnferex;lce'
on PPBS in Edu'ca:l;:i.o:'l:u9 | |

: 1. The financial resources available to the school system are less
: than equal the demands of the system. ‘

2. Productivity of a school systém can be enhanced by organization
' of activities and services into programs specifically directed
toward achieving carefully defined goals.

3. The school system exists to produce a set of pi'oducfs -= to
achieve certain objectives expressed as specific changes in
characteristics of learners.

: : "L, -Better decisions regarding program selection and operation re-
3 .~ - sult when the costs thereof are cons:Ldered on a 1ong-term
(multi-year) basis.

5. Objectives of a school system can theoreticelly be achieved in
a multitude of ways (programs), some of which are more effective’
and/or efficient.

6. Better decisions regarding program selection and operation re-
sult when production (output) is methodically related to ob.]ec-
tives, -

(% / -69-
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Appendix I contains a glossary of terms related to PPBS. The reader

should familiarize himself‘ with a.'L'L the terms as an initial step in under-

standing this approach to the manggement of resources.

PPBS involves a number of processes, the three basic of which ave

listed by Wa.rner:a3

1.

2.

;3. X

Defining program objectives in both the long a.nd short ra.nge
with some built in flexibility for change. :

The ability to compute the costs,. outputs, and the effects of
the operation of the program or system of programs.

-Some method of comparing these costs and effects- both in
comparison with other.publie sector programs and private--en-.
deavors, as well as, comparing costs and benefits incurred
tamorrow. and those. incurred. then. years from now. : :

- PPBS consists of.well=defined elements. These:elements are:discussed

-by the .California Advisory Commission:of School District.Budgeting and-

Accounting,h and are listed below,.

P

Goals = The development: oz‘.-' goals and: a goal. structure are ap-
proached by considering the needs .of the district and the com-
munity, The goals will provide the basic guldance for all

~activities in the district, and g1l .other elements-of the

PPBS- will be determined a.nd ef‘fected by them.

Objectives = The process for develo-_ping ob;jectives is similar
to that for the development of: goals and a goal structure.
Objectives. . . . .can be.grouped and srranged in & hierarchy
with a lower-level, more specific. objectives contributing
toward higher-level broader objectives,

. . s.e otypical. objectives sre quantifiable, are within a time
-fra:ne, and state as specifically as practical how the degree

3.

of achievement will be determined or. measured.

‘Programs - Development of progrems to meet objectives will

ensure that activities will be directed toward. 'bhe require-
ments of the individual districts, .

Program Structure - The established program.structure will

become -the basic framework for all planning and reporting
in the district. _

Program Codes - Specific.code digits are assigned to programs
at each level of the program structure to allow grouping and
sumnarization of data of similar programs.
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‘6; " Progrem Bud%et = . .« o the instrument used to present,a com-
" prehensive financial plan to the school district, community,

state, and other interested agencies. Since programs are
bulld around goals and objectives, the program budget in ef-
' fect relates costs to needs and desired outcomes. o '

7. Multiyear Finencial Plan = . . . shifts the emphasis from budget-
year costs to costs incurred over a period of years.

Two additionsl elements mentioned are "Program Cost Accounts” and.'
"Program Reports;" These elements are derived from the other seven and are
“:of little concern in this ‘paper. .
. The assumptions, terminology and elements of PPBS have been discussed.
| Hartiey, in his recent book has listed the advantages of" PPBS Among
those listed, he mentioned: | |

- Output emphasis
Strategic planning
Input-output coordination
Explicit objectives
Eval ration
Long range Ffiseal planning
Multiplicity of options _
Optional resource allocation
o Economic rationality
10.’ Flexibility

. . .

O OIO\ FWw P

Due to the complexity of PPBS implementation will undoubtedly be a’
long, dlfficult ard cqstly process. The Callfornia Advisory Commissn.onh has
also 11sted the 1n1t1al ‘tasks for implementatlon as follows-

' .1, Appoint PPBS Task Force = When the d1str1ct has made the came
- mitment t0.jmplement PPBS it is necessary to designate specific

individuals in that distrlct to provide the leadership and be
responsible for the accomplishment of the 1mplementation.

2. Orient the Task Force - ' The task force must be oriented to the
. principles and requirements of an operational PPBS through s
seminars and workshops.
3‘ Identify Constraints - ..« « constraints might be budgetary,
| statutory, political, demographic, or temporal.
4. Evaluate Current Systems - « « . review and evaluate the current

practices and documentation that exist in the district relative
to the requirements for an operational PPBS.
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5. .:1dentify and Document“InadequaCies Between Current Practices and
i~ -Those. Required for .z PPBS - , , ., determine and document the

" inadequacies of the present practices documentation, and skills.

6. De 1op Communications Plan The task force will be responsible
for preparing a plan for communicating to a1l interested perties
information about implementation.

7. Make Presentations to Educational Staff These presentations
. should cover the concepts of PPBS, the involvement of the staff
at all levels, the requirements the PPBS will place on the steff,
- . -and the benefits that will accrue to the entire educational
process.

8. Meke Presentations to Nonstaff Groups = The task force should

- - endeavor to reach as wide and as diverse group as possible. The
emphasis of these presentatlons will be to communicate the bene-
.fits of PPBS.- : : :

9. ZEPrepare Implementation Plan - The tasks, the required traihing,
and the time period for accomplishing the tasks should be
specified in the plan.

10. Develop Training Plan - Spzcific training methods and materials
should be developed.

11. Conduct Training Sessions - The training sessions at this level
should be addressed to supervisory personnel or to personnel
with the basic responsibility for implementing the PPBS, as the
attending members will probably be assigned to conduct the 1n-
service training of operations personnel.

12, Asgign Tasks - . .:. the task force; by written directive,
should assign specific 1nd1v1duals to the tasks 1dent1f1ed in
- the  implementation pldn: :

13. Arrange Existing.Programs into Tentative. Program Structure =
In the initial development of goals, it is first necessary
s for the -task force to document the existing programs into a
~tentative: structure to prov1de a guideline for the structuring
of goals. '

The next two steps in the development of a PPBS are perhaps the most
crucial of all if 1t is to make a difference to the learner. The se steps
are the development of goals and a goal structure, and the development of
obgectives that support and contribute to the achievement of gOals. It is

-through these processes, i, e., deveLopment and 1mp1ementation of goals and

objectives, that change may come ‘about, if it is to occur at all,
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There appears to be same pltfalls which must be carefully avoided if
PPBS is to assist educators to achieve relevance, accountability, and ef-
ficiency. This list of hazards is undoubtedly incomplete. They are:

(1) If emphasis is placed on those objectives which are readily suited to
usual means of evaluation, the content of learning will be feduced to that
which can be measured quantitavely and easily so that learning would be
emphasized at the lowest level of the cognitive damain - knowledge; (2) if
terminal performance ohtjectives are applied generally to students without
regard to‘individual differences, the programs will tend to fit all stu-
dents into a common mold; (3) if provisious are not included in the system
for the student and his teacher to formulate specific objectives based upon
the needs of the student and the teacher's knowledge of the student,
teachers will be stripped of their professional roles and competencies;

and finally (L4) if commitment of teachers is not gained to the system, PPES
will become an expensive bureaucratic process in which paperwork wili be=-
kcome the sole output. |

In the next chapter the literature on "change" is reviewed, in the
hope that some generalizations may be drawn concernihg the implementation

of PPBS,

- MANAGING CHANGE =- A REVIEW OF THE LITERAT RE

"The most innovative solutions to pr .ctical problems. . . can have no
effect on practice if they are not diffused to the level of the practi-
tioneer."

"Change for the teacher begins right in the class.room.’ Whatever the
decision-making process in any school system, the final decision is made by

the teacher in the classroom."
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30 and Reieha.rtlg, respectively, represent

The above statements by Guba
a basic principle of change which appears to be generally agreed upon by
educators. .In considering the mansgement of change, therefore, the teacher
is the single most. vital element.

In this chapter the literature on the change process, ‘organizational

change, and staff considerations are summarized.

The Chahggfrecess
» Rogers and Svenningzo described the process of social change as four
| l i‘nventio_n - the process by which new idee,s are created,

2. dif:f‘,usion - the process by which these innovations are
' comn}‘unicated throughou+ a given social system,

3. decision - the process in which the determination is made either
to adopt (util'q.ze) or to reject the innovations, and

L, conseguences = the resultant effects of :Lnnovations that occur
' within ‘the adoption system. . , .

Gubaa.,+ indicates the change process consists of research, development,
diffusion, adoption and installation. Ha.nsen’+3 indicates that the. steps
ere development, diffusion, and -adoption, Pe.llegrinlw states that change
refers to the entire spectrum of process from discovery to institutionali-
zation,

Rogers and Svenning3o offer a series of steps that one can ta.ke in
'manaéitg the change process:

1. Define tﬁe objectives fer specific change

2, Investigate the alternative innovations available that may
-meet the defined ob;jectives

" 3a, Define, distinguish and analyze the target, decision and
' adoption audiences
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3b. Define the steps that must be taken with each of these audiences
to reach a decision, secure adoption and achieve the objectives
of change

4, Select and employ those communication and diffusion principles
most relevent to the specific change situation and develop
change strategies to achieve previously~defined objectives

5. Plan to integrate the innovation in the on-going sjstem

6. Evaluate the effects of the change

7. Diffuse your findings

Reichert19 lists the elements of a design for change. ‘He states that

the designs |

1. is intended for implementation, not show,

2. must freely be stated as an educational commitment,

3. requires that there be an easement of any and possible obstacles
that might forestall its implementation and its eventual success,

L, seeks to involve as many people as possible,
5. must have strong leadership to direct its course,
6. ought to inspire the professional staff and the community

through the challenge it offers and through the potential it
has for impact,

7. should be committed to the judgment of its progress through
continual evaluation.

The steps in the change process which appear o be generally accepted
in the literature might be as follows - innovation, diffusion, adoption,
installation. Strategies for change must provide for leadership and com-
mitmenﬁ on the part of all individuals to be influencéd by the change. The
basic principles for strategies in gaining such commitments is the princi-
pal focus of this paper. The author is not particularly concérned about
ihstallation, but he is concerned with innovation and diffusién as they
relate to the development of'staff commitment, i.,e., a willingness to

adopt a new idea.
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Innovation

Rogers and Svenning20 define innovation as "an idea, practice, or
object perceived as new by an individual." They list characterist:lca in.

herent in the innovat:!.on which contribute to the rate of accepta.nce by

staff:

1. Relative advantage is the degree to which an innovation
is perceived as better than the idea it supercedes.

2. Compatibility is the degree to which an innovation is perceived

as consistent with existing values and past experiences of the
receivers.

3. Complexity is the degree to which an innovation is pcrceived
- a8 difficult to understand and use,

b, Trialability is the degree to which one can experiment. with
an innovation on a limited scale.

5, Obsez'irabilitx is the degree to which the results of an
innovation are visible to others.

Diffusion

30

.Gube~" states that diffusion consists of (1) awareness of an innova-

tioh, (2) interest, (3) evaluation, (4) trial, and (5) accepts for continued

use. He liste six diffusion techniques: tell, show, help, involve, train,

and intervenc.

Berelson and Steiner3 list research findings in communication which

have direct implications for the “topie: -

1. People tend to see arnd hear communications that are favorsble
Or congenial to their predispositions: they are more likely
to see and hear congenial communications than neutral or
hostile ones. And the more interested they are in the subject,
the more likely is such selective attention, .

2. The more trustworthy, credible, or prestigious the communicator.
is perceived to be, the less manipulative his intent is considered

to be and the greater the immediate tendency to accept his con-
clusions.
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3. Communications attributed to sources of low credibility are
considered more biased and unfelr then identical communications
attributed to sources of high credibility. The audience's
perception of the source thus tends to influence its inter-
pretation and acceptance of the content, '

4, The more openly or directly or actively the audience's group
identifications are brought into play, the more these identi-
fications determine response.

5., People respond to persuasive cammunications in line with their
predispositions, and they change or resist change accordingly.
Communications will be most effective. . . when they are in
accord with audience predispositions; when they tell people
what they want to be told.

6. The communication of facts is typically ineffective in changing
opinions in desired directions against the force of audience
predispositions: the stronger the predispositions, the less
effective the cammunication of facts.

7. -The more that people read or listen to communications on a
given issue, especially in concentrated fashion, then the
less undecided they become, the more interest they develop,
the more information they acquire; and more consistent their
perceptions are with the messages being communicated, the more
strongly partisan they become, the more closely they reflect
the media emphasis on the subissues, the more likely they are
to act.

8. Active participation in the communication itself - e.g., passing
on the message to someone else, making a speech about it, or
simply putting it in one's own words = is more effective for
retaining information and for persuading than in passive re-
ception of the communication. . . ..

9, The more cammunicstions are directed to the group's opinion
leaders rather than to the rank-and-file members, the more
effective they are likely to be.

10. Word-of-mouth or personal communication from an immediate
and trusted source is typicalily more influential than media
communication from a remote and trusted source, despite the
prestige of the latter.

There appears to be a gap between innovations and adoption in educa-

tional organizations, i.e., a failure of innovations to reach many poten-

tial adopters. Rogers and Svenning20 list six possible causes for this

gaps
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Frequently new ideas of educational researchers and developers
are lost in the "scientific gobbledygook" of research reports.

2. Even vhen new ideas are developed by teachers, information
about the innovation is seldom disseminated.

3. Communication between schools is another wesk link.in diffusion
of educational innovations.

4, Some efforts, notably by regional laboratories, are being made
to facilitate communication between the educational researcher
and the teacher., However, very little attention has been paid
to the actual information input behavior of teachers, . . . It
would seem logical that when we are trying to reach teachers
we should use those sources and channels which they consider
most credible.

5. There is a tendency to over utilize the print media in educational
diffusion campaigns. '

6. A related breakdown in communication is the tendency of those
concerned with diffusing educational innovations to "tell" rather
than to "show", to "help", to "involve", or to "train",

Pellegrin,h7 in his review of the literature, indicates that "gener-

ally concerning change: (1) changes desired are assimilated, (2) changes
imposed fram outside are likely to be rejected, forced changes may result
in compliance but covert resistance, (3) when change threatens existing
values, resistance increases and so do costs, (4) social change is more
iikely to be accepted if introduced slowly through existing institutions,
with involvement of those affected.”

The strategies employed by a school district appear to be most critical

in the determination of eventual acceptance of an innovation by the staff.

ORGANIZATIONAL CHANGE

Characteristics of an Organization

In a recent book edited by Carter and Sergiovanni,8 the characteristics
of organizations are listed:

1. All systems must have four basic problems
a. Adaption '
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b, Goal Achievement

c. Integration : ' :

d. Latency (Ma.in‘benance of the systems motivationa.l and
cultural patterns)

‘2. Four categories of persons involved in the organization -
“a, Rank-and-file e
b. Managers
c. Clients :
d. Public-at-large

3. Change goes through three distinct phases .
a. Enthusiasm ‘
b. Diffusion
c. Institutionalization

i, Eight variables or characteristics:

a, Organizational means
(1) Complexity
(2) Centralization
(3) Formalization

: (4) Stratification

b. Organizational ends
(1) Adaptiveness
(2) Production
(3) Efficiency
(4) Job satisfaction

13

Lawrence - indicates that an organization must have "murpose, activi-
ties to achieve purpose, interaction that binds activities together,fconnnon‘
values among employees, and organizational codes and rewards and punish=
ments to enforce codes."

It is toward the organizational ends stated sbove that PPBS in educa-

tion is directed.

Organlzatlonal Health

The concept of organizational health Hias been developed by M:|.les:"5 in
his various writings. He conceptualizes orgenizational health by describing

task accomplishment, internal integration, and effective alteration over.

time. These are depicted as follows:

Task accomplishment - a healthy orgenization is one with
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1l. reasonably clear, accepted, achievable, appropriate goals,

2. relatively undistorted .communication flow horizontelly,
vertically, and to and from the -environment,

3. relatively equitable distribution of influence, or optimal
power equalization with the style of influence being
essentlially collaborative, based on competence and problem=-
solving needs, rather than on organizational position.

Internal integration = three more dimensions
l. relatively good fit between personel dispositions and role
o demands, and an accompanying sense of self-actualization,

2. a reasonsble degree of cohesiveness, an "organizational
identity" clear and sttractive enough so that persons can
feel actively connected to the organization,

3. a summated sense of individual sentiments centering around

: feelings of well=being, satisfaction, and pleasure, as
opposed to feelings of discamfort, unwished-for strain and
dissatisfaction.

Eﬁ‘ective alteration over time
-.1,, innovativeness - develop, grow, change over time, -
"2, autonomy - ability to act "from its own center outward",
. adaption = between orgenization and environment,
. 7problem solving adequacy = detect, prove, and solve problems,

FWwn

Change in Schools - Problems

The problems related to change in school systems are outlined by
Watson.au He classifies these problems as goal problems, task functions,
integration and maintenance, and adaption failure.

Goal Problems
l. Moralism = judgmental agency
2. Value conflicts among community, emong youth and adult, etc.
- 3. Financial emphasis due to absence of clear output criteria
(too much time spent on money raising)

Ta.sk Functions
l. Procedural rigidity
- 2., Lack of R, & D. function
3. Administrative overload
lk, Teacher quality problems
5. Conflicts of expertise

Integration and Maintenance
1. Morele
2. Intergroup conflicts.= elementary vs., high school, local
school vs. central office
3. Low personnel development investment



Adaption Fallure

. Passivity

. Defensiveness

Problems with parents

Decision meking problems (school boards represent a kind of
arena of conflicting influences in the local community)

Fwmn =

He further delineates the prevailing patterns of change.in school sys-
tems as "(1) sporadie, (2) pressure from outside rather than inside, (3)
expediency, (4) not cumulative and integrated - a here, there approach,

(5) much later than desirable = lagging rather than leading, (6) super-

ficial,"
43

Hanson ~ contributes to the dimensions of change problems indicated

above when he states that ". . .‘one of ‘the fundumental difficulties with
assessing educational change in terms of inputs and outputs is tﬁat outputs
are likely to be expressed in terms of organizational and institutional ob=
jectives (including power and money) rather than in terms of educational

values,"
Three barriers to change are outlined by Carlson7:

l. Absence of a change agent position, A change agent is a
profi:ssional who has as his major function the advocacy
and introduction of innovations into practice.

2. A weak knowledge base about new educational practices.

3. '"Domestication" of Public Schools - an organization which
cannot select its clients and where the client must accept
the service - the organization is protected and cared for
much like a domesticated!animal.

3Zander26 discusses some of the causes of resistance to change:

1. If the nature of the change is not made clear.

2, Misinterpretation of the reason for change.

3. Conflicting forces at work.

k., Pressure applied to change.

5. Change made on personal grounds rather than impersonal
requirement,

6. If already established institutions are ignored.
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Change in Schools - Research

é There is a dearth of research covering cha.nge in school organizations.
There are several studies, however, that offer some guidelines for decision

E making in relation to change. Moeller and Charters35, in studying the re-
lation of bureaucratization to the sense of power among teachers, found _
ithat "school systems characterized by an arbitrary, oppressive style of
administration were also those in which the teachers sense of power were
low."

.Ha.ge and A:l.kenlo studied changes in complex organizations and stated

the following findings:
1l.. The greater the complexity (complexity refers to the level
of knowledge and expertise in an organization), the greater
the rate of program change.

2. The higher the centralization, the lower the rate of program
change. )

3. The greater the stratification, the lower the rate of program
change .,

4, The greater the emphasis on efficiency (economic), the lower the
rate of program change. ‘

5. ‘The higher the job satisfaction, the greater the rate of program
change.

Change in Schools - Other Considerations

In emphasizing his belief that fundamental changes are necessary in

education, 1?'ell¢.=.g:¢'inl‘v7

recommends new role specializations which follow

the genersl steps of "research, translation, experimentation, diffusion, and

institutionalization."
Watsoneh offers a design for continuous self-renewal of a school sys-
tem as "sensing, screening, diagnosing, inventing, weighing, deciding,

introducing, operating, evaluating, revising."
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The Institute for Development of Educational Activities (I1/p/E/A)
established the League of Cooperating‘ Schools in 1966. 'The Lea.gue became
a laboratory for the Institute and in its study of the last three &ea.rs,
the Research Division has been analyz;l.ﬁg the process of educational cha.nge.'
The I//E/A Annual Report'® states thab: |

The study is based on two ideas which the Division believes
are central tc the nature of American Schools and their recepti-
vity to change.

The first idea is that the individual school is the crucial
unit for chenge in education - not the school district nor the

' individual classroom.

The notion of the school as a basic organism of the educa-
tional structure leads to the Divisions second major hypothesis:
change in education will become a way of professional life rather
than an exception to the rule only if the official in charge of
the individual school permits it. The principal is the key agent

of change.

The League's Research Division has begun to isolate and document some

findings about the change process. Those findings follow:

1. Principals require a new set of managerial skills to encourage
change. . . . . To mediate his school's new freedom, the princi=-
pal must learn to manage the school decision-making process
through the use of scientific procedures.

2. Change creates conflict within and around a school. Initially,
such conflict - between principal and his school board or super=-
intendent, between principal and teachers, between groups of
teachers, and between school and community - is unavoidable and

: may even be desirable. Ultimately, however, the principal must

! learn to translate the energies of these conflicts into a con-

structive force.

3. Principal and staff pass through identifiable stages during the
change process. The first stage is a kind of passive questioning:

™ihat do you want me to do?" +the next stage. . . . is a sort of
dabbling with minor, non-threatening changes: regrouping of
children, new texts, etc. Finally, the principal and staff begin
‘examining fundamental questions about their activities, such as
the purposes of education and the appropriateness of school or-
ganization for these purposes, and start planning really signifi-
cant innovation. .

&
¥
13

L. An outside system such as the League facilitates change. The
traditional school system tends to reinforce the status quo. . . .
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Overcoming this systematic opposition to change requires a counter-
valling system that encourages change and gives each innovator
support and asslistance.

5. Educational change is Suspectv Despite all the rhetoric about
the need for change people within and without the schools still

suspect it.
6. Information about change is relatively ineffective in producing
Cha-nse. . . .
- 7. The change. pattern is uneven, not only Bétween schools, but within
.. individual schools. . . . . Division staffers were surprised to
find that an individual school seems to go through sudden spurts
of change, alternating with periods of comparative inactivity and
even regression.
The I/D/E/A annual report further stresses the need for a theory of
educational change that will lead to a course of practical action.
Figure One
Flexibility in Teacher acceptance Using
Grouping ) of the Variability Resource
in Children of faster
learning
, Peers
Teacher Who Under=- Good Learning Process:
stands Sociometric :
Structure of Group 1. Learning through Inquiry Using Re=
— 2. Individualization &— source of
Older Peers
3. Pupil purpose and develop-
ment of the self concept :
Mutual Adaption of 4, Pupil involvement in Peer Group
Teacher and Learner| = curriculum planning é Standards
—, : i Toward
5. Use of a wide variety of Learning
resources
Parent Support ~3 | 6. Cross-ability and cross- Positive
of Learning Goals " age helping é Parent
Support
of Pupils Self-concept
Watsonau offers a model of good learning process (See Figure One

Above) and then lists organization functions which support this process,

A scheme such as this is fundamental to any consideration for educational

change.




Staff Considerations

The ultimate success of an innovation in gaining an institutional role
depends entirely upon the interest, ability, and knowledge of staff members,
Below are some research findings and writings found. in the literature which
address themselves to staff reactions and attitudes toward educational

change.

Teachers and Change

——

In studying how elementary teachers perceived specific educational

innovations, and their attitudes with respect to the acéeptance and utili-

9

zation of change, Gottlieg and Brookover” list the following conclusions:
, Teachers perceive the norms governing change as the

responsibility of the school administration or "other

experts.” He does not perceive himself as someone who

should or can make decisions asbout educational motivations.

He sees himself as someone who must adapt to these changes.

The elementary school teacher actually holds the belief

that it is the legitimized role of the administration to

make change decisions that are most salient in determining

what attitudes teachers will hold.
35

Moelier and Charters” in their research mentioned previously indi-

cate that:

1. Teachers in positions of responsibility showed significantly
higher scores on sense of power than other teachers.

2. 'The longer the service the greater the sense of power.

3. Teachers reporting friendly relationships with school
officials have a higher sense of power.

Iy, Males feel a greater sense of power than females.

In considering the influences on teachers' acceptance of change,

32

Johnson~~ states:

Three common errors hamper attempts to change teachers'
behavior. . . . To take individual teachers out of a school,
give them special training and then return them to the school
is poor strategy for changing their behavior, The chief weak-
ness of the individual approach is that it concentrates on
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individuals and ignores the iaterpersonal relationships and the norms
and values of the organization of which the individual is a part.

The second error often made. . . is to concentrate only on the
structure of the school. The mein weakness of this approach is that

. concentrates only on organization and ignores the attitudes, values,

and behavlor of the individuals in the school.

The third mistake made. . . is to assume that telling indivi-
duals that change is desirable will result in change.

He also emphasizes that in bringing about desired change, "the amount

_of help provided teachers is far more critical in determining the success

of an innovation than the initial faculty reaction to it. He further claims
that the most persuasive way of learning about an inmovation is to observe
a successiul program in action. He concludes that:

Teachers' acceptance of change is limited and inhibited by
aspects of the national educational system and the organizational
characteristics of the school, by lack of clear criteria for evalu-
ating teaching, and by certain aspects of the teacher role. Per-
haps teachers are free to innovate in only two areas: the way
they present curriculum content and the way they relate to pupils.
While discussing the complex role of the school administrator in the

change process, Miller 3

emphasizes the fact that the administrator must
always maintain stability and confidence, and he is more concerned with con-
trol than change. He also indicates that ". . . the superintendent's atti-
tude toward an innovation has significant influence upon its implementation."

Milesl6 contends that "In considering local systems, it seems very
clear that administrators, as authority figures, are crucial in intro-
ducing innovation, particularly those that involve structural change."

Howsaml‘d‘t reinforces the comments above when he says: "The conclusions
would seem to be that when administrators are seen as obstructing - Or even
feiling to encourage - desirable change they will have to be retooled or
removed." He also indicates that "a useful strategy of change is to in-.
troduce outsiders in the form of consultants."

L7

Pellegrin ' contends that:

\
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In instances where innovations occur, the principel serves
as an important link between teacher and superintendent,

The superintendent . . . is currently viewed by researchers
as the key in the innovative process at the local level.

If we look at the literature, we find that school board
members are generally considered to be effective brakes on in-
novation rather than stimulators of it.

In his research on how teachers perceive administrators role in innova=-

tion, Mahan33

found:

The data show that in nine of twenty-eight schools, the
teacher delegations selected the principal as the educator
behind the introduction of innovations. Teachers in eight
schools attributed this leadership to subject supervisors;
teachers in five schools named the department heads; teachers
in four schools selected themselves.,

In twenty-five of twenty-eight schools, teachers per=-
ceived the principal to be in one of the top three innovative
positions.

Staff Considerstions

Certain concepts of change behavior apply to all iadividuals regérdless
of the role and status they hold within a school system. Some of these are
indicated below.

In introducing change in schools, CTl:'Lnes)“:L contends that:

If schools are to be significantly better, they must be
significantly different. . . .

The focus must be on the individual student and teacher
and on individualized instruction. ., . .

The most impartant responsibilities of the teacher are
to plan and conduct meaningful learning experiences and to
understand children., . . .

Successful change in school demand constant interaction
among members of the school staff. . . .

There has to be a supportive climate from the central
office, the school board, and the school ccmmunity.

In discussing general concepts of change, McPhee)+6 emphasized the need
for self-inspection when he says, "Our individual enthusiasm for specific
change is ususlly inversely proportional to how much we ourselves must
change. . . . We praise changes for others, but seldam value changes for

ourselves,"
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Vroom22 discusses the influence of involvement in change process. He

states:

Participation genereily has positive effects on both the
attitudes and motivation for effective performance. . . .

Authoritarian: and persons with weak independence needs
are apperently unaffected by the opportunity to pa: ticipate
in making decisions, Equelitarian and those with strong in-
dependence needs develop more positive attitudes toward their

Jjobs and greater motivation for effective performance through
participation,

Finally, Berelson and Steiner3 provide some research findings on
opinions, attitudes, and beliefs (OAB's) that have direct implication for

diffusion of innovations:

l, OAB's originating in an earlier period persist to be
influential in a later period. . . .

2. DPeople hold OAB's in harmony with their group member-
ships and identifications,

3. OAB's within a group are particularly subject to in-
fluence by the most respected and prestigious member(s)
of the group, the opinion leader(s).

L, Once a person camits himself to a position, that com-
mitment itself becomes a barrier against change, however
immediately counter influences are brought to bear.
5. The more that people are subject to social inconsistency,
that is, when their group attachments are at variance
with one another. . . . the more likely they are to
change their OAB's. In other words, OAB's are more subject
to change when people are subject to cross pressures,
The literature on change has been reviewed in this chapter, The final
chapter will attempt to relate the concepts presented here to the demands
for change as presented by PPBA, Guidelines for change strategy in PPBS

implementation are offered.

GUIDELINES FOR CHANGE STRATEGY - PPBS
Relevahcy, accountability, and effigiency are within the grasp of

public school systems through planning and program budgeting. Educational
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resources management with provision fcr cost benefit analysis holds out the
promise of solution to mahy of the problems facing education, This will
only be so, however, if the recognition for the need for change exists and

if PPBS is diffused, adopted and implemented with extreme care.

Necessary Pre-Conditions

Success in achieving relevancy, accountability, and efficiency will be
met only if certain conditions exist in a school district prior to and dur-
ing the development of a plenning and program budgeting system:

1. The superintendent and board of education must provide
an' atmosphere of support and reward for innovation.

2. Concern should be directed toward the improvement and main-
tenance of the health of the organization. Only in
healthy organizations can innovations be adopted with a
minimun of conflict and expense.

3. Change should start fram a sound philosophical base with
its structure supported by concepts of child growth and
development,

4, Strategies for the implementation of PPBS must be based
upon the recognition of its complexity and its innova-
tiveness.

School Distriet Organization

Flexibility in school district organization is vital to the change
process. School district organization should be such that:

1., At least some administrators are more concerned with the
change process than with the control process in the ful-
fillment of their role.

2, DProcedural rigidity is reduced through the structuring
of an sdministrative hierarchy which is relatively flat,
i.e., there are relatively few job status levels between
‘the teacher and the administrator.

3. Decentralization of decision making is camplete to the
point that basic decisions concerning programs are made
"where the action is," by teachers and principals at the
local school level.
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L., Principals are expected to fulfill the role of leadership
in the change process. They must be perceived not just
as individuals who provide an opportunity for innovation,
but as key leaders in the change process. As such they
need flexibility in the control of funds allocated to
their schools and they need retooling in relation to the
requirements of educational resources management and
cost benefit analysis.

Teacher Involvement and Inservice

Change in the output of learners will occur only through a change in
teacher behavior. The following two sections list some suggested guide-
lines for bringing about such change through teacher involvement and in-

service education.

Involvement

1. Teachers cannot be expected to innovate in areas outside
of methods of presenting curriculum materials and relating
to children. Involvement of teachers in other types of
innovation should be provided through released time or
through employment during vacation periods.

2. All teachers to be affected by a proposed innovation must
play a role in the decision making process concerning
the innovation. In PPBS implementation, all teachers
must be involved (as well as all classified staff).

3. Teacher leadership, i.e., department heads, presidents
of professional organization, etc., should be involved
in the earliest stages of consideration of a change.

L, Selected teachers should be trained to participate in
a leadership capacity to communicate desired changes
to the rest of the staff.

Inservice

1. Provide inservice education on a released time basis,
paid basis, or provision for salary schedule credit
basis.

2. Utilize all techniques of diffusion in the inservice
program - tell, show, help, involve, train, and inter-
vene where necessary,
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3. Provide for multiple lines of communication concerning
the innovation. Utilize communication channels estab-
lished through professional organizations, administrative
procedures, teacher journals, etc. Communications should

be written as well as verbal,

4, Utilize existing groups in providing information con-
cerning an innovetion, i.e., professional associations,

curriculum councils, et-,

5. Emphasize advantuages to be derived from innovation. This
is particularly important in implementation of PPBS since
its complexity and lack of compatibility with current

systems may be very threatening to teachers,

6. . The initial step in developing an understanding of PPBS
is to emphasize purpose and vocabulary. The vocabulary
is new to many teachers and time must he allowed in de-
veloping an understanding of the specific meanings o:

the new words.

7. Utilize the "soft sell" approach, provide ample time for
teachers to grow in their understandings, PPBS isn't

understood as a result of one or two meetings.

8. Foilowing the development of vocabulary and general
understanding of the elements of PPBS, focus only on
goals, objectives, and program. Budget details can be
left to those whose job description requires concern

with budgets.

9. Utilize cousultants from outside the district that are

known and respected by teachers.

10. Where possible, provide opportunity for teachers to visit
programs where PPBS is in operation. (At the present time,

very few programs are available.)

11. Provide time for staff to meet with the key individuals
in directing the change to PPBS in informal discussions,
preferably by building faculties and departments.

Sample Implementation Plan

The implementation plan listed below is geared to fit a perticular

school district is not generally applicable to all districts. It is

presented here as a sample of what one district can do.

Only the activities

are listed. Each activity requires considerable planning and work in its

fulfillment.



Appoint task force

Orient task force

‘Review current systems - goals, objectives, evaluation systems,

ete,
List constraints - budgetory, statutory, political
Develop cammnication plans
Conduct trends enalysis, describe district and community in 1980
Provide for presentatioﬁs to Board of Education
Introduce PPBS to all staff

Develop and conduct inservice program

Year 2

Year 3

Develop goals and goal structure at each school

Continue inservice progream

Establish program structure and develop progrem codes
Establish program budget and backup documents

Implement program budget

i)ecentralize decision making process through program budget
Begin development of objectives

Continue inservice program

Year L

Complete development of objectives
Revise program structure, codes, and documents

Establish multiyear financial plan




Year
Manage resources

Assess and revise

This paper has beeh concerned with the implementation of PPBS, parti-
culariy as it felates tovstaff considerations, PPBS was describéd and'the
literature on "change" was reviewed. Finally, some guidelines for change
through PPBS were listed and a semple PPBS implementation plan was offered.
Through planning and program budgeting relevancy in learning, accountability
in fuﬁction, and efficiency in spending can result in great gains for the

children we serve.
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CHAPTER VI

A Lonesome flope for a More Wholesome
Theoretical Base for Professional

Negotiations in Education

by

Dr. Clifford Crone
Jacksonville Public Schools
Jacksonville, I1linois

"But an idea, a concept, an inspiration may at least provide the
impetus which may move people in a positive direction away from rancor,"

The Problem

"Rots of ruck!" This was the wry camment given by one University of
Illinois professor of education to the suggestion that a new theoretical
model for negotiations in education should and could be developed. As a

participant in the University of Illinois Resident Program for Educational

Leadership, the writer sought to develop a counceptual model for negotiations

not conflict-adversary oriented and potentially divisive but rather posi-
tively oriented, meeting needs of a faculty association or union and
reserving for boards of education a lawful, dynamic role,

Very little discussion and study were necessary to demonstrate that
such an ideal or such a model was considered naive by maeny and could -more
easily be described in terms of hopefui characteristics than definitely
formulated in words or diagrams.

The ideal model sought would embody at least nine characteristics:

l, It would be based on mutual trust

1 Quotation is from an article by Peter Coutros, writing of the
National Conference of Christians and Jews in Chicago Tribune,
April 9, 1970.

as f99-




=100~

2. It would assume good=will, altruiam, competency in other pexrty
3. It would provide for cammunication of ideas and recommendations

L. It would clarify roles, functions of faculty and of board;
harmonize them with professionalism of faculty, lawful respon=-
sibilities of board

5. It would be concerned with (and consist of) principles rather
than procedural guidelines

6. It would conceive all certificated faculty members to be of
equal professional status, eliminate hiersrchical concepts
within faculty (the board would leave establishment of associ=
ation hierarchy to assoclation, and association would leave
establishment of managerial hierarchy to board)

7. It would provide for faculty representation on all aspects of
policy: development, revision, application .

8. It would allow for diversity of inputs, wide participation,
free communication, open discussion

9. It would provide for unrestricted scope or range of items that
could be considered or negotiated

There are in the literature some theoretical bases for negotiations

that have many of these characteristics, The integrative theory of

bargaining is one that does, but integrative theory can best be understood

in contrast to distributive theory. As shown in Figure 1, the distribu-

tive theory embodies hard-nosed conflict-adversary type bargaining in which
opponents are seeking to obtain (or retain) as much of a fixed commodity

as possible.
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Fixed Sum, Variasble Share Payoff Structure®
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Opponent Demands
Figure 1

Outcomes falling below the line are not considered
possible since the use of less than the total available
would not be tolerated by either party. Outcomes
above the line are not possible because they require
more than is available,

The model for the integrative theory puts the scale on a different
axis and makes possible a mutual gain. This would theoretically bring
the bargaining parties together in a common effort rather than apart in

opposite efforts, This theory is illustrated in Figure 2.

1 George Madden, "A Theoretical Basis for Differentiating Forms of
Collective Bargaining in Education," Educational Administration
Quarterly, University Council for Educational Administration,
Volume 5, No. 2, Spring, 1969, p. 76. Interstate Printers and
Publishers, Inc. 19 - 27 North Jackson, Danville, Illinois.
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‘Verisble Sum Payoff Structure?
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Figure 2
The values of a type of bargaining embodying the integrative theory in
public education are described by Richard Wynn in a very recent Phi Delta
Kappan article. He calls it "coliective gai'ning" and lists a number of
assumptions that support the concept. This writer, however, would also
view Wynn's assumptions as prerequisites to use of the integrative model
j.n education=-necessary for both the faculty and the board of education.

3

Wynn's assumptions”, paraphrased saomewhat to be in parallel form are:

2 Ivia., p. 78.

3 Richard Wymn, "Collective Bargeining," Phi Delta Kappan, Volume LI,
No. 8, April, 1970, p. Ll6. _
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l. That a democratic society ccntains within it the laws, values,
and ethics which permit problem solving by patient people.

2. That a democratic society is committed to rational inquiry, open
discussion and peaceful persuasion as the appropriate means for
resolving conflict,

3. That teachers, administrators, and boards of education are gen=-
erally honorable people who sincerely wish to discharge their
responsibilities capably.

4. That teachers, administrators, and boards have a strong common
interest in improving the human condition ‘through education and
that this common interest transcends their differences.

5. That teachers, administrators, and boards of education all have a
unique contribution to make in the improvement of education.

6. That the quality of education is strengthened when the power and
wisdom of both teachers and management ure maximized. (Con-
versely, when any of these groups are denied full opportunity to
participate, the guality of decisions will be impaired. .

7. That cooperative problem solving between employers and employees
raises the morale and productivity of both.

8. That transactional behavior in problem solving offers the best

stratogem for accommodation of organizational goals and employees®
needs, and thereby maximizes the satisfaction of both.

Professionalism A Possible Safeguard for the Public

Immediately the question of how one party in a negotiation situation
can safely assume that the other will subscribe to assumptions such as
these is obvious.
For boards of education the writer believes that there is safety in
the emerging professionaiism of public school educators. The current vro-
fessional negotiations agreement espoused by the Illinois Education Associ-
ation bravely states in the preamble that, "Teaching is a profession."
Brief research quickly exposes numerous characteristics either of a
profession or a professional person, several of which support the images
of campetency and dependability. DProfessions are characterized by a system=

atic body of theory. Skills within a profession derive from an internally
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T

consistent system called "body of theory" and are distinguished from skills
in crafts like those of dismond cutter or cabinet meker. A professional

person has a special kind of authority in that the professional rather

than client determines what is best for the client (pupil). The client

surrenders many of his prerogatives to a professional. Practically all pro-

fessions have a regulative code of ethics which protects the public against
misuse of monopoly pcuvwer.,‘t “

Consistent with the code of ethics is the orientation within a pro-
fession toward horizontal, collegial authority rather tha.n to the bureau-
cratlic conception of strict, vertical, unilateral authority. Also con-
sistent with professional ethics is the use of knowledge and techniques
directly upon or in behalf of a client in order to maintain, or induce in,
the client a culturally detérmined and socially approved state of well-
being. Concern for and dedication to the interests of the client is gen-
erally mandated by professional ethics. In most professions there is a
strong belief that the profession makes a contribution to a betterv' life,
For most professions thez;e is a relatively long period of preparation re-
sulting generally in permanence of the occupa't:ion.5

Adherence to a code of ethids, 'zealous concern for the interests of
the client (pupil), and elements of altruism should help assure that self-
ish militancy will not pravail or that demands will be destructive.

There is no such easily discerned safeguard for faculty to use when

eyelng school boards; Associations of school board members or i‘ndiv:tdual

4 Ernest Greenwood, "Attributes of a Profession," Social Work 2, No.
3, July 1957, pp. bk - ks,

9 Neil H. Cheek, Jr., "The Social Role of the Professional," in The

Professional in the Organization, Mark Abrehamson, ed., Rand McNally and
Co., Chicago, 1 7, Po 7 . . ’
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boards of education generally do not have meaningful codes of ethics.,
Though readers can document many exceptions of persons being elected or
appointed to school boards for petty, spiteful, or selfish reasons, board
members usually are elected or appointed on the basis of their vision,
altruism, and positive concern for high quality education., The election
process continues to be the best guarantee of having board members who
would subscribe to assumptions like those of Wynn until such time as bhoards

of education have and adhere to codes of ethies,

Advantages of Integrative Theory

The conflict-adversary model as embodied in the distributive theory
severely limits commmnication, Agreements built on this model tend to
favor tight discipline within the faculty bargaining organization with the
talking being handled by one spokesman. Also favored under this model is
a single spokesman or negotiator for the board of education, He, too, is
supposed to have "authorify" to make, within predetermined limits, com-
mitments that will be honored by the board of education. This procedure
diagrammed in Figure 36, can hardly be argued t?‘ be in the public inter-

est7.

6 Richard E. Walton and Robert B. McKersie, A Behavioral Theory of

Labor Negotiations, McGraw-Hill Book Company, New York, 1965, p. 14l.

7 That discussions between these two representatives can be private
under Illinois law is to the writers shocking, productive of improved
morale, or inclusive of bright new ideas,
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(2)
Communication is free within Perty and Opponent teams;

only chief spokesmen Pl and 01 communicate across
team boundaries.

Figure 3
By contrast the integrative theory would inculcate wide open discus-
sion, offer more probability of improved morale, and provide more oppor-
tunity for input of constructive new ideas. A diagram showing the kind of

dialogue that could take place under this model is presented in Figure L.

(v)

All possible communication channels are open among six
participants forming one problem-solving group.

Figure 48

: 8 Richard E, Walton and Robert B. McKersie, A Behavioral Theory of
Labor Negotiations, McGraw-Hill Book Company, New York, 1965, b. 151,
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Proposal

We are not yét at the point of full blown professionalism in most
public school faculties nor will the current emergence of "teacher power"
and the competition between competing organizations for teacher membership
permit immediate changeover to integrative negotiations or Wynn's "collec-
tive gaining" in most school systems. This proposal then is suggested
for somewhat eclectic use in developing local negotiations agreements. It
is proposed that as much of the substance of what is to be negotiated, as
can be agreed upon by the faculty and board of education, be made subject
to integrative bargaining and the minimum possible be made the substance
of distributive or conflict-adversary bargaining. A proposed objective is
to have all substantive matters subject to integrative bargaining. Cer-
tain state school laws, the circumstance of employment in the public
sector, reactionary boards of education, power hungry faculty leaders,
and competition hetween the NEA and the AFT will probably prevent for some

time a move campletely into integrative style bargaining or dialogue.



CHAPTER VII

PPBS: Issues and Implications

by
Mr. Pasquale Dardano
Sparland Public Schools
Sparland, Illinois

Within the literature of the pest few years there have been some new
and sometimes unfamiliar terms which have been appearing relative to educa-
tional administration. Some of these terms include: systems analysis,
rrogramming, performance, input and output, quantitative analysis, deci-
sion centers, and cost-benefit analysis. The concepts of the above terms
and their interrelationships formulate the basic Program-Planning-Budgeting-
Systems.

This is one of the most recent innovations in the total educational
Program of same larger school districts. While PPBS will not be a panacea
for education, it provides a new appz.'oach to an old problem-=-that of im-
proving learning. 'While the potential magnitude of PPBS as an adminis-
trative tool is yet to be assessed, educational decision makers are
expressing increased interest in the possible application of PPBS to school
management.

Today's complex era demands a new appraisal of school expenditures,
Even the smallest school district now includes many special, complex pro-
grams, a veriety of cost classifications and multiple types of local,
state, and federal incéme. They are now implemented through the account-
ing practices of the past which are now inadequate for the task. Iherefore
a better budget information and organizational system is needed for more

intelligent decision making. Presently in Illinois only two districts are

IO%’[-log-
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actually implementing such an educational management design. However
several larger systems in most states are studying the virtues of PPBS' and
some will soon adopt this method. Some distxicts are using modified ver=-
sions in their attempts to implement PPBS. Only one state (California) is

known to be studylng use of this system throughout the state.

Major Aspects of PPBS
"PPBS is more than a system of accounting. It involves basically

" according to

five characteristics that constitute the management design,
We;ley Gibbs,1 Superintendent of Schools at Skokie, Illinois. "These in=
clude: (1) developing a program budget, (2) identifying specific objec-
tives, (3) measuring gains toward each objective, (4) developing long-range
planning, and (5) considering systematically, the most effective means of
obtaining stated objectives."

Program budgets are designed to identify related services or activi=
ties as meaningful program areas. Traditional line-item areas such as
administration, instruction or student and community services give very
little information rclative to the cost of a specific program such as ele-
mentary reading or junior high science. In order to implement PPBS it is

necessary to modify the present legal structure of the budgets.

Present Financial Management Problems

Most school districts today are faced with staggering challenges in
the management of tﬁeir public education responsibilities, Their diffi-
culties are summarized under eight mein areas which are:

1. NO LONG-RANGE PLANNING =- Most districts have little comprehensive
knowledge of their operating requirements for the next five years.
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2. NO PROCESS FOR ESTABLISHING PRIORITIES - The school district
usually has not established priorities nor made decisions re=-
garding fund requests on a systematic basis at any decision level
below the superintendents.

3. FINANCIAL REQUESTS UNRELATED TO FISCAL TAXING POWER - Annual ap-
propriations are usually prepared in terms of revenue limitations
and arz usually scaled down to match revenues.

4. LINE-ITEM BUDGETING WHICH MINIMIZES THE ABILITY TO MANAGE AND DOES
NOT IDENTIFY RESOURCES WITH SFECIFIC EDUCATIONAL PROGRAMS - Most
appropriations are made by line-item object of expenditures which
limits the management choices during the year once the budget is
adopted. Also, expenditures are seldom identified with specific
programs or educational goals of the system.

5. NO ATTEMPTS TO SHOW LEAST COST ALTERNATIVES - Since immediate
needs usually come first, management faces & major problem in
carrying out longer range, more permanent solutions.

6. LACK OF PROGRAM MEASUREMENT - Since education does not have the
stern discipline of the profit and loss statement, most districts
have avoided measurement and evaluation of programs. Schools
are using only a few of these measurements, such as a continuous
reading level test. ©Some districts assume that higher per pupil
cost means more education., Overall comparative information among
school districts appears to be the only measure now being used.
The wide use of this kind of camparative cost analysis probably
stems from the absence of other measures.

7. LACK OF FINANCING AUTHORITY COMMENSURATE WITH RESPONSIBILITY -
Last, but most important, the question of responsibility, author-
ity, and accountability throughout the entire financial menage=
ment structure pose several real difficulties., This begins with
the fact that most superintendents lack the power to allocate
the funds, a function of the board of education. The superin=-
tendent must share this authority with the board of education,
The board is also required to implement decisions by funding
them. It can be broadly stated that in the typical school system,
authority is not commensurate with responsibility; therefore, no
one can be pinned down long enough to be held accountable for
results.

R I T A

These are some of the major present financial management problems,
In too many schools the financial management has been that most expendi-

tures are inevitable and, in any event, they are automatically approved.

For these reasons several new approaches have been tried in recent years

to remedy these problems. However, none of the new approaches are panaceas
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which will sweep awey all problems, Yet, some suggested solutions may
offer much benefit. This writer has studied the various approaches and is

further investigating the issues and implications of PPBS.

Issues and Implications
PPBS requires a much more complete and detailed plan in which =ach

program is a developed total plan that integrates all rrograms into a whole,
The framework for long range planning is provided by this system, Total
program costs and anticipated costs can be analyzed in terms of outputs or
products, thus facilitating future plens. Perhaps the most important
goal of this system is to help decision makers meke a rationel decision
concerning the individual programs and the whole, integrated program., This
can be accamplished by considéring each of the facets, )
Planning - Planuing involves the setting of goals, the determination
of objectives, and the evaluation of alternatives in a time frame of
more than one year. It should make a clear statgment of general ed-
ucational policy and should provide guidances in 'bhg process of
allocating of resources, Also, it should serve as a basis for estab-
lishing specific objectives. At the end of the year the staff and
board should examine the progress made to date, account for successes
and failurés, and update the goals, the ﬁrogram and activities, and

methods of evaluations.

Programming - Programming is the means by which the school district
carries out the goals of the board of education. Goals are formulated
in such a way as to facilitate related plannin’g, programming, and .
financial bﬁdgeting. . The total program should be a concrete expres-

sion of the goals and objectives of the system and should be




-113-

compatible with the specific goels of the more specific programs for
vwhich resources are allocated.

Budgeting - Program budgeting ldentifies cost with departmental re-
sponsibility to a program budgeting and reporting system which also
relates expenditures to educational and other goals of the district.
In such a system budget elements are expressed primarily in terms of
what they are getting out of the expeditures, and secondarily in what
they are putting in, Therefore the system presents the educational
program by function and activity according to objectives or "outputs.”
This can be further explained by stating that an output is improving
student skills in reading or math, and the "input" would be a specific
number of teachers, aides, etc. requiring a specific number of dollars.
The principle benefit of the program budget technique is ease in
matching or interfacing of financial budget to a program.

At the same time, a basis is provided for performance measure-
ment and management through a synchronized reporting system. First of
all the expenditures must be grouped by programs and activities, Next
the accounting and financial reporting system must be synchronized
with the program budget. The next steps should include an accrued ex-
penditure system instead ofbthe widely used cash disbursement systems.
All of this must be used with the mezsurement of work actually ac-

camplished.

Using PPBS to Manage - Managing with a program performance budget re-

quires a financial plan that reflects the outputs and work goals of
long and'short range program plans plus a review of the progress being
made against the approved plan. The mandate to the operating executive

is to execute the objectives set forth by the school board within the



O AT IR T

w1l

total resource constraints, and not merely spend within the line-item

limits. Thus menagers are free to menage and resources can be shifted

among line-items, because performance is the watchword.

Hartley says that the fact that programmer budgeting is not easily

implemented is underlined by the difficulty of locating & school district

thet has implemented it. In Illinois it seems that Skokie Elementary

District 68 is getting results in its new experiences with PPBS. Several

other districts are working with bits and pieces. Hartley does feel

strongly that PPBS is worth the effort if e district goes into transition

with a minimum of ego and over-confidence and a meximum of flexibility.

Haxrtley, 2

(1)

(2)
(3)

(%)

(5)

(6)

(7)

lists the following edvantages of PPBS:

The budget iLs structured on the basis of curricular programs,
goals and results, Hartley says, rather than on conventional
line-items. If $10,000 is spent for new textbooks the budget
will have to show why this was done and what result i1s expected.

The budget planning, ideally, includes evaluations to measure
actual accomplishment egainst a program goal,

The budget is integrated with long-range fiscal planning and
includes estimates of needs and costs over a five-year period.

The planning operation permits a district to first decide what
it wents to accomplish, list alternate methods of reaching a
certain goal, and then choose the path that is best in terms
of time, effort and money.

Budget plenning also includes specific provisions for review
and modification at regular intervals. A district can decide,
for example, that a reeding program did not produce desired
test results after a planned period of use, and thus another
method should be employed. .

More information is obtained about future needs of the district
and ebout future costs, so that the total implication of ‘a
decision can be fully appreciated. ,
There 18 no one best way to design a program budget, so that a
district has the option of choosing that method which is the
easiest to lmplement and translate to the pubiic.




(8) Within the system, decision centers or cost centers, can be
develcped so that an administrator can obtain program and fiscal
date from any pert of his organization,

(9) The planning necessary for & program budget produces a document
that the public can understand., People will be able to see
exactly how money is being spent, why it is allocated in a
certain way, and how successful the expenditure is in helping
to attain a specific educational goal,

(10) The planning procedures in PPBS can be used t0 measure the per=-
formence of staff and pinpoint accountability.
Same of the disadvaentages are listed by LeMar Hill3:

(1) PPBS would increase outside control and districts would ‘lose
their autonomy.

(2) It could promote "conservative" administration which could
minimize programs,

(3) It increases the length and volume of budget documents.

(k) There is some difficulty in assigning costs to program (direct
and indirect).

)

(5) It is difficult to decide what is a meaningful progrem,
(6) It requires better trained personnel,

(7) It is aifficult to measure output.

Carl Wilseyy notes the following disadvantages in a recent article:
(1) Takes time, money, and skill to develop and operate.

(2) Results in more detailed accounting and budget documents, re=-
quiring swmmerizaetion or interpretation,

(3) May result in placement of too much emphasis on the costs of
programs rether than thelr benefits.

(4) Mey meet with resistance from staff members who resent sys-
tematization of the education process.

Schools willing to attempt the PPBS approach must struggle to find.the

patterns and goals most suiteble to thelr systems. They.must be willing

to be very flexible. For example, when the Skokie district implemented
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its progrem budget for 1968-69, it chose a subject-oriented array of pro-
grams. During this past year this plan was modified and restructured to
be organized by grade level in grades K=5 and by subjects for grades 6-=8.
In an article by Gibbs and Kent5 the following r=asons were cited for the
change:

The reasons for the change at the elementary level are twofold:

(1) early work with the district's Goals Committee indicated a

concern for the whole child, i.e. a child's personality, sccial

end academic develompment (clearly, a completely subject-oriented

district would not speak to these types of goals); and (2) managing

programs by subject would have demanded too much reorganization.

Under the 1968-69 system, it would have become necessary to assign

K-5 directors to each subject area program, in order to give ap=-

propriate thrust to program planning and decision=making. Since

the district was already organized with grade level chairmen in

each building, the shift to a grade-oriented system took advan=

tage of this.

In;a personal interview Mr, Gibbs mentioned that the staff has com=
pletely accepted the system and that each building has a program leader for
each grade level who is responsible along with the principal to create the
goals and objsctives. By all indications the Skokie plan is working very
well and will probably be used as a "model" for other school districts to
follow.

In this study of the issues and implications of PPBS it is difficult
to weigh each advantage or disadvantage and be able to conciude that PPBS
is all bad or all good. Certainly our present systems also have several
advantages and disadvantages. It is quite.evident that PPBS is spréading
rapidly throughout the country. The recent study being made by .the Associ-
ation of School Business Officials should shed same light for the system.
According to a statement made by Dr. Oscar M. Chute§ PPBS ig moving
rapidly. He suggests:

"Mr. Superintendent, don't wait until some form of PPBS is mandated
at the federal or state level. If you have not already done so,

.i
{
|
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get acquainted with it now. This may be our chance tc move away

from decision making based pretty much upon the blood pressure

of the professional participants toward a position where we will be

able to choose fram alternatives based upon the relative cost of

each program, and more importantly, what benefits accrue to our
clients - the children and youth entrusted to our care."

As a final word, there are those who say PPBS is "too far out" - and
probably for those a few years ago camputer scheduling, reporting, non-
graded schools, flexible scheduling, television instruction, etc., all
seemed "too far out." Judging by the current trends, PPBS will be a real-

ity in larger districts sooner than one may expect.
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CHAPTER VIII

Bureaucratic Stagnation: A Need for Change

by
Mr. Joseph Deaton
Southeastern Illinois College
Harrisburg, Illinois

Since the Industrial Revolution, the bureaucratic form of organiza-
tional structure ha; had common acceptance, and, in a large measure has
been quite effective in the realization of oréanizational goals, Southe
eastern Illinois College, a public junior college, has evolved within this
typicai framework of organization and structure.

The college, established in 1960, was conceived as an appendage to and
an extension of the Harrisburg High School. Through its parental associ=-
ation, it assumed some of the basic characteristics of the parent organi-
zation in both structure and philosophy. Many of the original staff, most
of wham are still incumbents, were appointed from the parent high school
staff. Although legally and theoretically an institution of higher educa-
tion, Southeastern Illinois College's pattern of operation, despite a
formal restructuring, continued to reflect the flavor of a secondary school.

In the initial stages of operation, because of the limiting elements
of its mission to offer quality transfer programs, policy was developed
within divisions and departments along unilateral and provincial consider-
ations. Due to the expedient nature of its mission, and also because of
an extremely light staff of administrators (a superintendent for both the
high school and college plus one executive déan) the institution grew "iike
Topsy" and departmental and divisional "empires" were spawned and subse-
quently nutured. Decentralization in this case, was not a pre-conceived o

~119-

S



-120-

pattern for participatory administration, but more resesbled the classical
laissez faire pattern of non-intervention.

As the college developed a more comprehensive mission and assumed re-
sponsibility to extend liberal education and to develop vocational, techni-
cal and adult programs, a review and change of objectives and goals became
necessary. With the subsequent change in structure and operatibnal mode,
behavioral patterns of the staff have been somewhat dysfunctional with the
approprlate goals and objectivés of the college.

There is obviously some danger in the chief administrator assuming
the role of diagnostician. Some symptoms are sympathetic in nature and
only reflect another symptom, not the melady itself. The major purpose of
this study is to review relevant literature concerning dysfunctional be-
havior and meke appropriate application of such knowledge to the existing
situation.

Subjective as it does appear at this stage, the writer's perception
reflects this situation essentially as it obtains at Southeastern Illinois
College:

(a) Although there is no open and aggressive "cold war" between
teachers and administrators (mostly deans), there is a passive
resistance reflected in apathy an® "wheel spinniag."

(b) There is presently a reluctance of the staff, as a group,
to accept the general purposes of the organization. The
evolving development of sub-baccalaureate programs
(remedial, technical and vocational) are not considered to te
appropriate "higher education" endeavors.

(c) There appeai's to be an over concern with encroachment on
divisional or departmental "vested interests", including
fear of erosions of personal power and prestige.

(d) Student-teacher interaction is particulariy lacking in in- .
formal settings. Interpersonal relationships generally are

limited to fomal classroom and laboratory settings. Students
complain that many teachers are not concerned.
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(e) There is a moecd of indifference as to revision or development

of programs.

The crucial consideration for the college president is to identify
those patterns of interpersonal relations that improve and develop profes-
sional behavior. There is abundant literature, with empirical data, that
support the effectiveness of participatory administration as opposed to its
authoritarian counterpart. Before generalizing, however, something should
be mentioned in defense of the role of a college president. There are, by
virtue of tradition and prestige, those teaching personnel of the higher
education enterprise, including junior colleges, who view with disdain and
even horror the very thought of being subject to administrative manipula-
tion toward the end of efficiency or effectiveness. Therein lies the
complexity and uniqueness of leadership in this academic situation.

Nevertheless, the legal respousibility for leadership at all echelons
of the institution ultimately devolves upon the president. For no matter
what tone of leadership prevails, be it strong or weak, efficient or in-
effectual, the president will get the praise, the reproof, the blessings
and the damnations. He is held accountable for any and all failure tolre-
alize the objectives of the institution.-

The college president is expected to get results. He is expected
somehow to learn, on the job, how to promote fhe goals of the institution
with due regard for the personal motivations of those who make up the or-
ganization. Tt is then incumbent upon tﬁe president to be concerned with
planning and to involve effectively the faculty in this planning and
achieving. He must be concerned and knowledgeable about the extent to .
which his actions bring about changes in the way faculty interacts in

solving a problenm.

L e T
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If, according to Bennisl, leadership is the fulerum on which demands
of the individual and the demands of the organization are balanced, the

stereotype or traditional bureaucratic model appears far too ineffective

for the organizational structure in a junior college. Admittedly, the j
classical collegial pattern, accepting peer status as a baslc concept, can-
not immediately be obtained at this institution. Professional commitment and
!
the subsequent assuming of responsibility are not sufficiently evident with !
1
the staff at this point. This is evidence, however, to suggest that the
bureaucratic model which espouses the assumption that authority is the
~ central indispensable means of managerial control has serious limitations.
According to McGregore, if employees are lazy, indifferent, unwilling to
teke responsibility, intransigent, uncreative, uncooperative, the causes
lie in management methods of organization and control.

The following statements and positi'ons', only a fractional part of the
literature scanned in search for appropriate information and findings, in-
vite special consideration insofar as the problem appears at Southeastern.
As limiting in scope as fhey appear, they seem to present a logical point
of approach in moving to .an improved organizationel structure with subse-
quently limproved interpersonal relationships,

l. It has been assumed that organizational requirements take pre-
cedence over need of individual members. The concept of inte-
gration in McGregor's Theory Y3 carries the implication that
the organization will be more effective in achieving its ob-
Jectives if adjustments are made in significant ways to the
needs and gpals of its members,

2. The Scanlon planh, although industrially oriented, suggests,
with certain modifications, application for participative
mansgement for any bureaucracy. Its strength is that inter-
dependence is accepted, reliance is placed on the knowledge,

the ingenuity, the innovativeness of all the humen resources
of the arganization.
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There seems to be apparent merit in the consideration of the
"managerial team" concept. Job descriptions, line and staff
assignments, and areas of exclusive supermacy or managerial
authority substantially erode when there is collaboration in
making one's own resources of knowledge, skill, and experience
available to others and, conversely, obtaining help from
others in fulfilling one's own responsibilities.

According to the findings of Sergiovannis, effective adminis-
trative behavior would not exclude or ignore the sources of
job dissatisfaction. Supervisory behavior, interpersonal re-
lationships, and other factors relating to the conditions

of work are necessary components in promoting an environment
which will enhance job satisfaction for teachers. Teachers
whose energies are taxed in coping with sources of job dis-
satisfaction will tend not to be vigorous and dynamic pursuers
of work centered satisfaction.

In accepting the hypothesis of self-actualization derived from
participatory administration, caution is appropriate since,
according to Framm®, most people do not want complete freedom.
They want to know the limits within which they can act.
Strauss! confirms thai "individuals are not motivated solely
to obtain autonomy, self actualization, and so forth. With
various degrees of emphasis, individuals also want security
to know what is expected of them.

Power equalization may certainly stir up a good deal of anxiety
among those who are not prepared for it, and at least some
individuals may be reluctant to assume the responsibility that
it throws upon them.

Particularly for Southeastern, it must be considered that to
make genersl or participative management work, many of the
0ld line autocratic supervisors must be retrained or replaced.
This is an expensive process which may result in the demorali-
zation or elimination of the organization's most campetent
individuals.

So, what about the president? It becomes imperative that he
review his cognitive biases and prejudices and assess his

personal characteristics relating to interpersonal relationships

if serious consideration is to be given to the modification

of a bureaucratic8structure toward a more participative pattern.
According to Gibb~, the key to this emergent leadership centers

in a high degree of trust and ccnfidence in people. Leaders

who trust their colleagues and subordinates and have confidence

in them tend to be open and frank, to be permissive in goal

setting, and to be noncontrolling in personal style and leader=

ship. policy.
Leaders with a great deal of self-acceptance and personal

security to trust others, do make trust assumptions about their

motives and behavior. The process of allowing psople to be
responsible for their own destinies, for setting their own

FRiE
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targets, assessing their own developﬁental needs, searching out
resources to aid in job accomplishment, and participating in
setting organizational objectives is basic to high trust leader-
ship.

One is inclined to ponder why there should be any doubt as to the
pattern of effective leadership. Research, particularly the work of
Likert9 confirms the viability of the perticipative mode. To accept the
vaiidity of findings and to implement changed and modified patterns of or-
ganizational structure are not necessarily compatible unless certain veari-
ables can be identified, In other words, Southeastern Illinois College is
e unique institution in that it has a unique history, setting and staff,
as every organization is unique for those reasons. It is incumbent for
the administrator to identify those variables that especially affect the
areas of concern. One can be committed to a philosophy, Eut the stages ..
and rate of implementation, for the sake. of the survival of such a philo-
sophy itself, are most crucial.

Insofar as implementation itself is concerned, the perticipation crrn-
cept seems to be most appropriate and has priority. At the outset, the
parties in conflict should collectively participate ii identifying areas

of dysfunctional behavior., Rensis Likert'slo The Human Organization offers

both a format and an area of content, with some modification, to assess de-
grees of participatory involvement,

The aforementioned considerations as listed on pages 6 through 8 will
necessarily temper and control both the scope and rate at which .organiza-
tional strdcfure and interpersonal relations are modified. Crucial
questions are raised, How'much auﬁonomy'does the staff desire and how
much staff responsibility can be assimilated within a given increment of

. time? Can the administrators, at the stage of implementation, accept and
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gear compatible response patterns for decisions by and the acceptance of
responsibility of subordinates? In other words, can the president and
supervising deans delegate decision msking to subordinates and be willing
to abide by the conseguences of those decisions?

Obviously, implementation of a more participative mode of relation-"

ships can evolve within a modified bureaucratic structure. The classical

. collegium does not appear viable at this embryonic and unsophisticated

stage of development, With a view to a more participative concept, a modi-
fied bureaucratic arrangement has promises of success, The pattern of the

changed bureaucratic model depends upon the areas identified as a matter of
concern, the calcuwjated pace of change, and the professional committment

of those who perceive the need for such change,
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CHAPTER IX

A Stuly of the Organization and Utilization
of Lay Citizens' Auvisory Committees in the
Planning of Educational Programs

by

Dr, James Dixon

Munsey Park School

Manhasset, New York

There is no question of tle value of increased use of lay citizens
groups by school districts as an effective means of securing public opin-
ion regarding numerous educational problems. Within the last ten years has
come a notable increase in trade literature describing successful techri-
ques used in organizing and perpetuating such groups. Morz and more school
personnel have no doubt found increasing opportunities for contact with lay
committees in which they have been called upon to act in a consultant ca-
pacity. Such has been the experience of the writer during the last eight
years--assuming the role oi" consultant to several citizens' advisory coam-
mittees, with little previous preperation or training.
It is inevitable that from such contacts must arise many questions

in one's mind relating to a more effective means of working with a large
variety of eager citizens dutifully pursuing solutions to educational
problems of varied degrees of camplexity. Thus, during the course of this
paper, the writer will attempt‘to summerize ideas evolving from current
literature, conferences with specialists in this area, and impressions
gained by actual observations of highly acclaimed citizens' groups as
they analyze and plan courses of action for solving pressing problems tﬁey

have been charged to study. Essentially, attention will be directed most
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often to the following aveas: selection of members of citizens® groups,
effective group processes to be used with a heterogeneous assembly of
citizens, intensity of study, assimilation by the public schools of cou-
nittee reccumendations , and effective communications between lay coamittee
members and the professional staff.

How are committee members best selected and evaeluated for appointment?

Merle Sumptlion states that "two selection plans have evolved as the most
satisfactory. The first is direct selection by the Board of Education with
a planned effort to secure a thoroughly representative group. The second
is the use of a selection committee composed of three to five substantial
citizens, chosen by the Board of Education with the same objective. This
latter procedure is particula.riy recommended when a continuing committee
is being chosen."l

The writer tends to favor Sumption"s latter method since it would
appear to expand the potential Iram which committee members could be se-
lected. In many cases, it would also discourage the selection of community
members who have a record of being inclose accord with the Board of Educa-
tion, Consideration should be given to the addition of representatives
from the Board, the school administration, -teachers, and non-~certified
staff who could serve as non-voting consultants to the selection committee
if needed.

Hamlin offers the following characteristics most desired among ﬁembers
of a citizens' advisbry committee: high general ability and, if‘ possible,
demonstrated ablility in dealing with school affairs; understanding of the
importence of-public education, with time available’ for work on the com;
mittee; certain pgrsonal characteristics such as personal integrity, re-

' sponsibility, maturity of thought and action, cooperativeness,
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opennindedness, end tolerance of varying points of view.2 Many authorities
stress the importance of forming a citizens' advisory committee with a
membership representative of all elements of the community in respect to
age, race, sex, occupation, religion, geographic location, etc.

In our computer-based age, innovative school districts could lighten
the load of the selection committee by compiling and making available a
complete listing at least of all parents of school children,

What dynamics of group interaction bring about best results fram

Citizens' Advisory Committees?--Withall and Lewis point out that: "A group

. » . 1s characterized by the interaction of its members in such a way
that each person is changed by the group and changes as the group changes.
A collection of individuals becomes a group as members accept a common
purpose, become interdependent in implementation of this purpose, and
interact with one another to promote its accomplishment, . ."3 Other
specialists in the field believe that leaders will emerge if the group
will sit and wait long enough. It is effective to use the principles of
group dynamics and let the gr.oup select its own leaders, bhecause the
"oream" will probably come to the top.

On the other hand, a group of 15 or 17 community citizens appointed
to an advisory committee definitely needs supplementary assistance, and
that assistance should come from a specifically assigned consultunt., Pre-
ferably, the consultant should be a well trained and experienced (if
possible) individual, perhaps provided by the Dept. of Field Services fram
a nearby college. If district finances are not sufficlent to pay for such
assistance, at least some qualified staff member from the local schools

should be assigned to assist the committee in its early stages of progress.

¢ e eman e o AU
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Sumption ;.uggests that "A typical first step is one ofiorientation
to the school system which is to be served. Ususlly the Superintendent
and his staff appear before thé conmittee to supply information about
the many facets of the school system and its pr_ogrta.m,")‘t

Logically, the next step coiuld very well be the selection cf tempor=-
ary officers: a chairman, a vice=-chairman, and a secretary. It is usually

advisable to defer the selection of permanent officers until a later

- meeting.

The writer, in his observations of committees in action, was im-

.pressed by the many timeé the need for identity was expressed by committee

members, Among some of the methods reported by school administrators as
a means of providing "identity" for their advisory committees were the
following: specia:l stationery; office space; secretarial staffj and spe=-
ciel identification cards which were givén to members for presentation
during school visits. Many Boards of Education hold one annual joint din-
ner meeting between Board members and the citizens' committee at which
time the work of the prev‘ious year and plans for the coming year are dis=
cussed informally.

Regarding the consultant's role as it relates to the citizens' ad-
visory cémmittee , authorities on the subject have written quite generously
rggarding their views of his effective behavior. Williams offers the fol-
lowing "Guidelines for the Consultant": "Just as it is difficult for any
master gt his trade -i;o conirey his technique by word or demonstréticn, S0
is it difficult for the accomplished consultant to impart with finiteness
the methodology which will guarantee success to othérs. There have beeﬁ

volumes written on both the technical aspect of consultancy and the humen

" relations aspect, but in tiie final analysis success at the task reduces
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itself to a magic moment when the choice of action is made along with
implementation of that choice through a subtle blending of human inter-

action. Indeed, it may be that the consultant's greatest contribution is

“one of aiding people to improve their knowledge and skills in hunan re-

lations. In short, his task may be threefold:
1. To help people solve problems where solution is possible.

2. To help people resolve predicaments where no solution is
possible.

3. To help peuple ebsolve themselves from a sense of failure
because absolute solutions are not reached. In other words,
to create an atmosphere which will permit the realization
that ongoingness is an inherent part of any alive organiza-
tion, and absolute and final solutions are not always
possible or even desirable,"

Garner suggests that the consultant's job does not begin with a prob-
lem as perceived by the group, but instead, properly begins with leading
the group to prcbe the symptoms which have been previously diagnosed as
a problem.6 .

Williams stresses that "It is important that a consultant be able to
analyze the change forces in a group and the resistance forces. It is
always possible that any amalgam of people will talk change and think
stability without ever realizing that they are doing so. It is also
possible that the change forces or the resistance forces are not equally
verbal or demonstrative. Eagerness for change on the part of & group or
organization does not always indicate readiness for change. Here is a key
spot for the consultant, and one where he should really earn his money.
It is up to him to see that the alternatives are at least aired, that the
research necessary has becn pointed to and has been carried out, and thé.t
the background which caused the present condition has been made fully
7

obvious and available."

thahd
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Garner offers the following diagram which illustrates the level of
activity of the consultant as tire comnittee moves from "problem discovery"

to "problem solution".8

NN
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Protlem Discovery Problem Solution

of the Consultant
o

What degree or intensity of study can one expect from the cammittee

L
| Level of Activity
/

members?--Before the writer touches on "intensity of study", let us re-
view suggestions from various authorities regarding appropriate areas that
citizens' groups might study. Sumption specifies the five major areas of
study and recommendation ‘as: 1) development of policy, 2) dévelopment of
long-range plans, 3) school-cammunity problems, %) evaluation, and 5)
school«~ccamunity communication, He also adds “Whiie the scademic evalua-
tion of the schoul program is the job of the professional educator, it can
only be properly evaluated in relation to educational needs of pupils.

And finally, he stresses that ". « « lay citizens should leave to qualified
rrofessional people the planning of courses, the choosing of textbooks, the
methods of instruction, the employment of teachers, teacher promotion and
transfer, and the selection and use of instructionsl materials. As an
advisory group; the canmitfee should not recommend or endorse candidates

for the Board of Education."9
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Phipps and Knell believe citizens' groups need a period of in-service !
education., They recommend the following techniques: ‘
l. Provide new members with & general orientation, 1)

]

2. Provide access to a library collection of school and educational
material.

3. Orient committee members regarding background of educational

problems prior to their study by committee. This should be done
by the superintendent or his representative.

L. Study "rules of operation" for the citizens' advisory committee.

5. Have a member of the executive committee of the citizens! .;
advisory ccomittee visit school board meetings.lo |
{

Obviously, the degree or intensity of study one can expect from a x
citizens' committee is dependent upon their topic of investigation. For

example, the subject of "School Building Needs In The Future", lends it-

seli to a fairly intensive analysis of enrollment projections, review of
existing facilities, availability of land for school use, and faculty

suggestions relating to innovative instructionel programs. The experience

e et MRS A

and training of many committee members would lead one to expect a thorough

and valid report as a result of their investigations,

On the other hand, a committee making a study of the administrestive
structure of the elementsry schools (self-contained classrooms, non-graded,
homogeneous grouping, etc.) san only suggest innovative plans that appear
interesting to the members (middle-school concept) and express their
willingness to support a change in that direction should it be made by
the professional staff, _

Trade journals, textboé:ks, and other resource materials can be read
by committee members with a reasonable degree of understanding. Howevef,
time is needed for discussion with the professional staff members for the

development of understanding in depth.
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The lay perscns on citizens' groups sre in e position to express their
preferences réga.rding what they would 1like to see done, but should not be
expected to indicate how it should be done.

How cen resulting cammittee recommendatious best be evaluated and

assimilated by the public school administrative and teaching staff?--It

aﬁpears to the writer that the problen of utilizing recommendations made
by citizens' advisory committees is one of the most difficult encountered
by school personnel, and yet there is a scarcity of written material d4i-
rectly related to this issue., There are, however, some basic ground rules
discussed in the literature insofar as the presentation of recommendations
is concerned. For example, Phipps and Knell assert that the committee
should report its recommendations aend suggestions directly to the Board,
never to the public. When the Board appoints a citizens' advisory com-
mit'tee, it assures an obligation %o considér carefully the opinions of the
committee and while the Board is not obligated to act favorably on all
committee recommendations, it shculd be prepared to state specific reasons
when 1t does not act favﬁrably.ll Lloyd suggests that mrovisions must be
made for minority reports, either from indivliduals or from groups within
the committee. Such minority reports could serve to clexrify otuerwise
"fuzzy" vpolicy s'l;:a.‘ceunen‘l‘,s.l2 Even though budgetary problems are upper=-
most in the minds of Board of Education members, no sound recommendation
should be withheld simply because of cost factors.

At this time, the writer would like to report briefly on the proce-
dures used by the school district quite familiar to him, for the evalua=-
tion and assimilation of recammendations sﬂb:mi;bted "Dy its citizens' .

advisory committe_e.s. At the completion of its study for the year, the

. advisory comittee presents the written report to the Board of Education
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in person at o_ﬁe of the regularly scheduled Board mieetine.s. After this
session, the report is presented by the Superintendent to the All~School
Council (Administrators and teachers representing all buildings in the
district), vwhose members in turn present it to their local faculty groups.
The advisory committee report iz studied and discussed thoroughly by each
teacher and administrator in the district., Faculty reactions to each rec-
onmenda\.tion are relayed to the Superintendent via the All-Schoo). Council
(usually at the next two or three meetings.) The Superintendent, after
thoroughly studying faculty reactions, finalizes his own recommendations
to the Board of Education in respect to acceptance or rejection of elements
contained in the citizens' advisory report. The Board of Education then
takes final action on the report and authorizes the Superintendent to im=
plement the recommendations that have been approved.

The procedure desceribed above may appear scmewhat t:.me consuming and
curbersame, but has worked quite effectively during the past fifteen years
in one specific school district. |

How can communications bhetween lay committee members and the profes-

sional staff achieve a higher level of effectiveress?-=Much of the litera-
ture concerned with school-camnunit& relations stresses the importance of
a highly effective means of communication. Swumption warns that "Failure

to establish and maintein clear and effective channels of communication
between school and community is probebly the cause of more misundérstanding
and criticism than any other single inadequacy."13 Hamlin, speaking speci-
fically of functioning citizens' advisory groups, relates that "It has been
found that a central citizens conmittee needs and wants the help of ex-
officio members representing the Board of Education, the administration,

the teachers and the non=prcfessional staff. One representative of each
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group meets regularly with the committee. The Board, teachers, and non=-

professional staff should elect one representative each. The Superinten=-

dent, or somecne nemed by him, represents the administrators."lh

Experjence indicates that such ex-officio members descrinhed above,
in actuality are not too often used, perhaps partly due to their tendency
to inject their own ideas into a discussion that in reeliity should seek to
evoke the thinking of the local citizenry., However, this arrangement under
the right conditions could be most effective.

Initially, it would appear that the general consultant could serve as
a liaison between the committee and the school., Other than being respon-
sible for the distribution of minutes of each meeting to schocl personnel,
the Job is oo extensive for one person to accamplish by himself. What
is most needed i1s personal contact between members of the citizens’ ad=
visory committée and the school staff. Wny not invite committee members
to faculty meetings periodically so they may report mrogress (or lack of
it) to teachers and administrators? Valuable discussion could result from
these meetings, and with ’that, a decrease of suspicion in the minds of
staff members who so oftan mistrust the motives of well meaning committee
members.

In conclusion, the writer has submitted the following guidelines as
;uggestions for improving communications between advisory cénnnittee mem-
bers and the professional staff. It appears that few have been used or
found expedient for ﬁse in most school districts of hils acquain-t:.a.ince‘.

1. Establish ex-officio membership at each citizens' ad-

visory committee meeting, consisting of representatives
from administration, Board of Education, and teaching staff.

2. Promote jbhe distribution of minutes of the citizens' ad-

visory committee meetings to the principal of each school

in the district, who in tura will present and discuss the
minutes with the staff at a local faculty meeting. '



=137=

3. Invite other school personnel to meetings of the citizens'®
advisory cammittee to serve as resource persons who can
rrovide valid information pertinent to problems under dis-
cussion.

4. Increase the number of visits made by members of the
citizens' advisory committee to the individual school
building. Include informal discussion sessions so that
suspicions of many staff members can be diminished or
expelled.

5. After the final report submitted by the citizens' advisory
conmittee has been released to the staff, invite members
of the committee to meet with the staff for further dis=
cussion. This step could help clarify recommendations
that otherwise might appear unclear to teachers.,
No doubt, citizens' advisory Qoups have become an integral part of
many school districts and they do perform a most waluable function, It
behooves administrators to do all in their power to promote greater under-

standing by the school staff of the motives of the citizens.
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CHAPIER X

Involvement of Staff in New Administrative
and Curriculum Areas

by
Dr. Davlid Hagstrom
Evanston Public Schools
Evenston; Illinois

Proposal as defined at outset of mwroject: (1) To investigate types
of organizational patterns for an Instructional Services staff that would
result in the most effective orientation and in-service progrems for
teachers; (2) To seek a better way to organize an Insfructional Services
staff to provide teachérs with the needed services to assist them in ad-
justing to their changing institutional role.

The personal experiences I had as an EFDA participant were astonish-
ingly unlike the expectatians I had for the program. At the cutset of my
period of study I indicated that I wanted "to investigate types of organi-
zational patterns for an instructional services staff that would result in
the most effective orientation and in-service programs for teachers." What
I expected to do was to head directly for the library, teke out five or
six books that would tell me how to go about this task of "organizational
re-organization,” seclude myself in the stacks‘, and then design a new pro-
gram, I even wrote to Martha Hamilton prior to my arrivel indicating, in
50 many words, that I wanted to be left alone while on cempus so that I
could "design" my new program, I'm. glad it did not work out that way!

As I look at it now, that would have been stiflling and deadly.
Instead,. thanks to Martha Hamilton, I steried off in a manner and a

di.rection that (%0 me) was totally unexpected. She suggested ‘that I

-139-
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examine the literature that dzalt with leadership styles to see if such
readings might better help me approach the problem. I read a nﬁmber of
books and articles (see attached bibliography) with the result that I de=-
veloped an entirely new perspective in terms of my project. My reading had
the effect of swinging me eround and forcing me to examine the Mner in
which teachers are treated in our district. It forced me to the reali-
zation that we use a double standard as we deal with people in education:
the kids within our schools are treated with kindness and with grea't; re=
spect for their individuality (at least some attempt i;s made in that
direction); not so the adults in the school setting! The te;a.chers are
there (in the minds of meny administrators) to do a job--and their parti-
cular position is often locked a't'as an easily replaced item in an almost
factory-type employment pattern. The effect of my reading was that I now
Jmew that I had to examine the extent of the quallty of humaneness that
exists among the adults in our schools.

I now knew that to consider imposing an in-service or orientation
program upon our teachers was absolutely absurd. Frcm my reading I became
a.wai'e of the needs of teachers to a degrc;e that was more than a bit dis-
turbing to me--disturbing because I should have known as much and
disturbing because it is so sed! Teachers are hungry for recognition.

T should have known as much=--but I'd never though‘t; about it much. Teach=-

ers need a feeling and understanding of support. I knew this to be so--

but the importence of this factor to the mental and emotional health of
teachers was not fully appreciated. Teachers need to feel that others care
about them as human beings-=-just as much as children need to have that °

feeling!
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These understandings regarding supportive, responsive leadership led
t0 an examination of the leadership style that I use in my work with my
staff and the teachers in our school district. Although I have been basi-
cally an understanding and warm person in my manner of ieadership, I could
think of a number of instances where I had acted in a most autocratic man-
rer and with no thought given to the uniqueness of the individuals with
whom I was working, What is more important I reaslized ﬁow uninvolved our
teachers were in the decision-making processes of our district, The
"sameness," "bleakness" and "blah" qualities of what teaching must be like
to0 many of our teachers came home to me with resounding urgency.

In such a state of ideational readiness, I was quickly drawn to much

of the literature now available on the topic of differentiated staffing.

After examining a number of articles on this topic, I asked Martha Familton
if she knew of anyone in the immediate area who was demonstrating in his
leadership style and manner soms of the things I had read about regarding
the supportive role of the aﬂx_ninistrator and the utilization of the con-
cept of differentiated staffing. Martha suggested that I see Tony Gregorc
at University High School in Urbana.

Tony has a great appreciatibn for the adults in the Uni High setting.
He has set up an administrative program which utilizes "executive teachers"
(now) (instead of department chairmen) and master teachers (soon), Martha
and I were lucky enough to be invited to sit in on one of the in-service
training programs for the "execs." As observers we could see how the
“"execs" appreciated the recognition that they were given in this role, but
we also felt their feelings of uncertainty when it came to some of theﬁ

new-found administrative responsibilities.,
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Following my initiel reading period and my experiences at Unl High, I
talked with everyone I could sbout leadership style and differentlated
sta.i‘ﬁ.ng. It's almost humorous how, when I ceme, I Just wanted to be alone
and write about my preconceived program and then how, after these initial
experiences, I wanted everyone's advice as to how to go about getting
teachers to become involved in determining the rrograms that were best for
them. I know this probably sounds like a fairly simple matter=-but to me
this was quite a trensformation.

Of course I considered many specific ways to improve our orientation
and in-service programs. (I investigated in soume detail micro-teaching,
for example.) However, I have decided to withhold any decla.ration of these
ideas within ouwr staff until the germ of a particular idea is born natur=
ally within the teacher ranks, Then, at the appropriate moment, I will
be able to support the teacher and her idea with some factual data.

The experience I had as a participant in this rrogram was one of the
most meaningful educational experiences of my life. A measure of its im-
portance to me is to be found in the fact that I am still participating
in the project--two months after the supposed conclusion of the project
and miles away from the campus vwhere the reading was done and the discus-
sions were held. For the first time I am involved in an educational ex-
ercise that has truly produced a total personal involvement--not just an
';aside" to the mein stream of my life and work. I live this project every
day in my life style on the job.

My on-tﬁe-;job task now is to involve the staff in new administrative
and curriculun areas--in a creative and meaningful fanner. Specific tasks

that I have begun since my final week on campus are as follows:
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Set the groundwork for the establishment of a district-
wide curriculum council, with two teachers from each
building (teachers to be elected from within their own
ranks);

Established a form of differentiated staffing organization
within my own central office staff;

Set the groundwork for the establishment of a differentiated
staffing experiment at one of our middle schools and hired a
new principal for that school (the present principsl is re-

‘tiring) who understands the concept of differentiated staffing

and who is committed to the develcpment of this type of ad-
ministrative style. I am working closely with this principal
providing support and aid. Our leadership project at this
school is modeled after the Uni High program;

Set up the mechanics that provide for teachers an opportunity
to express themselves on school and personal matters of con-
cern to them. Working with our Director of Research, I have
developed a series of questionnaires that are designed to
enable teachers to express their opinions regarding the man-
ner in which our school. district is operated.

Established an In-Service Training Committee camposed, for
the most part, of teachers. The persons on this committee

have almost total control over the type of in-service programs

to be instituted for the next school year., The members of
this committee have already polled the teaching staff as to
their needs for the new year, and the in-service plans for
the coming year represent a genuine response to those needs.

Set the groundwork for a more satisfactory use of the teacher
talents and the teacher resources we have on our own staff.
For years we have asked in consultants from Northwestern,
fram New York and California and all across the country.
Certainly, there mus: have been good reasons for utilizing
and paying these experts from the "outland." And, I am sure
that their contritutions were in no .small way responsible

for owr high quality program of education, However, through
the years, the potential sources of expertise available
within our own staff have been almost totally ignored and/or
overlooked. Among our staff of seven hundred teachers, I
have, in the past six weeks, located more than sixty teachers
with exceptional teaching telents who should be involved as
leaders and resource persons in our in-service efforts for
next year. I am proposing, as a modest beginning step,

that twenty of our teachers be paid one hundred dollars each .
to teach various sections of next year's in-service program.
As I'm sure you will realize, establishment of such a policy
regarding teacher leadership participation in the in-service
programs promotes the recognition of ieacher talent that

has heen absent for so many years. The administration is
saying to.the teacher involved in this leadership activity,

B iinacal
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"We consider you to be a highly qualified professional staff
member with skills and expertise that must be shared with
your colleagues,"

Established a committee composed entirely of new (first year)
teachers, The function of this comnittee will be to assess
the effectiveness of our present on-the-job training programs
for new teachers and to make reccmmendations for revisions

in o modifications of existing programs. Members of this
comittee will also plan the orientation program for new
teachers for the next school year, As a part of this orien-
tation planning, the committee has proposed a teacher advisor-
advisee program to insure all new teachers a source of counsel
and advice and to eliminate that "lost soul" feeling that
teachers get during their first year on the job.

Established a new line of communication with Northwestern
Universtiy for the purpose of enl.sting the ald of that
institution, its students and staff, in & more integral manner
than heretofore, in the ongolng operation of our school dis-
trict end in the professionel growth activities of the members

- of our steff, As a result of our initial meetings, I have

became involved in the plans to revise the undergraduate curri-
culum of the School of Education at Northwestern, and North-
western is considering the initiation of a new type of teacher=-
training progrem utilizing four of our schools as laboratories,
This new program would be a joint District 65--Northwestern
University mroject and would result in equal benefit for our
teachers and Northwestern's teachers-in-training.

Daveloped & new kind of relationship with National College

of Education in Evanston. As a part of this new relatlonship
I have been given an appointment as adjunct professor on
National's staff and will be involving members of our steff
in various educaticnal progrems at the College,

Completed ths initial planning necessary to pave the way for
a gseries of workshops for principasls on leadership theory
end staff \ifferentiation.

Involved my staff in the curriculum office in extensive
discussions of all of the above, In addition, the members
of owr staff, two representatives fram the principals group
and five or six classroom teachers will take part in a two-
day long-range planning workshop Just prior to our EFDA
conference in June. My hope is that many excliting ideas
will result from our two=-day workshop. I will be able to
share these ideas with you at conference 'time.
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My performance on the job is now of & higher quality, and my life
has become richer because of this opportunity to participate in the Educe-
tional Leadership program, To all of the persons who offered their en- .

couragement and their support -- I express my sincere thanks!
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CHAPTER XI

A Negotiating Concept with Background Material

as Guidelines for Board Members

by
Dr. Gerald Hedden
Santa Barbara Public Schools
Santa Barbara, California
Negotiations ovexl the past few years has tz-a.ken a trend which does not

necessarily benefit the student. In most instances, the contracts wh;i.ch
have been written have been for the express benefit of teachers and little
or no concern has been reflected for the welfare of students., Tradition-
ally, whether it has t:en a contract written by union representatives or a
contract written by N.E,A. affiliastes, the demands have been presented in
every area as if they were adversery demands. As I view the context in
which negotiations eare taking place, I have a third procedure to present,

‘ Rather than the hard line union procedure, which is based primarily on
the labor concept of collective ba.rgain';lng, or the N.E,A. so-called pro-
fessional negotiation concept, which folloﬁs a very similar line (with a
few minor changes regerding strikes and impasse procedures), I see a new
model evolving. A model which recognizes first of all that teachers are
not in the category of labor but are professio.nals. Their training and
experience places them on the same side of the spectrum as that of admin-
istrators, when it comes to dealing with the welfare of children. Teachers
are the experts in the areas of curriculum develo;'gnent and application,
and should not be eliminated by their acts or by contracts signed to pre-
vent them from participating. They must continue contributing and provid-
ing input into the decision meking process which affects the student. It

seems to me, two circles of discussion and review naturally exist.
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The adversa.ry areas have to do with salaries, working conditions and
the 1like, and the advisory circle has to do with the pcoling of the best
professional advice and input "ava.ilable, 80 that decisions ma;v' mutually be
reached regarding the welfare of children. It would seem to me, a proper
negotiating arrangement would be one in vwhich the adversary technique and
procedures could loglcally be used and applied in ereas vwhich are fitting
to this type of operation (in the areas of salaries, fringe benefits, con=-
ditions of employment facilities, ete.). The advisory circle becomes
that circle which gets at the heart of the matter of the school. It re=-
quires the cooperative and collective efforts and inputs from all profes-
sionals and professional sources, When"presented to the communities, it
would indicate that this is truly a profession and is interested in the
most importa.nt product of any community, the children. Collectively,
Jointly,a.nd mutually, declsions made are made 4in those areas and by what=-
ever means available to benefit children,
| In the professional striving for status, it seems necessary to find
a new arena in which to prepare educational programs., No educationa.l pro=
gram in the public schools can hope to survive without the continued
support and interest of an informed and dedicated coammunity. Where col-

: lective or professional negotiations bargain for teachers rights at the
disadva.ntage to the student, support is hard to came by. In addition, in-
terest wanes and personalities take on the battle=cry rather than programs,
In the private sector when a strike, slow-down, or work-stoppage occurs,
the purpose for doing this by the employees is for the express purpose of
affecfing the prof'it motive and thereby arranging for greater return for
the workers. In the public sector, however where strikes, work stoppages

" or slow-downs occur, the financial matter is secondary to the effect it
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has on the third party, which is the student. Students, in effect, suffer-

for management is not in a profit making circumstance, In truth, manage-

"ment in a public school sector does not usually meke declsions regardihg

the operation of the school in a unilateral method. In reality, over a
veriod of meny years, involved members of the staff through committee
action, and/or reports; through research and discussion; have, on the basis
of this kind of professional input, reached decisions in a mutuel and or-
ganized manner, To disrupt or to derail or in any way handicap this Joint
approach, this mutual concern and sharing; this concerted effort to assist
children, would be a crime to the common welfare of the community and

should not evolve. The concept of manggement versus labor has little or no

place in the public schools. In lsbor the skills of the employee are used

vto create products or services for a profit. The declision as : ., how to

apply these skills and services rests with the management team, which makes

the decisions in anticipation of profits and is evaluated by the Board of

' Directors and the stockholders. In the public sector, hcviever, the em=

ployees o not look to management as providing the only direction--for
the teachers themselves are the professionals.

Teachers are the tralned experts. They are the skilled appliers of
the art, and so through conversation, committee and concerted effort, they
provide the guidelines, the directions and implementations of a program.
Benefits are not monetearily for themselves, nor for those people who have
a management typ? of role, but benefit for a third party on whom the wel=-
fare and future of the world depends. Management-labor indicates separa=-
tism which does not, should not, and cgzmot exist in the public schools;

for the children are truly the concern of all who are employed.
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Traditionally, teachers shared ldeas, expressed opinicns, assisted
in writing guidelines, provided guldance in the selection of textbooks,
organized and re=organized, lectured, quizzed, chanéed, evaluated, and in
every way participated in guiding.youth. Seldom have those in administra-

tive positions played the role, accepted the rcle, or even asked for a role

‘which would bve unilateral in nature. It is well known and well understood .

that the expert in the field should be the expert in subject matter; ?he
expert with the child is that expert and that professional. we call teé.cher.

When a teacher or teachers meet with an administrator, with all in-
dividuals concentrating their efforts and concerns on the welfare of
students, they meet as professional equals, not as anything less than
equal, These individuals, by the mere positions they hold, reflect train-
ing, experience, skill and dedication. Therefore, it would seem inap-
propriate to attempt by any kind of a contrivance to divide and divert the
effort of either professiona.]_. group in providing guidance and g.ssista.nce
to the students.

‘The adversary-advisory concentric concept of discussing, not only the
welfare of the student, but also the welfare and climate necessary for
good teaching procedures for the teacher, puts the professionals on a
level of understanding and apprecilation with one another. Professional
mvtual respect and concern for mutual problems dealing with the children
w#ill help them and assist the cammunity in providing programs which are
meaningful. '

However, it is necessary to realize that with the emphasis being
generated across the country by both organizations, AFT and NEA and theéir
affiliates, that considerable attention, information and stimulation be

sent to all locsal chapters in an attempt to form mutual organizations
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" across the country étriving faor the ssme type of contractual arrangement.
Thisg may be haymful., In my opinion, it is necessazy‘ for men.of good will
to use their training and experience to work in a professionai menner; to
improve their professional status, and to reflect in such a way that all
members of the community will understand, appreciate and support them, as
they strive to better the educational climate for the children of the area.
As I have said before, several truths came to mind which are worthy of
preserving; which are worthy of acknowledging; which are worthy of stimu=-
lating and allow;!.ng to grow; and fhey é.re the following: |
1. Teachers are professionals.
2. Because of their experience and training and dedication, all
teachers should have an opportunity tc contribute to the
decision making of the school and the district in which they
work, so as to provide the greatest input of professional in-

formation and decision making,

3. All teacheyrs who are truly professionel in nature are interested
in helping children

4, A1l teachers need to have sufficient salary to survive as
individuals and as family and community participants; sufficient
meterials and supplies in order to do the kind of professional
Jjob they are capable of and want to perform; and sufficient

support to have facilities and conditions which meke it possible
to conduct these activities.

5. All teachers who are truly interested in the welfare of their
school, their school district end their community are anxious
end eager to gain the support of their community to provide
better and more lasting services within the school.

It seems to me ,' vwhen we add up all of these pluses foi- teachers and
realize that administrators are teachers too, who only have administrative
duties, but who also are interested in children, ‘who are also dedicated
and professional, that it mekes good sense to urge cooperative planning,

to urge proi'essional orogress, to urge teachers ‘and administrators to

work together. If this is done,“it is the children who will benefit.
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A% no time, in no way, by whatever devious or direct method should the
children be pawns in discussion, or conversation, or in ba.rgaining to bring
about rights or privileges for those of us who believe teaching is an art
of thé noblest profession. I belleve that in order to progress in this
professional striving we must work cooperatively and not work in efforts
to split, to splinter, or to destroy ourselves in an attempt for self-

aggrandizement.,

AN OVERVIEW OF COLLECTIVE NEGOTTATIONS

Collective bargaining, by definition, is an exercise in pragmatism,
It requires an accommodation of potentially conflicting views of two
perties who adapt the peculiarities of their own local social and financial
environment to their employment relationship, ‘The result 1s an agreement
to. which each has contributed and which ea;::h volunterily sgrees to support,
but it may weli not compietely sét:l.sf'y either .l'/
| Teachers comprise the lai'gest professicnal group in the United States
and, as a result, they are beginning to make their oréahizational strength
 felt, Research has shown that as tmore men have entered the teaching pro-
fession, they have tended to have more education and to be more interested
in the career aspects of-'the profession, They have also become mare ine
tereéted' in the negotiating process,

William Carr 'suimarized the current conditions succinctly when he
stated, "the nature of teaching has not changed drametically, yet the
increased end sometimes irrational public criticism, the ﬁ'equént success
of militent civil rights demonstrations, the beckolnir.-g promises of ecopqnic
advancement through alliance with. the 1abar movement, and the rroblems
arising from population shifts and urbanizations have united in the past

decade to make a profouna change in the attitude of many tegchers;-z'/ .
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Collective bargaining in private industry in the United States began
at the turn of the,ﬁineteenth century and since approximately 1960 teacher
orgenizations have concentrated on drives to gain for public échool
teachers the right to collective action in negotiating with school boerds
regarding sslaries, conditions of work, and other matters., The American
Federation of Teachers and the National Educational Association and its
affiliates, have approached the problem from a different basis., "Yet as
one looks at recent activitles of affiliates of the National Education
Association and the American Federatlion of Teachers, organizations which
over the years have held widely differing vliews on the proper role of
teacher assoclations, one is impressed more by similerities than by dlf-
fErences.Mi/

Once weages, hours, benefits and rights are established, curriculum
and instruction will become the next loglcal area in which to move.
Throughout the entire process, the prime goal must be the effect decisions
will have upon the children and the community. In this regard, the
National Education Assoclation: also agrees, "the teacher's situation is
completely unlike that of an industrial employee. A Boerd of Education
is not a private employer, and a teacher is not a private employse. Both
are committed to serve the commoﬁ indivisible interest of all persons and
groups in the community in the best possible education for fheir chil-
dren.“E/ B

The Winton Act provides an avenue for a volce ip policy formation by
staff members, but excludes the directions of the Labor Code relative to
binding arbitration. By legal interpretation, "meet and confer" does not
carry with it the demand that proposals be resolved. Although the desire

to meet and resolve all difficultles should be inherent, realistlcally,
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impasse conditions will occur. Impasse procedures may be designed but the
right. of the board to make decisions relating to the diétr_ict is not re-
moved by ‘vt.'.he action cf eny fact finding bo&y. - Board action is still the

) fiﬁal deciesive body and the, board cannot delegéte its authority, only

its discretionery functions. .
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CHAPTER XII

The Concept of Differentisted Staffl
for the New Elementary Schools in Crete/Monee

School District 201-U

by
Dr. E. Thomas Jones
Crete~Monee Public Schools
Crete, Illinois
1. INTRODUCTION \ .

A great increase g'{ student enrollment in the Crete/Monee (Illinois)
School. District has indiéated' the necessity for more classroom space, This
need for space has provided the opportunity of n]anning 'facilities for the
educational program rather than fitting the program to the facility. Dur-
ing the fall and winter of-l968l, the assistant superintendent and elemen-
tary administrators deveiopéd & philosophy and objectives which would
guide the planning of the new school. The basic thrust of this philosophy

centers around the prescribing of individualized instruction necessary to

‘meet each p}upil‘sb needs in every aspect of his development. An educational

environment which lends itself to team teaching can mrovide i mbre stimu-
lating and meaningful experience for students and can meke greater indivi-
dualiza‘bion‘ poésible. ~ Once the concépt of team teaching was endorsed it

was decided to ;oz;g'aniZe the team sround a differentiated staffing design.

This design will entail the hiring of a teacher leader for each large

Algurning area and ,'I.earnin'g' center. Other positions would be those of ex-

,‘p_erien"céd. teécher, ‘associated teé.cher, ‘teacher aide, student teacher, high

sch:bol‘ aides, and volunteers. Also reccmmended are the following facili-

ties Lo complement the differentiated sfé.f‘fing concept: six open spaces

(for 100-120 students) to accommodate most of the academic program; a
159 / ~159- |
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learning center large enough to service 20 percent of the total enrollment

at one time; art and music rooms; kindergar'ben_facil;!.ties; physical educa-

tion asreas; space for special edﬁca’c:lon needs; guidance office s and lunch

facilities. Industrial arts, .typin\g and foreign language may be added to

the program in the future.

A,

Crete-Monee School District 201-U is experiencing enrollment in-
creases the extent to which it has not enjoyed before. The major
growth is the result of one real estate developer who anticipates
roviding the district within the next ten years eighty to one
hundred thousand people.

To begin the 1970-71 school year, enrollment in kindergarten
through grade twelve is anticipated around five thousand pupils.
The type of housing being constructed suggests enrollment during
the next ten years should rise to between twenty five to thirty
thousand students. ’

The area of the school district is approximately 78 square miles
with most of the land in sgricultural production. Being located
approximately 35 miles south of the Chicago Loop and with many
people in the metropolitan concentration being stimulated to move,
Crete-Monee School District administration has reason to believe
the predictions of increased student enrollment will be a factor
with which to contend for mauy years.. '

The increase in population is already being felt., A two and a
quarter million dollar building referendum was passed last Oct=-
ober to finance needed additions far the existing five elementary
schools and to provide a new school in the area where the great-
est amount of new ‘constru’c‘t:lon is taking place.

It should be mentioned tha.t there are many smaller housing de-
velopments sprouting in the district. The growth to our student
population which will result from these additions is more diffi-
cult to predict since :!.nformation from these developers :!.s not
as readily avsilable.

The increase in student enz‘ollment indicated the necessity for
more classroom space. The nexzd for space provided the opportunity
of planning facilities for the educationsl program rather than
fitting the program to the facility, During the fall and winter
of 1968, the assistant superintendent and elementary sdministre-
tors developed a philosophy and objectives which would guide the
planning of the new. school, These were discussed with elementsry
teacherv at gade level meetings.
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II. TPHILOSOFHY AND OBJECTIVES FOR THE NEW SCHOOL

Philosophy

Each child in the school is to be considered the heart of the
entire school operation. Every child is to be provided the op-
portunity of developing his educetional potentialities to their

. maximum for optimum benefit to the individual and society.

Philosophical Ob Jectives

1.

2.

7.

10.

Each child will develop wholesome attitudes toward society,
school, and home '

Each child will learn to appreciate the country in which he

lives and accept his responsibilities for perpetuating the
best aspects of our society.

Each child will learn to accept and appreciate himself for
what he is and understand he is a worthy being.

Free each child fram his dependence upon whims and impulsive
desires and to tie in his purposes, mctives, and interests
with long range goaJ.s.

'Dispel from each child the fear of not being accepted by the

teacher and peers, fear of failing to achieve academically,
and fear of ccming to school.

Provide-each child an educationa.'l. environment which is safe,
comfortable, stimulating, and yet organized for efficient
lea:cning. v '

The abllities and achievement of each child will be deter-
mined to provide a basis for prescribing the individualized
instruction necessary to meet each pupil's needs.

Each child will be encouraged to determine & worthy self
image and to attain the goals and needs he has defined for
himself.,

Each child will be aided in ascertaining the conscious and
unconscious motivating factors affecting the behavior of the
individual and provide guidance in determining acceptable
reactions to these factors.

Each child will be aided to develop good mental and physical
health habits through information and experiences which will
ald him to understand himself in society.

"Health education for each child will be oriented toward de-

veloping attitudes, providing necessary information, and
encouraging desirable health practices toward the end that
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the individual accepts responsibility for his own physical.
Q.well being insofar as he is a.'ble

12, Each child will be aided to foster a.esthetic a.wa.'reness by
. developing the natural self expression of the child and co-
~_ ordinating this expression, sensation, intuition, feeling
and thought in rela.tionship to. the environment

13, The curriculum will be designed to broaden continuously the

meaningful and related experiences that are necessary to the
: ma.ximum developnent of ea.ch child

1k, "Physical activity will be sulted to the level of the child's

motor, intellectual, social and emotional development.

lII. ‘EDUCATTONAL PROGRAM

A.

B.

>
6
. 7 -Kinderga.rten
8
9

Once. the philosophy and objectives were determined an educational
program was established. Again the elementary principals pooled

_ their talents and again their productivity was presented to the

elementary teachers at grade level meetings. Also the District
Curriculum Council which is made up of the district department
chairmen was provided the information. developed by the elementary
principa.s and elementary teachers. _

The philosophy and objectives for the new school indicated to the
“elementary teachers, elementary administrators and central office
. administrators, the following should be’ included a.nd planned for

'In the program. : . :

10 mrt

2.. Busing (depending on,growtn of the area)
3: Guidance o PR
l& "‘Hea.lth Educa.tion ’
. Instrumental Music - Band and Orchestra
O, _Intramural Athletics

P La.nguage Arts - Reading, Spelling a.nd Writing
. Ma.thema.tics ’

10, Milk Brea.k

1, l’hysice.l,Educa.tion;, o o




IV,

A.
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12. _ Potty Breaks

130 School Lunch

14, Science

: 1’5, Social Studies

1o. Specia.l Education - EMH Type A B, C Speech Therapy
17, Voecal Music

18. Possibly in the future = Foreign Language,’ Typing and
Industria.l Arts will become a part of the elementa.ry program,

TEAM TEACHING

The need for providing better education is being expressed con-
tinually. No one has provided the panacea. We would like to
attempt improving our program by organizinsr in an environment
which 1ends itself to team. teaching.

The organization of 30 students who pcssess many interests and
various abilities being placed in one room with one teacher can
be improved upon. The team teaching approach appears to have
advantages we are looking for. _The following definition expresses
our concept of team teaching. Lupegn teaching is an instruction-

" al situation where two or more teachers possessing complementary

teaching skills, cooperatively plsun and implement the instruction
for a single group of students, using flexible grouping to meet
the particular needs of the student. "

We doubt that one te-acher is able to adequately provide for one
group of students reading, spelling, composition, health, art,
rhysical education, vocal music, instrumental music, math, s
science, social studies, plus narcotics education, sex educatn.on,
and milk and potty breaks. The employment of sPecia.lists in
music, art, and physical education will provide relief in those
areas, but there are still those other areas which must receive
attention. By forming a team of teachers with different inter-
ests and areas of greater competencies, a more stimulating and
meaningful experience will be provided the students.

Individual differences of youngsters sre difficult to identify,
and once identified, it is difficult to provide proper educational
experiences particularly when the classroom teacher has 25 to 30
other students to keep tabs on, The team teaching approach will
rrovide teaching personnel in the same locality so when indivi-
dualized instruction or individualized direction is necessary,
there will be other personnel available to work with the other
youngsters.,

3
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E. The utilization of specialists in music, physical education and
 art, if properly scheduled will provide time for the teaching
"team to work and plan together. Planning together is necessary in
order to reap the benefits of this appraoch. Edwin MacBeth ex-
presses the advantages to team teaching. 2"1) Teachers work to-
gether in planning curriculum meterials. 2) Deeper understending
of the need and requirements for individualized teaching. 3) Ex-
change of ideas betweea teachers is put on a professional basis.
4) Materials end equipment centralized for handy use. 5) Each
. teacher knows what his responsibilities are and what he contri-
butes to the program. - 6) Each child is observed by several
teachers." - .. ;

F. 3"Mme essentials of team teaching are generally considered to be:
cooperative planning of curriculum content and methods of instruc-
tion, mutusl evaluation by the entire team, flexible scheduling
and grouping, and an effort to teke adventage of the skills and
interests of the teachers,"

V., NEW FACILITIES

A, The progz‘am for the new school as interpretes by the elementary
. administrators, teachers, and central administrative staff led to
the following recommended facilities: ' '

1. Six open spaces to accommodate most of the academic program,
Each aree will be large enough to adequately house 100 to 120
students. The academlic program which will be provided in
lerge areas for reading, mathematics, language arts, soclal
studies, science and health, and other portlons of the pro-
gram not conducted by specialists.

2. A learning center large enough to service 20% of the total
enrollment at one time. fThis will house A-V, library, learn=-
ing center materials, and possibly in the future computerized
learning. 7

3. One art roam capable of handling 30 students at one time.

4. Kindergarten facilities (including outside piay area) which
would adequately handle fifty students at one time,

5. Two muslc areas to accommodate inst .gental and vocal music,

6. Two pﬁysical education areas to provide daily participation
for each youngster.

7. Special education for EMH, Type A, Type B, Type C and speech
. therapy. - ‘

8. Guidance office for one full-time counselor.

9. ILunch facilities for all students.
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10. Heating end cooling equirment to prov:l.ae an environment con-
. ducive to learn:l.ng year around. o

11, Adequate play area for physical education and connnunity

recreation, .

12, Industrial arts, typing end forelgn language may be de sira.ble
to add to the progrem in the futwre and the planned facilities
wlll be able to acccmodate them,

Following the inclusion of worthy suggestions contributed by many
members of the staff, the architect was provided with the neces-
sary information for preliminary drawings to be yprepared. The
Board of Education appointed a committee to examine the prelimin-
ary plans., The committee approved the preliminary plans and
indicated to the architect to continue developing working drawings
and plans, Appendix A indicates the structure of the proposed
facility. . ‘

As the program was being developed, the concept of team teaching

became more evident. Also the desire to do a better job of
meeting the needs of the individual student became paremount in
the dizcussions.

VI, SCHOOL ADMINISTRATOR

A.

2 selectlon of an administrator who enthusiastically endorsed
team teaching and a more individualized approach to education was
given high priority. This person, Mr. Ress, has been a principal *
in one of our elementa.ry schools the past five years, He has
been successful in making progress in motivating hfg.s staff towaxrd
individualizing instruction.

VII, DIFFERENTIATED STAFFING

A.

C.

Once the concept of team teaching was endorsed, the question of
how the 4eam could best be organized had to be faced. The dis-
cussion eventually led to doubting that four teachers all trained
very much alike and performing generally the same dutles was the
best organization to be considered. This eventually led to the’
idea of differentiated staffing.

Definition of Differentiated Staffing

bny personnel design and system of organination that seeks to
meke more effective.and efficient use of humen and non-human re- -
sources through a better definition of Job tasks and functions
and a differentiation of role, status, competencies and reward!"

In the develomment of the educational progrem and organization
for the new school, there has been a change in the attltude of the
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elementary administrators towerd the concept of having the teach=
ing team composed of specialists in the four curriculum sreas,
This idee has been replaced by the thought of hiring a teacher

- leader for each large learning area and learning center. The
principal and the leader will detexmine the staff necessary to
meet the needs of the students, It 1s understood the amount of
money invested for staff salaries to educate a child in the new
school will be no more than money expended for the same purposes
in our other buildings. -

D. It is anticipated three certificated personnel will be hired to
teach the 100.to 120 students in each large area. Our other
bulldings would require four teachers, The money which would
normelly be invested in the fourth teacher will be used to com-
pensate the teacher leader and to hire two to three teacher aides.

E, The orgeniiation for é.pprcaching the leerning situé.tion in each
large area may not be the same, This will be determined by the
building principal and teacher leader.

F. There are several schools across the country which are ex-
perimenting with differentiated staffing. It would be necessary
for a more thorough study to be made by those affected before a
specific design can be endorsed, On-the-site visitation to ob-
serve programs in operstion is recommended.

G. At this time, the following design for posit:.ons on the profes~
siona.l la.dder is being consn.dered-

Level 1 - Area leader
2 = Experienced teachexr
3 - Associated teacher
4 - Teacher aide
5 = Student teacher
6 - High school aides
7 = Volunteers

H. Advantages of Differentiated Staffing

The following advantages of differentiated staffing have been ex=
pressed by Cherry Creek Schools'

. Provides more adult models and a better staff ratio staffing
pattern and helpers per given module of students.

2. Provides more human resources &t no additional cost (as a
matter of fact somewhat less).

3.. Provides for greater use of non-proféssional services with
a value being placed on these services.,

4, Provides a systematic opportunity.for differentiated reward
- for team members based on the assumption of differing tasks
and responsibilities, but within the existing salary structure.
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5. Provides a personnel design far more e.pproprie.te to indivie
’ dual staff developnent and improvement. ‘

- 6. Provides ‘an econanical, professional and educe:biona.'l.ly
sound pattern for orga.nizing teacher teame. C o

- T. ‘Provides a personnel design which encourages the indivi-
duelization of instruction.

8. Provides a rational way of ma.naging and a:rt:.cula.ting de~-
centra.'!.ized decision ma.king and curriculufe developnent

9. " Provides an opportunity for placement of high school students
into meaningful service work and learning experiences with
& value being placed on these services."

VIII, CONCLUSION

This report has attempted to inform the Board of Education of the.
thoughts and planning behind the new elementary school and to gain the
endorcement of providing facilities for team teaching.

Also, the report is attempting to introduce differentiated staffing
with the intention of considering this concept in staffing the new
facility.



- -168-

AR AU e T AP

R P 0150n, Cerl 0.," "Team Teach:l.ng :I.n the Elementary School, Educa.-
t:l.on, April, 1968 'p.. 35, PRSI

SRy Ma.cBeth, ‘Edwin W.,: "How fo Field a W:I.nn:lng Teach:l.ng ‘Team," Grade
Teacher, Mav, 1960, D 179. R » ‘

3 OIBon, Ca.rl 0., og. c:l.t.

4. Pino, Bawerd C., "D:I.fferentiated Sta.fﬁng, Cher Creek Schools,
' "Janua.ry, 1970, P. 5. . R ' o

5. Ibido, Poeo |




<169~
BIBLIOGRAPHY

1. Brunner, Catherine, "A Lap to Sit On--And Much More", Childhood
Education, September, 1966. .

2. Greenleaf, W. T., "The Walls Come Tumbing Down", Grade Teacher,
 March, 1967.

3. Haas, Arthur, "First Year Organization of Elmcrest Elementary

School: A Non-graded Team Teaching School", American School Board Journal,
October, 1965,

L, Irwin, Michael D., "Modeled for Industry, This School is Anything
But a Factory", American School Board Journal, June, 1970.

5. MacBeth, Edwin W., "How to Field a Winning Teaching Team", Grade
Teacher, May, 1966.

6. Moody, F. B.', Rookey T. J., "How to Pigeonhole Teacher Aides for
Better Performance and Production", American School Board Journal,
September, 1968.

7. Morelend, Ernest F., "Audio Visual Specialists in Team Teaching
Programs", National Association of Secondery School Principals, January,

1968.

% 8. Olson, Carl 0., "Why Teaching Teams Fail", Peabody Journal, July,
l 7. ’ |

9. Olson, Cerl 0., "Team Teaching in the Elementary School", Educa~
tion, April, 1968.

10. Phillips, Edward L., "Team Teaching: Where Do We Begin?",
Clearing House, March, 1969.

11. Pino, Edward C., "Differentiated Staffing", Cherry Creek Schools,
Ja.nua.ry, 1g70.

1l2. Rend, John M, and English, Fenwick, "Towards a Differentiated
Teaching Staff" Phi Delta Kappan, January, 1968

13. Shawyer, David E., "Team Teaching=-How Successful Is It", Cleari
House, September, 1968.



- . CHAPTER XIII

_T_hg ‘Develdgnt of an Educational Prggam
. for-Students Unable to: Adjust to the .
’ Regular School Progrem -

by

Mr. David Kendall
Kansas City Public Schools
Kansas Clty, Kensas

. - An article in the Kansas City ‘Times,»l identifies a concern of schools

- systems and communities in meny urban centers throughout the United States.
Jemes A, Hazlett, at that time Supsrintendent of Schools in Kensas City,
Missourl, issued a strongly worded statement to administrators in that
system reminding them of thelr duty to susp