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ABSTRACT

The traditional educational structure requires the
teacher to be part bookkeeper, part clerical assistant, and part
psychologist, among other roles, while his salary scale is based on
length of service. Differentiated stafting offers ways of changing
this pattern. The details ot differentiated duties are largely a
matter of local option and available resources, and locazl priorities
and criteria must be established. Three interesting questions are 1)
What are vwe now doing within our school program, whether we recognize
it or not, that makes use of different kinds of skill,
responsibility, and reward? 2) What responsibilities have been
established in other fields that could be recognized as vorth
initiating in education? and 3) %hat responsibilities or skills might
be identified or generated nr created as educaticn seeks new
structures, new patterns, new roles, parhaps even new purposes? Many
potential aodels can grow froa modifying the present staffing nodel
with help provided by clerks, proctors, and technical, teaching and
research assistaants. Clerical services could be expanded or
*laborated, and the us2 of teax teaching could be increased. Students
could be used as a systeamatic and constructive teaching resource.
Other models could group students in platoons, each with its ovn
leader, nr use "“village fair," “bread aan," "road sciov," or "assembly
line" techniques. Community resources could also be more widely used.
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Education, as 1t is nou structured and staffed in mest of the separate,
single schogi districts of our nation, is a guaranteed cxer-ise in frus-
trated aepirat;on tovard imposcible objcoctives. In the nation as a whole,
cducation will never becomne a profession sd long as we contL;ue to prepare

e single, broadly described kind of performecr-~# teacher, to fulfill a sin-

gle but multifaceted kind of role;jggaching (¢ practice broadly defined, if

. defined at all), $n a very circunscribed structure--school as most of us

know 1t, vhich holds & nebulously defined gencral license-~to educate. Wor
can we expect that teacher to begin to meet the "modest" goal we set up for

bim: the encouragement aid development of a richer, more meaninglul, more

‘fruttful 1ifc for every individual student we schedule his ~ay over a twentv-

O
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five or thirty year ca:?er--if he remains a teacher tha& long. Usually, alil
;t ask of that teacher wmore specifically is that he be gart bookkeeper (as

In keeping records.of attendance, sﬁndry eollectfons of money, distridution
and fazentory of books. and anstgn;ent of hall lockers), sact clcr!cal_assis—

tent (as in typing examinaticns and reporte, filing records und plans,



duplicating or mimeographing tests end hardouts, making appointments with
parents, students and colleagues), part psychologist, part expert ir group
dynamics, part fciher-image or nother-image, part frizad, part policeman, part
diplomat, part cuscodian, part critic, part scholar, part expertlin communica -
tionx, parc public relations man, part porfé;mcr before live audiences, part
private tutor, part tyaffic wonitor, part chapercne. Scholastically, although
we have deparimentalized a bit within our schools, we sec that teacher to be
not at all unlike the medieval master of all the knowledge in the unlserse, at
least within his subject: history, or language ar!s, ovr science, or mathema-
tics. There he stands--immutable, irrefutable, and too often inscrutable.

For the impossible expectations we hold of him in hic position, we com-
pensate this little master of the universe, tﬁe teacher, by pigeonholing him
in a salary scqle in which he looks very much like every oihier little master
of the universe within his school district--both in responsibility expected of.
hiw and remuneration granted him. The longer he stays on the job, the fewér
dutias we require of him (we drop his homeroon assignment, or give him an extra
free period, or waivc a c¢lub assigoment), and the more we pay him. Hié one
hope of moving two steps up the scale in any given year, rather than onc step,
is the addition of a coupie of inservice credits in his ficld at the nearbdy
unfversity. Or, he can move away from students altogether and slip into admin-
istraticn.

Too often, especially if he ia particularly sen?itivo, creative or
uwshitious, he leaves education and finds 8 career in which his individual zal-
ts and interests are apprcciated. encouraged and used-~both through level

nd kind of responsibility, and through commensurate trenuncvatfon granted to
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Education will never move out of the ninetcenth centuyry if_thc only
systematic preparation we develop for it is zimed primarily at turning out
some general élass of human beirgs knovn as “classroom tcachers' to £111 obes
lete roles, in cit:umscribed slets, according t. irrelevant patterns, in an
outmoded stchtuxe. If we are ever to move toward chCAtioﬁ as we have drea
of it for at least the past several decades, we need somchow to come up with
new structures, new patterins, new job descviptions, new roles. Differentiate
staffing is one concept that aims toward mecting that challenge.

Unfurtsnately, we are st{ll preparing generalist teachers--almost excl
sively~~and staffing qlmost all of the jobs in education with them. We fail
to recognize the variety of necds and competencics and responsibilities withir
our own present daily activities as a school, We fail to acknowledge differ-
entiation that alrcady exists, and that has always existed. True, some teach-
ers happen to-coéch, and some pick up administration credits'durinz the summer
end becomc principals, and scme pick 'p other c¢redits and become guldance
counselors. Some teach English and some teach home cconomics, some first grade
and some fourth grade, but Just about all of them still ave officlally and
contractunlly expected go be as like onc tn another in proficfency and inter-
est and preparation and kind of perforarnce as redfum Grade A eggs in & super-
maiket. Thcrcfcre; we accept the twenty~two year old untcsted novice into our
ficulty and give her thirty studeats éer class, five classer per day, five days
per wecek. Across the hall from.hcr, in her own little k}ngdom, we allow the
thlrt}«year vi:teran of proven skill and comp.tence tﬂirty studenta per class,
five classes per day, five days per week. The new younpg man in the history
department, the one who vorked his way through college as a highly suzcessful

disc jockey and amateur movie producer, we glve thirty studeats per class,



five clayses per day, five days per week, in his little kingdom, or classroon.
And, that classroom is shaped pretty much from the samc model as :he one in
which Sam Sleagle, brloved tricd~and-true grandlatle i-type to seven out of
eight kids in the rchool, exciting, stimulatsing, changing with tle times, eve.
young in his outlook, meets his schedule: thirty studeats per class, five
classes per day, etc. The giddy young thing who plays at a yecar or two in
mayhe a third jrade job «while on her way to an altar, she hopes, draws an
assignmen; essentfally like Miss Brown's, who last year vas named outstanding
elenmentary teacher in the state. From a different point of attack, we encour-
age an imaginstive, exciting teacher who happens tc have no experience buc a
fresh outlook and contagious enthusfasm, by promising him thaf if he puts up
with the sxaigm long enough~-say, fiftcen or twenty ycars--le, too, will reach
the top of thce salary ecale, like Mistcr So-and-so, the dull-eyed, shopworn
drudge uho is ar that point in tlie scale novw, ;icking off thé slow years tlll
retivement.

On the few occasions that we do‘qpcnly acknowledge that teachers are not
interchangeable parts, that classrooms and roles and proficiencies and objec-
tives do indced differ widely within any given school progran, we take‘tenta-
tive and wary stens to celebrate the sccasfon. For instance, we éive merit
bonuses to certain teachers. Or, we assign fewer study halls to certaln teach-
ers, or an extra club duty to another., Or, we hire some loral mothers to
police the cafeterfa, or we persuade a foew retired gentlemen to monltor study

.
hall«s, Or, we schedule two REnglieh teachers back-to-back fov one perfod a day
so thvy can “have a go ot team teaching." Or, we hire a secretary whose time
is devoted strictly to serving teachers. Or, we hang drapevies at the windows

in on: room, rhotc fn a movie projector, and call ft an audfe-visual auditorium,

O
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to pleasc the film fanatics on our staff and give them their place away from
the sun. But, we ctill pretend'to parents and students that Grade 6 geography
with Miss Ross 1s an educational experience jdentical to Grade 6 geography

with Mr. Lafferty. And, in drawing ué the annu: 1 budget, we list tnat very
excellent kindergarten teacher for the same financial reward that we tag on to
that all-but-incompetent though safely tenured twelith grade social sﬁudica
teacher. After all, they have botn bdeen on the staff five years. Urforturnately,
we could rnot even hire the highly articulate and exciting Peace Corpe veteran
for the social gtudies job, even 1if we could somehow got rid of the incompe-
tent, for the Pecace éorps veteran 1s not certified as a teacher by the state.
He took a course called "Cities in Crisis'" instcad of one in "Histovy of Fduca-
tion." And, not the rarest craftsman fn the world can teach a shop course In
most high schools if he has not picked up a bachelor's degree.

If our overall goal as educators remafns, as it hopefully will, the
encouragement and development of a richer, more mearfngiul, noré fruicful life
for every individual student, we would have to Jabor long and hard to come up
with a less efficient, less effective madel for staff ntlli~atfon toward mcot-
ing that gogl than we now have in practice fun nost of our schools. We could
hardly do worse if we did nothing at all. Though we have talked absut fudivid-
valization of irstruction for our strden&s {yet alwayy retafnlng the thirty-
student batches), we close our minds éo the suggestion that we individualize
staff assignment and compcnsatian of responsibilitios within a total school
program. At the same time, there {s no reanon to belie;o that ctcachets are any
different from people gencrally-~that {f they cujoy whal they are dol?g, they
will do a better Job of S1. Yet, one study tndicates that only one In five
Americans cnjoys what he 1s dofng for a lMving, that two fu five are spathetic--
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they neither like uor dislike their jobs, and that iwo in five are opnnly
unhappy in their jobs. From an institutifonal point of vicw, as from an individ-
ual point of view, educaticon could do worse than try diffcrentfated stafling.

Essentially, differcntiated stéffing cou)l begin from a definition of
schooling as an orchestration of a wide varfety of talents, abiliicies, services
und'activities; It does not call for more structure per se; rather, %t aims to
define differentiated duties that aggregate toward a unified function. The
deacription of those differentiated dutics and of that unified funcrion is
lnrgelf a matter of local option and available local resources, Yet, a variety
of models and an imaginative range of possibilities {s within recach of any
school district in che country. To accomplish differcntiated stafl{ing, or at
least to inftiate 1it, local neads must be determined: What needs to be done
educationally, now and in the future, in a given school or school district?
Local resources must be jdentified: Who or what are availahic to accomplish
the purposes of the school? Local priorities and eriteria nust be established:
Which of the available resources ate best qualified t6 meet responsibilities
tdentified under local necds?

It 1s fn seeking honest answers to these initial questions that the
greatest measures of courape ;nd creativity are required of Jocal educators.
We must be ready to accept altcrnﬁtives that we have often denled as {mpossible,
inconvenfeat, cr {1legal §n the past, alteruatfves thnt'wu at bhest have sneaked
fnto our schools by the backdoor, {f we hove uaed them at all, other alterna-
tives to wliich we have benignly closed our eyes as one teacher or another has
bootlegged them into practicé behind a closed classroon door.- How many
Amerfcan clumentary and sécondary schools, for instance, are kept goinﬁ fn thetir

Jday~to-day routines and varintfons-on-routfne not by the principal, Lut by the
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principal's secretary? More often than not, the principal's time i3 spent on
other matters~-nn personrcl prob}cms, or public relations, cor projecticns of
needs, depending on the principal and his local sitvation. How meny talented
aqd educated housevives bore themselvés over mid-morning cups of coffee in each
others' kitchens, vmwilling for various reasons to make full-time coemmitments
to educational careers, but also unasked to offer part~time cormitments to
narrowly defined but vital tasks like coaching the girls tenuls team, leading

a8 seminar in problems of contenporary family lif{c, or sharpealng up skills long
unused from her college libaral arts major? [Ilow umany students are more capable
of communicating the subtleties of satire in certaim pop music to fel’ow sty~
dents than are any of the teachers on the staff? Row many teachers on the
staff should never try to present a lesson to any group of more than ten stu-
dents? Which of the following people could best qualify to help teach the
uaes, in:ricaciés and limitatfons of sta.tstics {which as a subject seems as

if it should be a whole lot more relévant to nore of today's kids than geometry,
for fnstance): newspaper reporter, pollster, market analfst, traffic manager,
fish and game control officer, adverticing executive? Of course! All of them
could be used to advantage {f we hLad th.: structure that allouwed us to fnvolve
them directly tn our school program.

You sce, #f we decile to d”fferentiate our staf{f, thcte 1s no need to
pattern.nuf organ’ zation after a television modei, or a medicine model, or a
publishing model, or a chemical industry, law, or any other kind of model.
Rather, we can hope to build our own best local model s;mply by looking sys-
tonatically at our own mujor educatlonnl concerns, by sizing up our available
refources, and by determining how we can most cfffciently and effectively

bring thos: resources to mect our major coucerns. Three vory stimulasing
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questions might be pursued {n the proccss:

* What are we now doing within our school program, whether we recog-

nize ft or not, that makes use of different kinds of skill, respoasfbility

— N S—— ———t e ———— G——— —

and revard? In at least one scmi-rural high scliol, for instance, the chief

custodian's satary was several thousand dollars higher than the individual
salaries of a nuamber of the teachers. Does that mean that maintenance of the
building was considered of higher priority than the teaching that tuok place
in many of the classrooms in that building? From a diffcrent poiﬁt of view,
1f the teaching-learniag ~hat takes place in ihc teachér-studcnt relaticnship
fs the primary goal of a school, why does the superfntenicnt, who 18 usually -
furthest removed from that relaticnship, necessarily recelve the highest sal-
ary?

From sti)1 another point of view, within lees than two ycars of werk-
ing in a flexible schedule, a department:l team of English teachers ecog-
nized on theiv own collective fnitfative that they would Le far happler to
difiercitfate duties among then formally, whether or not sﬁlaries were marip-
ulate) o try to parallel responsibilities. That s, they were willing to
delegate all vesponsibility Eor large group prcscntntion; to one man {n the
department, and to relicve him of all cther duties. They were secking ways
to split primary respohsibility for all coaching in composition, cn an {ndi-
vidual stucdent basis, asmong only two or three members of thé department, who
were capable and comtortable {n such & vole. They were actively {dentifying
which teachers were excellent et inepiring kidsa lhrouzh.hovcls, and which
teachers were excellent et turnfng even the happlest uwevels into huckﬁts of
deudgery for kids, They were aiming for differenttated staflfing on thelr
own, cven without any fadfcation that financlal reward adght nomeday de made
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commensurate with varied résponsibility. Aud, they wore procecding not from
8 m lcl imposcd frowm outsidec, but from recognizing <iffcrences already at
hand, differcaces never before officially brought into taz open and system-
atfically sanctfoned,

Essentially, this first question sccks to idertify old job: fa the cld
context, but differuvntioted tazks openly recognized as such, for a change.

* What responsibilitics have beei established Lo other flelds that

could be recognized as worth fnitiating jn ecducation? QOac of the bunic prob-

lems with computcrized scheduling, for instance, has been that mos. «f the
technicians and theor{sts who manipulate and control computer consoles are
not educators, and arc not even pertinently avare of the problems or points
of vicw unfique te the cducator. Rare fndeed fs the avchitect who can spe-
ciatize in building design bascd on curriculun or educatienal philosophy or
practice. School lau as a specilalty more often thnn.not haslccucorncd ftselr
with interpretatioa of laws nou on the books, raother than with the in{tiation
of lews nceded to implcncnt nev desigas in education, or Qith the practice of
law within cducatfoaal scructures. In attempting to scrvice local mtiitancy
emong teachers {n rececrt ycars, the National Educational Association ﬁas had
to contract law consultants from such specialtics as labor—manageménr rela-
tions, a field that ts only superficiully parallel to the problem arcas uithin
;he contemporery educational scene. By the way, if lav requires the services
of speclally trafned lepal sccrctaries, is there cqial mandate for specially
trafued cducational sceretarfve?  Why should an ux-lvutﬁrr ov an ex-coach
pronoted "frum the eanks™ be cxpected Lo becons a actler hisilaess manager, or
purchasting agent, or budgel dhicctor for a school aystan than someone trained
from the start for a career fn educatfoual management?  Few thriving basiness

r
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ventures in the couatry will now procced wvithaut systrmﬁ anialysts closc at
ha;d, 1f not integrated {atc the corporate structuce. How many educational
ventures mipght be brought to morc profitable fruition with the application of
educat fona: systeris apalysis? Specialists in nedia, in group dyanamics, in
puslic ~¢lations, in any of a thousiund fields, cculd be recognirzed as vital
memoers of an educational community, and could be recruited and trafned ac-
cordingly.

Essentially, this sccond question sceks to fdentify cld jobs in a ncw
context, differcentiated tasks recogunized clsewhicre and iwcorporated ianto edu-
cation.

* What responsibilities or skills might be identificd or generated or

-— —— ——— e

rcated as cducation secks new structurcs, new potterns, new roles, perchaps

_——— ——— . - o e s

n

even acyw purposes? Essentially, what new jobs might be developed within new
contexts -- carcers yct undrcamed, stalf utilization now unforescen, ov rarely
or never tried? There is already demonstrated need {n many schools, for in-
stance, for floating "professionisl human Leings®™, people wioze one job is to
move amorng studcats, especfally among the alicuated or disenchanted, and find
out "where they are", what they are thiuking, how they are motivated, what
thay know. Such professfonals are wneeded wol as infilirators, or subversives,
or apologians, or antagoulsts, or roving therapists ov clinicians -- not even
as beunrvleoant facflitatocs or as liatson botween the establishiment and its
disenfraurhised. Rather, they would serve primacily as human teings vhose
cars ave rcadfer to recefve than whose nouths ave ready lo t 11, whose hearts
ond heads are opcnud wider than whore minds are closed On another tack, who
can foresce vhut caceets wiil be newded $f a school decdides that the tradf-

tional calegorie: of curviculua - languagze, scicace, matlesatics, safal

O
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studies, etc. -~ ave irrelevant, that if a curriculum must be compartmental-
fzed at all, for instance, it might better be built'around Unity, Diversity,
Yrocess, and Substance -- or, as Rubert Frost once suggested, around Cossip,
Superstitior, gnd fcience, or around a Liberal Science division into Aesthet-
ics, Technology, Communications, and Human Relations? .Suppose the awakened
educational interest in aestﬁetics moves inte a new realm in educationa’
theory and pedegogy: for instance, into the notion that acstlicties 1s not
mercly an umbrella term oy musfr and sculptuce and painting and dan:¢ and a
number of othar beautiful endecavors that somcLimes take place within a cradi-
tfonal context called a total schiool program; rather that acsthetics repre-
sents the basic process by which all education shall be reconceptualized and
practiced., Would we then need cducaticnal aestheticians specially trained
not only in acsthetics, but also in aesthetology and pedacsthetigogy?

Once old models are tora down, or circumvented, or ignored, all sorts
of dreams secom plausible. And, if nothing clse has been dewonstrated by
cvents of the twentieth contury, §t is the fact that one decade's vision can
tecome the next decade's comwsonplace occurieace. Unfortunately, too often
that has not been true in education. Educalion is one of those rare Lnstitu-
tions in which practice has consistently lapgped at least threc-quavters of a
century behind theovy and xescarch. [Every time we train a teacher to become
wmore adgpt at lecture, we arc merely rctooling along the 13ues of a model that
entedates printing, we arc refining a medieval necessity, Every tinme we refer
to question-and-answer as basic classrvom technique, wc';rc eucourngiﬁg a
technique perfected in pre-Chrfstian Greece, a civilization whose science is
row consfdered myth and vhos» religlon Is conuidered fantasy. Our basie pre--

sctvice cducation of future schuod staffl meibiers 1ematns the sinplistic but
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ImpossiblyAbroad training of somcthing called "tcachers" who mece often than
not resert to those two classroom .tectiniques fnherited throvgh ancient fegacy
and accepted as valid simply because no viable alternative has been encouraged
or allowed. Little wonder that inservice education has ranged from tke prin-
eipal's weckly exho{tation to liis teachers for tighter control of the boys'
room, to next summer's commcrciglized tour "around the world in efght credits."
Consider alternatives for fnservice training {f we were able to idenciry spe-
cific roles for spreific teachers: microteaching expeviences for the teacher
vho meets students in classcs of twenty-five or thirty; scnsitivity trafning
for teachers working with the hard-core dfscuchanted; voice modulation, ges-
ture control, and stage techinlique for the large-group lecturer; mass media
techniques for those responsible for devcloplnv aoa-verkal, or total immersion,
or remote- communlcator approaches to instruction.

i Potential models for differentiated staff are as numsrous as the imagi-

E nations of open minds can make them. Many of them can grow simply from modi-

fying the present model of staffing in most ot our schoolé. The current model

of teacher-use uceds cans.derable re-cx&mtna;ion, -5 we consider the problems

faced by cducation today,

e Ihe present structure dates back to a ninctecenth century Norma) School

model in vhich i - teacher typically had cumpleted a niatl grade cducation

Plus onc year of norm.l scheol. There was a valid assuvnption that the teacher

probably was not able to cope with educational problems confronting him, so

help had to be buile into the system for the teacher, help in a hlcrafchy of

professional staff av:'- “le te teachers as consultants or authorities to
backstop their fnai juacies. Many "teachers' fastitutes" and county and re-

glonal “inservice days" ave siitl caleudared around the country along the oiu
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model, inherently to bring the teacher up to date, or at least to offer him
"dry socks and a got meal”, as World War II infantrymen put it. Given the
level of competence in teachers ir the wid-nineteenth cenfury, it was emi-
nently reasonable to design a school mode. which provided consultants, curri-
culum coordinators, and administrators at a higher professional level than
the teacher to bail the teacher out of his inevitable difficulcies

But, today's teacher bears only a passing resemblance to the normal
school teacher of the nineteenth cezatury. Currently,vteachers typically enter
the classiyom with et least four or "' -2 years of college education and they
are much more competent both in their svhject watter areas and ability to deal
with studencs. Unlike tlie normal school tcacher,>today's teacher {s hardly in
danger of being run out of the classroon by his-studenrs. Yet, our model of a
teaching staff structure remains the same as it was a century ago -- teachers
a® the bottom of the school hieraréhy, with professicnals at.higher levels to
bail them out of their difficulties. Help for the teacher rcmains the same --
supervisors and con;ultants and curriculum coordinators a&d administrators --
alvays within fhe context that inservice education will somehow overcome in-
competence and inadequacy, never in the equaily plausidble and {ncreastingly im-
portant context of legitimate obsolescence or'expected, systematic growth, It
can be safely predlcteq that within a decade, as much as twenty per cent of 8
professional’s time may be rnent on inservice education as change accelerates
and new roles develop fgr the teacher.

We need a new c-oncept of help for the teacher: c:lcrks and proctors and
technical assistants and teaching assistants and research aszistants. The ob:
jgctivc of a new model 15 not to eliminate curriculum coordinators and consule.

tants and other %inds of specialized help, but the emphasis of a ntw model

13
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might well be placed on the teacher as a professional, with various kinds of
technical issistants to help hiﬁ with his professional respoasibilities. As

it no: stands;'we fail to d§fferentfate between fustructional responsibilities
which need five yerrs of college experience, and the competence needed to run

a spirit Juplicator. The teachur today is cranking his own duplicating machine,
typing his own stenc;ls, procioring, and acting as recinical assistant, as well
as i{nstructional leader. We have an undifferentiated staff, reminiscent of the
medical profession at the turn of the century, when the family doctor was re-
sponsible for the full range of medical services without nurses, laboratory
technicians, or other assistants. As medical knowledge has increased, new con-
cepts of the dector have developed, and so has @ cataloguc of allfed or sup-
portive vocations,

Furtﬂ;rmore, the current model of the tcaching world trcats all teach-
ers, rcegardless of their expertise or special skills, as intdrchangzable parts.
The outstanding school teacher in an entire Jistrict, the untrained and incom-
pcetent teacher who got tenure vhile no one was lookiig, and the first year
teacher whose‘15111Cy remains untested all recefve exactly the same professional
responsibilities within the current structuve, $imilarly, the beginning teacher
who walks into his f{rst full year of classroom tcncting enters that sfituatfon
in the full krowledge that, if he remaina a teacher, he will carry the same
classroom vesponsibilities, perform pretty much the sawe tacks, and possess ex-
actly the same degree ?f professional status for the entire course of his forty-
year carecr, )

Modifications of thc current model toward some mcasur: of diffcrcntiation
would not be too difficult to effect, organfzationally., Shifts fu taachers' at-
titudes and behaviors and cxpectations and mindsets might be havder to come by,

ERIC ' |
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but such difficulty, we hope, would be overcome as soon as teachers saw their
distlnctive talents and abilities and strengths more openly recognized, more
fruitfully uséd, and more appropriately rewarded than under the strictly
traditional model. For instance, why not train some teachers to serve pri-
marily gs Btscussicn_leaders -~ those who could s» organize groups and infti-
ate discussions that they themselves could fade frem the classrooms snd never
be missed? why ﬁot train certain other teachers to specialize as instructional
performers before large groups of students? We could train still other teach-
ers to s:uare in the decision-making process that ia now deiegated by default
and tradftion almost exclusi@cly to administrators, Certafnly, there {s a
need £dr many teachers who arc masters of process rather then of subject --
who can, more simply, help students to learn how to learn, rather than try to
teach students whatever bodies of knowledge teachers wight want students to
learn simply for recall on an examination, Could we train aﬂtescher in the
techntques of becoming a vital member of a team, to recognize the strengths he
can cont;ibute to cooperative effqrt as well as the weaknesses whicl delineate
“4¢ awn needs?

| It would not be at all difficult to extend certatin attempts toward dif-
ferentfeted staff that have already benn made. The clerdcal services now pro-
vided by many scl.ools to free teachers from guch non-teaching chores as typing
and mimdographing and recording of gradef could caslly be cxpanded or clabo-
rated. Why not a Punch card system for student attendaqcc check.atmilar to
that used in business and (ndust;y? More schools cach year depend on some
sort of central bovkkeeping position to maintain attendance registers and re-
ports. In view of the bgrgconing use and avallability of electronfe and me-

chanical devices for {nstr.:tiun, hardly any scliool will be able to cleim

O
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tus quo, let alone modernity, without a groving staff of tcchniclans both

the service of equipment and for the preparation of instructionsl mate-
ls,
The differeatiation between primary and sicondary responsibility in
teaching role hae already been recognized unconsciously in many fields
scly allied to teaching. In certain lcatning activitles -- su<h as in
olex personal 1nteractions, or in spontancous group discussions -- no
-unt of pre- planning could produce predictable results. With such an open
cation so fmmediately at hand, the professional talents of a2 creative
~her are absolutely'crucial for he must continually make important deci-
ms quickly and almost irtuitively in order to meect the constantly changing
-nnda of the ongoing situation. In certain other learning s(tuations, how-
¢, pre-pllnniug ie quite possible angd results are quite prcdictable, and
tain rules or procedurcs cen be prescribed beforehand by a professional

carried out 8¢condarily at any time by a nou- profos~ion11 vho ncrely en-

109 regulntions or follows instructions. Public suiinning pools, for fn-
i nce, are almost universally staffed by high school and college students

have earned life-saving certiffcates that frdicate their knowledge of

“tain rulgs, their mastery of certain skills, and their ability to carry
certain reguldtions -established by higher powers. Any teacher who spends
ernl_aummera, 8ay, narning a high level degree 4n languaéo and literature;
" who then returns to hie school jJob cach September to supervise the load-
of busee or to police the cefeteria, or to mouitor fraffic in the parking
» or to babysit the fraghnan hop, knous pPrecisely hou welcome the defdaf-

1 and delegation of 3ucondary -- or tertlary - responsibilicies would bLe

his schioo) distriet,

16
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Or, ;he traditional staff might without too nuch cetooling orgznize
itself {nto teams along lines other than what has beea tried in departmental
team approach;s to a aubject, or in core programs. A team might be formed,
for instance, in which oﬁe perzon scrves as plam.er, a second as executor, a
thixd as i{llustrator, a fourth as facilitator, and a fifth as evaluator. Or,
l.team might be built on the tripzctite model of (1)'concoptunli%ntion.

(2) dissemination, (3) evaluation -- with dutfcs specifically designatnd sad
- sppropriately assigned in each of the three diffevent kinds of respoms:bility.
The conceptualizers on the tcan might defiue purpose and generate unit out-
l{nes; the disseminators might dctermine end implement techniques of presenta-
tion and avenues toward learning, or alternatives in learning acttvities; the
evaluators might mersure outcome and interpret results.

It i; not at all taxing on the fmagination to devise a modcl for dif-
ferentiated staff based almost cntirely on modifications of the traditional
staffing pattern. On the lowest level of respongibility and remunevation
there might be a support staff; fneluding clerical, techniéal, custodial, and
perhaps managerial personnel. Instructfonal staf( might bn buflt above that
supporting base on four levels: we can call the levels assocfate teacher,
iteff teacher, senfor teacher, and master teacher. Each leve! might be cal-
ried according to {ts own scale, and an incoming teacher might be hived into

ny of the four levels; that is, he would not neccessarily héve to begin &t
he lowest salaried po;ition in the total faculty and move to the top merely
y surviving enough ycars and gathering cnough credits ni summer school over
wse ycars. (Sece Table 1,)

Tho first category, Asscciate Teachar, wiglht venge {u comprnnation

ou $6,000 to $8,000, perhaps 1n four steps. 1This teacher would typically
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hold at least an AB degree. The staff category would not Le tied speeifically
to preparation orvcoursc units, although we can think of uedian levéls of
preparation associated with the différential staff ranks.

The second level, Staff Teacher, might ca:ry a salary rarge of $7,000
ié $11,000. Advancement could be more accelerated within this staff category,
1 . perhaps in‘five‘annual increments. Typical preparatfon could be a fifth ycer
of college.,

The third category, Senior Teacher, could be sslarled at $14,000 to
$18,000 in six steps with probably an MA degrec.

The highest level might be designated Master Teacher., The titla is
not 8o important, but there should be a way to identify instructioral respon-
;ibllities in the elementary and secondary scliools that have commensurate pro-
fesaional feﬁponsibility and recognitfon with fnstructional positions {n htgﬁer
education. Combensntion for the fourth staff category would -renge from $16,000
to $25,000, and, similac to category threc, would have perhaps seven steps,
This fourth level would typically be associated uith the docﬁotate and would
enable a person who is fnterested in classroom tcaching to eajoy a full pro-
fcssional career in the classtrcom. 1here is & rationale for the various steps
at the various levels. The lower ranks teud to $nclude less complex responsi-
Lilities; hence, a legitimate increasc im remuncration because of fncrzase in
expected performance 18 more limited than the same Cector at the more senfor
ranke, where growth {s anticipated over a longer perlod of time.

Consider the firet and second levels as ten.red szitions. and the

third and fourth levels as contract posftfons. This would not require any

modification {n tenure laws; a person could be hired as en Acsoclste Taacher

ind reach tenure as an Assocliate Teacher. Me could be hired as a Staff Teacher

18
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DIFFEREUTIATED TEACHER STAFF

COMPENSATION AND RESPONSIRILITY

1V Master Teacher r $16,000 - 25,0600 br" i Doctorate
7 Steps
C 0
0 N
N E
T i/
R T
111 Senfor Teacher A || $14,000 - 18,000 1H e e _MA_MEn Amun,
. c . ’ I
T 6 Steps R
_ i3
11 Staff Teachor ' $7,000 - 11,000 | Sth Year Minimum
S Steps
T T
B J W
N =210
U e e { /
R | 1
1  Associate Teacher E §6,000 - 8,000 H AB Min{mum
-t I e - 4 S el s T RO
4 Stéps R
) D
S
" Llevels of tralning.lhoun In the right column arc typlcal, not requtred.
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7 prowoted to Staff Teacher, and receive teaure as a Staff Tcacher. Teach-
ers performing in contract Posiifons as Senior or Master Teachers could still
be tenured as.Staff Teachers {n much the same way that adpiuistralors are now
often tenured not gs administvgtors, but as teacliers f{n the districts in
viiiceh they are serving as administrators. Tyb(cally, icvcls three and four
o the staff would b? on twelvz-month contracts, rather thao nine-moath con-
vewcts, moving in 2 desirable direétion of professionalism. This proposal
lnttiaily provides for 80% of the staff at levels one 2nd two, and about 20%
of the staff at levels three and fSur. A district would have to think through
speeific differentiated staff responsibilities and promote tecchers to ful-
fill particular responsibilities. _

The Temple City, California, School District became the fiést in the
nation to imploment such & model of differentiation in 1968. wWhat was initi-
ated in that district {g not nxcessarily the best or odly way to differcnti-
ate, but {t {3 one pvractical demonstration of difforcntlntion. Alternative
patterns of differcntiation are necdcd clsewhcrc, but soie district had to be
first to try. 1In trlditional terms, the average salary {n the district was
.$9,400 for 175 staff membera, or a total teaching salary budget ftem of

"% 645,000. Under a differentiated pattein, the same total figure broke down

&8s indicated in this table:

20
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-?enchigg | Average Number of Total
lavel Selary Teachers

Associate Teacher $ 7,000 80 § 560,000
Staff Teacher . 9,000 65 585,000

. Senfor Teacher 16,000 25 400,000
Magte. Teachér 20,000 _3 ....100,000
TOTALS 175 $1,645,000

Although a differentiated staff structurce mizhit be arranged on any num-
ber of basic patterns other than the four levels suggested here, three condi-
tions are essential to the model outlfned above: '

* A-wmin{mum of three differentiated stalf teachiug leveis, each having
a different salary range.'

* A maxirum salary at the top tecaching category that is at least double
the maximum at thetlowest.

* Subatantial direct teaching rc;ponslbility for ell teachers at ell
salary levels, including those in the top brackets. The first two conditions
arc sot 90 as to try to insure that differcutiation will be morce than tohe.
$¢- .1y inventing responsibility lavels, writing job descviplions, aand assiga-
ing teanchers orbitracfly will not work becrune that fs esncutially what we
are dofng now. The dlffer;ntintcd staff concept calls for innovation and re-
organization of the basic structure of our schools, with full participation
4n such reorganization by the %eaching staff., Idcally, the state or private
orpanizations shou'd provide ficentive funds to Jefray any faltial tmplemcnyc

tion costs that might occur in revising instructional materials, facilities

and equipment, or {u implementivg & "grandfather clause' to protect thre pres-
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0l salary lovels of teachers whose pPositions or roles might call for lower

$a'e » under differentiaced staffing then they had been veceiviog undrr tradia

I oval staffdng, )

Exactly tow the dities and tesponsibiliti-s and job descrfptions of
"waster teacher" in this s ggented model might differ from those of the "senior

teacher”, those of the "senior teache:" from those of the "staff teacher"”, etc,,

8y matters of loéal option and great versatility, More pertiacnt heve Is the
fact that sych a structure can be fostituted with litele or nu fncrease in
torel budget {n Just absyt 8ny schoo. district i, the country -- {f we would
have 1t go. Quite pertinent, alsn, {s that without spelling out speefffc dif-
fcréntiated duties {n this Present discussion, differentiated duties and re-
Spsibilitics could be deflned fot cach of the various levels, and performance

“*vda could be established as bascs not ouly for hring ane Prowotion of

6calf menbers, but also for development of reltevant and Inineliatels pplicable

ifnserviee training Proegrams. vVarious Positions within g staff st. :ccurc might

now be defined and appropriately rewarded according to some standard other than

longeVICy and the someyhar genvral aCCL'ulatIon LD oeredits, A bit more poet{-

cally, and probably yith greater truth, upde- such a medel we might make the

clascroom a More attractive carcer than {t lias been YP to now. Yhose tcachers

¥lio choose the sccurfty of tenure My bave ft - ag “tgparfr and "associate"

levers.  1hese vho choose adveuture and Evcater ceward, with togy attendant

risks of tncerurgry, may have {tr .. a4 "eenior teachier ™ M "master teachor!

.

level.

Of couvse, thare Is vothing gacred ¢ absoulote about Auch titles, or

even about sye), cuties or status as are {eplied fn those lavels sed to out-

Hne the model above, Perhaps thie top level jobs wight be drfined ag liaison

O
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pOSitioﬁs between rescarch fronticr and public school firing lfue, Perhaps
they coﬁld be essentially positions which serve coordinating functions among
subject arcas, or among separate elemnnts of tlhe lower echeloss. Perhaps one
could serve as focus or "chief" of conceptualizacion, a sccond one of dissem-
ination, and a thivd of evaluation, withip a glven sch;ol, to horrow from
anather concept of differentiation named earlier,

Hodifications, alternatives, varialions on traditiounxl base within the
general framework presented heve arn legion; they are limited only by the {mag-
inations cf frec and ope- sraff mcﬁbers, §rappling together with problems that
Are comron to all who are interested fn local educational concerns, Yet, that
freédom and openness and imagination aight lead to 011 sorts of genuine finno-
vations {n differentiated stafftng. vether thau simple maafpulalion or reffne-
nent of traditional roles and models such as we have been dealing with here.
All sorts of models might becone posstble. It {s A truism anongvteechcrs. for
instance, that "I never really learned the subject uutil 3 tieied to teach {t."
Yet, we deny students ti.o opportunity to learn fn a similar fastiion.  The stu-
dent as teacher: how viable is thn 1dea?

Consider the vast amount of tfolklore snd coﬁmon fantasy, the limitless
number of games and tricks, the endlers catuologue of rliymes aud riddles that
six and scven and cight yecar olds pass aong themselves on the playgrounds, or
in the backyards, or on thc strecets out front, There nust be a vasi culture,
carried exclusively by kids, that extcpds unbroken and retaot jvely uachanged
frem the dSmacst genet fe mewory of man.  Adult: Cvr(nln{y de oot teach them
all those Jumpuape Jivgles; kids Jdo ot leara "king of the mouutala® aschool,
but "king of the mount={a” fllustrates all that necds to be known utout a cur;

tiin kind of power that has studded the history of mankind,

23
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This‘idea provides en added dimcnsion of diffcrentiated staffing: the
usc of students as a systcmatic and coustructive teaching vesource. Let us
develop it as one drsmatic exanple of hew the concept of teaclhier might be
¢rastically and dromatically reviscd in the futuve.

Students could bg uvsced as teachers with at least three diffevent sets
of cxpectaotfon, Firgt, the student by teaching wight coutribute nothing to
the learning of others, but he himself night Jeurn a lot in the process., Sec-
ond, the student might receive, might himsell lcaru, as he teaches others. 1In
faét, he just might recefve as much as he happens to get others to learn.
Finally, a student could become extra hands for the teacher, 7%his exploitation
of student talent might very well fiud Jimny, who is bright and has completed
his arithmetic problems, helping Susie, who is not too sharp in &rithnctiC,
and who might well be working at the samec sct of problems next week, Lf no one
gives lhier some personal attention. Essentfually, the studont 'serves {n the
image of the regular teacher, &s & minfature substitute-in-cesidencs, For
this service, he might well be compensated.

Of course, certaln very relevant quasticas livacdiately arise.  hHow much
risk are we willing .o allow that the student-as-tcacher might pase on misin-
formation? Remember, it 1s move difficult to "“uulcarn' what has bcen wreng
lcarning, than it i5 to lcpra in the first place. Or, hou do we declde which
of the threc strategies i{s appropriate for whomn, and for how! long? Under what
conditions? then? Where? lHow? When is a student realy to teach? Might he
be motivated to leorn ;omcthinn bimself boecause lie §s going to have to teach
it to someone clse? Could a student somutives teaeh sonmthing before he hiim-
© 7 has fully learned it? llow many studeats zhanid o entev t Lo the student-

as-tcacher? 1€ lie males wlatakes durfug o mveceatattan, should ue covzect him

O
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immedlaﬁcly} Should we continue to correct him throughout his presentation,
or can we wa’t until he is finished, then correct al! his mistakes at oncc.
Ov, should we simply ignore his m15t3£857

Just to accapt the legitimacy of the stud:inc in the teacher's role is
té allow all sorts of experimenis in utilizing and involving students in their
own instruction. Suppose a traditional class of tuenty-cight, for insten.c,
werc broken down fnto seven teams of four students cach, with a differcnt spe-
cific learning goal or learning task assigacd to each team. Once 8 tcam ad-
Judged itself to have accomplfshed its goal, or masterved its task, each member
cf another team and the two “exchange students' could be held responsible for
4nstructing the groups into which cach tiad moved in whatever materfals oc
coals or tasks had been developed ov aécémp]ishcd fu the ovipginal geoups. A
second exchange could then be schedulcd, and a third, unt:i all {nformation,
materials, tasks, whatever, had been d!sseminated among the :ntire class of
twenty-cight. |

Consider the aivantages of simply placing a stndent genuinely in the
teacher's position, If the attempt is honest, if it is more than “game-playing",
there 3 no quicker way to foster a student's appreciation of the prohicus,
limitations, anxicties of the traditienal teaching rolc. At the sar - o,
the rcgular teacher, obscerving for a change, night gafn wew slant or now aa-
sight into problem: of her own, ov of the classes wiil whicl she Is working.
Or, in critiquing vhe tearhing perforwmance of a student, he might entev casily
into self-cvaluation of her own performance, Anccdutes are readily availahle
to testify to certain successes {n having older studcpts dnsiruct younguer,
think of the side advantages of having younger studcnts‘instruct older onns,

Teachers might suddeuly be made avaxe that they could indcad have something to

O
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learan féom some of their students -- with no loss of face or ztalus or credi-
bility or pride.

That & student can genulncly scrve as teacher was drought hone to me
perscoally onc Saturday within an hour's walk, duaring vaich my son taught me
ﬁore about birds and bird-watching than I had cver ko befere the walk. le
even brought me to & certaiu nodast lovel of proficicucy in fdentiCicatioun of
certain species. At the time, hc was a scventh gr.olevi 1 was college deun
within a university.

Might 1t be interesting to let an instructioual cowmittec of siudcuts
tcad all that can be read on, say, feudalism, then decide which ol the material
should be taught to thelr fellow classmétes and how? Or, perhaps after such a
group has exhausted, selected, and pfesenLed their cesources or materials
wailable on & particular subjcct, a second tcam cf students from the class
zould be assigned exactly the same task to sec ff the first gioup did the job
vell enough.

The concept of student-as-teacher could provide valuable faput for the
regular teaching staff, and student participation in plasning and fustruction
night alte;‘the tonc or cffectiveness of whatever is te be learned, There could
hardly be a more dcamatic way to encourage critic;l thinking in young minds.

Of course students ara likely to make mistakes, not only in thelr mcans of prep-
aration and prescntation of materfal, but {n the m.ierial i}self. Yet, we need
somchow to get rid of the notion that absolutely vvevy detail of every lcsson
mist be cectified before 4t Is taught. We nced somshoy io recoguize that every
time ve try to gearantee omnipvesent and fndfsputatle trath fn tie - tooroon,
we alse practically stiflc an excellent chavee for a student to exercefse the

"eritlcal thinking" that so many of us say we want tu fouster in studeats. That

ERIC
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35 not to say that we want to facilitate '"wrong lcarnfug" at all; rather, it
is to suggest that we somatimes lose out on creativity, excitenent and dis-
covery by ouriincistence that.a classroom innovation or exyp.:iment be a guar-
arteed positive surcess before it is tried.

Buf, what other notions and approaches might be dcvclofcd_ln(o new
todels of differentiated staff vtilfzation? Has any scheol ever considered
the Army model of organfzing a group of stilents into, say, platoons, each
with {ts own leader. 7That leader could guide thos - studenls $n kis "platoon™
thirough rather thoroughly defined periods of ler - nlny, cacli period with fts
own goals, its own set of lnstructorst Within such a node?, a given group of
students might meet a different set of instr:ctors every period, day, weck,
eight wecks, sixteon weeks, or whatever.

A Villggg ¥air wodel might allow every teachcr nr fnstructfonal re-

source to specialize in pregenting "his own thirg" within a given poriod of
time and a given phy#iéal context. Students might move through the "iiv",
picking and chodsiﬁg from smouvz the offerings at will. For.t}osc sclioolmen
vho worry that studeute will nor "choose well™, at least ne: well enough to
"meet normal standards™, limjtations and guidelines might be defined and enun-
clated at the beginning of the total educatfonal expericace. The Village Fafr
wmodel might take place, marathon-like, over a day or Lwo; it might be oxtended
irto 4 semester or two.

Rather similar to the Village Fair wodel f+ the Rread Man model, vhercby
each staff member w1 foastructional recource migh t porinéicnlly offer to cach
student a small but specfalized assortwent of =l.ills, experiences, activivies,
bodier of knowiedge. The student mlgh{ bo fiee ta chonae iy, all or none; or,

the szudent might be required to “purchase™ al Yot oow pridlucy ar :crvice or

O
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experience from each “delfveryman”, but also be alluwcd to "purchase" more than
one 1f fhey seem pacticularly nttracti;e or helpful.

The Road Show modil could telcscope a uaft of instruction into onc {n-
tensive experfience, Why stretch a unit in Macbe:l, for instance, over « month
oé‘tuo of four or five fragments per weck, when a good filmed version of the
play, an intensive rcadirg of the play, an hour or two of criticism, a svrics
of panc]i on applied learning from the play, ai cxercise in recognizing the
elements of tragedy, and 1 series of optional expcciences in writlng, poetic
analysis, dramatic readin;, characéer portrayal, what have you -~ whea all
thosa might>be offered within the normal time limitatfon of one ar two scliool
days after 4 team ha; spent ten to fifteen days planning and preparing the
total event? Over a year, 10 incrcase in staff nor in total timec allowed ''per
course" would be needed -- simply differentiated usc of staff and xeallocation
of time. Wouldnsuch an exterdcd, but one-shot approach he more lasting in fts
effecl, and perhaps more posla}ve, than the slow death by fragmentation of
many traditional approaches t¢ "chunks" of learning, or bodics of knowledge?
Suppose you were to sgaff such a ﬁackage'uith a tean and put the show on thc_
ioad, 50 t; speak, or flood the highways between all the school; in a given
region witna such teams and such total finstructicaal pnckugcé.

The Assembly Line model would f£ind an fudividual sLud;ﬁf, or, il you
will, a group of students, moving through a progvam of experiences and cxpo-
surcs, cach calculated to add ite own pacticular function or fact to the total
cducational expericnce of the student. '

In the Diagnostic model, based somewhat on mcdiéal practice, a studunt’s

educationzl nceds would be carefully identificd, his individm.lized remedy and

trcnfpcnt prescribed, and he would be treated by whatever meabers of the staff
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or elements of the total school program were appropriate until further exaunina-
tion indicated that his particular needs had becen met.

Or, a teacher might serve primarily as an assembler of staff resources
for the individual learner, based on that tcache:'s special knowledge of that
particular student's needs, abilities,_iﬁtcrcstj and conceres, Every teacher
might truly and effectively become a céunsclor under such a model.

Suppose a school were made up of lcarning teams, cvery team compoused of
people who had>bcen previously selected as probably compatille with cach other.
Perhaps this model could be extendéd to Luclude the teachcer as fellovw learuner,
vheveby a teather trained in English, for instance, might serve on a team that
sets out to learn physics, or som. other specialty sith which the teacher is
&t least somewhat unfamiliar, Teacher and student teammates would have equal
stake in the quest and {n the eventual success or failure of the adveuture in
learning.

Other mode'!s could te buiit along problem-centered ov theme-centered
approaches to learning, or by activity centers, ca&h differcat from the others
in sizc, staffing, funztion, or scrvice: Some might cven b tocated outside
of what we traditf{onally think of as the schiool. For dilfercntiated staffing
carried to frultion will make the walls of the school porvus, {f it allous
those walls to stand at all. Off-site education s alrecady a roality in nany
uo;k study programs, in velcased time, in indcpendent study projects, and the
1{ke. Schcols are only beglaning to sec the potential fn cducation by tele-
phone scrvice, or by other facflities in which the inst;uvtor. 1f there {s onc,
might be physically or {n time quite remote f(row "¢ lcavurr., Some educational
resource perrons might need to be o ployed ou a temporary bausis, somn on a

permancnt basis, gome on an Intermitleul basis, some on a veluntary basin.
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Local schoél districts, most of than unable Lo afford the quantity ol talent
on the level of quality desired in every arca pussible awd generally limited
in a'aflability today, may soon need to rccoguize the legitimacy of a ncw
brecd of education.l specialist -~ one who sorves in a multiple-employer rela-
tlonshipf Already it is possible, for instance, for a mau to serve a univer-
sity in two different capacitics -- as instructotr in advanced mathematics and
a8 a supervisor of teacher trvaining in mathcmqlics; to contract srith two dil-
ferent local school districts as curriculum coordinator ia itath2ematics; and to
budgek part of his fime as brivate consultant to other scliool districts arcund
the country. 1In addition, education can tap necw couviunity resoufccs as inte-
gral parts of the Institution of luarning: parttinn cmployces, houscwives,
undergraduates, retired citizeus, people sccking supplomonlnry iucomes, Inter-
egsted vitizéns with established carcers outside of cducation. Givz the vescarch
chemist or taxpayer's league president in your scheol distiicl a cnoice, for
instance: an additional two hundred dol)avs in scliool taxes aext sear, ov the
supervision of one evening a week ia an elcetive seculnar on rescorch procedures.
S8ee which he chooses more willinglyvaqd.with greater measute of vital contribu-
tion. Which is the greater cducativnal bargain for the service of students?
Ultimstely, the total communfly determiucs the extont of Gifferentiated
staffing -- the total comnmunity as polLeutial rvesouwrve, the totn! comnunity
through {nvolvement and support, the total voumunity coming'iutn tlic school,
and, {n turn, the school moving out fnto the total cormumity. Tt is expervtise
that We need f{n the scliools, and we hide beiind chdenli;}n and spuecificantious
of our own manufacture. .Thus, we appcar suspect to those ovtside Lhe school
wvalls, and fnepr or irrelevent to maay of thosc locked Laside the walls by

compulsory attendance laws. It is humanity and {undividuality that we preach
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in our schools; yct, what can be wmore inhumane and mogc repressive of the fn-
dividual than to fail to utilize his unique and distinctive abilities, talents
he can contrisute to the total learﬁing experience avaflablc in wider measure
to wore students? It {s far more damaging to in'ividuality to cxpect ecach
teacher to be a little bit of everything, and to be exactly alike in his pro-
fessional life to ev?ry other tcacher.

The advantages of trying differcntiated staffing more than compeusate
for the problewms it creates or spotlights., Everybody in e&ucation is overdue
for such an experiment. It seems obvious that a part-test of the concept is
no test a¢ all.  Yet, what is the jumping off point for the individual school
district? Simply adding a half-time secretary for tcachers is not cnough.

What will be the f{mpact of any experiment on the organization that irfes it?
Perhaps the 1mplementation of differentiated staffing will gect a bad reception
tecause it {s ﬁcw, and some of us humans tend to expect the worst {a anything
that s new. Or, it could get a bad reccption becausc it f{s in ftsclf a bad
idea. The variables are so lavge, and thc possibilities so varied and numer-
ous.

Perhaps the professicn zs & whole should junp in fect first. Individual
attenpts and experimentls may be smell, but the profession as a whole should be
trying many different alternat.ves to the ninctcenth contury st.(fing that now
characterizes and stuitifies oiur schocls and many of our most promising cducn-
+urs, Risks should be cncouragcd, unsuccessful models discarded without apclogy
or regict, Edison tri;d five hundred experiments before he invented the storage
battery. After the Suftial experiments with differentiated staffi.g, we can
ther, as profecssfonals, lool: systematically at the options that have been crcated.

Let's hope we wfll have created such options and developed new models by our own
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design and daring, rather than having watclied unchallenged traditiounal pat-
terns crumble fn f{rrelevance and obsolescence because of our cwn defavlit or

lack of adventure.

-dwa-

Dwight W. Allen, Dean

. School of Education
University of Massachusclls
Amherst, Massachusctts 01002
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