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ABSTRACT . :
The sequence that the decisions of school management
follow is discussed. This sequence follows four major steps:
procedural, continuance, dissemination, and reallocation. Each of
these steps is directly related to: (1) planned instructional
activities, (2) on-going program and administrative practices, and
(3) overlapping conditions between newly implemented and existing
programs. To assist school management in developing, iiglementing,
and sustaining instructional programs that have merit, research and
evaluation units are responsible for providing data that are
essential to making decisions regarding instructional programs. It is
suggested that the best method for ascertaining what (and when) the
decision mechanism and control system of a school system are would be
to document those operational steps that encompass the development
and implementation of an instructional program. (LB)
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One major function of school management is to provide leader-
sh;p in the develcprent and implementation of successful instrﬁcs
tiénal Programs, To meet this responsibility, s:hg@l management
must deploy and direct its material and personnel resources to
meet tﬁa instrugtianal;needs of its school population. Although
the decisions they make consist of complex policies and procedures,
these ﬁécisians might appear to the uninitiated to be a éiﬁgular
action commonly called "the decision-making pxécess;"

Because school management dec;siéns are sometimes ccnsi§ered
to be singular actions, fécammEﬁéatiansxfar.imgréving the impact
of such decisions have centered a£§uﬂd the use of rater formalized
methods (i.e., systems anélysis, PERT, PPB). 'Althaugh.such tech-
niques' have been suggested and used, they have been neither fully

accepted nor implemented to the extent that they have identified,

defined, or demonstrated significant relationships between resource

: . T , - :
inputs and -instructieonal outputs (Chirikos and Wheeler, 1968j.

-School Management Decisions

The fact that standardized control systems have not been used

effectively in education should not’ suggest that educational systems ‘
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do not have well-defined control mechanisms. Educational systems
tend to apply a management control technique. Management control
techniques differ from strategic planning and operations control in
that they focus eon the yhale organization rather than specific sub-
units of the orcganization. Anthony (1965) defined management control
as a process bf which manageﬁent assures that resources are obtained
and used cffectively in the accomplishment of the organization's
objectives. School management decisions fall into four general
categories: procedural modification, program :éntinuance, Progran
dissemination, and program reailgcati@n? Accordingly, the range

of information it needs varies from the qualitative documentation

specific

(]

of instructional practices to the regource  analysis o
program subcomponents. The question as to when and which level of
infoirmation school management needs depends on the length of time

a program has been in operation and the degree to which that project

L)

verlaps other programs within the school system. However, at any

‘given decision point, the total information need is reflected as the

summation of each proyram's history. For example, if a decision is
school management needs three different levels of information.

To provide a better understanding of the nature of the decisions

'school management must make, operational definitions of the four

general decision categories are given below. In each case, reference

is made to the length of time the program under consideration has

been operating.
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Prgﬁcduralfmgdificgti;nr(Y;ars l& 2)

At the start of a program, it is essential to know whether it
is being implemented properly. During these years, school manage-
ment is required to make decisions that‘will lead to the orderly
adoption of the project's instructional plansAand policies., A
number of internal audits are needed to determine (a) whethef the
planned material and program resources arevazriving on schedule,

(b) whether the target population is being served, (c) whether the

implementatior procedures are being delayed due to some systematic

problem, (d) whether staif aevelggmentzgctivitiés are underway and
wall féQQiVEa, and (e) wgethar pertinent data for the respective
funéing agencies/sources are being collected. Such decisions have

a priority during this period Eezausa unless the enun;iatea instrucf
ticonal precesses and procedures are firmly comnprehended and Exéiutéﬂ?
the true value of the ﬁ:cject will not be realized.

Program Continuance (Years .3 & 4)

During this period, school managemeﬁt, having made procedural
modifications to successfully implement the pr@jeét, must decide |
(a) whether the newly implemented pr@ject is-capahla of delivering
its specified serviées and (b) whether these services aré producing
rmeaningful changes in the educatiorial patterns éf the target child-

ren. Associated with this concern is the need to know how.much: it

‘costs to deliver the servicer and whether it is worthwhile to con-

tinue the investment of material and personnel resources, The major

' Eécisian, therefore, is to determine whether the Project is productive
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Program Reallg;atién (Years 6 & 7)

and whether it is worthwhile to continue to offer its services,

Program Discemination (Years 5 . 6)

At this time, the project will have become an integral part of
the school system's instructional offecrings.. Since most of its
operational constraints 'ill have been worked out, its current in-
structional configuration (i.e., class size, teaching strategy)
would probably be in that form which permits an optimal level of
delivery. For these reasons, school management has_ta make a
number of strategic plans. Of the many :aﬁsideratians,’the highest

priority is on project dissemination.

Reallocation and dissemination decisions are closely related.

When a project is considered for dissemination, school management

has to examine the proposed project in a nuﬁbér of ways. In this
process, they have to assess each of the project's components to
determine whether it is necessary to disseminate alllar some of the
project. Because this activity preceeds a."turn~key" action, care
is taken to formulate cost-effective units. Therefsie; school
management has the crucial %eag@nsibility of constructing viable

instructional additions for the school system.

Research and Evaluation Activities
To thain'sYstematig‘infgrmaticn about the status of instruc-

tional programs within its school system, school management turns

to its research and evaluation unit. School management expects

 that the information developed by its unit will be both timely and

[
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refle:giVE of the conditions within the school system. If it is
n@ﬁ, school management, although convinced that the evaluation in-
formation is itsclf valid, will not use the information as a maj;r
reference source. Grobman (1970) described this situation in her
discussicn of curriculum evaluation. the stated that §Va1uatian
inf@:matian had no value unless its recipients believe that the
evaluation infafmatian is useful. fherefare, it seems that if
evaluation information is te be useful, it must be in-phase with
the pgrceivea information needs of school managemert.

" In Figure 1, the féur levels of school management dezisi@ns

are given with  the appropriate research and evaluation degign tech-

nigque. Although a concise statement of the preferred analysis

procedure is given, a more detailed discussion of each evaluation

o e v o s

phase is given below.

Fhase I: Specific Information (Years 1 & 2)

During implementation years 1 & 2, process evaluation techniques o

should be emphasized (E:@wn, 1270). 1In operational terms, prc:ess ?

evaluation techniques describe the imﬁlementati@n Eracegs——that is,

they put a'hea%y emphasis upon the monitoring of (a) classroom

act1v1t es, (b) étéff develagme;ﬁ aﬁtivities, (53 §laSSr¢Qm manage-

ment practiées; éhd-(gj-ihe éevalcpmeﬁt afbdémégzéphié ihférﬁéti@ﬁ

(i.e., énrallménﬁ patterns of the participating schools). In-

essence, process evaluation técﬁniqu25 déséIibe and d@ﬂumentrall
o
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aspects of the implementation process (Baker, 1969).

‘Outcomes of this process évaluaticﬂ produce specific informa-
tion about the discrepancies between theoretical één:épts and
!practical methadglégies, as well as the major distiﬁsticns between
proposed and emergent program characteristics (Provus, (1969),

These data would cover all bases of the project--even those areas
which might appear to be unresearchable (i;e@,‘the preparation of
a project ¥ school X grade matrix). Suzﬁ data assist school manage-
ment (1) to identify areas of program strength and waakness, (Z2) to

make adjustments in the internal and external mahagement of the

the project to other ingtructional programs.

Phase IT: Comprehensive Information (Years 3 & 4)

By this phase, many of the project's initial problems will
have been resoclved and the project will be:delivering its services
in.a consistent manner. However, school management wants to know '

whether the inputs of the project are producing the desired results.

To obtain this kind of in’ormation, R & E personnel should use form-
ative evaluation techniques. This is the method of choice because : 5
it provides data that test whether a project is reaching its

objectives and is producing desired behavioral changes in the target .

ghiléren;_ If the desired criteria have nct,beeﬁ'reachai by the

project, the method gives an estimate of how far the project is from

reaching its terminal goals. These relative success measures provide .

school management with reliable data and assist them in ascertaining o B

§ E - B
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“displayed.

- and nonparticipants may be Péffafmed.' However,

> necded to improve the outputs of the project.

1

what kinds of changes ar

Phasc T7TT: Jngmgﬁtagr;gfqrmagian(YEars,5,;76)‘

Projects having heen sustained for this length of time are those
which have domonstrated successfully their ability to deliver theirxr
services or products. Neow, school management, being required to
determine which of the prescribed services are to be disseminated,
requires a different level of information. These decisions become
more crucial when there are more than one project directed toward the
game instructional sbjective. A similag'situétian exists when the
projects represent major alternatives to éxisting Schaél_prgérams;

To assist scheool management, R & ﬁ personnel should use long-
itﬁﬂiﬁal or trend analysis techniques. These technigues permit the
use of t“~ many data sources which have bheen developed, codified,
and st;red over the past five years to be retrieved, catalogued, and

These data may be formatted in'a time series design

containing integrals of the variables (i.e., exposure lﬁﬂicesi
multiple correlation :aefficiénts)i School management will expect

the investigator to study the results of these analyses and prepare

statements of his finéings.and recommendations. At this time sum-

mative techniques are also useful. Comparisons between participants
since the summative

'aata can only izdiﬂatg whether the particigants are performing betﬁer

than the nenparticipants at this point in time, the former procedure

.is preferable because it provides a more comprehensive review of the

historic iﬁpact, actions, and outputs of the project.

R G
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Phase IV: Component Inpact Information (Vears 6 & 7)

projects having the seme thrust is the best, a different assessment
procedure must be Dﬁ@layéi. For it is not enough to know or iééntif;
the best parts (components) of each project, it is éssential to know
which combination of components would best meet the specific needs

of the school district's children. When a school systeﬁ has more
thén one need group, component impact procedures would provide

school managenment with a number of cost-effective cambiﬁati@ns_

A suitable component impact énalysis gragaaure (E;AE) was used
by Brown (1972) to ﬂéscribe the impact of Title i préjects in
Philadelphia. The proposed CIAP pérmitteéxthe analysis cf the
impact of 16 projects in 69 eléméntary schools, It gavé a-aampgsite
picture @f_the additive or compounding effects of these projects,
Eyginc@réarating cost, demographic, achievement, ané project content
input data into a hiératchial.matrix,(pgéjest density), Brown ﬁas
able to derive the impact characteristics of the rescurce allocations.
By analyzing the thrusts (additive inputs) of the emergent resource
patterns (intervention éxpefiences)i the most apgrmpiiate component
cowbinatione were identified, Theref@ré, thrgggh CIA?, school
management was Proviéed'nct"énly'withfinférmatién about how the
résgurcéé had been_ailocated~t§ maét specific needs;'but:which
combinations @frfésauices,ﬁaé“maét praﬂuéﬁive; 'Thésé‘détargzééided
school maﬁagement witﬁ a number of élternétiva ﬁays in which thair‘

resources could be reallocated into more productive effective units.
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‘newly implemented and existing programs. Because the education of

relevancy of current rescearch designs are important, they circum-
vent the more real and pressing problem--namely, how to get school
management personnel to use evaluation as a primary saurzé in
their decision-making process. It would seem that as long as the
functions of school management are conceived within the narrow
context af-a "decision-making process;" little progress can be
made,

The major purpose of this paper has been to demonstrate that
the decisions of school management follow a well-defined sequence.
Decisionsg bégin as qualitgtivé, pragmatic can&erné for the orderly
implemantation of a program through a period when they become
nents found in parallel programs.

In general, the sequence of schcal manaéemént decisions
follow four major steps: praéeﬂural, continuance, disséminatian,
reallocation. Eaéh of these steps is diréctiy related (1) to
planﬁed-iﬁsﬁrugtiénal~activitiegé (2) to on-going érgg:amgani

administrative practices, and (3) to overlapping conditions between

Fh

children is an organic activity which changes as a function of the

needs of the children served, a school system always has a diversity
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of program levels, It is this diversity that causes school manage-
ment's decisions to be multifaceted. Compounding these conditiens

are the influences from outside the school system. Political

bressure, social change, pupil mobility patterns, and community

o]

interests are but a few of such influences or factors. But, given .

thesc

o

I

factors, sgha@l management must maintain its rasggnsibilit&
for developing, implementing, and sustaining those instructional
programs of merit. )
To assist themrin this effort, school management personnel Lo
turn to research and evaluation (R & E) units., R & E units,
théfefﬁfé, have»the respénsibility for providing those data that
are essential for making the most aFFrapriéte decisions about
instructional programs, Haweveg, if R & E units feel that they : ‘
should wait for school management to develop or enunciate signifis;
cant research questions, or to define Specificaliy what they neeﬁ

at a given moment in time, R & E units will continue to provide

o
i
b
i
f

e

information that is aut—@f;bhasé witﬁ the major concerns of the
school system. R & E units should bégin to study the decision-
making mechanism ani managéméﬂtgccntfcl~syst2m @f theix rasgective
school systems to find out how they might best be of sérvizéj For
when the decision mechanism and control system are known, it.is
rrélatively to develop ahd prasent agpragziate'evaluatiaﬁ information.
The findingslaf this,stuég suggests that the best method for
ascertaining what {an& when) the decision mechaiism and control
syétém @f_a scﬁéal syséem wéuld be to document those operational
Q
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d

falt

velopment and implementation of an

[

steps which encompass th
ingtructional program. As is shown in Figure 2, a direct relation-
ship exists ketween the developmental and implementation phases

{years in operation) of an instructional program and requisite

Insert Figure 2 about herec

school management information (research and evaluation technigues).
When this relationship is éstabiisﬁéd,fgr_a school system, R & E
units become able to respond to the changing information needs of
school management. Furthermore, such an alignment would sub-

stantially increase the impact of evaluation information on instruec-

tional change, o
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Reallocation i ) . I
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Analysis
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Figure 2, Relationship between levels of school management deciziong




