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The work presented or reported herein was performed
pursuant to two contracts. The national evaluation
of School Personnel Utilization Projects was funded
by the U. S. Office of Education, Department of
Health, Education, and Welfare, Grant 04408. An
evaluation of the three differentiated staffing ex-
periment in the Florida Network was funded by the
Department of Education, State of Florida.
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OVERVIEW Oi OBJECTIVES AND OUTCOMES
OF THE SCHOOL PERSONNEL UTILIZATION EVALUATION

The Evaluation Training Center at Florida State University was

established under a grant from the School Personnel Utilization Program

of the Bureau of Educational Personnel Development, U. S. Office of

Education. This grant was administered by the State of New Jersey,

Department of Education, Division of Research, Planning, and Evaluation

through the Educational Improvement Center, Pitman, New Jersey, and sub-

contracted to Florida State University.

During the funding year, 1970-71, the Evaluation Training Center at

Florida State University planned and implemented strategies which have

resulted in the achievement of all major objectives for which funds were

granted. Volume I of this report is intended to give the reader an under-

standing of the scope of the project, an introduction to the functioning

of the Evaluation Training Center, and a summary of the major findings of

the evaluative studies. Volumes II through IV describe in detail Center

activities relevant to the fulfillment of each ETC objective under the

School Personnel Utilization contract.

The contract between the Evaluation Training Canter and the U. S.

Office of Education required the following:

1. The development of a graduate training program in the evalu-
ation of School Personnel Utilization Programs.

2. An analysis and revision of the SPU Program objectives.

3. The development of instruments and procedures and the subse-
quent training of project evaluators required to assess the
impact of the SPU Program.

4. The development of a comprehensive model for evaluating
School Personnel Utilization Programs.

5. Extensive field testing of the evaluation model in a
selected sample of projects.

6. A summary report on the evaluation of SPU projects.
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Part 1

Graduate Training in Evaluation

In July, 1970, the Department of Educational Research designed a

course of instruction geared especially to the needs of individuals

involved in an evaluation of School Personnel Utilization Projects, estab-

lished an Evaluation Training Center, and since that time has provided

both theoretical and practical learning experiences. Throughout its first

year, the Evaluation Training Center has operated with eleven graduate

student trainees, seven of which were funded through SIT Traineeships,

one full-time and two fractional faculty positions, and secretarial help.

The rationale for establishing an Evaluation Training Center to

develop talent for evaluating School Personnel Utilisation projects was

based on the belief that this type of evaluation required learning oppor-

tunities not commonly found in graduate research programs. For one thing,

there was the necessity of wedding research methodology with the pragmatics

of school staffing and related innovations. For another, there was the

problem of providing evaluation training in addition to the department's

ongoing training for educational researchers. To bring these three con-

cerns together in a training program, trainees in the Center were involved

in three phases of activity. The first phase of the Program was accom-

plished by enrolling each Center trainee in the Educational Research

Department's core requirements. Here, instruction in research methodology,

measurement competencies, and statistical applications was provided. In

addition to this, trainees were involved in specific coursework in the

theory of evaluation and spent half-time involved in supervised Center

activities where the application of that knowledge in a real setting was

possible. Finally, the third phase requirement' were satisfied by
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providing trainees training in the theory behind organizational stn....Luta.

innovations and by getting them involved in school settings whre :nn

tion and development were taking place.

The Center has attempted to offer trainees a program geared to spe-

cific needs, and therefore each trainee has been participating in an

individualized program. For the sake of this report, individual proscam*

were considered and the following list of activities and coursework rcprc-

sents a zairly typical training schedule:

Topic or Activity

Approximate
Student Contact
Hours

1. Evaluation Theory and Practice
a. Seminar in Educational Field Research (EDR 526)
b. Theory of Evaluation (EDR 502)
c. Supervised Evaluation Practicum

40

50

1) Design of components of Evaluation Model
. 80

2) Developing instruments for the Model .. 200
3) Group planning of on-site evaluations 60
4) On-site evaluation activities ..... -0
5) Analysis, interpretation, and reporting of data . 250
6) Revision of evaluation instruments and procedures....,. 100

2. Educational Innovations
a. Structural Organizational Alternatives
b. Seminar in Alternative Approaches to School Personnel

. 30

Utilizat4on (EDR 605R) 30
c. Instructional Design Models (EDR 631) 30
d. Supervised Practicum in Planning for Educational Change 30

1) Development of Staff-use models 150
2) Visitation in innovative schools

. 20
3) Development of accountability models 100
4) Design of instructional system 60

3. Topics in Educational Research
a. Methods of Educational Research (EDR 520) 40
b. Operational Objectives in Educational Research (EDR 543). 30
c. Advanced Topics in Educational Research (EDR 525) . 30
d. Statistical Applications in Education: Description and Basic

Inference (EDR 510) .. 50
e. Advanced Statistical Application in Education: Analysis of

Variance and Covariance, Regression (EDR 511) 50
f. Applications of Nonparametric Statistics (EDR 513) 30
g. The Use of Tests in Teaching and Guidance (EDR 501) 40

Total 1,530
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explain the ETC Conceptual Model, describe the evaluation design, and

instruct project personnel in the data collection procedures they snortly

would be involved in.

At the LTI institute, the Evaluation Training Center sponsored train-

ing consisting of:

Topic
Contact
Hours

Number of
Participants

Presentation and explanation of the
conceptual model of School

1 60

Personnel Utilization

Training in self-assessment techniques 2 35

Training in the use of instruments
developed by ETC for the SPU evalua-
tion design

1 35

Explanation of the evaluation design
being developed

1 60

The second opportunity ETC had to provide training at the project level

was during the on-site evaluation of five projects. Inherent in the evalu-

ation design was involvement of school personnel in the evaluation process,

and the principle of immediate feedback to project personnel. Since the

evaluation design required an analysis of each project's staffing model

and plan for implementing that model, the on-site visit provided an

excellent opportunity to present alternative modal building and planning

strategies to project personnel who may not have been previously trained

in that capacity. It was a general policy of the evaluation team to sug-

gest means for remediation whenever they found project staff to be deficient

in knowledge or skills they themselves indicated were of great importance.

Documents used as part of this on-site training/remediation effort can be

found in the Appendix of Volume IV.
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Part 2

An Analysis and Revision of
School Personnel Utilization Program Objectives

(Summary of Volume II, Parts 1 and 2)

The official statement of goals and objectives of the School Personnel

Utilization Program (SPU), Bureau of Educational Personnel Development,

USOE, was the subject of the first evaluation study by the Evaluation Train-

ing Center. The first step in the evaluation process was to determine

the value of the goals and objectives as communication links between SPU

program officials and local project personnel. The second step in the

evaluation process consisted of a revision of the goals and objectives in

order to improve their communication function.

The Communication Value of the Objectives

Teachers, administrators, and college personnel who were directly

associated with SPU projects, and a similar group who were not associated

with SPU projects, were asked to respond to a written statement of each

goal and objective on a modified version of a semantic differential. With

this instrument respondents rated each objective on the following sets

of bipolar adjectives:

beneficial
appropriate
timely
feasible
logical
realistic
clear
understandable
meaningful
adequate

- harmful
- inappropriate
- untimely
- infeasible
- illogical
- unrealistic
- unclear
- confusing
- meaningless
- inadequate

The adjective sets were of two basic types--adjective sets relating to

worthiness and appropriateness and adjective seta relating to clarity or

confusion. This procedure results in a numerical value or score (for
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worthisese sad appropriates.., sad clarity r camisoles) being mmisovd
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ghettos.
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*jstless is the two sets el adjectives &alias with appropriateseos and
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The analysis ed the data alas revealed that the sisal gimp of 'sepses

dents displayed toverable attitude tamed. asst ed the ob)ectivese

although the rspsedeses typieally gave a wee laweemble response to the

werthisees of the objestives (Despaired to the elarity it she objectives.

There rase were sigeilisast dilleoUsess is the mesa Mises gives to
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the objeettves wen twillosetly dillsest tees sash ethers they were
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At the lower god of the rasktr .wre: "wean scot of p

sensol," "differeeeieted lostructleecl modes," sod "a. .s

end tevcbors."

Ile survey lastrusest seed is evelustiag the (objectives lacluded

request 'bet tbe responds's "list soy suggeetiess yes hove, r problems

you foresee seseeraing each Weill's." Nearly every respoodeot mode sons

comets, *Item es each objstive. Memo critloal senessits along with

logical moslysis .f the objotives sod the revolts ef the previous maim-

ties, were used te revise the werdiag sod latest of the objectives. T

support lb. logical malyele, tbe seeeptual oodei t stfflog developed

by DeSlools (1971) was utilised. Ibis assessment, toweled with she cm-

sopteal model, provided Os fremeweslo epos Mash es evaluation' of tbe

omplessoeso sod onooloomees of tbo objeetives would be messiahs. The

tail tile. list of objestivos his vedergene a presses of analysts sod

revision to &Kew their clarity. eampletemees. oemeisesosoo amd 'Loral

ability to semomioat tbo goals amd Waste od tad 1:201.

A Powered lavisism the Goals. Objectives, mod
Oeidelimse it the Sebool Pommel Uti&isetiam Program

The peel e the Sebool Poreemmol itilisetiom ',WOO IS t improve the

Seeable. end leerily OeldflOOSS4 is eleseesery emd *seeder, esbeele by

liedin. suer elfeetive ways 0 ergesialog their Peebles mod edniosistm.

sive steles. le oder to nest this peel sloe fellowin. *etises are pr-

posed for the $PV Progreso

1. To wriest wheel prsemmol amd the poblis to altrmotive
rgsmisetismal *mouses lee oebsets.

2. T. provide 'rebel% fee Naomi pereemmol is the memagoriel,
rgasisatiemel, and imotrostiamol .bill* required by rawly
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3. To encourage universities to provide inservice and preservics
training programs in the skills required by alternative
organisational structures.

4. To bring into beteg credestiallas process for professional
teachers that includes multiple entry and exit points, and
nom -sequestial movement to higher certification.

S. To encourage state education agencies to seek legislation and
to adopt policies which provide for alternative school ergs-
Binational structures.

la oddities to the SPY Program process objeetives. the following
guidelines are suggested for propose schools leaded by the Sit Program.

liadeliaso for the ormanSsattenal Strvoture of Protect Schools

1. The roles of instrustional persemnele as well as administrators
and other persensel. should be difforeatiated on the basis of
the typo and amount et reopmtsibility assigned.

2. Salaries oilbstructienal poroonmel should be difierostiated en
the basis of their roles and respoasibilities.

3. Clausruem inotructienal porsoncel should be provided promotional
incentives which allow them to advisee is responsibility and pay
Mile remaining tomboys. These promotional ineoatives should
be equivalent to those provided administrators and other nen-
instruetlesal peroonnel.

4. instructional time sehodulao should be flonehls.

S. Decisions shoald be mode at the levels is Ow .411wel's 'Depot -
salami strustoro then the meet imformothm egoists.

S. The 'shod staff should smogs is group problem *elides.

7. The school should utilise a number of instoustienal strategies
she should provide a vide variety of maltose to studious for
faellitation of their learning.

S. the semnunity should participate is the inplementeties of the
instructional protium.

0. The *shades laservies training programs should be designed to
laellitate the asitiovenset of ashes& goals.

10. The assignment of responsibilities within the oohs.* organiseties
Mould be booed in port an the individual differ...es of lto
nonbero. their different strength, aad usohmemsoo. and their
varied personal goals.



-10-

11. Teachers, administrators, and other school personnel should
participate as peers in the school's organisational structure,
though their respemaibilities differ as to type and amount.

12. School personnel should malaise that the be mutually
dependent it organisational goals are t 4.

13. The school ergamIsatiomal structure shouts -rase Its
staff members to be self - actualising.

14. The ceumusity should participate is the fettle; of goals for
the lastructisal program.

15. The school should have *yeti* of objectively evaluating:

a. Staff, pupil. and coumusity attitudes.
b. Coot -offectivesese of specific *lemmata f the school pre-

c. Success el its graduates, transfers, and drop -outs.
S. School program relevancy.
. Pupil echieveuest is terms of school objectives.



Part 3

An Assessment of the Impact of SPU Program Training

A. An Evaluation of the Perception and Desirability of
Flexible Staffing on the Part of c ' Personnel

(Summery of Vol I)

The first phase of the evaluation program for SPU involved the

assessment of the perception and receptivity of school personnel toward

selected statememts which represent six of the seven major categories

of Pellet/is' conceptual model of staff utilisation. Since sons of the

failures of initial implementation of educational ismovations can be

traced to easuedsetaading of the innevatisal consorts underlying the

insovatis, or tc ostielpase is the program who axe not receptive to

mew ideas, it was loped that the traits of this study acid help clarify

areas of m, undetemoding and resisemee in the early sings of lapis -

neeteelea.

Ode evaluation inettmoset Ow' 01) was developed to determine the

effects of stalely' amdier Ameelver apes the ability of staff members

to discriminate borer the characteristics of flexibbord traditional

patterns f staffise. A seemed Seem of she Instrosee (flees 02) use

developed to mares staff warm mss t partieftmee be seheel having

re ehavestetistor el llamado eifiling. The ere senores's of staff-

ing Arecteristir were uses 111 Polar 01 and 02. bus Ube iseetructies

daftesd.

llama

Importunate/ and *steel pepuirAess were retorted and respondents

ore categorised as tes (a) type of wheel. (b) position in the educational

mots (teseber, rtneipel, project director, etc.), (s) sex,

and (d) year of emperienee. Individuals were ramrod, assigmed t either
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1) Teachers and administrators interact as equals

2) Teachers serve part-time as administrators

3) Teachers' instructional activities are determined by
written goals

4) Pupil achievement is a factor in evaluating teacher
performance

The experimental group was more in agreement with these statements

than the control group, which was expected except in the case of the second

item.

Differences in responses were significant for 15 of the 31 items

when the subjects were classified according to school position. These

items were spreai out widely among the different categories of the con-

ceptual model, and they related primarily to duties of teachers, evalua-

tion of teachers, design of instruction, and the role of the public in r.me

educational process. There was greater agreement among groups on the

items relating to the supervision of teachers, interaction of teachers mime

administrators, employment practices, problem solving strategies, and bur

Pt. In viewing the items as a whole, the administrators gave the hisbes:

percentage of responses in the expected direction, and the non-teaching

personnel seemed the most uncertain. Although most of the responses weak

in the intended direction, two items were answered in the "wrong direct -.a: "

That is, more respondents agreed than disagreed that teachers serving

simultaneously as instructor and administrator, and teachers autonomous

selecting their course topics were representative of flexible staffing

(even though these items were intended to represent traditional practices).

In a survey of the general direction of the differences between the Emmet-

mental and control groups, it was demonstrated that the experimental grew

uniformly responded more "correctly" in their perception of what
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constituted a flexible staffing environment. Nonetheess, a substantial

majority of both groups were able to correctly discriminate between items

consistent with differentiated staffing and those consistent with tradi-

tional staffing.

Form 02. Only seven of the comparisons between control and experi-

mental groups on Form 02 revealed significant differences at the .01 level.

These differences were in statements concerning anecher imadviduality,

interpersonal relat:_ons and communication.. decision making, and promotion

and remuneration. In addition, 21 of the 31 its revealmd significant

differences among the various school post:monis. Overall, the administrators

seemed to be the most receptive toward flossible staffing =Incepts and the

least receptive toward traditional staffing concepts. Twenty of twenty-

four items which demonstrated significant differennes fall tato the con-

ceptual categories related to decision making, .e- icy -f, recruiting,

promotion, evaluation, remuneration, and accountability. Oely one of the

five items in the collegiality category remnaled eignificae differences

among school position classifications, ana:naither of the two items in the

iedividuality category revealed such differences.

In a survey of the gametal "direction" of the diffememses between the

experimental and control groups, it was demonstrated that the experimental

groups consistently indicated a greater willingness to meek in a flexible

staffing environment. Morevvee, in absolute terms, both groups indicated

a preference for the flexible staffing pattern characterised by these

items.

Aspects of Flexible Staffing

The foregoing has compared control and ompogSmostal groups 1 their

perceptive and receptivity teemed the comma of floriblo stoffuns. In
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addition to this function the evaluation instruments, fcrms 01 and 02,

were designed to provide information about particular ways that those

attempting flexible staffing view the concept.

cighty percent of the teachers and administrators surveyed agreed

that teacher individuality is a key concept to flexible staff use and

that provisions must be adapted allowing teachers to specialize and work

in areas of personal strength amd competence. On Form 02 a similar per-

centage indicated they desired to work in a setting where this was the

case.

Responses on Form 01 indicated that nearly e-tit.ty-five percent of

the teachers and administrators surveyed considered collegial decision

making to be central to the fl le staffing concept- Group problem

solving, as opposed to unilateral decision maki- ems considered essen-

tial. More than 75% of teachers and administrators indicated that teachers

and administrators imeeractint as equals with diffeeemt responsibilities

he an important compomaut of flemible staffing. Eigity-six percent of

both groups responded as arms 02 that they were desirous of working in a

school where this was the moss.

Both groups rejected the prospect of working in a school where

individuals did their joie independently of others on the staff. However

es another question 612 ad the teachers reserved autonomy in selecting

topics for their own comers for which they were geoponsikle. It appears

they do not wit* to give the autonomy Mitch Mae often provided teachers

their only defeese against amsneggitasims *scrams wanch soommd unworkable--

that et closing the classroom diger and blunting adeigniattation edicts.

Administrators won, inns in their disavowing* with ins state-

ment shot taw would irresas esopemeibility for plemawas Ala a flexible
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staffing ,ituatr,r., a:1d that caa-I-.tr4 .u1:: - _1:

p1_,L6. Ninety-two per,e.lc Itic chi, wa, not a charac-

teristic of flexible staff use. Eighty-five pertrItor the teachers wJr-

vey'ed also aLsse.reed. A similar nk;mber disagfeed Mitt. .-Lt statement that

most teacher. preferred to be closely supetvliEd On Form 02 both groups

voiced a strzase, desire of workiag in a school where facwlry members have

a greater some of responsibility tax helping Solve G:hmol problems.

Eighty-six percent of the faculty and adminisg.tacive rasponses indicated

that this eWmail be done by joint planning and implementation by faculty

anu adminific:warve groups Nearly as many indicated they would enjoy

working in a .ituation where informality was tVIdent in faculty/adminstra-

tive inter-cmonications.

Strong approval was given far the statement that flexible staffing

requires a shift in the assumption base underlying many paciOnbel policies.

Nearly 85% of the faculty and administrators aesed that within a school

staff, probLeem solving must proceed from the sesamption that teachers are

creative ane:display ingenuity. Seventy-six percent of the teachers and

85% of administrators desired to work in a school where this shift had

occtered. ._majority of both groups rejected the idea that detailed

policies sbsesid regulate teacher behavior.

Eighty-live percent of the teachers and admiosetzaterre were in agree-

ment that the concept of flexible staffing provuies assorvice training of

personae' whorish will lead to increased isstructtots1 mosellensibility sad

increased saki.re- Eighty -six percent indices/1g a &Deism to work in a

school with am temervice program set up to aacoepliek these same ends.

The groups sash close to a unanimous vase oespebied that they con-

sider the use all aides and classroom instruct>eftel ebsistamts central to



the flexible at :.:.r 1d,4 tea.-..ners and of

the administrators ::ist.ed wick it a s:.toation »i-.tre paraprofessional

assistance was a,:ailable and oar.'

Seventy-one percent of tine people sur.,eyed would like to see fully

certified proiessiona:s employed part-t.:me It 0-Aix!. wished. This might be

viewed an answer to the woes ot t.es.;,..clg mother who wishes something

less than a full-time commitment.

On two points there was striaos disagreement between. the responses

of faculty and administrators. While 83% of the adminietzators agreed

that teachers demonstrating ex..epti,:l.al skill a...d expertise in instruc-

tion should receive instructional respznaibilicies and salaries above

that of other teachers, only 47% of the teaching group ware of a similar

opinion. Thirty percent were in disagreement and 23% were uncertain. The

other discrepancy occurred over the question of evaluation of teacher per-

formance. Seventy-three percent of the administrators believed that in a flexi-

ble staffing situation the.tvaluation would be beset. on an assessment of

one's performance by his subordinates, his peers, and his superiors in the

organliational structure. Fifty-four percent of the teachers agreed and

462 were in disagreement or uncertain On Form 03, half of the teachers

indicated they would not like to work in a situation where this type of

evaluation was in operation--three-v.withe of the administrators favored

working in this setting.

Both administrative and faculty responses to statements suggmsting

limited role differentiation and the continual movement of teachers

into administrative ranks were disappointing Only 302 of those sur-

veyed indicated they viewed flexible staffing as a structure in which one

can really find a career in teaching without being forced into



administration. Only 302 saw the concept incorporating extensive role

differentiation which goes beyond typical grade-level and subject area

specialization.

Seventy-six percent of the administrative group and sixty percent

of the faculty agreed that instructional activities are determined by

written goals in the flexible staffing concept. Half of the teachers and

two-thirds of the adminissmators indicated they would be desirous of work-

ing in a school where this was the case.

More than 90% of both groups agreed that accountability was an essen-

tial element of the concept of flexible staffing--that periodically school

personnel must explain to parents the objectives of the school, and the

degree to which they are beteg met. Eighty percent also agreed that flexi-

ble staffed schools would elk parents and the public for their opinion

about school policy and objectives.

Ninety-four percent of the teachers and administrators indicated on

Form 02 that they wanted to meek in a school where parents were informed

of school objectives and the degree to which they were being achieved.

Eighty-five percent stated a desire to work where parents and the public

were asked to provide input into the school's objective pool.

Teachers were less in agreement than administrators that student

achievement, as a factor for ceesidemation in teacher evaluation, is a key to

the concept of flexible staffing. Booty-eight percent of the teachers

agreed compared to 682.of adelnistrators. When asked whether they would

be desirous of working in ageing whore this factor of teacher evaluation

was employed, only 432 of the teachers answered,they were, and 60% of the

administrators were positively inclined. A full 382 of the teachers were

opposed to working in that attention compared' with 24% of the administrators.
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It appears that neither group is ready for the accountability issue which

seems to be gaining more support from an eager public.

B. A Status Study on Project Goals, Goal
Priorities, and Goal Implementation

(Summary of Volume III, Part 2)

Essential to the assessment of the impact of the School Personnel

Utilization Program was an evaluation of the goals upon which each project

based its plans, processes, and activities. For this assessment it was

necessary to determine first whether certain goals were included in each

project, and second, to determine the priorities assigned to them by the

project leadership. A logical ensuing step was a survey of the extent to

which concrete efforts toward the fulfillment of project goals had been

planned for and/or implemented.

Method

A prototype evaluation instrument for the criteria of goal importance

and goal implementation was prepared using the Conceptual Model and the

comprehensive set of SPU goals. This instrument underwent a series of

formative evaluations by project directors, evaluation experts, and in-

service school personnel, and the formative process resulted in a final

instrument designated Form 03.

Form 03 was sent to all the 23 SPU projects, and was administered

to three major groups; project directors, project committees, and "other"

school personnel. These individuals responded to 27 goal statements by

indicating the importance of each of the goals, and indicating the degree

of implementation of each goal within their respective projects. The

responses for each category were tabulated, and the means for each group,

for each school, and for each item were calculated and analyzed in two
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lts were used to rank the goal statements in

7der of the degree of implementation; and

to deN ,p an importance/implementation matrix.

iteraents by importance. The ordering of the

tralizations. One obvious result was that

fared the goal concerning the effective use of

e existing structure to be very important.

Rs and clerks be used within the existing con-

e somewhat disappointing response from those

king alternative staffing structures. Despite

le remaining eight goal statements selected to

unittees focused on variables requiring changes

it structure - -those structures which are estab-

imploy, retrain, and retain human resources for

id on variables of communication and human

mod around variables of evaluation and account-

what less enthusiasm, but nevertheless were

:ategory.

ols' planning committees agree that increased

:hers toward students was a very important goal

:ept, the list of unimportant goals indicates

is dimension of professionalism which places a

control of the conduct and quality of the

Professionalism in the fuller sense of the

ortant component of the concept of flexible
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Th!_rinktfla01 AYIt stAirw"J%_h:' 40.1LEYA-0 kr21!T!ntakkYl. The

influence of the VSOL funding guidelines is obvious here. It appears both

in the goals which were chosen to be implemented, as well as in which Kuale

were deemed most important in flexible staffing endeavor, that project

personnel were keenly aware of the structural aspects of the concept. Plac-

ing staff in vertical hierarchy, with specialised roles, and developing

cooperative planning bodies within the school seemed to take precedence

over the socio -psychological considerations. One might argue after compar-

ing the list of six most completely implemented goals with the list of

eleven goals for which plans are nearly complete, that the tail is wagging

the dog. Perhaps in an effort to fulfill contractual agreements with the

funding source, or perhaps as strategy to receive second or third year

funding, projects have implemented terminal goals without having implemented

the necessary enabling strategies. For example, it appears that project

leadership is attempting to establish cooperative decision-making bodies

before they provide staff additional training in interpersonal relations

skills, and before they effect change is the climate of communication.

Teachers are adopting new titles before they receive training required of

the mew job descriptios. In addition, meet of the projects felt that con -

tisueue formative evalutios was either Wiry important or important, however

only ems project claims to be monitories its ors progress through formative

evaluative efforts.

development of an isre-tasestirolassatatiesmatrix,. The basic

fern of the 'stria assists of a cress tabelaties of the responses of the

project directors and the project eemmittees as a matrix coneistieg of

three epitome representing the three levels of peal implemestaties, and

three rows represestisg the three levels of goal lapertsee.
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An analysis of the response distribution demonstrated that the

responses of the project directors more often viewed the important goals

as implemented, while the committee members general.y viewed the same

goals as in the planning stage. The results of an onsight validation

study, in which evidence of reported implementation was sought, clearly

indicated that the faculty typically underestimated the level of imple-

mentation of a goal, and the project directors typically overestimated

the implementation level of the goal. Most of the goals fell within

"desirable" stage of Mmplenentation/importance.
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Part 4

An Evaluation Paradigm for Flexible Staffing Patterns and its Application
to the Temple City. Mesa, and Florida Network Projects

(A summary of Volume IV, Parts 1, 2, and 3)

The *valuation model proposed in Volume IV is a general model with

application. for the evaluation of school staffing innovations as well as

curriculum and instruction. Starting with a general model and then

elaborating in terms of a given innovation has value in that it takes in

to account the implications of changing one component within complex

system of interdependent components. Evan small innovations cause ripple

effects which are felt throughout the school organisation, and an evaluation

must be prepared to consider these larger effects.

Any planned change or innovation, staffing or otherwise, is a matter of

taking certain concrete actions on the basis of deliberate decisions which

in turn rest on formal or informal evaluations of a known condition and

plausible alternatives to that condition. Educational developers have been

making educational changes for years on an intuitive, informal evaluation

base. The SPU evaluation paradigm attemtps to formalise this intuitive pros

case and combine the relevance of the developer's approach with the expli-

citness and rigor of the scientific approach.

The SPU Evaluation Paradigm places emphasis on formative evaluation an

mud reflects philosophy of evaluation which 'old. .:

1) The ultimate purpose of evaluatiam As t.,) moire,* aducatiom

2) Facilitation of program development through formative evaluation
is more direct and immediate than through an approach of summa-
tie* evaluation.

3) The process data collected in formative evaluation is essential
to the interpretation of product data gathered in the summative
evaluation.
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The SPU model comt,ir.-s formatIve amis -

limitary strategies for -tlitoring the prL,

from the old instructiuhal process to the

effectiveness and efficiency of the new p."

and in comparison with a known standard.

The Evaluation Training Center per.,

ciency and relative effectiveness of deal

the context of a general developmental mode-

assumes the following as the salient steps

1. Preplanning
A. Status Study
D. Goal Analysis
C. Solution Analysis

.tive evaluation as compli-

an educational transition,

te,e assessment of the

terms of global criteria

dre experienced the effi-

n evaluation model within

is developmental model

-,gram development:

II. Planning and Development
A. Derivation of otjectives
B. Establishment of criteria rd str-prds
C. Design of instructional medal
D. Design of plan for implemmmlOor model
E. Consistency analysis
F. Feasibility study of the p4om r Implementing the model
G. Design of formative evaluaa the developmental and

implementation stage, SUUMMOW. isluation at the opera-
tional stage, field testing As cam diffusion stage.

H. Design of the dissemination strategy

III. Inservice training and orientation
A. Knowledge
S. Attitudes
C. Skills

IV. Installation
A. Progress of program implementation
S. Problems encountered in program implementation
C. Deficiencies in the model or plan for implementation
D. Program effectiveness

V. Operation
A. Program effectiveness
S. Documentation of side effects
C. Cost analysis

VI. Diffusion
A. Diffusion
S. Dissemination
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PU Paradlf tor flexible staff 7.r pst,,,ns has its
blow
Mau tr. goner Jevelopmeata- the previous pea, Each step of

tam el reflects a correalua valopmental scope.

Sigt. Analysis is the firs? the SPU design and focuses of the

arra..yari it SPU project goal- Isr. -eat here is to assalyze the goals

and anr-Air project variorum -.4t7 .lformation releamm to goal revisions

for tmo narpose or claritt amerers+ and better communication. Goals are

also s. Ltred to a nest o -mmiarnimpcf- o determine vissever they reflect the

mamma amid priortries establiesmatimmmoject personnel

A Process Evaluation for p and decision-making makes up the

sassed step of tie SPU Paradigm. !ive_,uded in this step is the analysis of

the OMDCOSS of goal selectter, amd steer decision-making processes. In this

sump project personnel are rev eemmit vidatermine:

A) to what extent thew mem sirecialons are being made by the right
people;

71 to what extent thew farm_ otherinfluence decisions;

.14 to what extent thimprsseVe sibs to change their role in the
decision process;

4 the relative quality of the various decisions being made.

lhe !yodel Evriluatiem is amt unmake the goal evaluation in its analysis

of Mae staffing medal developed $ a ire Project. Here the concern with

dee...seeing whether a modal mimes or eat, evaluating tam adoquatemess

against a conompemel model el etailbee variables, and damisping a prof the

o f themparticuler emeffiegimehel _tams of staffing lommildess comes to

allipmktosts. lbs emalmales & gas ONO Sack to project latiftmallp amid

B aas is amemooa as sompOOfte tM ergs toeMS, ittr VSEIMO amommeleme

and Ms strong.* end merimums

lofts next step of the paradigm. Mile
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component attempts to make explicit ,tr;A:Jesi-s and techniques which

project leaders Intend to use to inst. . rbete staffing model. here the

model focuses on the consistency of =ne. *Ler 4:!' the mode: and with pro-

ject goals. Also of importance in this love is le consideTatica of the

legality, legitimacy, the practicability. And tk balance le the plan.

The Evaluation of the Installer- mm 10 clew as three valor objective

1) to momttor the implementaties of isessallment m_Lan

2) to provide the information limdie r Anned decmaia ms. during
the installation stage of dommappumw

3) to document the extent of isstalliones 4hich has tabu *Lace.

The Evaluation of Outcomes Belasd to Ater Attitudes, Skl:_s, and

Pro ects is a type of summative evaluotios is sing on products of an imple-

mented staffing model at a given point is tlION. These products as consid-

ered under our classifications:

1) products related to structural mmetebles

2) products related to staff knoodiedes. arritudes, and skills

3) organizational climate variables

4) variables of unanticipated OUSEMONIOL

These four categories of variables mill Meld information about the

staffing pattern, authority structures, emmammeamm policies and teacher atti-

tudes and skills. In addition, they. veil prev ia' indictee of the climes-for

continued innovative, and indicate She mmenamseadrprohlwas aol=benefitsadach

have resulted from the instalimmmt of thm maims

Asolication of WV Marmash

Instruments mod preeedures mere demmimped am operations/1mm semi of the

SIM Ivo/motion Sammehem gimps. OM /I al lliimmolV, which ampmmbh Wpm *me

of Shoes procedmvasAmmd Smstrummmts, is omtlimmd haler.

No attempt will be mode to summarise the amemal dams essimmed from are
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on site visits in the Temple City, Mesa, and Sarasota projects. These data

are reported in detail in Volume IV of this report.

The Goal Analysis in TempleCity, Mesa, and Sarasota projects requirec

Vim use of four SPU Evaluation instruments: form 01 and 02 which describes

watcher perception and receptivity toward the flexible staffing concept,

isms 03 and 032 which indicates the project participant's priorities among

the goal statements on the form, and the degree to which these goals have

how implemented in their projects. In addition, the participants' respon&e-

concerning their own school's needs are obtained and compared to the goal

priorities and levels of implementation.

Decision Analysis covers the important decisions made in each project

from its inception to date, Forms 08 and 08Q were used to obtain the decisive

wing data.

The Model Analysis employs the use of Form 09. The profiles of the

staffing models developed for Mesa, Temple City, and Sarasota are listed;

the strengths of each model as well as areas of model weaknesses are also

included. The model analyses for these three. projects may be considered a

statement of project di:ferences at the model development stage.

The Analysis of the:Installation Plan is the least developed of the

SPU evaluation paradigm steps, however, by employing a strategy developed

by the ETC, an analysis was made of the Temple City Plan for installing

their model of staff utilization.

A variety of instruments and procedures was used to evaluate the

imstsllation process: Forms 01 and 02 mess used to derive a measure of staff

attisdes and basic ability to deal with the concept of flexible staffing;

Comm 03 was used to obtain gra implementation status data; and form 12

woo employed to ferret out pressing problems of the installation process.

The last step of the SPU paradigm, Outcome Measures, relied heavily



-211-

an three ETC developed instrummers, the 04, 05, and 0- series., .dhich measure

the variables of self-concept, and profeereLonallsn; Form 12, a

ammactured interview concernin. staMfing and structure_ variables; and form

OS, used here as a product rather than a process seasons-


